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ENGLISH SUMMARY
Professional sport organizations are expected to behave in a socially responsible manner 
and balance their business with social goals. Research has shown that professional sport 
teams can obtain � rst (increased revenue) and/or second (improved awareness and image) 
order bene� ts from engaging in Corporate Social Responsibility (CSR). Teams around 
the world are therefore increasingly engaging in CSR initiatives and using a marketing 
perspective to do so. However, despite increased attempts, professional sport teams 
do not always succeed in managing CSR in a strategic manner. CSR in professional 
sport is mostly operationalized as a service activity, rather than activated as a strategy for 
shared value creation. Consequently, teams stick to myopic initiatives that fail to create 
sustainable value for the organization, its stakeholders, and society at large. 

Scienti� c research on CSR is equally limited to a preeminent neoliberal (i.e., market-
oriented ideology that drives privatization and austerity) study perspective. As such, 
CSR research in the sport management discipline has been predominantly built around 
instrumental views at the expense of alternate conceptualizations. � is dissertation answers 
the call for broader views on CSR management in order to increase understanding of shared 
value creation. It provides insights into the CSR decision-making process of professional 
sport teams in Europe. It explores four important elements of CSR management, namely 
strategy development, strategy implementation, collaboration, and transformation from 
traditional towards more strategic approaches. After a general introduction in which the 
purpose, research questions, and main theories used are outlined, four original empirical 
studies are presented.

A � rst study explored CSR strategy development in professional sport. Interviews with 16 
professional basketball teams in four European countries provided insights into the motives 
behind CSR engagement. Findings indicated that teams are driven by two dominant 
logics, namely an instrumental and a relational dominant logic. Depending on how teams 
weighted these logics, they could be categorized into an altruistic, social, commercial or 
integrative strategy type. � e results showed that the majority of professional basketball 
organizations in Europe go beyond social engagement for the sake of altruism, and that 
they want their CSR ideas, to a smaller (commercial and social type) or larger (integrative 
type) extent, to provide marketing outcomes as well. 
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A second study looked at how these professional basketball teams implement their 
CSR ideas and strategy. �e purpose of this study was to explore the speci�c CSR 
implementation decisions (regarding campaign duration, geographical scope, partner 
selection, and implementation type) an organization attempts to make, and to what extent 
these decisions are in line with the de�ned strategy (i.e., altruistic, social, commercial 
or integrative). �e �ndings revealed that the majority of the teams studied did not 
implement CSR in line with strategy resulting in discrete e�orts that lack sustainable win-
win outcomes. Depending on the type of CSR strategy adopted, ‘misalignment’ was caused 
by macro- (i.e., environment), meso- (i.e., organizational culture, structure, leadership) 
or micro- (i.e., individual understanding and commitment) level determinants. 

A third study zoomed in on an important �nding of the second study, namely that a lack 
of collaborations may cause a misalignment between CSR strategy and implementation. 
�is study built on network theory and used social network analysis to compare CSR 
networks of two distinct CSR approaches (altruistic versus integrative) in Belgian 
professional soccer. �e �ndings showed that the altruistic type had a smaller, more 
fragmented, and centralized network compared to the integrative CSR type. �e 
community department was central and powerful in the altruistic network (i.e., a lead 
organization-governed network), whereas this actor shared coordination with other actors 
(e.g., the commercial department, sponsors, and government) in the integrative network 
(i.e., shared participant-governed network). Furthermore, both networks showed a 
limited exchange of �nancial resources compared to information and physical and human 
resources, as well as a lack of embeddedness of some key stakeholders such as fans, sta�, 
and players. 

�e �ndings of those three studies con�rmed the di�culty of managing the dual outcome 
objective behind CSR in sport. �erefore, a fourth study focused on the process and drivers 
behind strategic CSR management in a single professional soccer case in Belgium. It used 
a Corporate Social Entrepreneurship (CSE) lens and questioned all stakeholders involved 
in CSR of the team to assess the transition from traditional towards more strategic CSR 
management. �e �ndings indicated the presence of a strong intrapreneur, an enabling 
management team, and some stakeholder alliances which together delivered discrete 
economic or social bene�ts. However, di�erent subcultures and logics existed within the 
organization which hampered strategic CSR management. In order to transform towards 
more advanced levels of CSR, and attain simultaneous economic and social impact, teams 
should focus on aligning logics and creating an inclusive organizational culture. 
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Based on the � ndings of these studies, a strategic CSR process model was drafted and 
discussed in the general discussion section. � e constructed model renders important 
theoretical and practical implications in highlighting the need to (a) manage tensions 
between relational, instrumental, and moral logics behind CSR, (b) create a strong and 
inclusive organizational culture, and (c) collaborate and involve stakeholders throughout 
the di� erent steps of the CSR process (i.e., strategy development, formulation, and 
implementation). In addition to the strengths, the general discussion also presents the 
limitations of this work, as well as some future research opportunities and practical 
suggestions for professional sport organizations and their stakeholders.
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DUTCH SUMMARY
Professionele sport organisaties worden steeds vaker verondersteld zich naast hun sportieve 
en economische activiteiten ook te bekommeren om de maatschappij. Onderzoek toonde 
aan dat professionele sport teams zowel directe (stijgende omzet) als indirecte (verbeterd 
imago) voordelen kunnen behalen door middel van maatschappelijk verantwoord 
ondernemen (hierna CSR genoemd). Teams over heel de wereld doen daarom in 
toenemende mate aan CSR en zetten marketing strategieën in om hun CSR ideeën te 
vermarkten. Echter, ondanks de toename aan CSR engagementen en initiatieven, slagen 
professionele sport teams er maar zelden in CSR op een strategische en duurzame manier 
te implementeren. Ze beschouwen CSR eerder als een tactiek dan een strategie. De meeste 
van hun initiatieven blijven dan ook oppervlakkig en opportunistisch, waardoor er een 
gebrek is aan gedeelde waarde creatie voor de sportorganisatie, haar belanghebbenden en 
de maatschappij in zijn geheel. 

Wetenschappelijk onderzoek is eveneens grotendeels beperkt tot inzichten vanuit een 
neoliberaal (stroming binnen het liberalisme die focust op het vergroten van de invloed van 
commerciële bedrijven ten koste van overheidsinstanties) perspectief. Zodoende is kennis 
rond CSR in sport management voornamelijk opgebouwd uit instrumentele visies ten 
koste van alternatieve en ruimere benaderingen. Deze thesis gaat in op de oproep tot meer 
holistische benaderingen van CSR management om zo het proces achter gedeelde waarde 
creatie beter te begrijpen. Het onderzoek gaat in op het CSR besluitvormingsproces van 
professionele sport teams in Europa. Het exploreert daarbij vier belangrijke mechanismen 
van CSR management, namelijk strategie ontwikkeling, implementatie, samenwerkingen, 
en de transformatie van traditionele naar meer strategische benaderingen van CSR 
management. Na een algemene introductie waarin de doelstellingen, onderzoeksvragen, 
en belangrijkste toegepaste theorieën worden toegelicht, worden de vier originele studies 
weergegeven.

In een eerste studie werd de totstandkoming van de CSR strategie in een professionele 
sportclub onderzocht. Interviews, afgenomen bij 16 professionele basketbalclubs in vier 
Europese landen, boden inzicht in de motieven van sport organisaties om aan CSR te 
doen. De resultaten toonden aan dat sportclubs gedreven zijn door twee dominante 
logica’s, namelijk een instrumentele en een relationele logica. Afhankelijk van hoe clubs 
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de logica’s afwegen ten opzichte van elkaar, kon hun CSR strategie gecategoriseerd worden 
in een altruïstisch, sociaal, commercieel en integratief type. De bevindingen toonden aan 
dat de meerderheid van de Europese professionele basketbalclubs in ons onderzoek verder 
gaat dan �lantropie en weldegelijk iets terug verwacht van hun CSR engagement. Clubs 
willen dat hun CSR initiatief in meer (integratief type) of mindere (commercieel en 
sociaal type) mate marketing resultaten oplevert. 

In een vervolgstudie werd onderzocht of de implementatie van CSR in lijn was met de 
beoogde strategie. Slechts in dat geval kan legitieme en duurzame (economische en sociale) 
impact gerealiseerd worden. Deze studie had als doelstelling om de beslissingen met 
betrekking tot CSR implementatie (type initiatief, duur van de campagne, geogra�sche 
spreiding en selectie van de partners) te analyseren, alsook de mate waarin deze 
beslissingen in lijn zijn met vooropgestelde strategie (altruïstisch, sociaal, commercieel or 
integratief ). De resultaten gaven aan dat de CSR implementatie van de meerderheid van 
de onderzochte teams niet in lijn was met hun strategie. De bevindingen bevestigden een 
opportunistische en reactieve aanpak waarbij opportuniteiten voor win-win resultaten 
onbenut bleven. Afhankelijk van de CSR strategie, konden barrières m.b.t. CSR strategie 
implementatie toegeschreven worden aan macro- (omgeving en betrokken actoren), 
meso- (organisatiecultuur, structuur, leiderschap) of micro- (individuele capaciteiten en 
betrokkenheid) determinanten. 

