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Abstract

Today, Dutch National Non-profit Sports Organizations (NNSFs) experience financial pressures. Two indications for this are described in this paper i.e. increased competition in the sports sector and changes in subsidy division. Decreasing incomes from subsidies can be compensated with either increasing incomes from a commercial domain or increasing incomes from member contributions. This last solution has been the motive for the increasing interest in the use of marketing techniques as a solution for the growing uncertainties. Many NNSFs have participated in a special marketing program in order to enlarge their marketing awareness and create a marketing strategy. This paper deals with possible impediments resulting from the implementation of the marketing strategies. It  is primarily based on a literature review, however, the first results from a qualitative research to the increasing use of marketing techniques among NNSFs provides insights in the experienced impediments of NNSFs .
Introduction

In 2005 and 2006, over sixty non-profit sports federations (NNSFs) participated in a special program for creating a marketing strategy for the next four years. The long-term goal of this program was to stimulate the marketing awareness of NNSFs. Coordinated by NOC*NSF (the Dutch umbrella organization for organized sports) and a professional marketing consultancy agency, this program was initiated by the federations themselves. In small clusters, the federations were introduced to elementary marketing principles. They analyzed the market together following a format in order to write an individual marketing strategy. 

This was the first time that marketing principles and marketing techniques were introduced and applied to NNSFs on such a large scale. For most of them it was the first time they seriously analyzed the market with the aim of developing new programs. Most NNSFs weren’t used to develop activities based on a marketing perspective. This paper deals with the background of this development i.e. where does this change-over come from. Different solutions for these developments will be discussed, as also the consequences of the chosen solution of becoming more market oriented.  This paper is based on a literature review and the beginning of a qualitative study concerning the embedding of marketing awareness and the application of marketing techniques in NNSFs. 
Background developments
Although there are a lot of different indications for the urgency of NNSFs to market themselves, these indications cannot be seen separately from each other. The focus for answering these questions in this paper will be on increasing competition and on the scrap of general subsidies.
Increasing competition
After the Second World War, sports in the Netherlands were dominated by non-profit sports clubs. This dominance continued till the 1970s when commercial marital sports centers were mushrooming. Their success was a drive for young (unemployed) sports instructors to start their own commercial sports centers as well. As a result, competition between the sports centers increased. This intensified competition forced them to continually adjust their offer, which has led to a more and better tuned product differentiation compared to traditionally organized sport federations (van Bottenburg, 2004).  As a result, new sports such as fitness, aerobics, and bodybuilding were introduced in the Netherlands and attracted many people to the commercial sports centers. In 1980, the Netherlands housed 300 commercial sport clubs, counting 90,000 members. Within 25 years this has increased to 1.700 sport clubs with over 2,000,000 members (van Bottenburg, 2006). It has never been empirically proven whether there’s been a walk-over from organized athletes to the commercial sports centers or whether the commercial sports centers attracted a different audience. However, the growing amount of people practicing sports in a commercial context meant a loss in market share for organized sports.
Along with this development, total sports participation in the Netherlands has increased in recent years. Women, elderly and immigrants have especially contributed to this growth. This is not surprising, considering the growing share of elderly people and immigrants and the continuing emancipation of women in Dutch society. Nevertheless, the organized sport clubs didn’t welcome them as new members and have therefore not benefited from their increased sport participation in opposite to the commercial sport sector, which saw their market share grow. 
It may be assumed that the organized sport clubs and federations have failed in identifying and attracting athletes of upcoming groups in our society. At the same time, the commercial sports sector, due to the intense competition and their independency of government support, has succeeded in identifying, attracting, and satisfying new target groups. Using marketing techniques for detecting potential athletes with their aspirations and their needs has helped the commercial sector to attract customers. 
Discard of the general subsidies

After the Second World War, the Dutch government financed and developed many leisure services aimed at increasing social satisfaction (van der Poel, 2004). The 1960s and 1970s were the glory days of the Dutch welfare state. Van der Poel (2004) illustrates that in 1965, the year the ministry of Culture, Recreation and Social Work was founded, the Dutch government’s growing care for the citizen’s leisure activities became emphasized. In that period sports accommodations and recreation areas were built on a large scale. Large subsidies were available for cultural projects and there was a lot of support for non-commercial privately-owned initiatives. 
Halfway through the 1980s, however, these heydays were over and the government felt obliged to withdraw because the leading opinion was that the privately-owned sectors needed more space. This development continued into the 1990s, where indeed more initiatives came from that sector. The government had to search for a new role as director in a process of network coordination (van der Poel, 2004). 

