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This study presents how the change in team culture has impacted the Finnish Women’s 
National Ice Hockey Team. The structure of the study is based on the self-determination 
theory, autonomy supportive coaching and change in team culture. The sub chapters’ focus 
on motivation, the coaches' and athletes' role within the autonomy supportive team working 
environment, autonomous goal setting and transformational leadership. The subchapter for 
cultural change is focused on the complex on-going process within the Finnish Women’s 
National Ice Hockey Team. 
 
The aim of this study is to enlighten how the cultural change has been implemented and 
whether or not the environment is autonomy supportive in the Finnish Women's National 
Hockey Team. Participants in this study filled a questionnaire and were interviewed. 
Interviews were conducted over phone, Skype and Facebook Messenger. The 
questionnaires structure was built on the self-determination theory. The sample group was 21 
persons. Participants consisted of 13 players and 8 staff members. All reached participants 
were interviewed following the structure of the questionnaire. 
 
The results of this study show that the environment in the Finnish Women’s National Ice 
Hockey Team is autonomy supportive. The athletes three basic psychological needs, 
autonomy, competence and relatedness, are satisfied according to the study result. This can 
be considered as surprising since the project of change in team culture was so young. A 
clear structure was expected when striving towards the Finnish Women’s National Ice 
Hockey Teams’ set goals, but not a result this relevant to autonomy supportive coaching, 
where the three basic psychological needs are this clearly satisfied. 
 
Because this study presents that the environment is autonomy supportive, further research 
should be considered regarding athletes' and staff members' well-being. Further research is 
recommended on players’ off-ice training because of the large amount of autonomy players 
have in the off-ice training. 
Keywords 
Self-determination theory, autonomy supportive coaching, athlete centred coaching, change 
in team culture 
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1 Introduction 

This study presents how the change in team culture has impacted the Finnish Women’s National Ice 

Hockey Team (FWN). The structure of the study is based on the self-determination theory (SDT), 

motivation, autonomy supportive coaching and change in team culture. The research in this study is 

based on the SDT and how the three basic psychological needs, competence, autonomy and 

relatedness have been satisfied during the process of cultural change going on in the FWN. The 

research in this case study is also done on autonomy supportive coaching, since recent research 

shows possible links where an autonomy supportive coaching climate satisfies the three basic 

psychological needs. This study presents several tools for a more autonomy supportive climate where 

the three basic psychological needs are satisfied. This thesis presents facts in form of theory that 

supports the results of the research and research methods. 

 

The hypothesis in this study was that the organizational environment is in transformation towards 

being autonomy supportive. Since the change in team culture started so soon the environment is not 

yet on a level that the athletes can be held more accountable. The culture within the team is changing 

and the process can already be seen in the daily work. The hypothesis was also that the three 

psychological needs, autonomy, relatedness and competence are not yet fulfilled. 

 

A theory-based questionnaire was developed to work as a structure for interviews that were held after 

participants returned the theory-based questionnaire. 21 persons within the Finnish Women’s National 

Ice Hockey Team were invited to participate in the study. The represented groups were players (13) 

on the Finnish Women’s National Hockey Team and members of the team management (8). The 

interviews functioned as support for the determined questions in the questionnaire and were 

transcribed to text and further analysed with the guidance of theory. Out of 21 questionnaires 20 were 

returned. One player did not return the questionnaire. 11 players and 7 staff members were 

interviewed. Out of the 20 participants answering the questionnaire, 18 were interviewed. Two players 

and one staff member were not reached for the interview, even though several efforts were made to 

reach these three particular participants. Thus the final sample constituted 20 participants for the 

questionnaire and 18 for the interviews. 
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2 Self-determination theory 

 

The theoretical part of the thesis strives to explain the main terms and concepts that connect to 

phenomenon such as cultural change in sports teams, coaching and athletes’ progress in sports. The 

theories and terms form a broad foundation that helps the reader to understand the structure of the 

questions in the data collection and data analysis and to interpret the results of this case study. The 

theoretical part contains of the self-determination theory, internal- and external motivation, autonomy 

supportive coaching, athlete- and coach centred coaching, transformational leadership and cultural 

change. 

 

The self-determination theory (SDT) is a theory based on motivation of individuals. The theory 

emphasizes the type of motivation instead of the amount. SDT considers how well the three basic 

psychological needs are either supported or neglected. (Deci & Ryan 2008, 182.) Self-determination 

theory highlights the importance of the environment feeding people’s perceptions of the three 

fundamental psychological needs – autonomy, relatedness and competence. SDT is a theory of 

motivation that, in sports, focuses on social factors as coach behaviours that influence different 

motivation patterns through how the coaches’ look at autonomy, competence and relatedness. For 

athletes to become expert performers a competent coach is essential. Developing an environment 

that satisfies the three psychological needs of athletes is under the coach's’ responsibility. Research 

shows that talent development is dependent on quality coaching. (Mallet 2005, 417, 419.) 
SDT assumes that human beings are born with three basic psychological needs: competence (feelings 

of confidence and efficacy in action), autonomy (feelings that one is the perceived origin or source of 

one’s action) and relatedness (feelings of being connected to others, feeling affection towards and from 

others), which are innate, universal, and essential for psychological growth. (Alvarez et al. 2009, 139.) 

Stebbings et al. (2011, 269) states that satisfaction of the three basic psychological needs helps 

coaches to create a more autonomy supportive climate for athletes. Since SDT covers all individuals it 

should be highlighted that both coaches and athletes three psychological needs should be fulfilled. 

(Mallet 2005, 417, 419.) A coaching environment that fulfils the three basic psychological needs may 

promote a climate that makes athletes enjoy their performance (Mallet 2005, 428). 

 

The three psychological needs have to be fulfilled when promoting and maintaining mental well-being 

(Stebbings et al. 2011, 257). Deci & Ryan (2008, 183) states that satisfaction of the three basic 
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psychological needs leads to better mental well-being. By creating an environment where all three 

basic psychological needs are satisfied the environment becomes positive and athletes sport 

experience is improved (Mallet 2005, 428). When athletes feel that the three basic psychological 

needs are satisfied a motivational climate that is autonomy supportive is created (Alvarez et al. 2009, 

146). At the same it is important to feel mentally well for optimal performance in the sports 

environment (Stebbings et al. 2011, 257). For the athletes’ psychological, emotional, personal, social, 

moral and intellectual development it is important to embrace life skills like leadership, teamwork, 

decision-making and career planning as a coach. The athletes experience in a sport can be positive 

or negative, depending on the coach's philosophy and coaching behaviour. (Headly-Cooper 2010, 5, 

18.)  

 

2.1 The three basic psychological needs 

 

The fulfilling of the three psychological needs might be more important than people think. All three 

psychological needs, competence, autonomy and relatedness have to be satisfied for a human being 

to function and develop optimally. (Stebbings et al. 2011, 256) When individuals sense mastery 

through effective interaction with their environment the need for competence is fulfilled. Competence 

is the strongest predictor of mental well-being. (Stebbings et al. 2011, 257, 266.) To master a skill 

athletes need to raise their own bar to increase the difficulty level when practicing a sport. For 

increased competence it is important that opportunities for increased difficulty are available. (Rocchi 

et al. 2017, 16.) However, if athletes feel incompetent in their environment and if they feel a lack of 

interest in a certain activity the participation in that activity decreases (Mallet 2005, 418). To support 

athletes feeling of competence coaches can help by emphasizing improvements and to show belief in 

that the athletes are able to reach their goals (Rocchi et al. 2017, 16). Furthermore Rocchi et al. 

(2017, 16) states that positive feedback enhances athletes feeling of competence. Competence can 

be self-determined. That means that intensified feelings of competence are followed up with a sense 

of choice (Mallet 2005, 424). Rocchi et al. (2017, 16) explain that competence is not supported when 

athletes doubt that they can improve and if they get a message from others that they are incompetent. 

Competence is also neglected when mistakes are brought up and when athletes are discouraged not 

to try more difficult tasks (Rocchi et al. 2017, 16). It is also important to highlight that for an athlete to 

feel competent the individual needs a structure from guidelines and rules (Mageau & Wallerand 2003, 
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898).  

 

All individuals are driven to take initiative. The desire for an individual taking initiative and action refers 

to the need for autonomy. (Stebbings et al. 2011, 256) It is important for individuals to have individual 

autonomy, being able to make choices for themselves, because the biggest predictor of performance 

is personal autonomy (Ntoumanis et al. 2014, 226). Rocchi et al. (2017, 16) declare that in sports 

athletes feel a need for acting through their own interests and values. That need reflects the 

individual's need for autonomy (Rocchi et al. 2017, 16). 

 

All people feel a desire to feel connected and being supported by others. This refers to the third 

psychological need, relatedness (Alvarez et al. 2009, 139; Stebbings et al. 2011, 256). In sports a 

network that supports the athlete is vital (Rocchi et al. 2017, 16). Further Rocchi et al. (2017, 16) 

enlightens that the athletes need to connect with people involved in the sport to have the needed 

support. Athletes’ feeling of relatedness is supported by being genuinely supportive and caring 

towards individuals and by showing interest in the athletes' activities. The feeling of relatedness is 

also strengthened when athletes feel they are liked. The feeling of relatedness is not supported when 

athletes feel distant and when they get the sense that they are not listened to. Non-supportive actions 

are also by not being available when athletes need it and by not allowing athletes to participate in 

certain activities. (Rocchi et al. 2017, 16.) Satisfying the three basic psychological needs; 

competence, autonomy and relatedness leads to positive outcomes and is necessary for continuous 

mental growth and well-being (Deci & Ryan 2008, 183; Felton & Jowett 2013, 130; Stebbings et al. 

2011, 256). 

 

2.2 Internal- & external motivation 

 

Headly-Cooper (2010, 5) defines personal excellence as following; ”The achievement of 

developmentally appropriate tasks across the length of one’s life and the acquisition of personal 

qualities that contribute to optimal health and well-being”. 

 

Success in sports is traditionally measured by external motivation like medal winning results where 

athletes and coaches produce in technical and tactical ways (Mallet 2005, 417, 418). Furthermore 
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Mallet (2005, 418) states that most athletes and coaches see high performance as winning. Also 

Headly-Cooper (2010, 5) summons that performance excellence is seen as a primary focus for 

coaches and athletes. However it is usually measured by using outcomes such as titles won, Olympic 

medals, personal bests and world records (Headly-Cooper, 2010, 5). This correlates with Mallets 

(2005, 418) theory of external motivation. Sports people easily forget that attributes like mental, 

physical and social well-being are equally important with technical and tactical knowledge (Headly-

Cooper 2010, 1, 5). 

 

Hodge et al. (2014, 64) and Stebbings et al. (2011, 255) explains that personal meaning drives people 

and is related to the satisfaction of the psychological needs for autonomy, competence and 

relatedness. Having personal meaning in sports is a pursuing factor for individuals (Hodge et al. 2014, 

68; Stebbings et al. 2011, 257). When motivation comes from inside a person this internal drive is 

characterized as the highest level of motivation (Mallet 2005, 418). Internal motivation is a large 

predictor of better performance and persistence. (Mageau & Wallerand 2003, 899.) Mallet (2005, 418) 

also presents several researches showing that people driven by internal motivation accomplish to 

reach higher levels. Compared to people lacking internal motivation individuals with high internal 

motivation are able to push themselves further, they use positive coping strategies and they are able 

to put in more effort into their performance, especially when being in stressed situations. (Mallet 2005, 

417, 418.) 

 

Coaches should emphasize enjoyment and fun by deliberately creating strategies and opportunities 

involving enjoyment (Hodge et al. 2014, 68). Real interest in learning, enjoying the processes in 

different activities, the natural feelings to seek challenges are behaviours associated with internal 

motivation (Mallet 2005, 418). Using language such as “love of the game” reminds of internal 

motivation and furthermore if a challenge feels like your own you will rise to it (Hodge et al. 2014, 68, 

70).  

The opposite of internal motivation is amotivation, which is characterized by the least amount of self-

determination. To create an optimal motivational climate understanding of the various conceptions of 

motivation is required. When the focus is on winning the source of motivation becomes external. 

There are two types of external motivation within the SDT. The two types are a non-self determined 

external motivation (Non-SDEM) and self-determined external motivation (SDEM). A basic 

characteristic for Non-SDEM is when athletes are forced or required to perform an action. When 
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action is forced athletes might feel guilt if they don’t finish the training but they finish it anyway just to 

please their coaches. Non-SDEM is therefore missing the sense of choice. A basic character for 

SDEM is when athletes consciously evaluates and accepts different types of training. Athletes might 

find out that one type of training can help them reach their goals even though they might not want to 

perform it. Athletes might accept different training if it is consisted by their personal beliefs about 

fitness and health. Athletes can move from Non-SDEM to SDEM over time if they understand the less 

enjoyable aspects of the sport. (Mallet 2005, 417, 418.) 
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3 Autonomy supportive coaching 

Autonomy supportive coaching focuses on the learner and learning. When autonomy supportive 

coaching is used the coach guides the athlete in the right direction for learning more. For an 

autonomy supportive environment to function controlling behaviours should be avoided. Athletes 

should take initiative and work independently. Coaches should give non-controlling feedback. When 

the feedback is providing information and when it is constructed athletes’ feel more competent. (Mallet 

2005, 423, 424.) For the working climate to be autonomy supportive and support the three basic 

psychological needs athletes must feel a sense of choice (Felton & Jowett 2013, 136). Autonomy 

supportive coaching should not be confused with an allowing coaching environment. To reach an 

autonomy supportive environment all three psychological needs have to be satisfied. Coaches giving 

freedom to athletes without a structure is an allowing style of coaching, not autonomy supportive 

coaching. (Felton & Jowett 2013, 136; Mageau & Wallerand 2003, 898.) 

 

Autonomy supportive coaching enhances athletes’ performance in a positive way (Stebbings et al. 

2011, 256). Autonomy supportive behaviours have a positive effect on the athlete's internal and 

external motivation. Hodge et al. (2014, 60) cites as following: “In sport, the coach is typically 

regarded as the most influential significant other in the athlete’s sport experience“. Mallet (2005, 428) 

states that autonomy supportive coaching creates an environment where athletes can enjoy while 

striving for excellence in their performance. Henceforth Hodge et al. (2014, 66) presents a 

considerable amount of research that shows how effective autonomy supportive coaching is in sports. 

Recent research shows possible links where an autonomy-supportive coaching climate satisfies the 

three basic psychological needs (Felton & Jowett 2013, 130; Hodge et al. 2014, 70; Mallet 2005, 428). 