Een derde studie ging dieper in op een bevinding uit de tweede studie, namelijk dat 
een gebrek aan (lucratieve) samenwerkingen een barrière vormt voor CSR strategie 
implementatie in sport. Deze studie gebruikte netwerktheorie en sociale netwerk analyse 
om samenwerkingen binnen twee CSR strategie types (altruïstisch en integratief ) met 
elkaar te vergelijken in de Belgische professionele voetbal context. De resultaten toonden 
aan dat het altruïstisch type uit kleinere, meer gefragmenteerde, en gecentraliseerde 
netwerkstructuren bestond in vergelijking met het integratieve CSR type. De CSR afdeling 
was veruit de meest centrale en invloedrijke actor in het altruïstische netwerk (cf. centraal 
aangestuurd netwerk), terwijl deze actor de coördinatie deelde met andere belangrijke 
actoren (bv. het commerciële management van de club, sponsors, en de lokale overheid) 
in het integratieve netwerk (cf. gezamenlijk aangestuurd netwerk). Daarnaast toonde de 
studie ook gelijkenissen aan tussen beide netwerken. Zo toonden beide netwerkstructuren 
minder uitwisseling van �nanciële middelen ten opzichte van goederen en informatie en 
waren belangrijke stakeholders zoals fans, werknemers en spelers weinig invloedrijk in 
beide CSR types. 
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De bevindingen van de drie bovenstaande studies bevestigden de uitdaging voor 
professionele sport clubs om zowel economische als sociale doelen van CSR na te 
streven en te behalen. Om verder na te gaan waarom clubs zoveel moeite hebben met 
die dualiteit, onderzochten we in een vierde en laatste studie het proces achter strategisch 
CSR management. In een individuele gevallenstudie in het Belgisch professioneel voetbal 
pasten we een ondernemerschapsperspectief toe om het besluitvormingsproces in kaart 
te brengen. Met name een “corporate social entrepreneurship” kader werd gebruikt om 
belanghebbenden te bevragen omtrent hun percepties over het CSR management van 
de club. De bevindingen toonden aan dat de club in kwestie een evolutie doormaakte 
van traditioneel naar strategisch management, en dit door de sterke invloed van een 
intrapreneur, een ondersteunend commercieel management, en bepaalde allianties. 
Echter, om volledig te transfereren naar strategisch CSR management, waarbij zowel 
economische als sociale impact gerealiseerd wordt, dient de club nog meer in te zetten 
op het creëren van een sterke en uniforme organisatiecultuur en een het aligneren van de 
verschillende logica’s. 

Gebaseerd op de onderzoeksresultaten van dit doctoraatsonderzoek werd een strategisch 
CSR procesmodel opgesteld en besproken in de algemene discussie sectie. Het 
ontwikkelde model draagt in belangrijke mate bij tot de sportmanagement theorie en de 
praktijk door het toevoegen van drie elementen; (a) het managen van spanningen tussen 
de instrumentele, relationele en morele doelstelling van CSR management, (b) het creëren 
van een sterke en inclusieve organisatiecultuur, en (c) het samenwerken en communiceren 
met belanghebbenden en hen betrekken bij elke stap van het besluitvormingsproces 
(strategieontwikkeling-, vormgeving- en implementatie). Aanvullend op de sterktes en 
contributies, worden ook de tekortkomingen van het onderzoek en opportuniteiten 
voor toekomstig onderzoek toegelicht in de algemene discussie. Er wordt afgerond met 
praktische implicaties en aanbevelingen voor professionele sportorganisaties en hun 
belanghebbenden. 
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van onze jongste dochter, Jan werd assistent-coach van Olivier in de basket,… We vonden 
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Bedankt voor alles, lieve Gunzies.

Oona: Bedankt om steeds je vrolijke zelve te zijn. Jouw pluk-de-dag manier van leven 
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Rosie: Jij bent het hart van dit doctoraat. Jij bent op deze wereld gekomen om mij te doen 
inzien dat niet iedereen in een hokje past. Meer nog, je bent er gekomen om ons te doen 
inzien dat er geen hokjes hoeven te zijn. 

Ollie: Met jou aan mijn zijde kan ik de wereld aan. Met je warme karakter, je zorgzame 
instelling en je �jne gevoel voor humor ben je de yin to my yang. Jouw nuchtere kijk en 
onze nachtelijke gesprekken hebben ervoor gezorgd dat ik op gepaste momenten de juiste 
keuzes kon maken. Bovendien maakte je in jouw drukke agenda steevast tijd en ruimte 
op de momenten dat ik het nodig had. Je bood me onderweg de broodnodige geestelijke 
rust en sterkte om dit doctoraat te vervolmaken. Dit proefschrift is daarom ook voor jou. 
Ik hou van je met heel m’n hart.

�ere is always light,

If only we’re brave enough to see it.

If only we’re brave enough to be it.

Amanda Gorman, 2020
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1. Introduction
Corporate social responsibility (CSR) is underpinned by the belief that modern businesses 
have a responsibility to society that goes beyond economic and legal requirements (Aguinis 
& Glavas, 2012; Mohr, Webb, & Harris, 2001). Increasingly, the sport industry faces 
pressures to operate in a socially responsible manner as well. Especially professional sport 
organizations face the challenge of simultaneously doing good, doing well, and avoiding 
harm (Asif, Searcy, Zutshi, & Fisscher, 2013; Walzel, Robertson, & Anagnostopoulos, 
2018).

�e sport industry is recognized for having an important social function and is therefore 
increasingly expected to do good. Sport management scholarship has indicated that if CSR 
is designed and managed well, it has the potential to yield positive societal outcomes. 
A signi�cant focus has been placed on CSR in sport aimed at creating community 
development (Trenda�lova, Ziakas, & Sparvero, 2017) and cohesion (Rowe, Karg, & 
Sherry, 2019), improving education (Babiak & Wolfe, 2009), health (Hills, Walker, & 
Barry, 2019), and employment (Walker, Hills, & Heere, 2017), often for members of 
disadvantaged groups.

Moreover, sport management scholars have come to agree that CSR can also advance 
the �nancial performance of sport organizations (Anagnostopoulos & Shilbury, 2013; 
Breitbarth, Hovemann, & Walzel, 2011; Kihl, Babiak, & Tainsky, 2014). Doing 
good can thus result in doing well or create what Porter and Kramer (2006) referred 
to as “competitive advantage”. Wang (2014) posited that “competitive advantage is 
obtained when a �rm develops or acquires a set of resources and capabilities that allow 
it to outperform their competitors” (p. 33). Consequently, a growing number of sport 
organizations embraced the CSR concept and teamed up with non-pro�t organizations 
(NPOs) and/or social partners to market and showcase their social engagement. �is 
trend has increasingly spread over the professional sport industry over the past decades, 
with a growing number of leagues, clubs, and individual athletes engaging in cause-
related marketing (CRM) (Yuksel, McDonald, & Joo, 2016). �is has provided teams 
with enhanced consumer attitudes and behavioral intentions (Joo, Koo, & Fink, 
2016; Jaedeock Lee & Ferreira, 2011; Lee & Ferreira, 2013), as well as improved team 
reputation, image, and identi�cation (Nichols & Gardner, 2017; Walker & Kent, 2009; 
Walters & Chadwick, 2009).
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�e unique features of professional sport such as passion, visibility, economic power and 
stakeholder salience makes social engagement particularly relevant and lucrative within 
this context (Babiak & Wolfe, 2009; Smith & Westerbeek, 2007). �erefore, professional 
sport teams and leagues increasingly consider CSR as a business strategy in which social and 
economic objectives can co-exist within the whole of the organization (Porter & Kramer, 
2006). While CSR engagement of professional sport teams becomes more prevalent and 
sophisticated, conceptual and empirical research on strategic CSR management and 
shared value creation (i.e., expanding business models to make improvements to society 
while increasing organizational performance) is still required (Kolyperas, 2012).

Walzel and colleagues (2018) mention that CSR scholarship is currently mainly limited to 
instrumental views at the sake of broader and alternate conceptualizations. �ese scholars 
argue that sport management is equally assigned with avoiding harm in the context of 
CSR. Recent social, environmental, and ethical issues in sport challenge the conventional 
approaches to both sport and CSR management (Burton, Welty Peachey, & Wells, 2017; 
Kihl, Skinner, & Engelberg, 2017). �e globalization and commercialization of sport has 
fueled the ongoing “moral crisis” in the sector, resulting in numerous unethical incidents 
such as doping, match-�xing, and human tra�cking (Constandt, Parent, & Willem, 
2020). Due to the negative in�uence (e.g., damaged integrity and legitimacy) these 
sport-speci�c and societal issues may have on the sport industry, the importance of social 
responsibility in avoiding harm cannot be overestimated (Godfrey, 2009; Weems, Garner, 
Oshiro, & Singer, 2017).

�is complex nature of CSR provides sport organizations with a di�cult balancing task 
(Sheehy, 2015). Moreover, sport organizations are recognized by speci�c features and 
structures that a�ect resource assessment, decision-making, execution, and measurement 
of CSR outcomes. CSR scholars argue that there is no such thing as a one-size-�ts-all 
CSR solution (Schwartz & Tilling, 2009; Van Marrewijk, 2003; Zeimers et al., 2020). 
As acknowledged by Maon (2010), each organization must develop its own CSR strategy 
based on its proper set of goals and characteristics, as well as on the expectations of 
its various stakeholders. Against this background, this dissertation examines how CSR 
management unfolds in professional sport organizations. It draws on the important 
role of CSR strategy development, implementation, and collaboration, and o�ers an 
entrepreneurship rationale for understanding win-win outcomes. Doing so, we intend 
to bridge the gap between sport, business, and society through CSR research and further 
grow the conceptual and practical development of CSR and shared value creation. 



    PART 1 • GENERAL INTRODUCTION 5

2. Purpose of the 
dissertation

With growing public scrutiny related to professional sport teams’ operations around the 
world, CSR and the role of sport teams to contribute to society is becoming increasingly 
important. It is generally accepted that professional sport teams should aim for social 
betterment alongside sport and business outcomes. However, several conceptual issues 
remain unsolved (Babiak & Kihl, 2018; Kolyperas, 2012; Rowe et al., 2019). 

Empirical work is mostly limited to isolated matters of CSR management, such as 
program execution, communication, and outcomes. Research exploring the process of 
how professional sport organizations deal with the interrelated social, economic and 
stakeholder goals behind CSR remains scarce (Babiak & Kihl, 2018; Kihl et al., 2014; 
Walzel et al., 2018). Particularly, there remains a lack of attention and knowledge (both 
in academia and industry) on how to build and integrate strategic CSR management. 
�is has resulted in “more of the same” and often trivial CSR e�orts that deliver discrete 
bene�ts, but fail to create shared value (Hills et al., 2019; Walker et al., 2017). Surely, 
many professional sport teams have strong CSR programs. �e speci�c problem is, 
however, that these programs are often not linked to a strategy and/or a core business 
operation aimed at gaining competitive advantage. Consequently, there is often no 
coherent link to long-term value creation for the organization and society. 

�e purpose of this dissertation was to analyze social responsibility approaches of 
European professional sport teams, along with their implementation, collaboration, 
and outcomes. In an e�ort to increase understanding on strategic CSR management 
(and shared value creation), both “inside-out” and “outside-in” theories were consulted 
(Pater & Van Lierop, 2006). We drew from the management literature on CSR broadly 
(and sport management scholarship speci�cally) to increase understanding of the CSR 
decision-making process in professional sport. 

