
Before
STEP 1: Analysis
The 2024 WJC impact planning process started 
by addressing a shared need and determining the 

desired change and long-term impacts. To ensure success, 
it is crucial that the organiser’s goals align with the needs 
of the destination. Recognising the shared objective of 
improving Swedish ice hockey and societal outcomes in 
equality, gender equity, and health, the organiser and 
the city-owned destination management organisation 
Göteborg & Co established these areas as primary focus 
points for long-term impact.

One key area of focus was enhancing club and team 
culture, understanding that a positive culture is essential 
for recruiting more players, particularly girls and women, 
and for fostering long-term enjoyment and commitment 
to the sport. Another major focus was developing  
sustainable and energy-efficient solutions for a new public 
ice rink in connection with the event. This initiative would 
increase the availability of ice surfaces, making ice sports 
more accessible to a broader audience. Additionally, 
several targeted recruitment activities and trainings were 
carried out to attract more players and leaders,  
particularly women and girls. These initiatives and focus 
areas would all support and enhance positive outcomes in 
equality, gender equity, and health.

A vision statement was defined:
 

The following priorities and starting points were 
identified and formed the basis for the vision:

UN Global Goals
•	 Goal 3.4 – Good Health and Well-being (preventive 

health measures). Indicator: More active ice hockey 
players in the region, resulting in more children and 
youth being active.

•	 Goal 5.1 – Gender Equality. Eliminate all forms of 
discrimination everywhere. Indicator: More gender 
balance in ice hockey, resulting in a more gender 
equal society.

Increased interest in ice hockey among children 
and youth to foster positive social effects in 
equality, gender equity, and health. Strengthened 
involvement in ice hockey to engage more 
participants and sustaining their engagement.

2024 World Junior Ice Hockey Championship
The IIHF World Junior Championship (WJC) took place 
in Gothenburg from 26 December, 2023, to 5 January, 
2024. Recognised as one of the most prestigious sports 
events, the WJC was organised by the International 
Ice Hockey Federation, with the Swedish Ice Hockey 
Association as the national organiser and Göteborg & 
Co as the local project owner with local partners Got 
Event, Frölunda Hockey Club, and the Gothenburg Ice 
Hockey Association. The event featured 31 matches at 
two arenas, Scandinavium and Frölundaborg, attracting 
over 170,000 spectators—a new Swedish WJC record.

WJC Impact Management Project 
As part of the sustainability work of WJC, extensive 
impact planning was carried out, guided by the 
Gothenburg Way to Legacy methodology and its five-
step method. Here is how we did it.

Increased inclusiveness and health through a better ice hockey culture 
– a Gothenburg Way to Legacy project 

2024 World Junior Ice Hockey Championship

The UN Global Goals
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Gothenburg Way to Legacy

Gothenburg Way to Legacy is a framework which helps event and meeting organisers to structure their 
impact process. It includes a Method, Toolbox and Community Support. Established by Göteborg & Co in 2021.



Other Priorities
•	 City of Gothenburg’s public health program
•	 City of Gothenburg’s plan for an equitable city
•	 City of Gothenburg’s 2023 budget
•	 Vision and mission of the Gothenburg Ice Hockey 

Association and the Swedish Ice Hockey Association

Desired Long-Term Impacts:
•	 Social Impact: 					   

A more equal and inclusive ice hockey culture
•	 Human Impact: 				  

Better leadership conditions in ice hockey 
•	 Financial Impact and Built Assets Impact: 		

Improved infrastructure with more ice surfaces
•	 Natural Impact: 				  

Sustainable Ice Rink Project

STEP 2: Goal Setting 
A workshop was held with key stakeholders, 
including the organisers, city representatives, and 

the local sports community, to identify short-term effects 
that align with the desired long-term impacts and vision 
of the project. Goals and resources were established, 
and an action plan was developed to achieve the desired 
effects.

WJC Objectives
•	 Increase participation and involvement in club 

activities, focusing on engaging both boys and girls to 
discover ice hockey and train more leaders, referees, 
and support staff.