According to Mallet (2005, 419) autonomy support is more than just providing a sense of choice for 

athletes. Athletes’ motivation and behaviour is influenced by coaches’ values and how the coach is 

behaving. Several researchers in Hodge et al. (2014, 68) make it clear that the coach creates a 

motivational climate that is controlled or autonomy-supportive. An autonomy supportive climate is 

created when the coach tries to avoid total control. By giving criticism that doesn’t trigger the feeling of 

guilt in athletes and by giving athletes a feeling that they have choices to make supports the 
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autonomy supportive surrounding. The climate is enhanced when different tasks are explained, when 

feelings are taken into consideration and when opportunities for initiative and independent work are 

available. (Hodge et al. 2014, 68.) 

Feedback that is non-controlling supports the autonomy-supportive climate. For a team to be 

successful it is important to hand over responsibility to the players and to expect ownership and 

accountability on and off the performance platform from each member of the team. Positive feedback 

and democratic coaching behaviours supports players’ desires in taking more responsibility. (Hodge 

et al. 2014, 65, 66.) Stebbings et al. (2011, 257) continues by informing that autonomy supportive 

coaching leads to better mental well-being. The more confidence players have in making decisions 

and leading the team the better they are going to play (Hodge et al. 2014, 65). 

 

Mallet (2005, 419, 420) presents several behavioural patterns to provide a larger understanding of 

autonomy support. The autonomy supportive climate requires that coaches are consistent with 

several behaviours (Mallet 2005, 419). These behaviours are for example acknowledging and 

respecting athletes’ perspective and feelings, giving opportunity to make choices, limiting the coaches 

controlling behaviours, letting athletes’ take initiative, letting the athletes’ do problem solving 

independently and involve athletes’ in the decision making (Mallet 2005, 419, 420). The coaching 

style explained earlier impacts the athletes’ basic psychological need satisfaction and their internal 

motivation in a positive way (Stebbings et al. 2011, 256). 

Stebbings et al. (2011, 266) informs that leaders within the organization should try to create an 

autonomy supportive environment where coaches feel that they have the opportunity to make 

decisions. Coaches should be able to have personal input, manage athletes and prepare them and 

their teams for competition (Stebbings et al. 2011, 266). Autonomy supportive coaching supports the 

athletes’ internal motivation by impacting on the three basic psychological needs (Hodge et al. 2014; 

Mallet, 2005, 420; Stebbings et al. 2011, 256).  

As mentioned above autonomy supportive environment is created when the coaches offer opportunity 

for input and decision-making provides tasks that are reasonable and acknowledges the athletes’ 

feelings and perspective. It is important to embrace this kind of climate because for optimal 

psychological growth and development an individual should feel a sense of self and realize its 

potential as a human being. For coaches it is important to feel well mentally because if so the 
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coaches are more likely to provide athletes’ with choice, responsibility and to participate in open 

discussions about training and games that on the other hand supports athletes mental growth. 

(Stebbings et al. 2011, 255, 257, 267.)  

For a healthy coach-athlete relationship athletes should be involved in decision-making processes. 

The processes are important for athletes’ development and performance. (Headly-Cooper 2010, 17.) 

Players and coaches should have a mutual understanding for clear communication (Hodge et al. 

2014, 69). Hodge et al. (2014, 68) refers to several researchers by stating that positive psychology 

principles are reflected by clear focus on strengths of players and the team instead of focusing on 

reducing weaknesses. Positive psychology principles are also to master a skill or task and to use 

motivation that is inspiring (Hodge et al. 2014, 68). For a team to be successful open and honest 

communication is required (Headly-Cooper 2010, 56).  

 

Headly-Cooper (2010, 74) states that effective communication is based on being positive, open and 

honest and both coaches and players understand the communication. It takes time to develop an 

understanding of an autonomy-supportive coaching environment. Trust and respect between 

coaches’ and athletes is built over time. A downside with autonomy supportive coaching is that 

athletes who haven’t previously experienced autonomy-supportive coaching might find it challenging 

to have more freedom and take responsibility (Mallet 2005, 424). 

 

3.1 Coach centred coaching 

 

Athletes' sensing the coach as controlling will result in poor motivation and a higher risk of dropping 

out (Stebbings et al. 2011, 256). The definition of a coach centred coach in Headly-Coopers (2010, 

20) words would be "a coach who controls all aspects of his or her athletes". A coach centred coach 

denies ownership of the team, tries to make the athletes act and think like robots and does not give 

athletes any chance of participating in their personal learning and development (Headly-Cooper 2010, 

21). Furthermore Headly-Cooper (2010, 20) states that a coach-centred coach is coaching more for 

himself or herself instead of helping and focusing on that athletes become their best. He/she uses the 

assigned power as a coach to dominate (Headly-Cooper 2010, 20). This phenomenon is also seen in 

Stebbings et al. (2011, 256). When the coach is authoritarian - telling athletes what to do - and forcing 
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athletes to do his/her way the environment becomes more controlled. The environment becomes 

even more controlled when coaches use criticism and tries to manipulate athletes using concrete 

rewards. A controlling coach also punishes athletes with e.g. extra repetitions and embarrassment for 

previous mistakes which forces them to meet the coaches’ expectations and demands. (Stebbings et 

al. 2011, 256) Many coaches decide to use a controlling coaching style because they believe it will 

bring the best results. Coaches usually are tougher on athletes who have difficult personalities and 

are not self-determined. For an athlete to feel competent the individual needs a structure from 

guidelines and rules (Mageau & Wallerand 2003, 898). 

 

In a bad coach-athlete relationship experiences like hurt feelings, minimized time together, little verbal 

exchanges, tension, avoidance, unfulfilled expectations, poor communication, lack of commitment and 

dissatisfaction and abuses of power and discomfort have been identified (Headly-Cooper 2010, 5, 

18). Furthermore Headly-Cooper (2010, 18) detects that feeling unattached, distant, having 

competing interests, conflicting goals, lack of understanding and having roles that does not go 

together can influence the coach-athlete relationship in a negative way.  

3.2 Athlete centred coaching 

 

Athlete centred coaching is the opposite of coach centred coaching. Headly-Cooper (2010, 12) 

declares that athlete centred coaching is considered to be an approach and a philosophy of sport 

where the athlete is most important and where the structure and decision making progress is created 

to support the needs, values and objectives of athletes. Headly-Cooper (2010, 12) explains the 

athlete centred model in following words; ”Performance excellence is facilitated by personal 

experience, rather than achieved at its expense”. Athlete centred coaching includes athletes’ 

psychological, social and personal development as well as being active within the coach-athlete 

relationship. Athletes have an important role contributing to their own growth and at furthermore for 

the team's development and success. (Headley-Cooper 2011, 18, 19.) 

 

A holistic environment that promotes the athletes progress requires attention on several needs, such 

as psychological, emotional and nutritional health. Physical, technical and tactical skills should be 

improved as well. (Headly-Cooper, 2011, 18.) According to Headly-Cooper (2010, 1) the athlete-

centred model of sport is dependent on the holistic development and growth of the athlete and these 
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parts should influence the optimal sport performance. When the coaching is athlete centred the 

athletes psychological-, social- and physical well-being are of equal importance. The foundation, and 

the most meaningful interpersonal relationship in sport, of the coaching process is the coach-athlete 

relationship that determines an athlete’s development, satisfaction, self-esteem, confidence and 

performance. (Headly-Cooper 2010, 13, 17.) 

 

Individuals that can create a positive and supportive environment where practices strengthen their 

athletes’ performance, personal and professional development, are effective coaches. The coach-

athlete relationship is based on connection and thoughts, feelings and behaviours, that both athletes 

and coaches have that are dependent on each other. (Headly-Cooper 2010, 18.) As explained earlier 

the autonomy supportive coaching has many similar attributes to the athlete centred coaching. This 

can be identified with the focus on the athlete's well-being and the positive progression aiming to 

target the athlete as a whole. 

3.3 Coaches’ role within the athlete centred model 

 

Mallet (2005, 417) defines the coach's role within the athlete centred model: ”The coach is central to 

the development of expertise in sport.” Coaches that can create a positive and supportive 

environment where practices strengthen athletes’ performance, personal and professional 

development are effective coaches (Felton & Jowett 2013, 137; Headly-Cooper 2010, 18). The coach 

is responsible for developing an athlete's knowledge and abilities so that it is possible for the athlete 

to reach his/her goals without having the coach there to say what to do. The communication goes 

both ways, coach to athletes, athletes to coach and athletes to athletes. Open, honest and fair 

communication based on the athletes needs is very important. (Headley-Cooper 2011, 18.) When the 

feedback is open and honest focusing on the athletes’ needs athletes may become more self-

determined. Self-determined motivation is promoted by feedback that provides information about 

competence and offers a sense of choice. (Mallet 2005, 425.) 

 

Coaches’ have to understand that their athletes are developing as individuals. Coaches’ should help 

athletes’ to reach their full potential as human beings (Headley-Cooper 2011, 18). An athlete centred 

coaching style is likely to support a motivational climate that the athletes embrace (Mallet 2005, 423). 

Coaches should focus on enabling power to the athletes by giving the athletes a chance to talk in 
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team meetings and during decision-making processes. Coaches should also be aware of how they 

use their expertise, resources, network, scouting and position with power to provide a positive 

environment and positive sporting experiences for the athletes (Headly-Cooper 2010, 20). 

3.4 Athletes’ role within the athlete centred model 

 

Being the best you can be, trying to be better tomorrow, learning from defeats, focusing on everyday 

details such as team environment, goal setting and doing all the small things right should influence 

the way performance and development are measured. (Headley-Cooper 2011, 19.) Athletes have an 

important role contributing to their own growth and the team's development and success. Qualities as 

trust, honesty, responsibility and accountability are very important for a team's atmosphere. When 

athletes are given the opportunity for leadership it encourages athletes’ development in teamwork, 

communication and problem solving skills. Athletes who are aware of their training take more 

responsibility that encourages them not to be dependent on their coach. (Headley-Cooper 2011, 18.) 

 

3.5 Autonomous goal setting 

 

Sport is an achievement-driven environment. Autonomous goals are of personal interest, enjoyment 

or understood importance. Internal or external pressures and an uncertainty of social approval drive 

controlled goals. When athletes’ goals are autonomous the effort to reach the goals will be higher. 

Athletes' commitment and persistence will be high when the athlete values and commits to reaching a 

goal on a personal level. When the goal difficulty and commitment is high the level of performing tasks 

is largest. Controlled goals are unlikely to lead to persistence when striving for a goal, especially when 

difficulties are faced, however, controlled goals can also lead to positive intentions towards goal 

striving. (Ntoumanis et al. 2014, 225, 226.) 

 

When athletes' goal setting is autonomous the athletes see it as a good opportunity for personal 

excellence and is not threatened to lose self worth. Athletes with controlled goals see the situation the 

opposite way and when they do it leads to disengagement when striving for the goals. (Mageau & 

Vallerand 2003, 891, 892; Ntoumanis et al. 2014, 229.) 
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Reaching goals always has its challenges. The difficulty of goals in sport gets higher over time when 

athletes try to stay ahead of the competition. It is important though to increase the amount of difficulty 

while striving towards a goal. Athletes with autonomous motives are better equipped for overcoming 

challenges when reaching for a goal. These athletes see goals increasing in difficulty as challenging 

by showing focus and increased persistence on a task. When goals become harder to attain the 

athletes invests greater behavioural investment while striving for the goal (Mageau & Vallerand 2003, 

891; Ntoumanis et al. 2014, 225, 226, 229, 233). 

3.6 Transformational leadership – Dual management 

 

According to Hodge et al. (2014, 66) several researchers provide key evidence like motivation that 

inspires and proper role modelling regarding the effectiveness of transformational leadership in sports 

coaching. Transformational leadership, or the so called dual-management model, means that 

coaches try to develop their players into their fullest potential by building relationships with the players 

based on personal, emotional and inspirational exchanges (Hodge et al. 2014, 65, 71). To reach 

effective communication two-way openness from coaches to athletes and athletes to athletes is 

important. Furthermore for effective communication the coaches and athletes should be open, honest 

and fair. Leadership opportunities encourage athletes’ development in teamwork, communication and 

problem solving skills. (Headley-Cooper 2011, 18, 19; Mallet 2005, 423.) 

Hodge et al. (2014, 68) explains that the principles of the dual-management model are similar to 

autonomy supportive coaching. Autonomy supportive similarities are when the coach offers 

opportunity for input and decision-making (Mallet 2005, 422; Stebbings et al. 2011, 255). It is 

important to realize that trust and respect between coaches’ and athletes is built over time (Mallet 

2005, 424). 

To create more autonomy in a team coaches can create a leadership group with leading players on 

the team to work together with the coaching staff. This creates more accountability for the players and 

gives more ownership to the team. There are several main principles in transformational leadership; 

appropriate role modelling, holding each individual accountable, embracing and accepting team goals 

and expectation on high performance from each individual. These principles are well reflected in a 

coaching group that has a non-hierarchical structure. (Hodge et al. 2014, 68.) 
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The study made by Hodge et al. (2014, 65) furthermore presents a shift in management giving players 

in the New Zealand rugby team All Blacks more ownership of the team's development process 

through the dual-management model. The head coach of the team changed from being authoritarian 

to more democratic. His assistant coach changed from being instructional to asking questions. It is 

notable that some players found it hard to make the change. By adapting to changing circumstances 

coaches’ and the leadership group managed to evolve the dual management model over time. A 

group consisting of leading players and the coaching group would meet several times during a week. 

First they would meet to plan the week. Content and intensity of the practices was discussed. Then 

they would sit down later during the week just to make sure that they are on the same page. It is 

remarkable that the leadership group started to take more responsibility in creating game plans and 

presenting them to the rest of the team. The traditional distribution of authority was disregarded and 

led to a more coherent team that started to take own decisions focusing on its strengths. (Hodge et al. 

2014, 65.) 

Hodge et al. (2014, 72) suggests that coaches should try to involve athletes in meaningful leadership 

roles using a version of the dual-management model. Coaches should try to adapt a mind-set for 

transformational leadership through a focus on individual consideration. They should use motivation 

that is inspirational, set high expectations on performance, require players to be good role models and 

emphasize the importance of group goals. The coaches should learn how to be emotionally intelligent 

by developing intrapersonal and interpersonal capabilities of sensing emotions in one and others. 