In light of the research purpose, the general research aim was to explore why and how 
professional sport organizations engage in CSR. �e four original studies included in this 
doctoral dissertation shed light on di�erent managerial aspects (i.e., strategy development, 
implementation, collaboration, and entrepreneurship) of the seminal research question. 
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Notably, a strong focus lies on the intersection between conceptual and practical elements 
of CSR in professional sport. 

Together the di�erent manuscripts help to de�ne the process behind strategic CSR 
management. Each of the four original studies o�ers a di�erent perspective; respectively 
a strategic marketing perspective, a determinants-based implementation perspective, 
a network perspective, and an entrepreneurship perspective. Although they could be 
interpreted as di�erent stages, the di�erent perspectives are not static and linear, but 
rather interrelated and dynamic. On the one hand, they are acknowledged to be the 
underlying mechanisms that shape strategic CSR management. On the other hand, they 
serve as a structuring scheme for this dissertation.
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3. Literature review

3.1. Corporate Social Responsibility (CSR)

3.1.1. CSR in society
�e role that businesses should play in society is one of the oldest and simultaneously 
most recent debates both in academia and practice. Social responsibility is preoccupied 
with the link between an organization and the environment in which it is embedded 
and should therefore be viewed as socially constructed and subject to change (Berger, 
Cunningham, & Kozinets, 1996). In a context of globalization and commercialization, 
an organization must understand and develop its role in society, while society unfolds as 
an increasingly important stakeholder in business decision-making (Carroll, 1999). As 
such, business and society interact in the sense that society provides the business with 
citizenship and a license to operate if it acts in a responsible way. So the question is no 
longer whether or not an organization should engage in CSR, but rather to what extent 
(Smith, 2003) and how to balance social, economic, and environmental responsibilities 
(McWilliams & Siegel, 2001). Some scholars refer to ‘the dawning of a new era of 
capitalism’ (Idowu, 2012), others plead for an “economy for the common good” (Felber, 
2019), and still others argue that any enterprise which succeeds in balancing the various 
responsibilities would be successful and sustain even during a global �nancial downturn 
or pandemic (Birch, 2004). 

3.1.2. Historical and conceptual development of CSR
�e theoretical conceptualization of CSR has developed over time. Many di�erent 
understandings have emerged since Bowen (1953) �rst emphasized the social 
responsibility of businesses in his book “Social responsibility of the businessman”. Bowen 
(1953) de�ned CSR as the obligation of businesses to pursue decision-making that is 
appropriate for society and its people. He noted that businessmen are responsible for the 
consequences of their own actions. Although this vision was criticized by economists such 
as Friedman (1970), who argued that the only social responsibility a �rm has is to make 
pro�ts for shareholders, many of Bowen’s early CSR philosophies still guide modern CSR 
thinking (Carroll, 1999; Garriga & Melé, 2004; Maignan & Ferrell, 2004).
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At the end of the 1970s, Carroll (1979) developed a seminal conceptualization of 
social responsibility. Carroll’s (1979) pyramid model synthesized previously conducted 
research into four distinguished areas of CSR; economic, legal, ethical, and discretionary 
responsibilities. Economic responsibility entails the foundation of the pyramid on 
which the other responsibilities rest, and refers to the obligation a business has to satisfy 
societal needs by producing pro�table goods and services. �e second responsibility 
is the legal obligation to obey the law and regulations of society. Legal responsibilities 
imply the rules of the game and the boundaries that �rms have to take into account to 
get/keep their license to operate. Ethical responsibilities go beyond the legal framework 
and refer to moral behavior as expected by society. �ese ethical responsibilities entail 
normative standards of what society de�nes as right, just, and fair (Lantos, 2001). Finally, 
discretionary responsibilities refer to the voluntary social engagement and philanthropic 
endeavors of an organization. �ese corporate citizenship e�orts are based on the ‘giving 
back’ idea as they entail a voluntary desire to do good beyond the corporate realm.  
As such, society does not consider it unethical if an organization decides not to engage in 
philanthropic endeavors (Carroll, 1979). 

Academic activity shifted in the mid-1980s to study the link between CSR and pro�tability 
(see e.g., Cochran and Wood, 1984; McGuire et al., 1988) on the one hand, and 
stakeholder-based approaches to CSR (see Freeman, 1984) on the other hand. Freeman 
(1984) argued that CSR managers did not only have to attend to shareholders, but equally 
to other relevant stakeholders (i.e., sta�, customers, suppliers, local communities) who 
are a�ected by or a�ect business activities. �ose views planted the roots for the recent 
conceptualizations of “strategic CSR” (Porter & Kramer, 2011; Porter & Kramer, 2006). 
Following Carroll’s view (1991), scholars further built on the idea that CSR should not 
be solely treated as a voluntary activity with a reactive orientation but rather as a strategic 
investment that can be appropriate and advantageous at the same time (Husted & Allen, 
2007; Orlitzky, Siegel, & Waldman, 2011; Vitolla, Rubino, & Garzoni, 2017).

Garriga and Melé (2004) further enhanced our understanding of the CSR concept by 
mapping the territory according to four dominant lines of thought; the political, ethical, 
integrative, and instrumental approach (see Figure 1). First, the political approach 
emphasizes the responsible use of business resources. �e political arena concerns the 
social rights and duties associated with the power of an organization (�orne McAlister, 
Ferrell, & Ferrell, 2005). Second, an ethical CSR management orientation assumes that 
organizations have a stake in public and social welfare, and that while socially responsible 
behavior might not resonate with corporate objectives, it is the “right thing to do” from 
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a moral perspective (Van de Ven, 2008; Vitolla et al., 2017). �ird, the integrative 
approach assumes the integration of societal demands into business operations. �is 
view suggests that businesses depend on the society they operate in for their operations, 
growth, and mere existence, and are therefore expected to give back to society (Garriga 
& Melé, 2004). In this approach, balancing the (often contradictory) interests and 
demands of stakeholders is the action imperative (Donaldson & Preston, 1995). Finally, 
the instrumental approach focuses on achieving economic goals through social activities. 
In this school of thought, CSR serves as a means to generate pro�t, as enlightened self-
interest may lead to organizational bene�t (Porter & Kramer, 2002). 

Figure 1. Mapping of CSR approaches. Adapted from Garriga and Melé (2004).
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3.1.3. Many definitions and labels 
From an ideological perspective, conceptions of CSR range on a spectrum from a 
shareholder capitalist extreme to a moral philosophy extreme. In the 2000s, the breadth 
of conceptualizations and approaches that were considered under the CSR umbrella 
expanded rapidly. Although widely addressed in academia resulting in an immense body 
of knowledge on the role of CSR, there is still no consensus on a single de�nition (Malik, 
2015; Sheehy, 2015). Similarly, attempts were made to formalize CSR in the public 
(e.g., European Commission, United Nations, World Economic Forum, World Bank), 
pro�t (e.g., World Business Council for Sustainable Development, Business for Social 
Responsibility), and non-pro�t (e.g., CSR Europe, Global Reporting Initiative, Social 
Accountability International) sector. However, the concept remains diverse, ambiguous, 
context speci�c, and often di�cult to operationalize and measure (Fassin, 2008).

Because CSR is so multifaceted, scholars study CSR through di�erent disciplinary (e.g., 
social, political, business, environmental sciences) and/or theoretical (e.g., institutional 
theory, marketing theory, agency theory, resource-based view, resource dependency 
theory) lenses (Dahlsrud, 2008; Garriga & Melé, 2004; Windsor, 2006). Consequently, 
a variety of labels is given to CSR endeavors; corporate philanthropy, cause promotions, 
cause-related marketing, corporate social marketing, community engagement, and socially 
responsible business practices (Kotler & Lee, 2005). Moreover, Aguinis and Glavas 
(2012) synthesized the broad business-society �eld of study and found that CSR research 
was conducted at di�erent conceptual entities, namely the institutional, organizational, 
and individual level of analysis. �ese scholars note that focus evolved from an original 
institutional focus to an organizational focus over the past decades, with a gap remaining 
in CSR scholarship at the individual level. 

Despite the inconclusiveness, the research track shows that the concept has evolved from 
a one-o� and altruistic business activity towards a more strategic attempt, encompassing –  
to various extents – the shared value idea (Husted & Allen, 2007; McWilliams, Siegel, 
& Wright, 2006; Porter & Kramer, 2006, 2011). �is shift in perception, along with 
the considered bene�ts for both the organization, its stakeholders, and society at large, 
has directed researchers to study the role of CSR in overall business performance.  
�e management literature in particular, was concerned with win-win approaches 
(Margolis & Walsh, 2003; Orlitzky, 2015; Rangan, Chase, & Karim, 2012), and thus 
increasingly focused on the strategic use of social responsibility initiatives.
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3.2. Marketing CSR

3.2.1. Cause-related marketing (CRM)
Cause-related marketing (CRM), not to mistake with customer relationship management, 
�ts within a more instrumental view on CSR. When evidence arose that socially 
responsible companies had better �nancial performance than others (Barnett, 2007; Luo 
& Bhattacharya, 2006; Orlitzky, Schmidt, & Rynes, 2003), the link to marketing became 
obvious. Companies increasingly experimented with setting up charitable foundations 
and partnering with good causes, delivering image bene�ts and di�erentiation in a 
competitive market. �e most famous CRM case in history is without doubt the 
American Express campaign in the early eighties of the 20th century. American Express 
promised that for every dollar spent using an American Express card, one cent would be 
donated to the restoration of the Statue of Liberty. �is program raised $1.7 million for 
the restoration, while increased usage (+28%) of the American express card was noted 
(Lachowetz & Gladden, 2002). 

At that time, CRM was considered a type of sales promotion in which a part of the 
transaction was donated to charity. In such “transactional” engagements, CRM was 
approached as revenue producing tool (Pracejus & Olsen, 2004; Varadarajan & Menon, 
1988) that incorporated a �rm’s social performance into a �rm’s promotion activities with 
the objective of improving sales (Barone, Miyazaki, & Taylor, 2000; Polonsky & Wood, 
2001; Sen & Bhattacharya, 2001). Later on, in the 1990s, companies increased the link 
to the overall business strategy and CRM was recognized as a marketing phenomenon 
which resulted in a more holistic research agenda. Consequently, various research streams 
developed in the CRM literature; (1) the consumer reaction on CRM o�ers, (2) the 
potential bene�ts to the brand, (3) the brand/cause �t, and (4) the relationship with and 
bene�ts to the NPO. 