As a consequence, a lot of subsidies were phased out or reduced. Although less public money is now available for sport infrastructure, government expenditures advantaging NNSFs are still growing. According to the Social Cultural Planning Office (2006) these expenditures increase from 67 million Euros in 2005 to 101 million Euros per year in 2006 to 2010. Despite of this continuing governmental support, the “institutional subsidy” suddenly discarded in 2003. This subsidy was a large general government subsidy for NNSFs, and the NSSFs were free to allocate this available money. The underlying thought with this discard was that it’s not the government’s task to keep social organizations financially alive (SCP, 2006). The available money is partly available as project subsidies for NNSFs. This meant that NNSFs are forced to make allocation plans, and they aren’t as free anymore in spending it as they like. This change caused an enormous shock among many NNSFs. 
Solutions for these developments
It can be concluded that NNSFs have to deal with increased competition, while they are more restricted in spending subsidy money. The combination of these two developments leads to the emergency of a stronger financial position. Schiff & Weisbrod (1991) and Weisbrod (1998a; 1998b) mentioned that losses from one domain will be compensated by incomes from another domain. To generalize, incomes from NNSFs can be divided in three domains: (1) subsidies; (2) contributions from members; and (3) commercial incomes. According to the compensation theory of the authors mentioned above, two solutions for compensating diminished subsidies can be indicated. 

Compensating with commercial incomes

James (1998) points out that due to decreasing subsidies, non-profits are forced to commercialize, whether they want to or not (see also: Anthonissen & Boessenkool, 1998; Tuckman, 1998; Slack, 1998). But what actually is commercialization? According to Tuckman (1998) and Weisbrod (1998b) commercialization of non-profits can be seen as the process of starting to undertake profitable activities. Full commercialized organizations, therefore, have the goal of making a profit. 

An important characteristic of profitable activities by non-profits is that these activities are related to the organization, but most of the time the nonprofits are unfamiliar with offering them (Dart, 2004). James (1998) gives a more precise definition of what commercialization for non-profits means: “Commercialism is defined to mean the degree of reliance on sales revenues rather than donations or government grants, the production of goods for sale that compete with goods produced by for-profit organizations, collaborations and partnerships with for-profits, and ultimately, conversion into for-profits” (1998: 271). According to James, commercialization (or commercialism) includes more than just the execution of money-making activities, but also the arrangement of partnerships and other collaborations with commercial parties, such as sponsorships. 

This difference is especially interesting, because the arrangement, partnerships, and collaborations actually mean that commercialization is partly selling your sport i.e. selling it in the form of a sponsor contract or a media or television rights contract to corporations who are going to use your sport as their (marketing)communication instrument. This is sport marketing in the sense of marketing via sport (Hermanns & Riedmüller, 2001; Slack, 1998; Westerbeek, Rubingh, Shilbury, & Shayne, 2003). Since a lot of sports organizations are active in attracting sponsors, advertisement acquisition, and some even in merchandising and media contracts, this type of sport marketing is already frequently been used in sport organizations. It is not clear whether commercial incomes have increased since the discard of the general subsidy. This issue requires further investigation.
Compensating with member contribution incomes
For compensating decreasing subsidies with member contributions, two options can be indicated. Firstly, the contribution per member can be raised, however, it is not likely that this will occur. As the managing director of a small NNSF told me: “For small NNSFs it is not an option to propose a one Euro raise in the contribution. First of all, it won’t be accepted by our members, partly because they have questions about the value of their membership. But secondly, a one Euro raise for 8,000 members won’t make a big difference in opposite to a one Euro raise in the soccer federation with 1,300,000 members”. Although this is a statement made by one person, it is imaginable that this argument is also relevant for other small NNSFs. 