(Hodge et al. 2014, 72; Mallet 2005, 424, 425.) 
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4 Changing team culture 

Mckenna (2013, 309) states that effective cultural change is rare and that club recruiters need a good 

knowledge of what kind of change is needed and to recruit coaches that are experienced in enacting 

change that is effective. To be successful the organisational change must appeal to the athlete's 

feelings (Mckenna 2013, 309). To make the team culture closer to the players, an athlete centred 

approach is useful (Headly-Cooper 2010, 56). Athletes need a clear picture of the structural changes 

that helps them in their individual progress. Therefore, it is the coach's’ job to help athletes into the 

new ways of working in the organisation (Mckenna 2013, 310). 

 

Qualities as trust, honesty, responsibility and accountability are very important for team atmosphere 

(Headley-Cooper 2011, 19). The coaches should bring a clear vision with a purpose to the athletes, 

where the athletes can identify their strengths complementing the new thoughts. Problems occur 

when change is made too quickly. Athletes need time to process their feelings when new order is 

brought before them. Therefore, coaches need to recognize what is working and why it is working 

before moving on to implement changes (Mckenna 2013, 310).  

 

The change in the Finnish Women's National Hockey (FWN) team culture started with a four-year 

project in the spring 2015 with Pasi Mustonen as head coach. Mustonen started as head coach for 

the FWN prior to the season 2014-2015. During the project three World Championships tournaments 

are played. In the last season of the four-year project at hand winter Olympics are played. (Helsingin 

Sanomat 2017.) The FWN: s goal is to win a medal in the Olympics. The women's mental 

environments strengthening gives the working cultures a new spark. (Leijonat 2016.) Mustonen stated 

that the project is well under way. A new working culture has been created in the FWN where the 

players get to focus only on training and playing which reflects straight on the athletic performance 

(Yle Areena 2017). During the World Championships tournament in Plymouth 2017, the FWN made 

history by beating Canada as the second team ever in a game that is arranged by the IIHF 

(International Ice Hockey Federation). (Iltalehti 2017.) Going to the World Championships tournament, 

the FWN was on a 13 game winning streak and without a loss to any European team during the 

season (Leijonat 2017). After beating Germany in the bronze medal game in the world 
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championships, the head coach, Pasi Mustonen, commented, ”the team was like a piano that played 

itself. We only had to support the players when they did all the work” (Svenska Yle 2017). The 

success and the fact that players are more self-driven reflect on the self-determination theory. 

 

The aim of the change in team culture in the Finnish Women's National Hockey Team (FWN) was to 

create an autonomy supportive environment with the three psychological needs as a theoretical 

structure (Hodge et al. 2014, 71; Mallet 2005, 428; Mustonen, P 12 Jun 2016; Stebbings et al. 2011, 

256). The research shows that personal responsibility and personal autonomous goal setting leads to 

better performance developing the individual and the team (Ntoumanis et al. 2014, 225; Stebbings et 

al. 2011, 267). Therefore, the FWN wanted to strengthen the values of the team with all players´ 

everyday actions. The staff members wanted to see players being more accountable taking more 

responsibility of their own actions and take responsibility of the team's development. The staff 

members lean on research when creating a culture with high personal engagement where all players’ 

assets will be used. The players were required to show good example in their own and the team's 

everyday actions. (Mustonen, P 12 Jun 2016.) 

 

The FWN was taking the leadership into a more autonomous style by leaning on the dual-

management model (Hodge et al. 2014, 66). The FWN created a leadership group of 7 to 8 players 

called the players leadership group (PLG). They formed the core team culture. Their task was to 

create and maintain the team values and to have the other players adhere the values through 

encouragement and demands by emanating from feedback as stated in Mallet (2005, 424) and Hodge 

et al. (2014, 70). To make the cultural change easier and to maintain the dual management, the 

leadership group continuously through their professional abilities of each member in the leadership 

group supported the PLG. (Mustonen, P 12 Jun 2016.) 
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5 The aim of this study, its objective, problems and research methods  

The main target of this study is to get an insight if the cultural change and development made in the 

Finnish Women's National Hockey Team (FWN) has created an autonomy supportive working 

environment. This thesis (Case Study) presents relevant facts in form of theory that supports the 

results of the analysis. The studied literature creates a broad and detailed basis for the interpretation 

of the interviews. The theoretical part is structured on subject-specific concepts that clarify the focus 

of the study. A theory-based questionnaire was developed to work as a structure for the interviews. 21 

persons in different positions within the FWN have been formally invited for participation in the study. 

The represented groups are players on the Finnish Women’s National Hockey Team and members of 

the leadership group. The interviews function as support for the determined questions in the 

questionnaire and are transcribed to text and further analysed with the guidance of theory. This multi-

phased work process has provided an insight in the renewal of the team culture in the FWN. 

 

The questionnaire and the interview questions are produced to guarantee detailed and valid 

response. The optional questions (agree, somewhat agree, somewhat disagree and disagree) strive 

to clarify the point of views the different parties in the FWN have on the development of the team 

culture. To assure valid response, each individual was interviewed to have the opportunity to open up 

and reason their answers and to share their views in a more detailed way. Therefore, the interview 

supports the questionnaire. These phases have assured a significant width in the answers and can for 

that reason be seen as legit. 

 

The theoretical part of the case study was collected to secure a rightful frame of reference. The 

articles reviewed and used in the study are carefully selected to best explain the fundamental 

concepts used to reinforce the results gathered. The research methods used include a questionnaire 

to acquire team members’ perceptions of the change process going on in the Finnish Women's 

National Hockey Team. For further understanding of the individual perceptions, interviews were 

carried out with each of the reached participants (18). Interviews were semi-structured. The research 

methods, both the questionnaire and the interview, were planned and constructed in collaboration 

with the thesis supervisors. Participants were chosen in co-operation with the thesis supervisors. To 

make the results as valid as possible a mix of experienced leading players, consisting of players 

within the players leadership group, and young players were invited. 
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5.1 Data collection - questionnaire 

To collect data 13 players and 8 members from the staff were given the opportunity to participate in 

the study. A formal invitation (appendix 4) was sent to all participants explaining why they are 

participating in the study. A questionnaire consisting of 28 questions was sent out to all participants 

(appendix 1). 4 questions were open questions. 24 questions were constructed on a 4-alternative 

scale consisting the options agree, mostly agree, mostly disagree and disagree. The questionnaire 

was in Finnish and later translated into English. All questions had to be answered. The same 

questionnaire was used for players and staff members. Data analysis was done for players and team 

staff separately (appendix 2 & 3). All players and leaders were contacted after they returned the 

questionnaire to schedule an interview. Out of 21 questionnaires 20 were returned. One player did not 

return the questionnaire. Since the study respects the ethical viewpoints the data is anonymous and 

all contacts have been deleted from the appendix. The contacts were a part of the questionnaire to 

know whom to contact for interviews. 

 

The purpose of the questionnaire was to measure the engagement from team members on changing 

team culture and to evaluate the environment on how autonomy supportive it is and if the coaching 

supports the three psychological needs of the self-determination theory. The questionnaire has been 

built out of 5 parts; change in team culture, autonomy supportive coaching, relatedness - team 

cohesion and competence - individual performance and open questions. 

5.2 Data collection - Interviews 

All the collected data that has provided this thesis with its broad content is ethically managed. Data 

collection was done anonymously. This means that none of the participants is recognized nor traced 

through their answers in the interview or the survey. Furthermore, all data was properly removed. 

 

Interviews were accomplished through telephone, Skype and Facebook messenger. Staff members 

were interviewed both from a personal point of view and from the player's point of view. Players were 

only focusing on their personal point of view. All interviews were held in Finnish and later translated 

when transcribed. 11 players and 7 staff members were interviewed. Two players were not reached 

for the interview. Several efforts to interview the players were done. One of the leaders was not 

reached for the interview. Efforts were made to reach the staff member. 
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6 Results 

The results are presented and analysed to give a comprehensive picture of the changes in the cultural 

environment of the Finnish women’s national ice hockey team. The results are assessed from both 

the questionnaire and the individual interviews. The hypothesis is that the environment is on the way 

of becoming autonomy supportive. The environment is not yet on a level that the athletes can be held 

more accountable. It is further hypothesized that the environment is under development. The 

hypothesis is also that the three psychological needs, autonomy, relatedness and competence as 

stated in the self-determination theory are not fulfilled.  

6.1 Results of questionnaires 

The results analysed from the questionnaires are presented as a text with figures to show the spread 

of the answers. All the figures can be read and seen in the appendix (2 & 3). To make the result 

analysis interesting, the answers showing most relevant results for the study are presented in the 

subchapter. The most relevant results are the ones that can be related to the aim of the study. The 

aim of the study is to research if the cultural change and development made in the Finnish Women's 

National Hockey Team has created an autonomy supportive working environment. 

6.1.1 Change in culture 

The team members, both players and staff members, agree that a change in culture is important for 

the Finnish Women's National Hockey Team (FWN). All participants understand what the aim of the 

culture change is. Most participants think the change in culture was presented and informed in a clear 

fashion. One player fully disagreed and one staff member somewhat disagreed on clear 

communication. Most players agreed on that during the process, communication has been clear and 

understandable. Two players somewhat disagreed. All staff members except one agreed on that the 

communication has been clear and understandable. Most players felt they have had a good support 

from the coaching staff during the process. One player somewhat disagreed on having enough 

support. All staff members agreed on being supported.  

 

All players think the change in team culture helps the Finnish Women's National Hockey Team reach 

its set goals. As seen in figure 1 all players agreed. Figure 2 shows that all staff members agreed on 

that change in team culture help the FWN reach its set goals. 
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Figure 1. Players' answers on the change in culture helps the team reach the goals set for the team. 

(n = 12)  

 
Figure 2. Staff members' answers on the change in culture helps the team reach the goals set for the 

team. (n = 8) 

 

Most players (figure 3) agreed on that the change in culture forces them outside their comfort zone. 

Figure 4 shows that staff members felt they don’t have to work outside their comfort zone. 

 

 
Figure 3. Players' answers on question number 7. The change in culture forces me to act outside my 

comfort zones. (n = 12) 
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Figure 4. Staff members’ answers on question number 7. The question the change in culture forces me 

to act outside my comfort zones. (n = 8) 

 

All players agreed that the coaching-staff is leading the change with a good example and that the 

level of demands was enough. Team leaders thought the coaching-staff leads with good example. 

One leader somewhat disagreed on the coaching staff's’ leadership. 

6.1.2 Autonomy supportive coaching 

All leaders and all players, except one, agreed on that they have a chance to participate in the 

decision-making processes. Figure 5 show that the players felt they have a possibility to impact their 

individual development plan. 11 players fully agree that they have a chance to participate in their 

individual off-ice training and on-ice training as figure 6 & 7 shows. One player somewhat agrees. All 

players fully agreed that the coaching-staff has made sure the player understand her individual goals 

and what the player has to do to reach them. 

 

 
Figure 5. Players’ answers if the coaching staff gives them an opportunity to impact their individual 

development plan. (n = 12) 

 

 
Figure 6. Players' answers if the coaching staff gives them an opportunity to impact their individual 

off-ice training. (n = 12) 
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Figure 7. Players' answers if the coaching staff gives them an opportunity to impact their individual 

on-ice training. (n = 12) 

 

6.1.3 Relatedness - Team cohesion 

All participants felt they are an important part of the team (figure 8 & 9). 

 

 
Figure 8. Players’ answers on question number 18. I feel I am an important part of the team. (n = 12) 

 

 
Figure 9. Staff members’ answers on question number 18. I feel I am an important part of the team. (n 

= 8) 

 

All participants agreed that players trust each other. Half of the players and 7 leaders somewhat 

agreed. The participants also agreed on that the team is united when striving for its goals. 3 players 

and half of the staff members somewhat agreed. All participants except one player fully agreed on 

that they fit well into the team (figure 10 & 11). One of the players somewhat agreed. 
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Figure 10. Players’ answers on question number 21 how well they have adjusted to the team. (n = 12) 

 

 
Figure 11. Staff members’ answers on question number 21 how well they have adjusted to the team. 

(n =8) 

6.1.4 Competence - Individual performance 

According to the questionnaire the feeling of competence was fulfilled. Figure 12 shows that all 

players felt that the change in culture increases their performance to compete against the best in the 

world.  

 

 
Figure 12. Players’ answers on question number 23. The change in team culture helps me to compete 

better against the best in the world. (n = 12) 

 

The players agreed that the coaching staff supports the awareness of the player's strengths and that 

the coaching staff utilized the players' strengths (figure 13). 
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Figure 13. Players' answers on question number 22. The coaching staff supports my strengths and 

tries to utilize them. (n = 12) 

 

6.1.5 Open questions 

Respondents gave the following answers when they were asked to list concrete issues that have 

been changed in the team culture. Several staff members mentioned that players have been taking 

more responsibility for themselves after the change in team culture. The staff members also thought 

that the team is more united. One staff member mentioned that the structure and the composition of 

roles within the staff were clear. 

 

When asked what changes players perceive after the culture change started, several players 

commented that the team demands are higher than before. One player commented that the players 

understand what is demanded for competing against the best in the world and for the team to reach 

the set goals. According to one player the communication is straighter, whether it is positive or 

negative. Another player supported by saying that players understand why they get the feedback, and 

that the communication was more open. The same player added that it felt like players dare to tell 

how they look at things, more openly. Several players commented that they feel closer to each other 

and that the environment is more positive. One player commented that more time is focused on the 

individual. Another player supported the comment by saying that players have more freedom in the 

off-ice training during camps than before. 

 

All players that commented on the question how it felt when joining the team, that it was perceived 

easy. Several players commented that they were well accepted and they felt like being a part of the 

team right away. One player commented that the working culture became very clear from the start. 

Another said that it felt like she belonged to the team right away. 
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All respondents in the study were asked how the young players have been brought into the team. One 

of the more experienced players said that in the old days, the respect had to be earned, and that 

nothing was given for free. Today she said that everyone is treated equally. The experienced players 

talk to the juniors and do not set themselves above them. The same player added to the end, that it 

has been made very easy for the juniors to join the team and that is only up to them to answer the 

call. Other players supported her. The supporting players said that no player is rejected and players 

on the team try to be active in getting to know the new players and have them take part in 

conversations. The experienced players' views were well supported by the juniors', who said that it 

has felt very easy to join the team. One player said that she has been well accepted and been told of 

the ways the team works. The staff members thought that the young players are brought into the team 

well.  

 

The questionnaire also consisted of an open field for free opinions and reflections. Some of the 

essential answers are clarified as follows. Staff members thought that the change is inevitable and 

important. One staff member mentioned that the way of working motivates players with ambition. 