Empirical evidence from the early 2000s noted a shift from the dyadic business model 
(company – consumer) towards a more triadic (company – stakeholder – consumer) 
perspective. At that time, various internal and external stakeholders were placing 
increasing demands on organizations’ social responsibilities (Aguilera, Rupp, Williams, 
& Ganapathi, 2007; Joyner & Payne, 2002). �is manifested in a broader view on 
CRM and a move away from patriarchal CRM approaches towards the adoption of 
partnership language (Austin, 2000; Googins & Rochlin, 2000; Jamali & Keshishian, 
2009; Waddock & Smith, 2000). While partnerships with good causes or social partners 
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are often inherently part of CSR implementation, supporting a good cause as a marketing 
instrument was originally named “cause-related marketing” (Sheikh & Beise-Zee, 2011).

3.2.2. CRM definition 
As is the case for CSR, CRM entails many views and conceptualizations. �ere is 
no unanimously accepted de�nition which has resulted in di�erent and divergent 
interpretations of the CRM scope and content. A (non-exhaustive) summary of themes 
covered in CRM de�nitions can be found in Table 1.

Analyzing some of the numerous existing de�nitions, it is clear that CRM is assigned 
with a for-pro�t character since the motivation of CRM programs lies within the 
business sphere (Seitanidi & Ryan, 2007). Especially early de�nitions consider CRM as a 
commercial activity in which a donation is contingent upon the sales of a certain product 
or service (Pringle & �ompson, 2001; Varadarajan & Menon, 1988). 

Polonsky and Jevons (2006) argued that the general purpose of social engagement is 
to convey a socially responsible image of an organization aiming to improve corporate 
reputation towards the society on which it depends for survival. Accordingly, these 
scholars stated that CRM is, in its very nature, a marketing strategy (Vaaland, Heide, & 
Grønhaug, 2008). In addition to CRM, various other concepts arose on the cross point of 
marketing and social responsibility (Vaaland et al., 2008); societal marketing (e.g., Kim, 
Park, & Wier, 2012), environmental marketing (e.g., Kim, �apa, Holland, 2018), social 
responsible buying (e.g., Maignan & McAlister, 2003), social responsible sponsorship 
(e.g., Flöter, Benkenstein, & Uhrich, 2016), and sustainable consumption (e.g., Dolan, 
2002).

In essence, CRM represents a partnership between a pro�t organization and a nonpro�t 
organization in which both economic and social bene�cial outcomes are aimed for (Galan-
Ladero et al., 2013). �e power of CRM over more traditional forms of marketing is that 
both rational and emotional consumer devotion can be achieved. �rough partnering 
with an appealing cause, both the heart and mind of the consumer can be engaged, which 
can result in a stronger and more sustainable connection to the �rm or brand (Kotler & 
Lee, 2005; Seitanidi & Ryan, 2007). 

Sheikh and Beise-Zee (2011) argued that CRM is often employed as a signi�er of CSR. 
In this conceptualization, CRM is an expression of CSR by adding cause speci�city. 
�ese scholars noted that CRM should not to be viewed as a synonym, but rather as 
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a manifestation of CSR. Recent research proposes that CSR can be more or less cause 
speci�c, which may include CRM to some degree (e.g., environmental initiatives) or not 
at all (e.g., employee initiatives). In that sense, CRM is considered a part of CSR, but 
CRM alone cannot fully identify CSR (Sheikh & Beise-Zee, 2011).

We concur with Kotler and Lee (2005)’s de�nition that CRM is a lucrative (i.e., 
companies seek an economic purpose, but also have social interests) part of the business 
strategy. Hence, we adopt the following de�nition of CRM in this dissertation: “CRM 
is a practice of marketing a product, service, brand or company through a mutually 
bene�cial relationship with a non-pro�t or social cause organization” (Marconi, 2002).

Table 1. Main topics included in CRM de�nitions (adapted from Galan-Ladero et al., 2013).

Definition Scholarship

CRM is a partnership between an 
company/brand and a NPO or social 
partner

Varadarajan & Menon (1988)

Pringle & Thompson (2001)

Nowak & Washburn (2000)

Kotler & Lee (2005)

Seitanidi & Ryan (2007)

Thomas (2008)

Liu & Ko (2011)

Liston-Heyes & Liu (2013)

CRM is a manifestation of CSR Adkins (1999)

Lantos (2001) 

Kotler & Lee (2005)

Thomas (2008)

Sheikh & Beise-Zee (2011)

CRM is a marketing strategy Varadarajan & Menon (1988)

Adkins (1999)

Pringle & Thompson (2001)

Barone, Miyazaki, & Taylor (2000)
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Lantos (2001)

Maignan & Ferrell (2004)

Vaaland, Heide, & Grønhaug (2008)

Sanclemente-Téllez (2017)

CRM is commercial activity Varadarajan & Menon (1988)

Adkins (1999)

Pringle & Thompson (2001)

Barone, Miyazaki, & Taylor (2000)

Kim, Kim, & Han (2005)

Van den Brink, Odekerken‐Schröder, 
& Pauwels, (2006)

Nan & Heo (2007)

3.2.3. Di©erence CSR – CRM
Although CSR and CRM are two distinct terms and di�erent yet related �elds of study, 
they show great overlap in theory and practice (Sheikh & Beise-Zee, 2011). CSR is 
increasingly linked to organizational performance, and therefore to marketing. Focusing 
on speci�c social causes and partnering with NPOs enhances the public’s receptiveness to 
an organization’s CSR e�orts, and thus yields better performance (Sheikh & Beise-Zee, 
2011). 

Cause-speci�c CSR (i.e., CRM) can deliver favorable attitudes of stakeholders towards 
the company if they have a high a�nity with the cause (Barone, Norman, & Miyazaki, 
2007; Drumwright, 1996). CRM is therefore often used as a communication tool to 
improve stakeholder identi�cation and responses (e.g., increased awareness, loyalty, 
image). Contrarily, cause speci�city may also increase skepticism as stakeholders might 
suspect the organization’s CSR attempts to be window-dressing. More so, stakeholders 
that hold a negative cause a�nity might turn against the organization. �erefore, much 
scholarly attention is given to the aspect of brand-cause �t (Nan & Heo, 2007). 

CRM can also garner greater competitive advantage compared to more general CSR 
attempts. Organizations utilize the CSR concept “strategically” by selecting areas of focus 
that are aligned with corporate values. Kotler and Lee (2005) stated that organizations 
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can simultaneously “do well and do good” by choosing partners and causes that support 
speci�c business goals, relate to core products/services, and provide opportunities for 
communication. By considering CSR as an integrated marketing strategy, organizations 
can di�erentiate from competition (Sanclemente-Téllez, 2017).

Although CSR and CRM are clearly connected both conceptually, as well as in practice, 
the link between CSR and CRM has not been clearly articulated (Lough & Pharr, 2010). 
Mostly, CSR and CRM are treated in silo’s. In that sense, the CSR literature mostly 
concerns management and organizational perspectives (Brønn & Vrioni, 2001; Carroll, 
1999), whereas the CRM study �eld mostly covers consumer responses and outcome 
related topics (Pringle & �ompson, 2001; �omas, Kureshi, & Vatavwala, 2019). Most 
of the CRM scholarship has focused on consumers, at the expense of other stakeholders 
involved in marketing CSR. 

�is dissertation takes a broad marketing management lens to study social engagement 
and thereby integrates the concepts of CSR and CRM. It studies to what extent CSR 
is embedded in an organizations’ mission, vision and marketing thought (and carried 
out as CRM) in order to create simultaneous economic, stakeholder, and social bene�ts. 
Accordingly, we encompass the various CRM perspectives as outlined in table 1 in our 
conceptualization of CSR.

3.3. CSR in sport
It is widely recognized that sport is an ideal vehicle for social change (Lee, Cornwell, 
& Babiak, 2013; Smith & Westerbeek, 2007). Former Belgian IOC president, Jacques 
Rogge argued “sport delivers a vital contribution to health, social inclusion of minority 
groups, and education of youth”. �e power it has on society can hardly be over-estimated 
and makes sport’s engagement in social responsibility timely and relevant. 

While the concept of CSR has been developed in the general management literature for 
over �fty years (Bowen, 1953; Carroll, 1979, 2008; Dahlsrud, 2008; Margolis & Walsh, 
2003; McWilliams & Siegel, 2000; Wood, 1991), the focus on CSR in sport management 
is much more recent (Babiak & Wolfe, 2009; Tim Breitbarth & Harris, 2008; Walker 
& Kent, 2009; Walzel et al., 2018). �e growing importance of the CSR phenomenon 
in the sport industry over the past two decades has resulted in an explosion of academic 
(e.g., scienti�c journal articles, textbooks, and conference workshops) and practical (e.g., 
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foundations, reports, networks) output worldwide (Breitbarth, Walzel, & van Eekeren, 
2019; Breitbarth, Walzel, Anagnostopoulos, & van Eekeren, 2015; Paramio-Salcines, 
Babiak, & Walters, 2013; Trenda�lova et al., 2017). 

Compared to other industries, sport bene�ts from some unique characteristics that (1) 
enables its engagement with social issues (i.e., CSR in sport) and (2) makes it well suited 
as a vehicle for social responsibility engagement of corporations (i.e., CSR through sport). 
Smith and Westerbeek (2007) depicted the attraction of and in�uence on youth, the 
broad stakeholder interest and engagement, and the high visibility as symbolic elements 
of sport. �e study of CSR in sport, hence, encompasses CSR practices that occur in 
and through sport (Breitbarth et al., 2015; Walzel et al., 2018). In the �rst research 
stream, CSR is associated with the activities carried out by sport organizations (Babiak 
& Wolfe, 2009). In the second research stream, a sport organization (e.g., team, event, 
individual athlete) is deployed by corporations outside the sport industry to accomplish 
their CSR agenda (Bason & Anagnostopoulos, 2015; Smith & Westerbeek, 2007). �e 
latter conceptualization assumes that sport – at least to some extent – contains some 
inherent positive attributes (Coalter, 2007). Procter & Gamble, for example, cooperates 
with the International Olympic Committee with the intention to bene�t from the values 
– i.e., friendship, excellence, and respect (IOC, 2013) – related to Olympism (Tjandra, 
Rihova, Snell, Den Hertog, & �eodoraki, 2020). �is PhD thesis is situated within the 
�rst research stream that depicts how CSR conceptualizes in sport organizations. 