The above cited managing director mentioned that creating value for their members is a condition for increasing their contribution. Incomes from contributions also rise when new members are attracted. For realizing both aspirations, marketing techniques can be useful. As just discussed, marketing via sports is one form of sport marketing, however, this is not directed at attracting new members or creating value for present members. Another type of sport marketing is marketing of sports, which refers to the application of variables of the marketing mix for communicating and promoting the advances of active and passive sport participation to potential consumers (Westerbeek et al., 2003) in order to fulfill the aspirations and the needs of the sport consumer (Hermanns & Riedmüller, 2001) aimed at surviving in a fast changing environment (Westerbeek et al., 2003). Creating a marketing orientation and constructing marketing strategies can be very helpful in (1) attracting new members; (2) maintaining present members; and (3) increasing member contributions, all in order to create a more stable financial situation. Now the emergence for NNSFs to behave more market oriented is clear, but is it really as easy as it seems?
Possible impediments when introducing a market orientation

Wilson (1996) describes that those volunteer organizations that want to survive in a changing environment not only have to write strategic plans, they also have to make sure that they have the right infrastructure for implementing them. Although the NNSFs all participated in a similar marketing strategy planning path, it is imaginable that, due to their varying organizational structures, their results will differ in level of market orientation. Wilson is also rather pessimistic about the expected results. In his opinion, the adoption of marketing strategies will benefit only the few. Wilson does not explain possible causes for this, however, the structural and cultural characteristics of NNSFs can be seen as limiting factors in introducing marketing strategies and an organization-wide market orientation.
Structural characteristics
In the literature about performance indicators it is argued that some structural factors determine, indirectly, the ability to successfully implement strategies. Centralization leads to effectiveness, formalization leads to a high efficiency, and specialization and differentiation lead to adaptability (Hage, 1965, Pugh et al.,1968 in Ruekert, Walker, & Roering, 1985). Effectiveness, efficiency and adaptability are on their turn elements of performance (Weber, 1974 in Ruekert, Walker, & Roering, 1985). So centralization, formalization, and specialization/differentiation can therefore be seen as important factors for becoming market oriented. These factors will be discussed in relation to NNSFs. 
Centralization
The effect of centralization on the ability to implement a marketing strategy is not as clear as stated by Ruekert et al. (1985). They believe that centralization leads to a higher effectiveness. This is, according to them, a result of the opportunities of centralization with regard to planning, coordinating and controlling the activities. On the other side John & Martin (1984) refer to Aiken & Hage (1996) and to Rousseau (1978), to clarify that they expect that alienation and dissatisfaction due to centralization result in lower rather than higher utilization of plan output. Results of their survey from a sample of mainly mid-size American organizations show that the level of centralization has a negative effect on credibility, as well as on the utilization of the marketing output. Looking particularly at the placement and fulfillment of the marketing activities, McDonald (1992) and Cespedes & Piercy (1996) plead for decentralization i.e. marketing activities are executed close to the customers and, not only the managers but also other employees are engaged in it.  

Espy (1998) gives an important contribution for the non-profit sector when he describes that it is very important that besides the ones who have to work with the strategic planning, the board of the organization is also involved. This way, nasty surprises will be avoided. Another interesting suggestion is made by McDonald (1992), who believes that organizational activities should be organized around customer groups rather than around functional activities. He also believes that marketing planning should be done in these customer-focused groups. 

With regard to NNSFs, it can be concluded that marketing activities need to be decentralized, i.e. not being isolated in the organizations. Besides the decentralization, it is also important that many employees, as well as the board, are involved in the strategic marketing planning process. And finally, instead of clustering activities based on characteristics, activities need to be developed and organized for and around special target groups. Eventually, the organizations’ structure needs to be based on these different target groups. 

Formalization

Formalization is also a structural factor that may influence implementation of marketing instruments. It is described by Walker and Ruekert (1987) as “the degree to which decisions and working relationships are governed by formal rules and standard policies and procedures” (1987: 27). Ruekert et al. (1985) expect, just like John & Martin (1984), a positive effect of formalization on the implementation of a marketing strategy. Ruekert et al., on one hand, suppose an efficiency advantage of formalization due to formalized rules leading to routinized actions and transactions. John & Martin just assume that clear roles and procedures simplify the implementation. 
It is for NNSFs, however, not that easy as described above. NNSFs are democratic organizations founded to represent the concerns of their members; the sport clubs, or in some cases regional sport organizations. Therefore, members have a large influence on the decision-making process with regard to strategies created by professional employees at the federation office. Besides that, in opposite to franchisors that can compel strategies on their franchisees, NNSFs don’t have the authority to force sport clubs to implement their strategies. Because sport clubs are autonomous, formal rules and standard policies and procedures are often experienced as bureaucratic hassle. So, whether NNSFs are formally organized is not a big issue, the bottleneck is to get underlying layers enthusiast for the created strategies and getting clubs more market oriented.  
Specialization/differentiation