Another staff member said that the culture change is a premise for success.  

 

One of the players considered the thought, that a better person is a better player, as great. She said 

that the players are each other's environments several days a year, so it matters how they act 

towards each other. She said that when everyone feels well on the team, it helps to bring out the best 

of each individual on the ice. Another player said that they are on a very good road. A player, who 

said that the change in team culture has been very good, supported her. She stated that each day the 

team is getting closer to the Americans. Finally, one player said that she has started to demand more 

of herself each day and that her individual goals are higher. 

6.2 Results of interviews 

The aim with the interviews was to get a deeper insight in how the players and staff members thought. 

The interviews were based on the questionnaire. Before the interviews, lots of dispersion was 

expected in the answers. The hypothesis in this study was that the organizational environment is on 

the way of becoming autonomy supportive and that the three psychological needs, autonomy, 

relatedness and competence are not yet fulfilled. Surprisingly, the answers were very similar to each 
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other. Depending on the individual the answers varied in content but when put into perspective the 

variation was quite low. For the researcher, it indicates that the communication inside the team was 

very clear. Overall the answers indicate that the climate is autonomy supportive both for players and 

staff members. The working environment also supports the three basic psychological needs, 

autonomy, competence and relatedness. 

6.2.1 Players’ point of view 

All players agreed on that the team culture change is important and necessary to reach further 

success. The answers supported the theory of an autonomy supportive climate and that the three 

basic psychological needs are satisfied. Athletes need a clear picture of the structural changes that 

helps them in their individual progress. Therefore, it is the coach's job to help athletes into the new 

ways of working in the organisation (Mckenna 2013, 210). 

6.2.1.1 Change in culture & communication 

All players agreed on that the culture change is important. During the interviews it became clear why 

the change is important. Several players brought forth why a change is needed. One player 

commented ”we need to make a change to have a brighter medal and to challenge Canada and USA 

in the future”. Another player continued by saying that ”what we did before hasn’t been enough. Since 

we haven’t had success I feel change is necessary. How people act towards each other is why we 

have to do a change”. Another player continued by saying ”we have been behind the Americans and if 

we don’t change the culture we can never reach them. I have realized during camps that we all want 

to reach the first or second spot in the world and that we’re not satisfied with being third”. 

  

Furthermore players brought up the importance of the environment. One player stated ”it is made 

clear that we are each other's environment and we have an impact on each other when working 

together. When we speak about it, players start to think about it as more important. For each player 

being able to give her best you have to be able to be yourself and feel well”. Another player continued 

by saying that ”in the earlier years there were players that didn’t show up for camps (usually tests) 

and still they were invited for championships. Now that is not allowed. And that required a change. 

Doesn’t matter who you are, you have to commit to the team rules”. The theory backs these 

statements by saying that athletes feeling of competence require a clear structure and explicit 

guidelines (Mageau & Wallerand 2003, 898). 
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Another player commented, ”I think it is great that the road we have chosen is that players take more 

responsibility of their own performance. We have to think more and act. We are the ones’ who need to 

develop. We are developing our game and our players so all extra is left out. We are going towards a 

smarter path. The main goal is to make us better players”. 

  

When asked about information and communication most players were satisfied. One player stated 

clearly ”from the very beginning during our camps we were told by the head coach about the 

upcoming changes. It became really clear what were happening and how the process was about to 

look like. We got emails’ explaining the change in the team culture, its motive and the requirements. 

The information has been desirable from the very beginning”. 

  

Two players mention the players´ leadership group in their statements. The first player stated, ”The 

head coach brought it up that we are doing things differently. We started the players leadership group 

for a good communication”. The second player continued by saying ”If I remember correctly the 

players´ leadership group we have was informed and asked how it sounds, and when all agreed on 

the culture change, the players leadership group brought it forward to the rest of the team. On a camp 

we went through it with all players. The idea was brought up and then made into doings by examples. 

On the road there has been more information. Information has been brought up with the players 

leadership group and then the new information is processed to the team. So we live the process so to 

say”.  

  

Well-communicated information was confirmed from a lot of players. ”First we received an email and 

during the first camp we went through the process. I think there was enough information”. Another 

player's statement is not quite the same, but still she felt enough information was provided. ”On a 

camp the leaders talked about it and after the camp we all received an email about the change in 

working culture. I received enough information about what is going on”. Another player stated ”last 

season's opening camp, the staff presented this process how we can take steps forward towards 

Canada and USA and challenge them better. We were informed about the cultural change and after 

the camp we received an email about the change”. 

  

One player was not satisfied with the amount of information. She stated ”I totally disagree because 
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since they started the change in the beginning of the season, nothing was informed during the 

summer. In November we received material explaining what the change in culture is about. I tried to 

ask the coaches what I could do better they told me to show it with my daily work ethic and daily 

routines. I felt I couldn’t change anything if I don’t know what I should do. In December, I received 

enough information so that I understood what it is all about”. 

  

A player not being present at the several camps stated ”I was absent at many camps when the main 

information was given, but I have received a lot of information from the head coach and other players 

and I feel I understand what it means now”. Finally a player said, ”The coaching staff wants us players 

to take more responsibility. I think it couldn’t have been brought forth more clear. It is up to the athlete 

to perform”. 

 

The communication during the process has mostly been clear and understandable. One player 

brought forth the dual-management model inside the team ”during meetings and during camps we 

have been informed about what we are doing. It is not only the head coach informing but also 

everyone in the staff. The players´ leadership group talks with the staff members so we can talk to the 

players´ leadership group, who can talk to the staff”. One player brought forth how the players meet 

without any staff members present: ”There has been several meetings with only players present. After 

games we talk about straight facts. We go through what we do well and what we can improve. The 

communication is straight and honest”. Another player said ”we are enforced to be open and honest 

and that we take care of things right away”. 

  

Some players have been disappointed in the communication during the process. One said, ”When the 

process started there was a lot of information. During the process I feel that it hasn’t been brought up 

that much. It seems like it's forgotten sometimes. I think the coaching staff could inform even more 

what we are doing”. Another player said, ”I think the communication between the player and the 

coaching staff could have been clearer, and that the coaching staff could have given more examples 

of what is required and why”. Another player who said, “Sometimes the communication has been a 

little unclear”, backs up her comment. One player even felt the information was vague from the start. 

”In the beginning there were some small conflicts because of lack in understanding”. 

  

According to one player the communication and the information has been good during the process. 
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”The information regarding the change in the team culture has been clear. The content is presented in 

the beginning of the team camps and in the end of the camps inquiries are answered. We get 

reminded of the change of the team culture, its content and the process”. The player was backed up 

by her teammate who said, ”I feel there has been some information each camp”. Finally a player 

stated that ”I receive enough information and it feels nice that the coach stays in contact”. Theory 

backs the statements saying that open and honest communication is most effective for mutual 

understanding between players and coaches (Headly-Cooper 2010, 74). 

  

When asked about the support given during the process there were different views. One player stated 

”when the change started it wasn’t a big change for me. We went towards a path where I have been 

before, so the need for support wasn’t that big”. Another player who needed more support said, “I 

mostly disagreed because I haven’t received much support. Sometimes I have felt that I need more 

support especially when I have missed camps”. One player had it rough at the start and stated, ”I 

have received a lot of feedback. Especially what I can do better. I feel that since everything has 

started to work the support has also grown”. 

  

There is a lot of satisfaction with the received support from several players. Two players stated, ”I 

have received the support I need” when another said, ”I have been a lot in contact with the head 

coach. A player stated, ”I have been well supported during the process”. Lastly a player said, ”I feel 

pretty satisfied with the amount of support I have received”. One player mentioned the way she has 

received her support by saying that ”we talk by phone on a weekly level and talk about training and 

goal setting and what I want and need to do better. Being open and honest helps the team in a sense 

that you feel you can talk about things. I feel I can talk about anything with the leaders”. 

  

However, there was some dissatisfaction experienced by some players. One stated that ”We have 

worked with individual goals and I’ve got plenty of feedback during the process. Though I wish that I 

had gotten more support. The feedback has been focusing a lot on specific matters”. 

 

All players agreed that the change in culture helps the team to reach its set goals. When asked what 

the goals are and how the change in culture helps, the variation was somewhat small in the answers. 

One players started by stating that ”we players are the ones’ doing this change in the team culture 

and we get to influence it. The responsibility is of great value. The team’s goal is a medal in the World 
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Championships”. Her answer was followed by a similar statement from one of her teammates ”we 

have a lot of common goals and you can see it in every practice, off-ice and on your free time. 

Everyone puts 100 % into it”. Another player stated, ”The goals are to win a brighter medal and to 

beat the North American teams”. Another player followed up her statement ”we want to win a medal in 

the World Championships and win a gold medal in the Olympics”. Finally a player stated ”we want to 

win tournaments as a united team. The change in culture helps in that regard. Anyone can speak 

open and honest about anything”. 

  

Some players put material success aside and focus more on the group and individuals. One player 

stated, ”The fundamental idea that you feel well around the team so that you can get everything out of 

yourself is good”. Another player said, ”The level of demands has been raised on all levels. That 

reflects right on the athleticism. Demands are higher on an individual level and on a team level. It 

helps a lot for openness that we have clear standards how we work together as a group, both players 

and staff”. 

  

Two players talked about ground rules. One of them states that ”we have clear rules and everyone 

knows how we want to act. Most important is to focus on the game and that each individual is 

peaking”. The second player continued by saying that ”if everyone knows the basic rules and how to 

act in the team, the performance becomes more of a routine and we players don’t have to think about 

unnecessary things. When the rules and ways of acting are clear, all energy can be put into playing”. 

  

All players agreed on that the cultural change helps them reach their individual goals. Why the 

change in culture helps became quite clear. What also became clear is that most of the players have 

the same long-term goal. Several players stated that their goal is to play first in the World 

Championships in USA and to play in the Olympics in 2018. 

  

One player stated, ”The level of demands is very high. We are not satisfied that we are better than 

last year. We want to be even better and to get as much out of each individual as possible”. Another 

player follows in the same path; ”When a lot is demanded from each individual, it also improves me as 

an individual and helps me reach my goals”. One player said, ”I feel the change in culture has made a 

difference in the practice quality”. 
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One player spoke about the importance of a group with good team spirit. ”The feeling of well-being in 

the group helps me reach my individual goals”. Another player said, ”I think that new things and new 

opinions helps me grow as a person and as an athlete”. 

  

Most players agreed on that the change in culture forces them outside their comfort zone. One of the 

players related to the high goal setting the team has. ”Our goals are high, so I feel I need to step out 

of my comfort zone. You don’t get far by being in the comfort zone all the time”. Another player 

followed by stating, ”the competition and demands are high. So you can’t always be working hard with 

a smile on your face”. It was followed up by another player's statement that ”at times it hasn’t been 

feeling too great, but when noticing the difference and the development, the complaining has been 

unnecessary”. 

  

One player said, ”I like to train hard and be outside my comfort zone”. Another player commented ”in 

some trainings I push myself over the limit. I did not fully agree since I feel you shouldn’t be in the 

uncomfortable zone all the time but try to push yourself in certain training sessions”. Another player 

said, ”Mostly, I feel I don’t have to be outside my comfort zone. There are though some unpleasant 

things that earlier felt unnatural to do in the team, where I have gained support from the Head coach. I 

have always liked to train hard so that the demands have been raised, doesn’t impact me”. 

  

Some players spoke about other things than training. ”Mentally I need to challenge myself. Some 

things I have always done in a certain way and it is hard to adapt when someone brought forth that I 

can do it another way”. Another player stated ”No one can force me outside my comfort zone, only me 

as a player can go there and I always try to force myself to outside my comfort zone on the ice, but off 

the ice it has been harder”. A player who had been struggling with nutrition said ”I go outside the 

comfort zone when you speak about nutrition. That is my biggest challenge”. 

  

Finally one player stated, ”Not only the culture change drives me to go outside the comfort zone. I 

know that as a player I need to go outside the comfort zone to develop. I have forced myself to do 

things I don’t like, to become better”. It was clear, that the players have a good focus on their personal 

challenges; they know which areas to improve and push them.  

 

All players agreed on that they understand what the aim of the change in team culture is. ”The reason 
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with the change in culture is to improve the women's national team and to get the most out of each 

individual.” Her teammate explains how to get everything out of each individual. ”We are each other's 

environment so many days a year that we need to be able to impact how we act towards each other 

and the thought that a better person is a better player shows straight to yourself and to others. If you 

are a good person and you treat others well, it impacts everyone for better well-being in the group”. 

  

Some players spoke about success. ”Change is so that we can reach more success”. Another player 

said, ”We want to be the best in the world. It’s a process towards the Olympics.” When speaking 

about process, some players mention the individual input. ”We get everyone to understand what our 

goals are and understand what it takes to reach them. Mostly it is working on a day to day basis 

individually”. Another player stated, ”Players commit to the process, the team values and rules. 

Players take responsibility to do all things in their daily routines. On a club level there is a certain 

environment, but the player takes responsibility of developing herself”. Finally one player saw the 

process as something bigger than herself. ”We try to create a new thing, that will persist and live on 

even after the present older and younger players and the current staff members have moved on from 

the national team scene. We hope that the new working culture will outlive us”. 

  

All players agreed on that the coaching staff leads the change by good example. One player said, 

”The coaching staff reminds us of the culture and talks to us individually”. Another added, ”It is good 

that we have basic behaviour codes. And I think the staff shows it pretty well through their actions”. 

The leaders got positive feedback for their participation. ”The leaders are always present and they 

show real interest in what we are doing”. They also got good feedback for the open and honest 

communication. ”The coaching staff is very open. You can disagree without being denied right away. 

Open discussions are held and all answers are well explained”. The coaching staff also got credit for 

developing their ways of acting. ”The staff members have developed their ways of informing and are 

being more clear about what they are looking for and what they are demanding. Everything they do is 

honest and you can see it”. Credit was also given for the consistency. ”In the present day they are 

driving the process well forward. Communication to the players is clearer than it was before. They are 

consistent in their demands”. 

  

One player saw that there could be some improvement. ”I think the coaching staff could be even more 

clear and argument why we do things in a certain way, especially for the group, but also on an 
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individual level”. Another player talked about the feedback the coaching staff is communicating. 

”There is a lot of negative feedback and it would be encouraging to get more positive feedback. The 

coaching staff listens to the team and there is room for discussion”. This statement is supported in the 

theory by Hodge et al. (2014, 68) who states that criticism that doesn’t trigger the feeling of guilt 

supports the autonomy supportive surrounding, which means that the feedback can be critical as long 

as it doesn’t trigger the feeling of guilt. 