�e unique attributes mentioned earlier, are particularly present in a professional 
sport context. Babiak and Wolfe (2009) di�erentiated CSR in professional sport from 
businesses in other industries based on (1) the passion of fans or consumers for the sport 
product/brand/organization, (2) the transparency of management practices, decisions 
and outcomes, (3) the (monopolistic) economic situation in which massive public 
support is provided, and (4) the complex set of stakeholder relationships a team relies 
on. Consequently, they noted that sport organizations are well placed and strategically 
advantaged to engage in CSR (Babiak & Wolfe, 2009). 

3.3.1. How has knowledge been developed on CSR in sport?
A review of the scienti�c literature reveals that CSR in sport research has been developed 
across three �elds of study: (1) conceptual and theoretical work, (2) motives-based studies, 
and (3) performance or outcome-oriented research. Studies in the �rst, conceptual stream, 
have provided the theoretical foundation of CSR for sport researchers and managers. 
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Although the de�nitional discourse is still ongoing (Levermore, 2010; Walzel et al., 
2018), the conceptual debates have shaped the CSR �eld of knowledge by providing 
theoretical frameworks that consecutively became basis for future analysis. Accordingly, 
the di�erent philosophies behind an organization’s CSR engagement have been considered 
in sport (Breitbarth et al., 2011). �ese conceptual studies contributed to the notion that 
professional sport is an excellent context to study, measure, and compare CSR constructs 
over time as it has distinct and rare advantages compared to other industries (Babiak 
& Wolfe, 2009; Breitbarth & Harris, 2008; Kolyperas, 2012; Sheth & Babiak, 2010; 
Smith & Westerbeek, 2007). Moreover, comparative research in the US and Europe has 
provided additional insights on di�erences in CSR conceptualization around the world 
(François, Bayle, & Gond, 2019; Matten & Moon 2008). In the same vein, CSR remains 
a controversial concept amongst sport management scholars because it is unclear where 
the societal role of professional sport organizations starts and ends (Pedersen & Rosati, 
2019; Walzel et al., 2018). 

�e second �eld of inquiry is based on the motives behind CSR in sport engagement. �is 
stream of research includes a discussion on the context (i.e., antecedents) that push sport 
organizations to become more socially responsible. For example, Babiak and Wolfe (2009) 
found that external drivers (i.e., strategic responses to institutional pressures) are more 
important in determining a professional sport team’s CSR approach compared to internal 
drivers (i.e., resources such as passion, media access, and historical pro�le). �is research 
stream stressed the importance of involving stakeholders in order to broaden acceptance 
and legitimacy of CSR attempts (Babiak & Kihl, 2018; Sen, Bhattacharya, & Korschun, 
2006; Walters & Chadwick, 2009; Walters & Tacon, 2010). However, more research on 
internal drivers is needed. Despite Babiak and Wolfe’s (2009) e�orts to understand the 
internal drivers of CSR, their work is limited to the North-American context. Research 
falls short of providing knowledge on organizational culture, resources, and capabilities 
associated with CSR strategy development in less developed professional sport contexts 
(e.g., European professional basketball) (François et al., 2019). In particular, little is 
known about the motives behind CSR strategy development in professional sport teams 
with limited �nancial and human resources (Walzel et al., 2018). �erefore, our research 
focused on the why and how instead of the what in the pursuit of enhanced understanding 
of CSR strategy development and management in European professional sport.

�e third and last stream of CSR in sport research focuses on the impact of CSR on 
business performance. �is type of research includes studies that adopt an organizational 
perspective and suggests a direct link between CSR and corporate performance (Margolis 
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& Walsh, 2003). �e underlying argument in this �eld of study is that stakeholders 
(especially consumers and fans) generally appreciate CSR initiatives, resulting in bene�cial 
outcomes for sport organizations (Breitbarth et al., 2011; Inoue, Kent, & Lee, 2011). 
Marketing strategies and communication programs are developed to market CSR (e.g., 
CRM) and deliver simultaneous social and economic bene�ts (Inoue et al., 2011; Walker 
& Kent, 2009). In addition, it emphasizes the importance of measuring and evaluating 
the returns of CSR engagement. However, this stream of research also highlights the need 
for more focus on measuring societal impact on top of organizational outcomes (Hills et 
al., 2019; Walker, Heere, & Kim, 2013; Walker et al., 2017).

Walzel et al., (2018) recently conducted a comprehensive review of CSR research in 
sport management. �ey found that the majority of CSR in sport studies have been 
developed around the instrumental school of thought as de�ned by Garriga and Melé 
(2004). In that sense, the review points out that the majority of studies conceptualized 
CSR as a functional tool and a means to achieve organizational ends. A smaller part of 
the literature is devoted to the political approach with a focus on the initiatives of sport 
organizations to develop the local community (e.g., Trenda�lova et al., 2017; Walker et 
al., 2017); integrate refugees (e.g., Rich, Misener, & Dubeau, 2015), and install sport-
for-development (e.g., Rowe et al., 2019). Another small stream focused on an integrative 
approach to CSR studying the internal and external stakeholder interests (Babiak & Kihl, 
2018). �e least represented were studies that cover ethical responsibility which leads 
to the conclusion that CSR in sport is not always linked to moral duties (Walzel et al., 
2018). 

In parallel, we notice that in practice, di�erent paths arose as to how sport organizations 
should develop and implement CSR strategies. Some of the unique characteristics of 
professional sport, as mentioned earlier, a�ect CSR development. Specialized capabilities 
to support physical activity, health, and well-being in the local community can put 
pressure on teams to focus CSR activities on community engagement, at the sake of 
broader (e.g., environmental or social justice) issues. Furthermore, an increasing number 
of stakeholders involved in a team’s CSR engagement scrutinize, recognize, and/or reward 
CSR e�orts. �e league, for example, can insist on programs for CSR delivery which may 
or may not be aligned to a team’s strategy or priorities. Finally, the uncertainty of outcome 
and the temporal nature of the sport product (i.e., distinct competitive seasons) impacts 
the way CSR develops in sport.
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3.3.2. CRM in sport

3.3.2.1. Relevance 
One of the early mechanisms through which CSR was rationalized within the sport 
sector was via CRM (Irwin, Lachowetz, Cornwell, & Clark, 2003). Since the early 2000s, 
professional sport teams in the US and Canada have increasingly collaborated with NPOs 
and sponsors in an attempt to contribute to society whilst improving organizational 
performance. Around the turn of the century, Extejt (2004) mentioned that approximately 
350 charities and foundations existed in relation to professional sport in the US, and 
that these foundations contributed more than US $100 million annually to community 
bene�ciaries. In Europe, fewer professional sport teams own a charitable foundation, 
yet collaboration with good causes has become conventional. A famous example is the 
collaboration between FC Barcelona and UNICEF. �e soccer club supports social 
development projects, not only in its Catalonian home base but also globally through 
their collaboration with UNICEF. Leagues also stimulate teams to engage in CRM. To 
that end, the Belgian soccer league, for example, has a structural partnership with an 
NPO called Younited Belgium, in which it enables and supports teams in the league to 
develop a homeless team and participate in the homeless soccer competition organized 
by Younited Belgium. At the individual level, the former cyclist Lance Armstrong, for 
instance, collaborated with Nike to produce over 50 million wristbands to raise money 
and awareness for the Livestrong Foundation, generating value for both the company, the 
athlete, and the charitable cause (McGlone & Martin, 2006). 

It is relevant for professional sport to team up with NPOs (Yuksel et al., 2016). Sport is 
closely interlinked with the community it operates in as it owns its mere existence to local 
community members. For example, teams need fans to �ll the stadium, come to events, 
buy merchandise, and governments to provide tax bene�ts, investing in infrastructure, 
and promote their sport. Professional sport organizations, therefore, feel the need to “give 
back” to those who are less fortunate, and create a stronger bond between them and 
their local community. Fans or consumers even expect them to do so. Roy and Grae� 
(2003) found that 90% of the fans in their study expressed some level of agreement that 
American professional sport teams should support community charities or causes.

Moreover, CRM is particularly congruent with some of the idiosyncrasies (i.e., highly 
loyal fans and stakeholders, high media exposure, and communication power) that typify 
professional sport (Smith & Westerbeek, 2007). Yuksel et al. (2016) distinguished CRM 
in sport by high stakeholder (especially consumer) identi�cation and involvement levels 
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which can amplify positive associations for both the team and the good cause (Roy, 
2011). � is makes a collaboration between a professional sport team, a NPO, and a fan a 
particularly relevant endeavor for all parties involved.

3.3.2.2. Benefits
Scholarship primarily attempted to determine the value of CRM by focusing on the role 
of social engagement in improving fan responses and attitudes (Irwin et al., 2003; Kim, 
Kwak, & Kim, 2010). CRM can yield increased consumer and fan loyalty, word-of-
mouth and merchandise consumption (Walker & Kent, 2009). Sport teams use CRM 
to increase consumer behavior and purchase intent, although this relationship is often 
mediated by the individual’s perception of the team (Kim et al., 2010; Lee & Ferreira, 
2013; Roy & Grae� , 2003). In that regard, social engagement is also recognized to 
have a signi� cant impact on team reputation and image (Nichols & Gardner, 2017; 
Walters & Chadwick, 2009). A study on cause-related sport sponsorship of Irwin and 
colleagues (2003) indicated that a CRM campaign positively a� ected attendees’ image 
of a professional golf event. Other CRM research in sport found similar positive e� ects 
on brand and trust building (Roy & Grae� , 2003), player and fan identi� cation (Joo et 
al., 2016; Lee & Ferreira, 2011), stakeholder satisfaction (Walters & Tacon, 2010), and 
mitigation of negative media scrutiny (Sheth & Babiak, 2010; Trenda� lova, Babiak, & 
Heinze, 2013).