•	 Maintain engagement of boys and girls in the sport.

•	 Retain 100% of players at ages 9-11.
•	 Advocate for increased ice surfaces for expanded ice 

skating and ice hockey opportunities.
•	 Promote and exemplify gender equity within the 

sport.
•	 Enhance conditions for leaders to improve ice hockey 

culture. 

Desired Outcomes of the WJC
•	 Increased gender equity in the sport. 
•	 Enhanced recruitment of leaders, with a focus on 

women.
•	 Enhanced conditions for leaders to foster a positive 

ice hockey culture.
•	 Expanded high-level influential discussions on 	

increasing the number of ice surfaces.

STEP 3: Co-Creation 
Continuing the impact project process, stake-
holders for an impact committee were identified, 

with representatives from Göteborg & Co, the Swedish 
Ice Hockey Association, and the Gothenburg Ice Hockey 
Association, further developing impact plans, identifying 
key indicators for measurement and monitoring, planning 
activities, and coordinating communication efforts.

During and After 
STEP 4: Implementation 

The Theory of Change (ToC) assessment frame-
work was employed to strategically translate the 
vision into practice during WJC 2024. The goal of 

using the ToC framework was to ensure that post-event, 
WJC could effectively measure meaningful outcomes and 
create impactful changes.

Below is a summary of the activities and intended 
results for WJC, as structured by the Theory of Change 
framework.

The Puck of Emotion Project was launched with the 
aim to foster a safe and inclusive ice hockey culture, 
emphasising the importance of showing emotions 
and mutual care. In a fair culture, everyone will feel 
better – and perform better. To learn more about 
the campaign and watch the campaign movie, visit 
the campaign site in Swedish HERE. For additional 
information in English, click HERE.

A free seminar titled ”Together we create the next generation’s ice hockey 
culture” was held during the WJC. Targeted at leaders, coaches, and parents 
involved in ice hockey, the seminar aimed to enhance understanding and inspire 
adults to actively contribute to shaping a positive team and club culture. 

https://kanslopucken.se/
https://goteborgco.se/en/best-practice-cases/world-junior-championship-in-ice-hockey-2024/


PLANNED INPUT INTENDED RESULTS

RESOURCES ACTIVITIES OUTPUTS OUTCOMES IMPACT VISION

Puck of Emotion project part 1: 
Basic Values Education for 
Leaders using the ”In or Outside 
the Box” tool to promote a 
respectful culture

Puck of Emotion project part 2: 
Nationwide campaign featuring a 
film on the importance of 
emotional well-being in ice hockey

60 leaders trained, with ongoing 
local implementation

Increased gender equality in the sport 
Enhanced recruitment of leaders, with a focus on 
women
Enhanced conditions for leaders to foster a positive 
ice hockey culture

Increased gender equality in the sport 
Enhanced recruitment of leaders, with a focus on 
women
Enhanced conditions for leaders to foster a positive 
ice hockey culture

Increased gender equality in the sport 
Enhanced recruitment of leaders, with a focus on 
women
Enhanced conditions for leaders to foster a positive 
ice hockey culture

Film viewed over 500,000 times, 
widespread engagement

Puck of Emotion project part 3: 
Seminar for ice hockey leaders, 
coaches, and parents, focusing on 
enhancing team and club culture

62 participants, high satisfaction 
and inspiration to further work

Puck of Emotion project part 4: 
Study Assignments for Teams

812 players involved, positive feed-
back and ongoing initiatives

Enhanced conditions for leaders to foster a positive 
ice hockey culture

Leadership Training for Women
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Sustainable Ice Rink Project

Female Speakers at the WJC

Holiday Open Recreation 
Attendance at WJC Matches

Activation at Gothenburg’s 400th 
Anniversary Festival (June 2023)

Joint Recruitment Campaign and 
Try-Out Ice Sports before WJC

25 participants and 
significant interest

Development of sustainable solu-
tions for new ice rinks is underway

Three female speakers participated

Free tickets were distributed to 
holiday open schools, with 552 
children and teachers attending. 
Tickets were also sold at a discount 
to Housing Company tenants