  

All players fully agreed on that the level of demands is enough. It was well appreciated by the players. 

”The level of demand has gone forward and is very good right now. Things that need to be changed 

are communicated very clearly”. Another player backed her up. ”I think it is higher and higher. More is 

demanded from the players, especially athleticism”. Another player said, ”The level of demand is 

good”. Finally one player stated, ”We have a good balance”. 

  

The demanding level seemed to be very individual. One player said, ”I feel as a player that depending 

on who you are, demands are different”. Another player followed up by saying ”the level of demands 

is very high. All individuals have different demands, but they demand these from each individual”. One 

player speaks about different levels on players and a good eye from the coaching side. ”It depends on 

the individual. I think the best players have high demands from the coaching staff to do better. The 

coaching staff has good eyes if players are tired from a time span of hard practices”. 

 

A conclusion can be drawn from this part that players understood why the change in team is well 

needed. They also felt the change in team culture is needed for more success. Furthermore the 

changes in team culture help players’ reach their goals. The change in team culture has been well 

communicated. Only a few players mentioned lack in communication. Players have been supported 

during the project. Some of the players have not been forced outside the comfort zone since they 

have accepted the ways of working in the team. The players who were not forced outside the comfort 

zone mentioned that they are aware of hard training and knows they have to force themselves outside 

the comfort zone. The communication is open and honest. According to the players the coaching staff 

leads the project by good example and have a demanding level that is high.  

6.2.1.2 Autonomy supportive climate 

Most players agreed on that they got a chance to participate in the decision-making. When asked in 
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what ways they are involved, the answers varied from an individual level to team level. 

 "I think the more experienced players get to be more involved. We have discussions about my goals 

and when I have been injured coaches ask a lot about how I think. Coaches tell me how they feel, 

give me options and I get to decide how I proceed". One player said, ”I get to participate in my own 

goal setting. I am asked what to improve and what I do well. I’m happy to stay in the background 

when it comes to the team's decision making”. Another player doesn’t put that much time into 

focusing on the decision-making. ”I haven’t had the need to impact the decision making. I feel like I 

can express myself and that my voice is heard”. Another player feels the same way. ” Even though 

I’m not fully participating in the decision making I still feel like I can express my opinion and speak 

with the coaching staff”. Finally one player stated ”I feel I can express myself to both coaches and 

teammates. My voice is heard”. 

  

Players spoke about the opportunity of decision-making using the players leadership group as a tool. 

”I belong to the players´ leadership group so I get to be involved in what we bring fourth the coaches 

and what we bring to the team and to discuss about basic things during camps”. Another player 

stated, ”I get to choose how I train and what. We have the same thoughts about what I should train 

and I create a timeline myself. I belong to the leadership group, but I don’t know how much I have to 

give there, so I feel I don’t get to impact that much. But I feel that my thoughts are taken into 

consideration”. A player not belonging to the players´ leadership group commented ”I feel that players 

that are not in the leadership group get to impact by speaking to the players in the leadership group, if 

they feel they don’t want to go straight to any staff members”. 

  

Some players were very straight when talking about decision-making. One player stated, ”As a player 

I don’t like when I am strictly told what to do”. Another stated ”I feel more like the coaching staff gets 

to participate in my decision making. I am the athlete, so I see the coaching staff as my support 

group”. 

  

All players agreed on that they have an opportunity to impact on their personal development plan. 

When asked how the process works, one player stated, ”In the beginning of the season, we set the 

individual goals”. Another player supported this statement, giving a deeper insight in the process. She 

also mentions the feedback software that the national team is using. ”We did a development plan in 

the beginning of the season with mental, off-ice and on-ice goals. During the season we have been 
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updating it. Each week we go through the goals through the feedback software”. One player brought 

forth the three development parts that have been emphasized prior to and during the season. The 

good communication between athletes and coaches reached the club level. ”We have discussed my 

development plan. I get support from the coaches in my off-ice training and the on-ice game. We have 

had discussions the whole season about what things are moving forward, and what I can specify and 

add to my game. On the mental side, I have received a lot of support. I get to work on everything also 

on club level”. 

  

The coaching staff seemed to be very caring. ”I think the coaches think a lot about how they can help 

us players to get better.” Another player stated, ”The coaching staff always listens to me and asks for 

my opinion”. They also focused on the positive parts of coaching. ”First of all awareness in my 

strengths and areas of improvements. I mostly see the improvement part. They tell me in which areas 

I am good at. That leads to more positive thinking”. 

  

Players seemed to have a lot of individual autonomy. ”The coaching staff knows that I train well, and I 

think my physique has always been good. So I get pretty free hands in my training. I am in charge of 

my own development. I have a good support group for my training”. Another player stated, ”We 

discuss the techniques and tactics. I get to choose with whom I do my off-ice training, the coaching 

staff accepts my plans”. The support in players’ autonomy is important. ”I plan and then we discuss 

together. The coaching staff helps and supports me”. One of the younger players needs more support 

from the coaching staff. ”I can say what I want to work on, but I am so young that I want to hear what 

the coaches say. I think the balance is good”. 

  

The off-ice training seemed to be very autonomy supportive. ”Off-ice, trainers ask me what I want to 

do and I ask what they are expecting from me and we have put up a plan together how I should train 

and what”. Another player stated, ”I have freedom in the off-ice to do what I want”. Another player 

created her own plan where the off-ice trainer worked as support. ”I plan the off-ice and send it to the 

off-ice trainer who gives me feedback and ideas”. Players had the opportunity to work on their off-ice 

training at a club level also. ”I say what I want to do and the coach listens to me. I can work on my 

things on a club level too”. Support was given for the ones who need it. ”Together with the off-ice 

coach I go through how I feel and what I should improve and from there create a plan”. 
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Some players even got to work with different coaches than the off-ice coach for the national team. ”I 

get to choose with whom I do my off-ice training, I have a good base from my club team. On the ice I 

know what to work on and what to improve”. Another player stated, ”I work with my individual off-ice 

coach. We get freedom to develop my off ice training. The off-ice trainer knows what I’m doing”. 

  

On-ice training seemed to be very individual, especially when working at a club level. All players 

agreed on that they have an opportunity to impact on their individual on-ice training. One player stated 

that ”since me and the coaches agree on what to do on the ice it helps a lot. So I can hear them and 

they can help me with things to practice on. Each practice with my club team I think about the things I 

have to work on. I have told the coaches in my club team what I want to work on so that they can help 

me”. Another player brought forth the tight schedule during camps. ”During camps we don’t have 

much time to do personal stuff on the ice. But on my own time especially with my club team I get to 

work on my individual ice development”. Players with a different playing position in their club team 

made the most out of each opportunity to train on their set goals. ”I play a different position in my club 

team so I use the minutes I have in the end of practices to work on my individual skills”. 

 

The coaching staff made it very clear that the players understand their goals and what they have to do 

to reach them. One player stated, ”We understand each other”. Another player stated, ”It is based on 

good communication. I get feedback from single games and from tournaments. The coaching staff 

watches games and stays in touch over phone. So we have good discussions about what is going 

good and what I could do better. It is nice that the coaching staff shows interest towards us players”. 

Another player backed her statement up by saying that ”my individual goal is to improve as a player 

and get to be a part of the team playing in the World Championships and the Olympic games. I want 

to be a better player and the coaching staff reminds me of my goals all the time. During the national 

team camps I get feedback and sometimes the head coach can phone me and give me feedback 

while I’m playing with my club team. It is up to me to reach my goals”. The daily work was brought 

forth in the following statement; ”We have clear goals for me. My level has to be high in the daily 

routines. I need more power in my legs. I get straight communication if I need to improve something”. 

  

One player brought forth the raised awareness. ”The coaching staff helps me in knowing what to 

improve and supports me in my goal setting”. Another player spoke about the same stating that ”my 

goal is to be one of the best players with the puck. The coaching staff has helped me understanding 
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about the game with the puck”. 

 

The raised demand level has taught players lots about mentality and how hard they are actually able 

to push themselves. One player stated, ”I can challenge myself more than I think. The high demands 

help me recognize new things about myself. I haven’t improved so I wasn’t at three camps so I 

needed to train harder. Now it shows. My physique is a lot better now”. Another player stated, ”I’ve 

had tough times with the raised demands but I’ve learned to get past, so I would say I have learned a 

lot about my mental side. It hasn’t been easy but we have had a lot of discussions how to get through 

it”. One player said, ”Before I have been lazy in every way, but when I made it to the national team, 

the level of demands rose. In the process of developing on an individual level, I have noticed that, I 

am capable of doing hard stuff”. One player spoke about the balance in taking care of the body after 

working hard, for a better performance. ”I have learned to push myself further no matter how bad it 

feels during a hard practice. I have also learned to take care of my body to be able to work out 

harder”. Lastly one player stated ”I can train harder than I was aware of and I enjoy it”. 

  

Players also spoke about different things than hard training. ”I have learned that nutrition is a big part 

of my athleticism. Earlier I didn’t think that nutrition plays such a big part”. Another player spoke about 

leadership. ”Small things like more awareness in my own performance both physically and mentally. 

Through discussions I will get more aware of how I can improve”. One player talked about change. ”I 

can always learn when changes are made. I realize that things can work in a different way also. So 

my vision is more broad”. 

  

A player that disagreed on learning more about herself says that ”I disagree because I don’t feel I 

have changed that much. I think this kind of hard working culture is nice. Maybe I think more about 

how others feel better, if I behave in a certain way, but I don’t have many bad days”. 

 

The working environment was autonomy supportive according to players. Players had a lot of 

freedom in their off-ice training. Players also have freedom in their on-ice training on a club level. The 

players seemed very driven to take initiative, which refers to autonomy within the three basic 

psychological needs, and the coaching staff clearly provided options for decision-making (Rocchi et 

al. 2017, 16). 
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6.2.1.3 Relatedness 

All players felt important inside the team. ”Everyone seems to care for each other. First time I came to 

the team I felt wowed how nice it felt to come into the team. It feels the same for everyone. You feel 

important in this team”. When asked what has causes that feeling, one of the players stated ”It is nice 

to get to know people and talk a to them. On the ice I feel that I am very important and I know my role. 

I think my role has been basically the same and I have never had this good relation to a coach before. 

If I talk so straight as I do with our present head coach with another coach, I might get benched so I 

have been more careful with other coaches”. 

  

Other players also mentioned the roles on the team. ”All individuals are important. Everyone has a 

role on the team and takes care of it”. Another player said ”I feel important because my role is so 

clear”. She gets supported by a teammate saying that ”all players agree that whatever happens each 

player's role is equally important”. 

 

The environment created and the coaches´ support seemed to help players feel more important. ”I’ve 

never felt uncertain of my being a part of the national team. I get cheered on the good things and I 

feel like I am important to the team. Even though I don’t play much, I still feel confident and important 

to the team”. ”The coach tells me I’m important. My teammates also show me that I’m important by 

cheering on me, also after I make mistakes”. One player said ”I haven’t had consistency in my games. 

So sometimes I feel I am no use for the team”. 

 

The players agreed on that they trust each other. The reason for this was asked and there were some 

interesting answers relating to team rules. First a player said, ”I feel the trust between players is a lot 

higher than earlier”. Another player said ”you can see that players trust each other from how we act 

on a daily basis”. A third player added, ”no one speaks bad behind another's back”. 

  

There is some work to do still. One player said ”depending on who it is, some players jump on the ice 

even though they aren’t told to go yet, so that sends me a signal that that they don’t trust other 

players, but it might as well indicate that they just want to play much”. Another said, ”I mostly agree 

because mostly we trust each other, but the competition in the team creates some turbulence”. 

  

The good work was however seen in the daily environment and doings. First a player said ”the trust 
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builds up from all small things that happens on and off the ice and that everyone gets along. Everyone 

have their own strengths” .One player stated, ”It comes from the team spirit that has developed a lot 

during this season. This season I have seen that players are happier when someone succeeds. 

Someone doing something well means that the team succeeds". Her teammate continued by saying 

”in games when someone makes a mistake, another player will make up for the mistake. You can talk 

to the teammates about your personal stuff and know that you will get help. Especially from the more 

experienced players”. Another player added on ”you can see it in the games. Unnecessary panic is 

gone and we trust each other that we can win a game even though we are losing”. Finally a player 

stated, ”Everybody knows that everyone gives their best. We have a common goal so it is easy to pull 

the same rope”. 

 

All players agreed that the team is united when striving for its goals. What caused the feeling? One 

player stated ”sometimes we only have players meetings where we talk about everything. We all 

show that we are striving for the same goal”. Another player added, ”We have our common goals. It 

comes from small things like cheering on each other. Small things build up to a good feeling and a 

good flow”. Working together was also brought forth. ”Everyone works after the agreed things and 

commits to them. That way we succeed”. 

  

Conflicts have been a part of the national team. One player stated, ”We have a united team, but not 

the best I have seen. We need to solve all conflicts outside the rink and get rid of all drama to reach 

the ultimate success”. Another player said, ”I think the roles are clear and conflicts are avoided when 

everyone knows their roles”. Another player added, ”every time I’m with the team, people embrace me 

and I haven’t seen any conflicts that has been there before”. 

  

One player brought forth some of the work that was done to create better team cohesion. ”When we 

meet with the players of the national team, the team gets a better cohesion. We develop things in 

small groups and reflect on them in the big group (with the whole team)”. 

  

Finally some players brought forth the common goal. ”We have the same goal so that brings the team 

together to fight for that goal”. Another added, ”We are going towards a good way, working together. I 

feel we stand behind each other”. A third player said, ”Everyone wants to win. We are tired of losing to 

the American teams”. 



 
    
  
    

 

 

40 

 

All players agreed on that they fit well into the team. According to the players a central part of that has 

been that they feel they can be themselves. ”Everyone can be who they are. We get the best results 

when no one has to feel unsure about how they act”. Another player added on ”It is good that 

whatever comes in front of us, we talk about it and we don’t sweep anything under the carpet. I think it 

helps everyone to be able to be themselves”. A third player said, ”I can be myself on the team and I 

don’t have to worry if I say something wrong”. 

  

Young players also felt well. ”It felt like I had been on the team before, that’s how well I was 

introduced to the team. Everyone was very kind to me”. Another youngster added, ”At the first camp, I 

knew some players which helped me a lot. The ones I didn't know embraced me. The experienced 

players accepted me right away”. A third player supported by saying "When I joined the team, I was 

scared for the older players, but they embraced me and it felt great. They asked a lot of questions and 

they were very nice”. 