In addition to the bene� ts for the sport team, fans and NPOs can reap positive outcomes 
of CRM initiatives as well (Breitbarth et al., 2011; Goodwin, Snelgrove, Wood, & Taks, 
2017). Figure 2 summarizes the “win-win-win” objectives underlying CRM activities 
in the area of sports. Since government funding of NPOs has decreased over the past 
decade, collaborations with sport organizations have delivered NPOs the much needed 
diversi� cation of their funding sources (Berglind & Nakata, 2005). Moreover, the power 
and visibility of professional sport provides them with an enlarged reach, increased access 
to media and free advertising. Fans, on their behalf, can become more aware of and 
knowledgeable about social challenges and participate in charitable causes to help solve 
them. � ey can experience a sense of contentment and belonging when engaging in 
charitable behavior and as a result identify even more with their sport team (Baek, Song, 
Kim, & Byon, 2020; Hwang & Chung, 2020). 



    PART 1 • GENERAL INTRODUCTION 21

Figure 2. Win-win-win bene� ts of CRM in sport

3.3.2.3. The dark side
While CRM can be a win-win-win situation for businesses, NPOs, and consumers/fans, 
it is not without critics. Varadarajan & Menon (1988) mentioned that compared to more 
general CSR strategies, CRM is more likely to be viewed with skepticism, given the direct 
link between the support of a good cause and the organization’s performance (Barone 
et al., 2007). Some scholars noted that pro� t and non-pro� t alliances are complicated 
at best and impossible at worst (Berglind & Nakata, 2005). � e main goal of the pro� t 
organization is to build value for shareholders, which is often perceived as con� icting 
with the societal goal of the NPO. Underlying this criticism is the question of whether 
these divergent interests can be reconciled without compromising one at the expense of 
another. Pappu and Cornwell (2014) studied sponsor – NPO relationships and found 
that a bad � t indeed destroys the brand meaning clarity of the NPO. Furthermore, these 
scholars added the notion of similarity (i.e., shared associations through commonalities 
or aligned di� erences) to the discussion of � t in studying in sponsor – NPO relationships. 
� ey found that sponsors seeking to improve their image and/or contribute to society 
through CRM engagement should collaborate with NPOs that are not similar. In that 
sense, sport is best to team up with, for example, a chemical company (low � t, low 
similarity) rather than with a fast food company (low � t, high similarity) in order to face 
less suspicion and skepticism. � is tension is especially present in professional sport teams 



CSR MANAGEMENT IN EUROPEAN PROFESSIONAL SPORT ORGANIZATIONS: TOWARDS A STRATEGIC APPROACH22

that are under constant public scrutiny (Sheth & Babiak, 2010). Teams that partner with 
good causes, but appear in the media for misconduct at the same time, increase the dark 
side of CRM (McGowan & Mahon, 2009).

Polonsky and Wood (2001) argued that many pro�t organizations tend to exploit rather 
than advocate the NPO partner (Berglind & Nakata, 2005). Sport organizations, for 
that matter, are often an unreliable partner who under-deliver towards the cause, are 
unpredictable, and abuse the partnership to cover up unethical practices (Hamil & 
Morrow, 2011). Moreover, activist groups condemn for-pro�t organizations for excessive 
marketing spending and advertising the partnership at the expense of gain for the NPO. 
In addition to over-commercialization, issues of transparency and honesty are other dark 
sides of CRM. Olsen, Pracejus, and Brown (2003) mentioned that it is often unclear what 
the actual contribution of pro�t organizations to the NPOs is. Similarly, critics note that 
mostly popular and well-known causes are selected for CRM, impeding the less attractive, 
smaller, but nonetheless worthy causes. �e mere focus on popular causes may, in the 
long run, be harmful as the public gets desensitized to or even disinterested in the cause 
and decrease their giving. Finally, critics argue that consumers are convinced to involve in 
a transaction (i.e., donate) based on self- rather than other-oriented motives. In this case, 
a consumer/fan buys a product or service and justi�es it by rationalizing that some of the 
pro�ts are returned to society. In other words, it is more about the giver satisfying the self 
rather than engaging based on a moral sense of duty (Smith & Higgins, 2000).

3.3.2.4. The CSR – CRM nexus in sport
CRM in sport has not been subject to broad empirical study in the years following its 
introduction by Lachowetz and Gladden (2002). It can be noted that CSR is much more 
prevalent compared to CRM in the sport management literature. In the sport marketing 
and CSR literature, little reference is made to CRM as a means for demonstrating CSR 
or as a strategy for achieving CSR objectives (Pharr & Lough, 2012). Often, CSR is used 
as a synonym for CRM in social engagement with an emphasis on marketing objectives 
(Yuksel et al., 2016). 

Also in practice, it is noted that, despite the bene�ts and relevance of engaging in CRM, 
many sport organizations stick to community engagement (Walzel et al., 2018). It might 
be that professional sport organizations, explicitly choose to keep their social engagement 
more general, and not necessarily linked to a good cause or social issue. Other than 
the dark side of CRM, mentioned earlier, the lack of “�rst order bene�ts” (e.g., direct 
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and tangible returns) may explain the di�erent approach in sport compared to general 
business (Kim et al., 2010). Research has shown that sport consumers are rather loyal and 
that they rarely switch teams (McDonald & Stavros, 2007; Roy & Grae�, 2003). �ese 
authors stated that while it is reasonable to think that fans could decide to reallocate their 
leisure budget due to a CRM program, it is not likely they would switch allegiances from 
one team to another solely due to a CRM program. 

Moreover, increased purchase intent after a CRM campaign is less obvious in sport 
compared to other industries. Roy and Grae� (2003) found that respondents in their 
study were less likely to increase their spending (i.e., game attendance) towards their 
sport organization than they were towards services from other types of businesses that 
support causes. In short, strong evidence of direct, tangible, and monetary returns to 
CRM engagement is lacking in the sport management literature. Consequently, the 
unique characteristics of sport might a�ect CRM decision-making, implementation, and 
outcomes. �erefore, professional sport teams often question whether they really bene�t 
from a commercial marketing approach to CSR. Some of the speci�c attributes as to why 
a marketing perspective to CSR is perhaps less applied in sport, and thus, why there is less 
CRM compared to CSR literature in sport, are provided below.

First, the lack of monetary outcomes may reduce social engagement to a public relations 
tool (Roy & Grae�, 2003). Babiak (2010) also argued that professional sport organizations 
are mainly driven by pressures from highly involved stakeholders such as sponsors, the local 
community, the media, employees, the league, and competitors in shaping their social 
engagement. �ese pressures may be regulatory, as with a league mandate, but are more 
often socially normative, stemming from a desire of sport organizations to gain legitimacy 
within the community (Heinze, Soderstrom, & Zdroik, 2014). 

Second, many businesses face more intense brand competition than professional sport 
teams do (Roy & Grae�, 2003). Professional sport teams do not have competitors in the 
same region and therefore, consumers/fans are more loyal. Furthermore, sport has been 
described as a unique setting given the strong emotional relationship that exists between 
fans and their preferred team (Shank & Beasley, 1998). �e strong emotional involvement 
and loyalty, typical for the sport context, implies that a very commercial CSR approach 
might be unnecessary, or even harmful, in sport.

�ird, given the high uncertainty of outcome in sport (Forrest & Simmons, 2002), the 
risk for NPOs to partner with sport organizations might be high. One could imagine 
sport teams withdrawing from their funding engagements after a series of losses, sponsor 
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withdrawals, and/or declining ticket sales. Given the uncertainty and highly �uctuating 
situations in professional sport, NPOs might be more in favor of a silence-speaks-louder-
than-words approach or not link with sport organizations at all.

3.3.3. Towards a strategic CSR approach in sport 
Evidence of the relationship between social and �nancial performance remains contested 
(Margolis & Walsh, 2003). Rather than continuing to focus on the tension between 
social and economic CSR goals and on the di�erent schools of thought, Margolis and 
Walsh (2003) argued that researchers should broaden their scope and consider more 
encompassing and holistic approaches to CSR. 

In their in�uential work, “Strategy and Society”, Porter and Kramer (2006) highlighted 
the opportunity of accepting the tensions between economic and social goals behind 
CSR, rather than trying to solve them. Consistent with McWilliams and Siegel’s (2001) 
view, these scholars argued that if CSR initiatives are aligned with the company’s mission, 
vision, and expertise, they can create competitive advantage. Rangan et al. (2012, p. 
7) referred to “reengineering the value chain” to embed the CSR thought both on the 
supply (e.g., reducing energy use, waste, and pollution will not only lead to a healthier 
environment but equally to a decrease in material costs) and demand (e.g., promoting 
the enhanced environmental value through CRM campaigns can increase pro�ts) side of 
business operations.

Porter and Kramer (2011) further advanced the literature on the interdependence between 
business and society, and the role of CSR therein, by developing the creating shared 
value (CSV) idea. �ey de�ned CSV as “policies and operating practices that enhance 
the competitiveness of a company while simultaneously advancing the economic and 
social conditions of the communities in which it operates” (p. 6). Solving critical social 
issues accounts for almost 75% of business success according to Pot and Vaas (2008). 
Organizations can thus attain signi�cant economic value by investing in social issues, which 
in turn provides them with a sustainable competitive advantage (Husted & Allen, 2007). 

Although there are ongoing debates (see Crane, Palazzo, Spence, & Matten, 2014; 
Dentchev, 2009, Rangan et al., 2012) about the prioritization of social versus economic 
goals, on the di�erence between CSR and CVS, and on the practical feasibility of 
implementing the shared value idea, scholars do agree on the need for increased focus 
on social impact and for more strategic approaches to CSR. �ere is growing consensus 
that through strategic CSR management �rms can better respond to the societal and 
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environmental needs, attain business goals, and develop innovative capacity (Porter & 
Kramer, 2006; Vitolla et al., 2017). �e following de�nition of strategic CSR is applied 
in this dissertation; “A strategy that is integrated with core business objectives and core 
competencies of the �rm, and from the outset is designed to create business value and 
positive social change, and is embedded in day-to-day business culture and operations” 
(McElhaney, 2009, p. 35).