The third structural factor that is expected to affect the implementation is specialization/differentiation, which, according to Ruekert et al. (1985) consists of “the degree to which tasks are divided in unique elements” (1985: 15). The authors share the meaning that when employees are more specialized, and thus more differentiated, the organization will have a higher degree of adaptability. They claim that specialists understand problems more clearly, adapt more quickly to changing conditions, and find out new ways of doing things. 
The presence of marketing specialists in NNSFs used to be a curiosity. The last two years, a couple of NNSFs have attracted a marketing manager or – employee. Appendix 1 shows that today 11 out of 38 investigated NNSFs have one or more marketing specialists employed, however, only 4 of them can be considered as pure marketing specialists, fully differentiated on marketing. Therefore, it can be concluded that the federations housing a marketing specialist are still a minority and the fully differentiated marketing employees are still a curiosity. The absence of marketing specialist can be a restricting factor for the implementation of marketing strategies and ultimately it can be an impeding factor in becoming market oriented.
Cultural characteristics

With regard to organizational culture, a distinction can be made between organizational culture in relation to becoming more market oriented, and organizational culture in relation to change. Both will be discussed in this paper.
Organizational culture and market orientation

Evans, James, & Tomes (1996) point out that throughout the literature, the terms market orientation and marketing orientation are used interchangeably, as if they are two manifestations of the same practice. As a consequence, they gave two separate definitions of these terms. “Market orientation can be defined (…) as a bias towards the market, requiring knowledge of customer needs and wants, competitors and the external forces which affect the market- place. Marketing orientation (…) is an all-embracing concept referring to both the behavioural and philosophical strands of marketing” (1996:209). Market orientation is then, according to the authors, a part of marketing orientation. They refer to Ames (1970, in Evan, James, & Tomes, 1996), who stated that if an organization is to display a high degree of marketing orientation, this will be inherent in its general philosophy and structure, for example, the establishment of a marketing department and provision of a marketing budget. These are more structure-related criteria as discussed above. In this context marketing orientation is not a cultural dimension.
Álvarez et al. (1999) prefer market orientation to marketing orientation in non-profit organizations. From their point of view the implementation of the marketing philosophy solely by the marketing representative(s) leads to a situation where the rest of the organization remains unaware of the notion that the customer is the central focus of business. Although Evans et al. think that a high degree of marketing orientation becomes visible via the philosophy and structure of the organization, this only concerns the creation of provisions in higher parts of the organization. Consequently, the rest of the organization remains unaware of the orientation on the market. 

Although Evans et al. criticize Alvarez’ approach, a surplus value can be found in combining both theories. It makes clear that making a good strategic marketing vision requires a market orientation of the responsible employees and that the organization’s management has created the right conditions (marketing training, budget for marketing, etc.) for success. Still, for the implementation of the plans and the involvement of the whole organization in it, an organization-wide market orientation is essential. Nijssen & Frambach (2001) agree with this. They claim that a marketing strategy is better implemented by a market driven organization in contrast with an internally oriented organization. 

With regard to the requirement of an external orientation, Tadepalli & Avila (1999) share the same opinion as Nijssen & Frijmbach. They use almost a similar definition of market orientation as Jaworski & Kohli (1993) do: “the organization-wide generation of market intelligence, dissemination of the intelligence across departments, and organization-wide responsiveness to it” (1993:53). Also according to Brooke Dobni & Luffman (2000) the adoption of marketing strategies is related to the organizations’ market orientation. Market orientation, they argue, is a culture that could have far- reaching effects on the organization and on employee’s behaviour and with that it provide a context for facilitating the implementation of a strategy. 

Even though above mentioned statements are based on the for-profit field, the theory of market orientation is also applicable for non-profit organizations. The only modification Vázquez, Álvarez, & Santos (2002) make is that the generation of market intelligence does not only consist of knowledge about the (potential) customers, but also knowledge about the (potential) donors, i.e. sponsors. 