 

Players felt they are connected with other players that refer to one of the three basic psychological 

needs, relatedness. The players felt they are supported and affected by each other that also relates to 

relatedness. (Alvarez et al. 2009, 139; Stebbings et al. 2011, 256.) 

6.2.1.4 Competence 

All players agreed on that the coaching staff supported their strengths and tried to use them. ”Every 

time we discuss games or upcoming events, we talk about my strengths and by using them I help the 

team the most”. A second player said, ”I know my role on the team. Through my role I think the 

coaches think about how to use my strengths the most”. A third player said, ”In game situations I get 

supported in what they want to see me do well. And most of the part they are my strengths”. Another 

player said, ”I can play through my strengths. Coaches tell me to play with my strengths”. 

  

Some players felt that the high demands focused too much on weaknesses. ”I think the coaching staff 

could be even clearer on what my strengths are. Sometimes we focus too much on weaknesses”. 

Another player said, ”The feedback I get tells me that there has been progress. The coaching staff 

follow my club teams performance and make it clear to me what I still need to improve”. Another 

player felt that the coaching staff has been going towards a god way. ”Lately we are going into a 
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better direction where the good things are emphasized. I feel my strengths are used”. 

  

The fact that players have to improve has seemed to be accepted by the players. ”When we have a 

meeting we talk about what I do good and what I have to improve. I want to remember what I am 

good at”. Another player said, ”I have clear strengths, the game with the puck, so the coaching staff 

agrees on that part. They remind that they don’t only focus on improvements and weaknesses and 

that I also should focus on my strengths”. Another player added, ”They know who I am and how I play 

and what my strengths are so I get good tips from coaches what to improve”. The players really 

needing support seem to get it. ”Sometimes I am too negative. They talk about what I do good so I 

start believing it”. 

  

All players agreed on that the change in culture helps players compete against the best in the world. 

One player said, ”The change in culture supports me to compete against the best in the world”. 

Another player said, ”The cultural change helps because we have the clear rules and ways of acting. 

So no energy goes away from playing”. Another player added, ”When everyone work together we 

move forward”. Finally a player stated, ”When we compete against the best in the world and have a 

good feeling in the group, we need all pieces to be the best on the ice”. 

  

Specific matters help players forward. One player said, ”I’ve gotten tools that help me compete 

against the best players in the world. I’ve been told directly what I have to improve and what will take 

me to the next level”. Another player added, ”I know that as a player I need to be better at certain 

things and when I practice I realize that I am better now than I was before”. A third player said, ”my 

physique is better and getting better all the time, so I feel more competent. Also by using my strengths 

I feel more competent”. 

  

Some players spoke about the level of demands. ”When the level of demands is raised on an 

individual level, you try to be a better athlete in the rink”. Another player added, ”When demands are 

high you do your best and give your all. Never be satisfied”. Finally one player said ”I get more out of 

myself on a daily basis”. 

  

Most players agreed on that the change in culture helps them to reflect on their strengths and areas of 

improvement. Two players disagreed. They said, ”I mostly disagree because I have known my 
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strengths and improvements for a while already”. The other player adds that ”I somewhat disagree 

because I feel that I knew these before”. A third player who somewhat agrees said, ”I am pretty aware 

of what my strengths and areas of improvement are. So since the culture change started my game on 

the ice hasn’t been affected”. 

  

The straight and honest communication has been accepted. ”Open and straight communication has 

helped me” says one player. ”I was told straight forward what I need to improve and was showed 

several examples without making them sound or look pretty” said another player. A third player said 

that the change in team culture bringing in higher demands has helped her. ”I’ve been feeling lazy 

and now that the demands have led to improvement, I feel more excited and strive for further 

development. The high level of demands helps me further”. Another player brought forth the 

discussion between the players. ”We speak openly about things. Players also discuss what to do 

better”. ”I have known my strengths and areas of improvements earlier. I think it helps that we have a 

lot of feedback discussions about what the coaching staff wants and what they demand and 

especially what they want to see during the games”. 

  

One player brought forth that feedback could be involved even more during the season. ”We have 

gone through strengths and areas of improvements with the coaching staff before the season. That 

helps me to recognize them in the daily work routines. I think we could have gone through them even 

more during the season and update everything”. One player found the joy in challenging herself. 

”Sometimes I get the feeling that I am good at this when I earlier thought I wasn't that good at it. 

When I’ve tried new things I realize that I am good at doing things”.  

 

Mallet (2005, 424) presents a choice for continuous development by the use of video analysis. Video 

information helps athletes to identify their personal performance feeling versus how it actually looks in 

reality. Various questions from coaches helped athletes to think more critically about their own 

performance (Mallet 2005, 425). A conclusion drawn from various studies show that video analysis 

done together with athletes satisfies all three psychological needs (Mallet 2005, 424). One of the 

more experienced players said, ”We have been doing a lot more video for feedback to understand the 

game better and to create the picture about what we want”. 

  

All players agreed that the change in culture has made them more interested in developing 
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themselves as human beings and players. One player has struggled when it comes to the ways of 

acting towards others. ”I always want to be the best. So know I think more how to be a better person 

to fit the team. I have never had any difficulties in my club team, but on national team level I need to 

develop more as a human being to fit the team”. Another player felt she was able to develop into a 

better human being. ”I feel that as a human being I can always improve, especially how you behave 

towards others and how I can help others to be the best they can be”. The focus on high demands 

was appreciated. ”The competition is higher and if I don’t have interest in developing I won’t be at the 

camps”. Another player added ”I get to be a part of a group where we are ready to improve and to 

raise the demands. Also focus on that everyone feels good is important to me. It feels great to be part 

of this environment”. 

  

Some players brought forth the self-improvement. ”Everyone has a common goal so that gives me an 

extra spark” said one.” Some coaches create hope in single individuals. I am more interested in my 

skating and in my physique” was added. ”If I can improve my weaknesses, I can be so much better 

than I ever thought. My weaknesses can become my strengths,” another player adds. Furthermore a 

player said, ”I am as interested as I always have been in learning more about myself, but being on the 

national team has given me a push to work harder”. 

 

Players felt they have confidence that refers to competence in the three psychological needs (Alvarez 

et al. 2009, 139). Athletes are provided increased difficulty through the high demands of the coaching 

staff. For a feeling of competence increased difficulty has to be available. It is highlighted that the 

athlete needs to take action herself for raising the bar. (Rocchi et al. 2017, 16.) 

 

6.2.1.5 Open questions - Young players entry 

After comprehensive answers to the open questions, the players were asked how new players were 

accepted into the team, and especially young players. One player stated ”since I joined the team I 

realized we have a coach, that wants to develop our team and I have seen that we have taken big 

steps forward. I think the leaders have done a great work. When I joined the team I realized that now I 

need to start to train hard”. 

  

The experienced players enlightened what way they try to involve the new young players in the 
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working culture. ”The young players can be themselves and don’t have to be that cautious. The more 

experienced players ask a lot and create conversations with the young players to make them feel 

more welcome” is said. Another player said, ”The more experienced and older players lead with 

example and shows how to act and do. They inform the younger players of what to do and why. If one 

of the younger players is uncertain what to do or why, the older more experienced players show and 

explain”. Support came from another player. ”I think young players have it easy to join the team. 

Everyone is humble and all are equal. When a young player joins the team she might know the young 

players better. The experienced players help with the practicalities”. One player talked about the 

importance of experienced players showing their presence. ”We try to encourage the young players to 

be part of the group and to be present and ask them if they need help. We also want to support them 

with small things on and off the ice. We want them to participate in the off-ice training and to be open 

and honest and to be themselves. We encourage the young players to ask if they don’t understand. It 

feels nice that they have it easy to join the team”. One player even felt a little jealous on the 

youngsters. ”The young players have it easy to join the team. When I was young nothing was given 

out for free, and I think that young players weren’t treated like other players. Now all players are 

treated equally, and to join the team has been made as easy as possible. It is only the young players 

responsibility to answer the call. I almost feel a little jealous to the young players when thinking back 

how I was treated. I wish I had it that easy”. Finally a player talked about how she tried to act towards 

new players. ”I feel that I’ve tried to make it as easy as possible for the young players to join. I want to 

be easy to approach and ask questions. I also want to make sure that the new players understand 

how things work around the team, what our ways of working are”. 

  

The experienced players thoughts were well supported by the new young players. They feel very 

welcome. One player highlighted the united feeling in the team. ”People greeted me the first time I 

joined the team and I felt very welcome. I felt very comfortable. Age doesn’t matter. In my club team 

there was a lot of cliques. In the national team there isn’t. Knowing what the game is, when you join 

the team is very important and I feel I knew that right away with the national team”. Another player 

expressed her feelings about joining the team. ”The more experienced players explained how it works 

in the national team and I was not left as an outsider. They showed interest how things are and how 

everything works in the team. It made it easy for me. The coaching staff supported me well and told 

me what they expect”. Lastly one of the younger players stated, ”The experienced players introduced 

themselves and they broke the ice. Then I met the younger players and it made me feel very 
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welcome. The team captain helped me a lot. I think all young players are introduced as well as me”. 

  

Finally one player felt that she didn’t get the information required. ”To get the best out of everyone, 

everyone has to feel good. I think the communication could have been better, because since I joined 

the team, it took me half a year to understand what it is all about. I think with a better communication 

we could have spared a lot of problems. I think in our team we have more focus especially on an 

individual level. So it is pretty quiet in the locker room. It has been tough for me, but I have found my 

ways to get my focus into the game. When I joined the team, I felt I got many bad looks, but 

nowadays I feel that I am not so much under the radar. Players didn’t talk that much to me about the 

change in culture. I got all information from the coaches”. 

 

The people surrounding the athlete are important in a team. Players should connect for the support 

needed. The perception of relatedness is enhanced when people show in a genuine way that they 

care and like others. (Rocchi et al. 2017, 16.) Therefore the conclusion is that the working 

environment supports the feeling of relatedness. Players have been taking care of the networking for 

all young players. A final conclusion is that the team culture is autonomy supportive from the players’ 

perspective and that the culture change s required for success. 

6.2.2 Staff members point of view 

The staff members were interviewed from two point of views; they’re own and the players. All and all 

the staff members felt that the change in team culture was inevitable. They see it as something that 

will develop the Finnish Women's National Hockey Team and help to compete better against the best 

nations in the world. The staff members answers correlates well to the self-determination theory. 

According to the staff members the climate is autonomy supportive. The environment is autonomy 

supportive for both leaders and players. The answers indicate that lots of emphasis has been put into 

relatedness. All staff members are professionals in their areas. Therefore they feel competent. 

According to the answers competence is one of the largest challenges for the players. Awareness in 

strengths and areas of improvement is raised. Especially areas of improvement have been brought up 

as very important phenomena for players to understand. 
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6.2.2.1 Change in culture & communication 

All staff members agreed in the questionnaire that the change in the working culture is important. One 

of the staff members stated ”the change in culture and the way of working is important because we 

want to create a top-athletic culture where players own their own performance”. This statement was 

supported by research saying that an autonomy supportive environment is created when controlling 

behaviours are avoided and where athletes take initiative and work independently (Mallet 2005, 423, 

424). Another staff member said, ”The key to success is to be professional. The demands in the world 

are so high. Our working culture has to be professional in a way it hasn't been earlier”.  

  

Several staff members supported the statements by commenting that the performance has developed 

into something more athletic and professional. ”I think the leadership is equal and more centred on 

the athleticism,” said one of the leaders. Another staff member said, ”We finally got a performance 

that is top athleticism. Players can focus on the most fundamental thing, playing. In the time when 

some players were involved more than they should, driving their own interests, in the leadership and 

decision making, things did not work out”. Another staff member supported the statements by saying 

that ”from what I’ve heard and what I’ve seen the working culture has started to remind me of real 

athleticism. Before there were lots of small cliques and players were leading the team in a way that 

wasn’t correct”. 

  

Staff members seemed to have an urge to help the players focus on playing. ”Players feel that the 

environment hasn’t been the most optimal. As a small country with few hockey players and a great 

urge for success we simply need to dig out the best from each individual. We need the cultural 

change to get the most out of each individual and the team. A change can help the women's hockey 

image. The change can be a good example for others”. Another staff member stated ”we had to 

change the culture and raise the level of demands and focus on the only real things, training and 

playing. There were conflicts inside the team and instead of taking care of them, players created 

more. In the long run this change was inevitable”. The research states that for athletes to be able to 

enjoy their performance and try to be their best, the coaches should try to create an autonomy 

supportive climate (Mallet 2005, 428). 

  

One of the staff members was speculating about the right way to move forward. ”The change in team 

culture is important for players to be more self-driven and to be able to raise the bar. I did not fully 
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agree, because I’m thinking about if this was the very best way to go, creating a player's leadership 

group and so on”. 

  

All except one staff member agreed on that the change was informed in a clear way. ”We started with 

creating the players leadership group. We informed the team through the players leadership group. 

First we went through our planned strategy and what it means and after that we informed the whole 

team with a written letter. After that we have continued communicating clearly, and we have been 

talking about it at all events regularly and through doing, we have demanded what we have informed. 

The demands become real by doing. On the road there have been players that have asked questions 

and players that don’t exactly know what it is we are doing, but the interesting part is that those are 

the players that were disturbing the working culture before. They have clearly informed that they don’t 

understand what the change in working culture means. We have tried to make it clear what it means 

to them. How I see it they all know what it means today”. Other leaders supported this staff member. 

”I feel it has been well argued what we are doing and why, from the coaching staff. I also think the 

deeds have been consistent”. Another leader said, ”an email was sent out to the whole team. During 

camps it has been repeated with e.g. lectures, what is going on. I think the communication and start 

was very smooth”. A third leader supported the previous statements by saying that ”when we started 

the project, we informed about it in the beginning of the season. I think we communicated clearly. We 

went through what we are trying to achieve and what it means for players and coaches”. 

  

According to one staff member there was room for improvement though. ”I somewhat disagreed 

because I think the beginning was not clear about what exactly we want to achieve, especially in the 

daily life. I feel the first info touched mainly the players leadership group. It feels the rest of the team 

was a little bit unsure what it is”. Another staff member continued by saying, ”When the project 

started, I had a feeling that there was a lot of talk about that we are making a change, but the purpose 

and how was somewhat unclear. I think that we could have opened what the process is about from 

the start. Now I am sure that everyone is aware what it means that we are making a change in the 

culture”. 