Strategic management literature has extensively covered the content behind strategic 
CSR (Andrews, 1997; Awale & Rowlinson, 2014; Galbreath, 2009; Visser & Kymal, 
2015). Frameworks and typologies have been developed inside the sport sector (Babiak 
& Wolfe, 2009; Fifka & Jaeger, 2020; François & Bayle, 2015) and outside (Maignan, 
Ferrell, & Ferrell, 2005; Maon, Lindgreen, & Swaen, 2009). As such, knowledge has 
been developed around CSR strategy development, formulation, implementation, 
and outcomes. We drew on the work of Babiak, Yang, Schyvinck, Kihl, and Willem 
(forthcoming) to depict the most important (sport management) literature per pillar of 
strategic CSR management and shared value creation in professional sport. 

3.3.3.1. Antecedents
Building a CSR strategy starts with the identi�cation of shared value opportunity by 
scanning a �rm’s internal and external environment (Andrews, 1997; Porter & Kramer, 
2011). Environmental assessment regards the consideration of organizational strengths and 
weaknesses, and external opportunities and threats (Vitolla et al., 2017). Professional sport 
organizations operate in a dynamic environment, where stakeholder pressures in�uence CSR 
development (Burton et al., 2017). �erefore, CSR managers need to identify and manage 
a broad range of conditions, challenges, and opportunities both external and internal to the 
organization. Scanning the environment is the �rst step towards understanding the seminal 
question in this dissertation; why do sport teams engage in CSR? 

External Pressures 

Coercive, normative, and mimetic pressures from various external stakeholders (e.g., 
fans, governments, league governing bodies, competitors, sponsors, local community 
members, NPOs, and media) shape and in�uence a sport team’s CSR engagement 
(Breitbarth & Harris, 2008; Walker & Parent, 2010; Walters & Tacon, 2010). Many of 
these stakeholders have the power to create public pressure, change rules and regulations, 
in�uence a sport team’s image and reputation, and consequently, its CSR strategy (Babiak 
& Trenda�lova, 2011; Tim Breitbarth & Harris, 2008; Trenda�lova et al., 2013).
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In addition to speci�c stakeholder pressures, professional sport teams should also take 
into account the more general drivers related to the context in which they operate. 
Belliveau, Cottrill, and O’Neill (1994) proposed a model that predicts an organization’s 
CSR approach based on external factors such as institutional (e.g., CSR behavior in the 
industry), economic (e.g., market share), and socio-political (e.g., legislation) variables. 
Issues such as health, poverty, crime, education, or unemployment a�ect the local 
community and thus, indirectly the CSR decision-making of a sport team. Identifying 
and making sense of environment-speci�c conditions is most relevant as they can have 
signi�cant impact on CSR management in a particular context.

Internal Resources

Less research has explored how internal attributes (e.g., values, culture, distinctive 
tangible and intangible resources, and capabilities) in�uence CSR strategy development 
(Porter & Kramer, 2006). Internal forces can be means to accomplish CSR activities, 
as well as outcomes of CSR endeavors (Joyner & Payne, 2002). Some of the intangible 
resources unique to professional sport teams mentioned earlier (e.g., passion, di�cult to 
imitate, brand ambassadors) may be crucial in providing a competitive bene�t in CSR 
activities (Babiak & Wolfe, 2009; Branco & Rodrigues, 2006). A comprehensive internal 
assessment also considers the organization’s leadership and attitudes (Heinze et al., 2014), 
employee pressures (Hamil & Morrow, 2011; Trenda�lova et al., 2013), and the history 
and evolution of traditions regarding CSR in the organization (Hamil & Morrow, 2011; 
Kolyperas, Morrow, & Sparks, 2015). Furthermore, sport teams possess some unique 
tangible resources (e.g., tickets to incentivize certain target groups, use of stadia and 
facilities to organize youth education and camps) they can acquire to shape their CSR 
engagement (Babiak & Wolfe, 2009). 

At the individual level, moral intentions, personal values, and commitment are identi�ed 
as important predictors and in�uencers of CSR management (Babiak, 2010). In addition 
to the motives, the skills and expertise of those responsible for formulating, implementing, 
and evaluating a CSR strategy are critical to consider. Because CSR is so multifaceted, it is 
important for CSR managers to have a diverse set of capabilities. Especially in sport, CSR 
managers must rely on transferable skills and knowledge from related disciplines such 
as marketing, social work, law, or human resource management (Branco & Rodrigues, 
2006). However, the role of the individual in CSR strategy development is largely 
neglected in the CSR in sport literature (François & Bayle, 2015; Walzel et al., 2018). 
�e fourth study in this dissertation addresses this gap by shedding light on the personal 
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values, motives, and capabilities of the CSR manager, as well as on the broader set of 
organizational values and culture towards CSR. 

3.3.3.2. CSR strategy development
�e environmental assessment allows organizations to depict the areas where the interface 
between business opportunity and potential social change is the largest. Making sense of 
and aligning the external opportunities and the internal strengths will enable relevant, 
sustainable, and legitimate CSR engagement that impacts both the organization and 
society at large. Based on the environmental assessment, CSR priorities, principles, 
and values will arise that enable CSR strategy to develop (Samii, Van Wassenhove, & 
Bhattacharya, 2002). 

Babiak and Wolfe (2009) proposed a framework that integrates the external pressures and 
internal resources of professional sport organizations dealing with CSR. Four types of 
CSR strategies were proposed; stakeholder-centric CSR, corporate-centric CSR, ad hoc 
CSR, and strategic CSR. �ese scholars argued that strategic CSR has the largest potential 
to create simultaneous organizational and societal impact as CSR activities in this type 
leverage internal resources and comply with key stakeholder needs and expectations 
(Babiak & Wolfe, 2009). 

�e framework of Babiak and Wolfe (2009) has been discussed, applied and advanced 
in subsequent research (Babiak & Trenda�lova, 2011; Hamil & Morrow, 2011; Heinze 
et al., 2014; Trenda�lova et al., 2013). Modern CSR strategies build on and combine 
ideas of the previously mentioned political, instrumental, integrative, and ethical schools 
of thought (Garriga & Melé, 2004). In the �rst study of this dissertation, we add to 
this body of knowledge by taking a marketing perspective to CSR strategy development.  
We drew from Liu (2013) who posited that CSR decision-making sprouts from 
weighting self- (i.e., instrumental) versus other- (i.e., relational) oriented dominant logics.  
A contingency view was taken, recognizing that di�erent logics as to why a professional 
sport organization engages in social responsibility can co-exist and priorities can change 
over time. Accordingly, altruistic, social, commercial, or integrative CSR types can 
develop based on instrumental versus relational views on marketing CSR. In a way, this 
adds to the model of Babiak and Wolfe (2009) by considering internal pressures and 
external resources.

Crucial in strategy development is the way organizational structures and processes are 
being put in place as this will determine the formulation and implementation of strategy. 
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In terms of structure, building a charitable foundation or keeping CSR responsibilities 
inside the organization in�uences the legal playground on which to further develop CSR 
(Kolyperas, Anagnostopoulos, Chadwick, & Sparks, 2016). Delivering CSR through 
foundations can o�er more formalized and targeted fundraising, branding opportunities, 
and/or unique partnerships (Inoue et al., 2011). On the other hand, this structure can 
raise skepticism and legitimacy concerns when it is not su�ciently connected to the sport 
team. Both structures are represented throughout the studies in this dissertation alongside 
their related advantages and challenges.

In terms of the organizational process, Porter and Kramer (2006) argued that 
organizations should integrate CSR and link it to the �rm’s overall mission and vision. 
Since competitiveness is one of the central drivers of all business activity, the CSR 
strategy should be connected to the organization’s competitiveness in order to become 
better integrated into the organization (Husted & Allen, 2007; Porter & Kramer, 2011). 
After identifying environmental, societal and economic issues, the next step is to plan a 
solid approach in which activities, desired outcomes, and tentative costs are analyzed. 
�en, the possible business and social outcomes are considered, and �nally the go/no-go 
decision is made. Despite the proven bene�ts of an integrated approach to CSR in sport, 
a gap remains in practice. �e process of integrating CSR in the overall organization is 
therefore central to this dissertation and omnipresent throughout the studies. 

3.3.3.3. CSR strategy formulation
CSR strategy formulation involves deciding on how organizations should engage in 
CSR. It concerns the best course of action and approach for achieving the objectives. 
Two signi�cant considerations in CSR strategy formulation include decisions regarding 
the theme and form that programs will take. CSR in sport programs and initiatives are 
shaped by themes such as health and wellbeing (through participation of grassroots 
sport) (Hills et al., 2019; Kihl et al., 2014), community involvement (Rowe et al., 2019), 
social integration and inclusion (e.g., cultural diversity, gender equality, disability), 
and education (Walker & Kent, 2009). A recent focus on the environment theme has 
resulted in a growing body of literature around opportunities for sport teams to focus 
on environmental sustainability (e.g., waste management, recycling, eco-awareness, 
resource e�ciency in stadia, transportation) (Babiak & Trenda�lova, 2011; Casper, 
Pfahl, & McCullough, 2017; Kellison & Kim, 2014; McCullough, Orr, & Kellison, 
2020). Finally, the employment theme concerns the creation of a transparent, ethical 
work environment and includes issues such as employee health, well-being, personal and 
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professional development, and workplace diversity (López Frías, 2018; Walker et al., 
2017). Research has provided useful classi�cations to analyze the themes behind CSR 
programs, which can be “inward-facing” with programs related to internal policies and 
processes, or “outward-facing” with programs to reach out to the community (Rowe et 
al., 2019). 

Forms refer to the shape in which the activities are structured and delivered. �ese may 
include corporate philanthropy and charitable giving, athlete volunteerism, partnerships 
with NPOs (i.e., cause-related marketing), events, and community engagement. Rowe 
et al. (2019) found that institutional and cultural di�erences across countries in�uence 
CSR strategy formulation. In that regard, Matten & Moon (2008) stated that charitable 
giving and philanthropy is more common in the US, whereas community engagement 
and capacity building is more applicable to sport businesses in the UK. Forms also 
depend on the CSR strategy developed. Relational CSR strategies with direct community 
engagement and program delivery may provide a team with deeper community knowledge, 
connection to program participants, and stronger stakeholder relationships and goodwill 
(Heinze et al., 2014). Conversely, teams with more instrumental strategies are likely to 
consider alternate forms of CSR engagement such as cause-related promotions (Pharr & 
Lough, 2012), cause or issue awareness campaigns (Kwak, Lee, Kwon, & Babiak, 2019), 
or events (e.g., hospital or school visits). Taken together, professional sport teams may 
consider a broad portfolio of initiatives. However, to create real impact, these need to be 
in accordance (i.e., “�t”) with community and stakeholder needs, available resources and 
with the CSR strategy developed. �e second study in this dissertation explores to what 
extent CSR implementation (i.e., decisions on themes, forms, duration and geographical 
scope of initiatives) is in line with the strategy envisioned and what potential barriers arise 
for e�ectively executing a CSR strategy.