It can be concluded that orientation on the market, including orientation towards the sponsors, is an important cultural factor for implementing marketing strategies by NNSFs. The oppressing factor here is that for years their business culture has been based on an internal focus. Sport clubs and sport federations are founded by members, for members. Their offered products and services were based on the members’ shared interests in a particular sport. In most cases, competition, tournaments and other shared activities for their members were their core business and with that their reason of existence (raison d’être). An internal orientation focus on the current members was fulfilling. This is contrasting with the business culture of commercial parties. They are obliged to keep ahead with customer thoughts, trends in business and with competitor’s activities, in order to constantly renew their offer if required. Consequently, an external orientation for NNSFs towards the market as commercial parties have,  requires a cultural bending away from the present internal orientation.
Organizational culture and change 
As stated above, implementing a marketing vision or becoming market oriented requires a cultural change in NNSFs. Cespedes & Piercy (1996) agree with this. They argue that the implementation of marketing strategies must be seen in the broad context of organizational change, with special attention to the different sources of potential resistance against this change coming from different layers of the organization. This resistance often correlates with subcultures.  

Due to their different departments, regions, districts and clubs, NNSFs have the potential for sub- or even counter-cultures (Colyer, 2000). Since subcultures with different backgrounds have a large potential for conflict (Amis, Slack, & Berret, 1995; Trice & Beyer, 1993), NNSFs should be cautious that these subcultures won’t clash with the situation of the intended change. This is important because implementation of marketing strategies as also the cultural bending are smoother realized when less conflicts are perceived.  


Organizational culture is also an influencing factor for implementing change. Slack (1997) identifies two variants of organizational culture in sport organizations; thick cultures and thin cultures. A thick culture, according to Slack, is a culture where members “agree about the importance of certain norms and employ them in their daily routines (...) [it] helps hold an organization together, by making frequent use of stories, rituals, slogans, and so on.” (1997: 276). These shared values and activities cannot be found in a thin culture. Slack mentions that sport organizations operating in a stable environment should strive for a thick culture. On the other hand, in a fast changing environment where adaptability is a requirement, thick cultures can be, due to their disability to transform, disadvantageous. 
The different cultures of different autonomous regional departments and clubs can be a restricting factor in the planned change with regard to the implementation of marketing strategies and marketing instruments. Due to their autonomy, many clubs have a thick culture, based on their history, victories and triumphs, and on their shared interests. They don’t feel the necessity to expand, so it won’t be easy to turn them into market oriented organizations. 
First indications of experienced impediments when introducing a market orientation

A lot of NNSFs are indeed facing these problems as described above. Although the study to these complications of the process of becoming more market oriented has just started, the beginning of my empirical research already shows that some NNSFs found out that they had to undertake action in order to overcome the above mentioned struggles. Till now, eight interviews are held with managing directors or staff members of NNSFs that have participated in the special program. Only one out of the eight NNSFs did not experience problems at all. The other seven NNSFs reported problems as summed up below.

· 3 federations found out that they don’t have enough available manpower to solve practical problems resulting from implementing the new strategies;

· 6 federations found out that their employees don’t have the right marketing educational level or specialization to implement the strategies and transform them into manageable parts;

· One federation found out that their organization is built upon four disciplines, while for implementing their strategy they should act on base of three target groups. 

· 2 federations experience problems with convincing their intermediary autonomous regions or sections. 

The first two mentioned implications connect with the marketing orientation theory from Evans, James, & Tomes (1996). In both cases the organizations are not provided with the right infrastructure for implementing marketing strategies. They miss the right persons on the right places. This can be solved by attracting new personnel with the right marketing competences. Four out of six federations already attracted highly qualified marketing personnel, and indeed, the marketing process got continued. The other two federations (8.000 and 17.000 members, both house 3 full time employees, including the managing director) haven’t attracted new employees due to their financial restrictions. As a result they still experience problems in their implementation. 


The third mentioned federation postponed the implementation. They found out that reorganization was necessary before they could implement marketing strategies and pursue marketing behavior. This federation handles implicitly according to McDonalds (1992) suggestion about activities that should be organized around target groups instead of around offered activities. This reorganization is also meant to decrease the power of the intermediary sections, in order to accelerate the communication between the NNSF and the clubs. 