  

The staff members were supporting each other well. They all agreed that they get supported during 

the change in culture. ”The staff members communicate well on how our deeds should show on a 

daily basis. We discuss what each member can bring to the table. I think we have had lots of 
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discussions with individual players. We have tried to maintain a good relationship between coaches 

and players through good conversations. We also use a feedback software for improved 

communication”. The leadership group have clear structure how they work. ”We have set rules how 

we work. We discuss about what will happen. So you can say we have an environment where we 

discuss a lot. All players get the support from each staff member's expertise”. Another leader 

supported this statement. ”I feel we have good conversations and a lot of meetings where we are right 

at that moment, so communication is open and honest. I think players get well supported”. For player 

support one staff member brought forth the players´ leadership group. ”I think the players´ leadership 

group is most important that we support them who support the team. The coaching staff has had 

individual talks with all players”. 

  

The change was not a smooth ride. ”Some players have said they don’t understand what we are 

doing. Usually it is when conflicts are faced. You can’t create your own rules as a player. We have 

mutual rules. I assume that most players understand and get the support needed, but there are still 

some that try to go against the mutual rules. I think players have very individual on-going processes 

and we have created individual support through mentor coaches. All players can create their own 

summer training schedule. How I see it, players have a great chance of individual support”. One 

leader was somewhat critical. ”Some players might feel that they don’t get supported, especially the 

more quiet players. All players who have asked for support have got it from the leadership group”. 

Finally one of the staff members’ commented, ”A big part of our working culture is that we can talk 

about different things. We have had good and bad times. Anyways we always discuss”. 

  

All leaders agreed that the change in culture helps the team reach its set goals. ”We want to have a 

professional working culture. We want the players to develop and get the most out of them. Players 

should through the change of culture be more interested in their development and own their 

development process. The more committed the team is and the more we can give the team 

responsibility, the more work the individuals will do. So we try to increase the player's commitment”. 

According to Ntoumanis et al. (2014, 226) an athlete's performance is high when the goal difficulty 

and commitment is high. The commitment should not be seen only when participating in team camps. 

”Increased performance comes from changing the culture. The routine on a club level is most 

important. The club culture might not be professional, but the players as individuals can perform as 

the national team requires”. 
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One of the leaders stated, ”we raise the bar and have clear rules so that everyone understands the 

level of demands. Basically the goal setting comes from the players, so they need to be able to raise 

the bar. This way the results can get better”. Another staff member supported the statement. ”A medal 

is always the goal as well in the World Championships as the Olympics. The clear ways of acting 

towards each other and clear team rules make the team closer. No one goes in front of someone 

else. All players are equal”.  

 

Staff members agreed that the change in culture helps them reach their individual goals. The staff 

members were asked if it helps players reach their goals also. According to the comments the 

environment seemed to be open and honest. ”I think the discussions within the staff helps me a lot. 

We plan together and we are committed. We can also question why we do something in a certain 

way. I think the change in culture helps players to a clearer picture of how we act towards each other. 

Players believe in themselves”. Another staff member said, ”The change in culture gives me more 

freedom to do things independently. I feel that I get to do my thing. The leadership group has 

autonomy. Practice is more individualized. We try to focus more on individual needs. Players are 

involved in the planning. We help players to reach their goals”. Ntoumanis et al. who say the biggest 

predictor of performance is individual autonomy support the statement, and in this case the staff 

member feels individual autonomy that clearly motivates the staff member more (Ntoumanis et al., 

2014, 226). 

 

When asked about going outside the comfort zone the leaders were somewhat united in their 

answers. ”For me it has been very nice to do this. It has been easy to be part of this for me”. Another 

staff member said ”I do this as my profession”. One of the coaches was forced outside the comfort 

zone, a new way for a coach who has been more coach centred. ”Giving players more responsibility 

means that some responsibility is taken away from somewhere else, and I feel it is from the coach. I 

don’t know if it is a bad thing. Being used to hold all the threads it makes me feel uncomfortable to 

give more power to the athletes”. 

  

One of the staff members position is quite new. ”I feel I have been outside the comfort zone because 

my position is new. So I try to find the best ways of working for me”. When asked about if players are 

outside their comfort zone, the staff member added, ”players are outside the comfort zone because 
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they have to take more responsibility and think more for themselves”. Theory supports the statement. 

Stebbings et al. (2011, 257) states that for optimal psychological growth and development, an 

individual should feel a sense of self and realize its potential as a human being. Another staff member 

said, ”The players have been forced outside their comfort zone, especially on their individual 

development. Almost all players have a long-term goal to play in the Olympics. The bar has been 

raised. All players know they have to be in a certain physical condition to reach their goals”. The 

challenge has been to have the players go outside their comfort zone on a daily basis. ”Players are 

forced out of the comfort zone because they are challenged to accept the ways of working inside the 

team even though they might act in a different way in their own clubs”, one staff member says. 

Another staff member added ”I think players are challenged to go outside their comfort zone on a 

daily basis”.  

 

The communication has increased after the change in team culture started. ”The coaching staff has 

been communicating a lot what we are looking for and why, and some radical things have been done. 

The coaching staff has been very strict with the ways of acting. Example of the radical things is when 

choosing the team”. Another staff member added, ”It has been discussed a lot in the staff meetings. 

We have shown a lot of cases. Also several lectures have been arranged. Change requires some 

slack, because it doesn’t happen just like that. We could have driven the change even harder. On 

some individuals we have needed to do compromises”. A third staff member said, ”The 

communication has been clear. The project has even been brought up in the media”. 

  

On the more critical side, a staff member said, ”the starting information was good, but we easily forget 

that we should continue informing what it means. Another staff member thought that the start could 

have been smoother. ”In the beginning the communication could have been better. Since we all got 

on the same page, understanding what we as leaders are talking about the communication has 

developed”. Finally a staff member said, "I somewhat disagreed because the information could have 

been clearer and more specific information about what is going on could have been shared. I think it 

could have been good to explain why the certain players belong to the players´ leadership group. The 

communication could be more open and clearer". 

  

When asked what the aim of the change in team cultures was and how the players felt, the staff 

members were hopeful. ”I think the players have understood what we are striving for. I assume and 
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hope that the message has reached the athletes”. Another staff member added what is wanted from 

the players. ”Increased responsibility to the players. Raise the bar. Good relations between athletes 

and coaches so that matters are easy to take care of”. One of the staff members was very clear what 

they tried to achieve. ”We want to take the next step. We want better results”. Another leader 

supported the staff member. "The national team wants to reach international top level (Canada's 

level). We are gaining and developing being third at the moment”. 

  

Most of the staff members' agreed that the coaching staff is leading the change with good example. 

”The coaches are committed and motivated to do this. They have shown good example”. Another 

member added, ”The head coach leads the communication towards the players. The leadership has 

been very consistent”. One of the coaches spoke about the way they lead. ”It is hard to say if we lead 

by good example, but I can say that we lead through examples. If the behaviour is not what we 

expect, a player will not be included in the team for a while. The player gets another chance for 

example within a year. There are several players that have gone through this. Is it leading by good 

example I can’t say, but it is very raw”. The statement got support from another staff member. ”The 

coaching staff has been patient explaining and justifying why we do things in a certain way. The 

coaches also have been very consistent in their actions and their communication”. 

 

The change has not been easy for everyone. One leader felt that some compromises have had to be 

made even though the leading is very consistent. ”The coaches stand behind their chosen path. 

Sometimes they need to adapt. Coaches have had to be easier on some players”. Another staff 

member supported by saying that the coaching staff is driving the change very strictly and stand 

behind their principles. The aim is for the goals. On some individuals we need to loosen the grip a 

little bit”. 

  

One staff member was being more critical on the leadership and the leadership’s way of acting. ”The 

actions have been somewhat bouncing. Players have been changed. I think the coaching staff could 

be more consistent in their actions.” 

  

The level of demands was at a good level according to most of the staff members. The leadership 

group is big and it has its challenges. ”Everyone has the responsibility to demand the small to be 

done well and with good quality. It has been communicated well. The challenge with a large 
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leadership group is that who demands what and where. We support the head coach who sets the 

tone for the demands”. Another staff member added, ”Players do what is agreed. In the staff, we are 

committed. Everyone is present at all events”. 

 

One staff member brought forth the compromises that have been made. ”I hope it is on a good level. 

How everyone feels about the requirement level is a good question. I feel that the players are outside 

their comfort zone most of the time, but there might be players who gets through everything too easy”. 

Another staff member added that the level of demanding could be even higher. "The level of demands 

is too low. There are different players in different roles and individuals are different. We think our 

demands are high, but I think we can be even harder, especially if we want to succeed in the 

Olympics. I don’t think we are quite there yet”. One staff member spoke about patience. ”The 

demands are now okay, but we have to raise the bar even further. I think this season the practice 

quality has been higher. The players daily work is improving all the time”. When the athletes’ 

performance, personal development and professional development are developed through a positive 

and supportive climate, the coaching can be seen as very effective (Headly-Cooper 2010, 18). 

Support came from another staff member who said ”we have to put it into perspective. I think we can 

raise the bar gradually. We can make it a habit. When we do things, we do them well, especially in the 

daily life. The idea is that the player starts demanding herself.”  

 

The conclusion is that all staff members thought and knew that the change in team culture is 

important for the Finnish Women's National Hockey Team. The staff members were somewhat more 

critical than the players regarding the communication. The staff members were very professional and 

work in their areas of expertise. Staff members thought that the level of demands should be even 

higher. 

6.2.2.2 Autonomy supportive climate 

It was well appreciated within the staff, that the environment was autonomy supportive. ”Sometimes 

we have too much autonomy, so I feel definitely that I have a chance to be a part in the decision 

making”. Another staff member added on ”It feels very nice that coaches ask about players even 

though I’m not a part of the coaching staff. It is leadership at its best when they ask for my opinions, 

and it makes me feel that my opinions matter. I think especially the players' leadership group are 

involved very much in the decision-making. I have never been on a team where players get to be this 
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much involved in a process”. The high involvement was a straight result from what was tried to 

achieve. Theory supports the statements. When coaches offer opportunity for input and decision-

making and respect the athletes’ feelings and perspective, an autonomy supportive environment is 

created (Stebbings et al. 2011, 255). ”We try to create a structure where players have a chance to be 

involved in the decision making”. The statement got support from another staff member. ”There is the 

player's leadership group. We communicate a lot with the players. They have a lot of freedom; they 

get to decide a lot for themselves about what kind of training they do. The off-ice training is 100% 

individual”. The players leadership group was a central part of the autonomy. ”Players get to be heard 

especially through the players leadership group”. There was some concern though. ”The players get 

to be involved through the players´ leadership group, but I think there are certain players who might 

be driving their own interests instead of the team's interests". 

  

All players created an individual development plan before the season started. ”All players have to set 

one mental, one physical and one on-ice goal. Through these goals, a plan has been set together with 

us coaches”. Support from the coaches was essential when executing the plan. ”Players create their 

own development plan in collaboration with the coaches and after that coaches are there to support”. 

Another staff member added, ”Players get to decide quite a lot. They have a challenging day-to-day 

work so they have to be involved in their development to get everything working. We provide the help 

and support for that. The players get to plan their off-ice and on-ice training”. Daily routines became a 

big part of the autonomy supportive climate. ”Players have a lot of choices to make. They have their 

own diaries, they get to plan their off-ice and to arrange different opportunities in their daily routines”. 

An autonomy supportive climate requires taking initiative and that the athletes do individual work 

(Mallet 2005, 424). Players got to plan themselves. ”No words are put into the player's mouth. They 

are not told that they have to do things exactly one way. To me it seems that players get a lot of 

responsibility in their personal development on and off the ice”. 

  

Some staff members speculated about the development plans within the staff. ”I don’t have a 

personal development plan and I think it could be good to create one”. Another staff member had a 

clear plan. ”I have my own plan with different educations and I try to create a good network”. Another 

staff member said ”personally I have some things in my head and on paper that I want to do well, and 

we have talked about doing an official development plan for coaches.” 
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All staff members agreed on that the coaches have made clear that they understand what their goals 

are and what it takes to reach them, according to the questionnaire and in the interview. The roles 

were very clear inside the staff. The staff members also thought that players know their individual 

goals and what they have to do to reach them. ”From a player's perspective I fully agree. No player 

will come to the Championships not knowing what is expected from that player”. Another staff 

member added, ”My goal is clear what the coaching staff expects from me. The players are reminded 

especially if they don’t follow their plans”. 

  

The staff members have had some experiences during the cultural change. One staff members stated 

”I have learned that a player is, to some degree able to change. I believe that personality can’t 

change, but a person can. I have also learned to give more accountability to the players in their 

development”. Another staff member talked about the players. ”I have learned what it takes in the 

world to succeed and what the international top athleticism is. I believe players have learned new 

things about themselves, especially in skills and their daily routines”. Another staff member has 

learned about his own thinking. ”I have learned that if the people around you don’t perform as well as 

they could, I get angry. I have a very low tolerance, when working at a level this high, for someone 

who isn’t 100 % into the doing, doesn’t matter what role they have on the team”. 

 

According to the staff members comments the working environment was autonomy supportive where 

all the three basic psychological needs are satisfied. Athletes were offered autonomy especially in the 

off-ice training. Other autonomy supportive options are the development plan containing of physical, 

technical and mental areas. 

6.2.2.3 Relatedness 

All staff members felt important to the team. ”I feel like I’m a big part of the staff. Everyone have own 

roles. I believe players also feel that they are a part of the team and that feeling has grown". Another 

staff member supported the statement by highlighting the feedback software. ”Players give feedback 

to us and this is one of the basic questions. Through the feedback we have learned that most players 

feel they are important to the team”. One of the staff members said that the feeling of being important 

doesn’t only come from the staff members. ”Players show appreciation and that makes me feel 

valuable”. 
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All staff members agreed according to the questionnaire that the players trust each other, and that the 

trust comes from the change in culture. ”The trust has grown. The ways of working has set, especially 

in the core group”. Hard work was required. ”I think trust has been born. The more we work on it, the 

more they feel that they can trust each other”. The cliques inside the team have been disappearing. 

”You can see it in the team spirit. There are no cliques that prove that they trust each other. They feel 

they can be themselves”. Finally one staff member added, ”Especially younger players trust each 

other”. Even though the trust was a lot better, there were still lots of work to do. ”Before the Olympics, 

I think we will have a team that trust each other 100 %. Right now we are not quite there yet”. 