The activity area was well-attended, ice 
hockey schools successfully recruited 
new players. Increased retention was 
noted in the baseline follow-up

Activities at Ruddalen’s new skating 
hall and Åby Ice Hall, featuring various 
ice sports, successfully engaged 
families. Increased retention was 
noted in the baseline follow-up

Increased interest 
in ice hockey among 
children and youth to 
foster positive social 

effects in equality, 
gender equity, and 

health. Strengthened 
involvement in ice 
hockey to engage 

more participants and 
sustaining their 

engagement.

Expanded high-level influential discussions on 
increasing the number of ice surfaces

Increased gender equality in the sport

Increased gender equality in the sport, enhanced 
recruitment of leaders, with a focus on women, 
enhanced conditions for leaders to foster a positive 
ice hockey culture

Increased gender equality in the sport

Increased gender equality in the sport

Increased gender equality in the sport

A more equal and inclusive ice hockey 
culture

Better leadership conditions in ice 
hockey

Improved infrastructure with more ice 
surfaces

A more equal and inclusive ice hockey 
culture

INDICATORS SURVEYS, MEASUREMENTS, CAMPAIGN STATISTICS



STEP 5: Evaluation and Dissemination
Long-term societal effects are influenced by 
numerous factors beyond the project itself. 

Therefore, it is essential to measure and communicate 
short-term impacts that contribute to these long-term 
goals. Given the complexity of achieving and measuring 
long-term societal effects, it is important to establish a 
solid assessment framework and base evaluations on 
informed hypotheses, rather than relying on concrete 
final results.

Utilising the Theory of Change assessment framework, we 
monitored the defined goals and short-term impacts we 
aimed to achieve through our activities. Activities were 
measured and evaluated through surveys, baseline 
follow-ups, and campaign statistics. The framework 
illustrates that our systematic and methodical impact 
planning for the WJC is likely to generate changes that 
might not have occurred otherwise. These changes have 
the potential to create a ripple effect, hypothetically 
contributing to long-term positive societal outcomes 
and maximising the event’s overall value. Some of the 
initiated activities, such as the Basic Values Education for 
Leaders, and other initiatives, are ongoing.

Throughout the WJC impact project, we have consistently 
communicated our efforts through various channels, 
including PR campaigns, social media, LinkedIn, 
websites, and presentations. This report is a crucial 
component of our evaluation and dissemination 
strategy, aiming to spread knowledge and inspire others. 
Additionally, the Swedish Ice Hockey Association, as the 
national organiser for the WJC, successfully applied for 
and won the 1st prize in the IIHF 2024 Sustainability 
Award, recognising the impactful Puck of Emotion legacy 
project. 

General Learnings and Recommendations
•	 Time and Resources: 				  

An event impact project requires significant time 
and resources. Be structured, clearly define 	
responsibilities, and ensure the necessary resources 
are available.

•	 Utilise Existing Platforms: 			 
Leverage existing platforms or frameworks where 
possible.

•	 Replicability: 				  
The impact will be greater if you create something 
that can be replicated and used at future events. 
Share your activities and inspire others.

•	 Ongoing Communication: 			 
Communicate the impact continuously throughout 
the project.

•	 Local Partnerships: 				  
Partner with a destination management organisation 
that understands the local context, has an established 
network, and can connect you with local 		
stakeholders.

The Scandinavium arena during the 2024 WJC. 

The “Sustainable Ice Rink” initiative, shown in the illustration, aims to en-
hance the availability of ice surfaces and make ice sports more accessible 
to a broader audience. Using the WJC as a catalyst, the project focuses on 
promoting sustainability and expanding opportunities for participation in ice 
sports.

Gothenburg Way to Legacy is a framework which helps event and meeting organisers to structure their 
impact process. It includes a Method, Toolbox and Community Support. Established by Göteborg & Co in 2021.