With regard to the implementation of invented plans via clubs, most NNSFs have started to segment enthusiastic clubs that are willing to change. With these clubs the first activities are rolled out. Some of them are even triggered to create marketing strategies for themselves. When these clubs are successful, energy can be spent on convincing other clubs. 

While writing this paper, only eight NNSFs have been interviewed. Further research includes interviews with presidents or staff members of approximately 35 other NNSFs. This is mostly aimed at experiences with the special program and the implementation of the invented ideas, as also on the available marketing capacities. The other part of the research contains participative observation in four different NNSFs, in order to monitor the process of becoming more market oriented. These organizations differ on aspects like size, level of professionalization, ambitions, and etcetera. This research is planned for the following two and a half year. 
Conclusion

NNSFs experience financial pressure due to the increased competition in the sports sector combined with more restrictions in applying for subsidies. Two possible solutions are discussed in this paper. Both solutions are aimed on a decrease of dependency on governmental subsidies. 
Firstly, NNSFs can try to enlarge incomes from the commercial domain by undertaking profitable activities. Marketing via sport can be seen as a good instrument for selling the sport (and corresponding goods and services) to visitors, television watchers, and sponsors, aimed on making profit. Secondly, NNSFs can seek for possibilities to expand the incomes from the members’ domain. For this solution, two sub-solutions can be directed i.e. attracting new members and/or maintaining present members and increasing their contributions. Introducing marketing techniques aimed at marketing of sport can be very useful for realizing both aspirations. 
Whether NNSFs try to enlarge their commercial incomes is not yet clear. By introducing marketing techniques directed at marketing of sport, it is obvious that NNSFs want to increase incomes from members. Participation in the special program is aimed at creating a marketing strategy on the short term, as also generating a marketing orientation for the long term. Different literature sources provide a collection of possible impediments when non-profits start to undertake marketing activities. None of the sources show a complete image of what happens when democratic non-profit organizations as NNSFs start with the process of becoming more market oriented. It has become clear that up till now most of the studied NNSFs by far haven’t got the right organizational culture and structure. For most of them need reorganization of their organizational structure is necessary. This required reorganization has never been discussed in literature.
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Appendix 1a – Presence of marketing specialists in Dutch National Sports Federations: List of investigated federations
	Federation
	Marketing specialist Yes or No
	Task division

	Athletics
	Y
	Marketing

	Auto sport
	N
	 

	Badminton
	N
	 

	Baseball en Softball
	N
	 

	Basketball 
	Y
	PR, Communication & Marketing

	Billiard
	Y
	PR/Marketing

	Bowling
	N
	 

	Boxing
	N
	 

	Bridge
	N
	 

	Canoeing
	N
	 

	Chess
	N
	 

	Cricket
	N
	 

	Cycle racing
	Y
	Marketing

	Darts
	N
	 

	Draughts
	N
	 

	Fitness
	N
	 

	Go
	N
	 

	Golf
	N
	 

	Gymnastics
	N
	 

	Hockey
	N
	 

	Ice-skating
	Y
	Marketing & Sponsoring

	Judo
	N
	 

	Karate
	N
	 

	Korfball
	Y
	Marketing & Communication

	Pétanque
	N
	

	Rowing
	Y
	Marketing & Game Competition

	Rugby
	N
	 

	Skating
	N
	 

	Soccer
	Y
	Marketing

	Squash
	N
	 

	Swimming
	Y
	Marketing & Communication

	Table tennis
	N
	 

	Tennis
	Y
	Communication & Marketing

	Touring bicycling
	Y
	Marketing

	Triathlon
	N
	 

	Underwater sports
	N
	 

	Volleyball
	N
	 

	Walking
	N
	 

	Water sports
	N
	 


Appendix 1b – Presence of marketing specialists in Dutch National Sports Federations: List of federations that have not yet been investigated
	American Football 

	Archery

	Bobsleigh

	Climbing and Mountain sports

	Crossbow shooting

	Curling

	Dancing

	Fencing

	Frisbee

	Handball

	Horse sports

	Ice hockey

	Indoor en Outdoor Bowls 

	Midget Golf

	Racquetball 

	Skiing

	Taekwondo

	Waterskiing & Wakeboarding
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