 

The team seemed to be more united when striving for its goals. The staff has been using a feedback 

software to gather information. ”We have gathered feedback with a software and the feedback has 

been good. Doing things together strengthens the team. Success and failures strengthens the team. I 

think that after we individualized the training, focusing on the needs of the athlete, they feel more 

appreciated and cared for”. Another staff member added ”this year the team is very united. And you 

can see it especially when playing”. A goal that everyone followed could be seen. ”I think you can see 

the commitment when there is a common goal. Players work harder on a day to day basis”. One of 

the staff members brought forth the goal setting. ”The team's goals are to win a brighter medal than 

bronze and to win a medal in the Olympics. We need mutual hard trainings where we face the 

physiological fact ensuring that the players understand what it takes to get through it, and how a 

player can help other players to get through hard trainings and be mentally stronger”. Again the staff 

thought there are things to work on. ”Some players still lack in faith in total pro-athleticism. When all 

players want to achieve that they will trust each other”. 

  

The staff was large. The roles were very clear. All staff members agreed that they have adapted well 

to the team. ”As a team leader I have accepted that there are different persons in the staff, I dare to 

be myself and I need to do my job. From what I have heard, it is easy to join the team and that it is 

nice to be on the team. Through the feedback software we have gained information that we still have 

to work on the team spirit”. The open culture made it easy for the staff members. ”The staff is very 

open so it is easy to bring up stuff. I can be myself”. 

 

The conclusion is that staff members’ perception was the working environment is supporting 

relatedness of the three basic psychological needs. The staff members thought the players have 



 
    
  
    

 

 

56 

some work to do on professionalism to reach more success.  

6.2.2.4 Competence 

The high demands showed in the ways the coaching staff has been working. ”We set expectations 

and goals for each player before camps and championships. Players have been very positive with the 

way we explain the strengths of each player and why they are on the team”. Even though the staff has 

focused on strengths, weaknesses have to be brought forth for development. ”We try to focus on the 

strengths. But with this culture we have to focus on tackling the weaknesses. In the long run we have 

to focus on what doesn’t work and to correct the faults. During the championships we try to enforce all 

players strengths for a good self-confidence”. Staff members felt they supported the players well. ”We 

need to support players strengths but still improve the weaknesses”. Awareness in strengths was 

enforced. ”We have tried to enforce success when a player does something good. We also have the 

players think about their strengths to be more aware”. The players got the support they need. ”Players 

are supported in finding and playing with their strengths”. 

  

All staff members agreed that the change in culture helps the team compete against the best 

nations/teams in the world. Players were challenged. ”We raise the bar and need to figure out how to 

challenge the players more. And I think this helps the players to compete harder” The players are 

brought into the process. ”Getting players more involved in the process, giving them more individual 

acknowledgment, going outside the comfort zone and raising the level of demands help us to 

compete harder”. The communication between coaches and players was essential. ”Trust between 

players and the staff can lead to something great”. Working together was also emphasized. ”We are 

challenging the best teams in the world. The players are more dedicated and working better together. 

It makes success possible. This is a development that is going the right direction”. Finally, the players´ 

responsibility was brought forth. One staff member said the key for reaching the Canadian and 

American teams is the daily work.  Another staff member stated, ”The players' daily routines and work 

ethics are the key elements in a tough rivalry against the best in the world”. 

 

When speaking about strengths and areas of improvement the players´ leadership group was 

mentioned. ”Players have a good channel to bring their matters forward to the coaches now. It helps 

them to think more about what to improve”. Making players think was important. ”We have tried to 

raise the awareness and I think many players have learned more about themselves”. It was added, 
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”We have made the players think more. That has raised their self-knowledge”. One staff member 

added, "They have to learn a lot about themselves”. 

 

Staff members felt both players and staff members were challenged by the change in working culture. 

”I think the way we are going is the way I want to go in my coaching. The environment is more 

autonomy supportive, giving players more freedom and responsibility. I think players have become 

more self-driven”. One staff member added, ”They (players) have always been interested in 

themselves. I think it is the human nature to be interested in oneself. It is hard to say, but when the 

demands are higher, you can’t keep up unless you are willing to put in more effort. I hope that the 

players are willing to learn more about themselves”. Another staff member supported the statement. 

”Players need to take responsibility for themselves if they want to be on the team”. One staff member 

hoped that the way of working was a source of inspiration for the players. ”I hope we have lighted a 

spark in the players”. 

 

The conclusion is that the team staff looked for opportunities to help players reach their best. 

Coaches were there to support players and help them, especially in awareness in strengths and areas 

of improvement. For further success the daily work and routines are crucial. 

6.2.2.5 Open questions 

The staff members were very excited about the change in team culture. ”We started the process last 

season. Now we have been doing this for a couple of years. If we get to continue the same road, I 

think we can reach something in about two years. I think the Olympic games are too close for some 

older players to change direction in their behaviour. I think we are running out of time before the 

Olympics, but we are on a good road”. Theory supports the statement. It takes time to develop an 

understanding of an autonomy-supportive coaching environment. Trust and respect between coaches 

and athletes is built over time. (Mallet 2005, 424.) The team staff had faith in that this way will work in 

the future. ”I believe like a rock that this is the right way to go and that we will leave a permanent print. 

I hope the next leadership group will continue on this path and that the change is permanent and that 

the performance will be top athleticism in the women's national hockey team. It hasn’t been like that 

before. For that, there are a lot of reasons, but the change has been rough and it means that some of 

the best players have been put to the side and new players are brought in. I think this is the best way 

to raise the level of the national team and now we have to continue doing it systematically in the 
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future. Everyone coming into the team has to know what it takes to be in the team.” The staff 

members also thought the project should be continued. ”The aim and goal for this process is great. It 

should be continued”. Another staff member explained the reason. ”We try to have players leave a 

mark in the national team and to make it a nice place to grow. I hope this can be a good example to 

other teams on how to act”. 

 

6.3 Conclusion 

The change in team culture was welcomed in the Finnish Women's National Hockey Team. Players 

had an understanding why the change in team culture is needed. All staff members thought that the 

change in team culture is important for the Finnish Women's National Hockey Team. The players 

agreed that change in team culture is needed for success. The change in team culture has been well 

communicated. Only a few players mentioned lack in communication. The staff members were 

somewhat more critical than the players regarding the communication. Staff members thought that the 

level of demands should be even higher. 

 

The working environment was autonomy supportive. Players had a lot of freedom in their on-ice and 

off-ice training. The players seemed very driven to take initiative, which refers to autonomy within the 

three basic psychological needs (Rocchi et al. 2017, 16). The coaching staff provided options for 

decision-making. Autonomy supportive options are the development plan containing of physical, 

technical and mental areas. 

 

Players felt they were connected with other players that refer to relatedness of the three basic 

psychological needs. The players were supported and affected by each other that also correlate to 

relatedness. (Alvarez et al. 2009, 139; Stebbings et al. 2011, 256.) Staff members’ perception was the 

working environment was supporting relatedness of the three basic psychological needs. The staff 

members felt the players have some work to do on professionalism athleticism to reach more 

success.  

 

Players were confident that refers to competence in the three psychological needs (Alvarez et al. 

2009, 139). Players were provided increased difficulty through the high standard of demands of the 

coaching staff. The athletes’ were taking action raising their own level. (Rocchi et al. 2017, 16.) The 
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team staff supported players to reach their best. Coaches worked on players' awareness in strengths 

and areas of improvement. Team staff thought the daily routines are a huge part of being more 

competent. 

 

The final conclusion of the research is that the culture change in the Finnish Women's National 

Hockey Team is necessary. The working environment is autonomy supportive and that change in 

culture satisfies the three basic psychological needs, autonomy, relatedness and competence. It is 

notable that the environment satisfied the three basic needs both for the staff members and the 

players. All participants in the research felt they have personal autonomy. It is notable that the dual-

management model used in the FWN has been very successful in both the players’ and staff 

members’ perspective. 
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7 Discussion 

The thesis aim is to survey the cultural changes in the Finnish Women's National Ice Hockey Team 

and has succeeded to present results of high value for further studies. The theoretical part supports 

the interview questions that aim to illuminate the focus of the data collected. The structure of the study 

was built on a narrow theoretical approach. Even though the amount is narrow, the sources have 

similar conclusions. This provides a powerful sense of legitimacy that confirms the theory. The sample 

size for the questionnaire is very small but bearing in mind that this was a case study the amount of 

interviews done can be considered reasonably relevant increasing the validity of this study. This 

thesis’ focus was directed on a very specific target, the Finnish Women's National Ice Hockey Team. 

 

As a researcher I have learned to process and gather research material in an ethical way. The 

research presents a broad view on theories similar to each other. The research in this study has been 

focused on the self-determination theory and how the three psychological needs, competence, 

autonomy and relatedness have been satisfied (Stebbings et al. 2011, 256). The research in this case 

study was focusing on autonomy supportive coaching. Research provided links where the autonomy-

supportive coaching climate satisfies the three basic psychological needs (Hodge et al. 2014, 71; 

Mageau & Wallerand 2003, 898). Theories similar to each other were presented to provide a deeper 

depth into the research. 

 

It is interesting that the questions regarding sharing information became very focused where both 

players and leaders highlighted the importance of communication. Communication has not been 

defined nor researched in a deeper way during this study. Communication plays a bigger part than 

was hypothesized from the start. Another interesting aspect is how well the communication works 

inside the team. The dispersion in the questionnaire and interviews was altogether very small in 

respect to the hypothesis. By leaving out questions about communication, the answers would have 

been more focused on the three basic psychological needs. 

 

The hypothesis was that the environment is on the way of becoming autonomy supportive. 

Additionally the environment is not yet on a level that the athletes can be held more accountable, but 

is in a development phase. The hypothesis was also that the three psychological needs, autonomy, 

relatedness and competence are not fulfilled. It seems however that the environment satisfies all 
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three psychological needs and that the players are highly accountable. This means that the 

environment was autonomy supportive (Stebbings et al. 2011, 269). Based on the interviews the 

conclusion was as follows. Players understood why the change in team culture is well needed. They 

also felt the change in team culture is needed for more success. The players also felt the change in 

team culture helped them reach their goals. The change in team culture has been well communicated. 

The communication was open and honest. Only a few players mentioned lack in communication. 

Players have been supported during the project. Some of the players have not been forced outside 

the comfort zone since they have accepted the level of demands and the ways of working within the 

team. The players who were not forced outside the comfort zone mentioned that they are aware of 

hard training and knows they have to force themselves outside the comfort zone. According to the 

players the coaching staff lead the project by good example and had a demanding level that is high. 

Staff members felt the change in team culture was important for the Finnish Women's National 

Hockey Team. The staff members were somewhat more critical than the players regarding the 

communication. Staff members thought that the level of demands should be even higher. Within the 

daily coaching effective communication is required, especially when driving a change in team culture. 

The communication should be open, straight and honest within the leadership group and also 

between coaches and athletes. When the staff members have the same vision and are supported by 

each other the communication towards the players will be successful. 

 

The working environment was autonomy supportive according to players. Players had a lot of 

freedom in their off-ice training. Players also had freedom in their on-ice training on a club level. The 

players seemed very driven to take initiative. According to the staff members the working environment 

was autonomy supportive. Athletes were offered autonomy especially in the off-ice training. Other 

autonomy supportive options were the development plan containing of physical, technical and mental 

areas. In practice this information will support coaches in giving more options, freedom and sense of 

choice for athletes. With rather small changes the working environment becomes autonomy 

supportive. As an example the goal setting containing of one mental, physical and technical goal 

works as an autonomy supportive tool. Coaches should not be afraid of giving responsibility to their 

athletes. The dual-management model can be a highly effective tool in providing options for athletes 

and involve them in the decision making process. It is important to highlight that autonomy is not the 

same as an allowing environment. A good structure is therefore required. 
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Players felt they were connected with other players that refer to one of the three basic psychological 

needs, relatedness. The players felt they are supported and affected by each other. According to the 

staff members, the working environment was supporting relatedness of the three basic psychological 

needs. The staff members thought the players have some work to do on professionalism to reach 

further success. In practice relatedness is very simple, but hard to attain. Team bonding on a simple 

level is crucial. For the feeling of relatedness coaches should think about the basic behavioural 

patterns like taking others into consideration. The players should think how they act towards each 

other and realize they create a working environment where everyone is taken into consideration.  

 

Athletes are provided increased difficulty through the high demands of the coaching staff. For a 

feeling of competence increased difficulty has to be available. It is highlighted that the athlete needs 

to take action herself for raising the bar. The team staff looked for opportunities to help players reach 

their best. Coaches supported players. Awareness in strengths and areas of improvement was 

emphasized. According to staff members’ success required hard daily work. For coaches it is very 

easy to focus on what to do better and what to improve. For the feeling of competence the strengths 

should be emphasized. It doesn’t mean no critical feedback should be provided. Critical feedback that 

doesn't trigger the feeling of guilt is fine. In practice coaches should focus on finding the balance 

between critical and positive feedback. 

 

Players had opportunity to impact their individual plans, especially their off-ice training. Players also 

impacted on the decision making through the dual-management model (Hodge et al. 2014, 68). The 

result is very surprising when taken into consideration that the project is young (Helsingin Sanomat, 

2017). It requires time to adapt into an autonomy supportive environment (Mallet 2005, 424). The 

results speak for themselves in this study. The environment supports the three basic human needs 

that lead to better success. Since the result was this clear, even though the group sample was small, 

the result in this study can work as a practical example for coaches in any sport who want to create a 

more autonomy supportive climate where the three basic psychological needs are satisfied.  

 

For further research it would be interesting to make studies about players well-being after changing to 

an autonomy supportive environment, because the three psychological needs have to be fulfilled for 

optimal mental well-being (Stebbings et al. 2011, 257). The conclusion can be drawn that since this 

project proves this change in team culture to satisfy the three basic psychological needs, further 
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studies should be made about athletes and staff members’ well-being. Further research about team 

culture is also encouraged. Further research about autonomy supportive off-ice training in the Finnish 

Women's National Hockey Team is also encouraged because of the clear freedom players' have in 

creating their individual off-ice training. 
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Appendices 

Appendix 1. Questionnaire 

 



 
    
  
    

 

 

67 
 



 
    
  
    

 

 

68  



 
    
  
    

 

 

69 
 



 
    
  
    

 

 

70 
 



 
    
  
    

 

 

71 
 



 
    
  
    

 

 

72 

Appendix 2. Questionnaire result players 
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Appendix 3. Questionnaire result staff members 
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