Decisions on themes, forms, duration, and geographical scope also have implications 
on resources (i.e., time, money, knowledge, and sta�) assigned. �erefore, strategy 
formulation should occur simultaneously with goal setting and the development of 
targets and evaluation mechanisms. To that end, an estimation of business value and social 
value is made which anticipates the degree of social change needed to unlock estimated 
business value taking into account the available resources. Integrated metrics can provide 
the necessary legitimacy to stakeholders (Breitbarth et al., 2011). 
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3.3.3.4. CSR strategy implementation
Strategy implementation refers to the “do” stage of the PDCA cycle or the execution of 
the intended strategy and the desired plan. A �rst important, but limitedly explored, agent 
in the implementation pillar is communication (Anagnostopoulos, Byers, & Kolyperas, 
2017; François et al., 2019; Kolyperas & Sparks, 2011). With regards to external 
communication, professional sport organizations face great demands for transparency 
about their CSR activities (Breitbarth & Harris, 2008). However, some of its unique 
characteristics such as, focus on the game, loyal stakeholders, and the hybridity between 
club and foundation (Breitbarth, Walzel, Anagnostopoulos, & van Eekeren, 2015; 
Walker, Kent, & Vincent, 2010) might withhold teams from promoting/advertising CSR 
the way a regular company would. In that sense, fans are often limitedly aware of or 
engaged in the CSR endeavors of their team (Kwak et al., 2019). Moreover, needs vary 
across stakeholders, and what can sound positive for one stakeholder group (e.g., fans), 
might be harmful to another (e.g., sponsors). Kolyperas and Sparks (2011) identi�ed 
defensive, reactive, and proactive communication strategies used by professional soccer 
clubs. Given the marketing lens adopted in this dissertation, promoting, communicating, 
and engaging stakeholders in CSR initiatives, is extensively present in all studies. 

A second aspect that can pave the way for e�ective CSR strategy implementation is 
collaboration. Not only do inter-organizational collaborations provide the sport team with 
the necessary tangible and intangible resources to sustainably engage in CSR (Heinze et 
al., 2014), strategic alliances are needed to answer to institutional pressures and changes 
in sport systems. Relationships that are based on trust, ownership, and accountability can 
provide mutually bene�cial outcomes. Partnerships between sport teams and sponsors, 
for example, can enable joint communication strategies resulting in improved awareness 
and/or image (Cornwell, 2013). However, studies on how exactly these partnerships 
should be initiated, developed, managed, and evaluated, remain vague. Consequently, 
sport teams struggle with managing (contrasting) stakeholder demands and partnerships 
often remain provisional, trivial, or unilateral (Babiak, 2007; Babiak & Kihl, 2018). With 
the third study in this dissertation, we aimed at clarifying the underlying mechanisms of 
collaborations in order to optimize CSR strategy implementation in professional sport. 

A third part of strategy implementation is the establishment of intermediate measures 
and progress tracking. �is involves monitoring inputs (CSR activities), and outputs 
(performance) relative to the targeted social and business outcomes. Breitbarth et al. 
(2011) proposed a CSR performance scorecard to collect data and follow up on economic, 
political, integrative, ethical and emotional measures behind CSR engagement. 
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3.3.3.5. Outcomes
�e impact of a team’s CSR e�orts must be “checked” through sound measurement 
systems and linked to the goals and objectives determined at the CSR formulation phase. 
Systematically assessing and reporting on CSR activities and metrics allows visibility and 
transparency of CSR engagement towards stakeholders (Maon, Lindgreen, & Swaen, 
2010). Following evaluation, an organization may reassess its strategy which may include 
revising original objectives and/or set new ones if needed.

A strategic CSR approach adopts an integrated dual perspective, both in goal setting 
and in evaluating CSR initiatives/programs (Walker & Parent, 2010). �e joint business 
and social value created should be assessed in terms of competitiveness and readiness 
for the future (Awale & Rowlinson, 2014). However, Walker and Hills (2017) argue 
that CSR scholars mainly focus evaluation on the strategic “paybacks” (i.e., instrumental 
bene�ts), whereas sport-for-development scholars are concerned with bene�ciary impact, 
community advancement, and/or societal development (i.e., normative-level outcomes). 
Most CSR in sport research indeed covers economic bene�ts and organizational outcomes 
over social value creation (Walker, Heere, Parent, & Drane, 2010; Walker et al., 2017; 
Walters & Chadwick, 2009).

Evaluation of CSR in sport typically focuses on the individual level or on small groups 
of bene�ciaries (e.g., fans, organizations) and is mostly limited to measuring immediate 
results of CSR programs – or “outputs” (e.g., how many participants in a program, 
volunteer hours contributed) (Kihl et al., 2014). Broader societal level impacts (i.e., 
improvements or changes in the community attributed to CSR activities) are much 
harder to measure (Barnett, Henriques, & Husted, 2020; Inoue, Mahan, & Kent, 2013). 
�erefore, research on bene�ts for society is much more scarce and metrics to measure 
social bene�ts are generally unknown (Hills et al., 2019; Inoue & Havard, 2014; Inoue, 
He�ernan, Yamaguchi, & Filo, 2018; Walker et al., 2017). Although we do not directly 
handle the topic of measurement and evaluation in this dissertation, the proposed model 
in study four has simultaneous social and economic impact as a purpose. 

Figure 3 captures the section outlined above. It illustrates the di�erent pillars behind CSR 
management as they appear in the sport management literature, with the most important 
themes and sub-themes investigated. 
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4. Theoretical 
framework

4.1. A multi-theoretical perspective
�eorization is essential to understand and make sense of the world surrounding us 
(Gelman, 1996). �eory represents a “statement of constructs and their relationships to 
one another that explain how, when, why, and under what conditions phenomena take 
place” (Cunningham, 2013 , p. 1). �ere is no such thing as the theory explaining CSR, 
rather one or many theories can provide explanatory frameworks and set boundaries to 
make sense of the complex phenomenon that CSR is (Unerman & Chapman, 2014). 

CSR is complex not only because of its multifaceted nature, but also because of the 
number of stakeholders involved and their distinct agendas. �erefore, theories from 
diverse �elds have been applied to explore CSR management (Sheehy, 2015). Key 
theories used in CSR research have originated from political and social sciences, including 
stakeholder theory (Russo & Perrini, 2010), agency theory (Jensen & Meckling, 1976), 
legitimacy theory (Guthrie & Parker, 1989), resource-dependence theory (Pfe�er & 
Gerald, 1978), theory of the �rm (McWilliams & Siegel, 2001), and institutional theory 
(DiMaggio & Powell, 1983). Moreover, di�erent disciplinary lenses such as economics, 
business, law, and politics have been applied to CSR research (Carroll, 1999; Garriga & 
Melé, 2004). Finally, di�erent theories have been used to assist research at di�erent levels 
of analysis (Aguinis & Glavas, 2012; Wood, 1991), namely at the micro-level (involving 
psychological foundations of individuals), meso-level (involving relational features among 
organizations), and macro-level (involving broader contextual dynamics).

�e use of multiple theories, originating from di�erent academic disciplines, has not 
(yet) resulted in a universally accepted CSR de�nition. However, it enables a rich view on 
CSR management (Aguinis & Glavas, 2012). In this dissertation, theoretical pluralism 
is valued to gain a more holistic and complete picture on the CSR phenomenon in sport 
(Ferkins & Shilbury, 2019; Fink, 2013; Jalonen et al., 2018).
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Much of the work on CSR management in sport is built from generic management 
literature (Ferkins & Shilbury, 2019). Given its unique contextual characteristics (e.g., 
monopolist market situation, number of volunteers, passionate and loyal stakeholders) 
sport management is considered as a context on its own (Gerrard, 2015). Fink (2013, 
p. 18) stated “I �rmly believe the context of sport must be densely woven into any work 
in order to make a strong theoretical contribution to the sport management literature”. 
Accordingly, we mainly applied existing theories and accompanying conceptual 
frameworks to the speci�c context of professional sport (Chalip, 2006; Cunningham, 
Fink, & Doherty, 2015). 

4.2. The main organizational theories used 
to examine CSR in sport

In this dissertation, we adopted both “outside-in” and “inside-out” theories (Pater & Van 
Lierop, 2006) to study CSR management in sport. �e outside-in perspective allows 
study of the relationships between the sport organization and society, where CSR is 
conceived as (at least partly) shaped by social norms and relationships. �eories used in 
this area (i.e., stakeholder theory and network theory) assume that sport organizations 
are part of a broader social system and that sport managers have to align CSR goals with 
the expectations of stakeholders and society at large. Additionally, “inside-out” (Pater & 
Van Lierop, 2006) theories (i.e., marketing theory and entrepreneurship theory) were 
used to study the processes inside sport organizations, where CSR is conceptualized as 
the outcome of managerial and organizational decision-making and/or of personal values 
and interests (Frynas & Yamahaki, 2016). Inside-out theories are well suited for analyzing 
internal dynamics and views in shaping CSR engagement (Frynas & Yamahaki, 2016).

In this dissertation, the use of marketing, stakeholder, network, and entrepreneurship 
theory has guided the development of a theoretical understanding of CSR strategy 
development and implementation. �e following sections will further depict the main 
theoretical underpinnings (see Figure 4) used to examine CSR in sport.
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Figure 4: �eories used in the dissertation

4.2.1. Marketing theory
Marketing is a key business discipline and probably the one that is most preoccupied 
with the link between a �rm and the environment in which it is embedded (Vaaland et 
al., 2008). Because both marketing and CSR focus on the interaction between the �rm 
and the society, Lantos (2001) suggested that marketing should take a leading role in 
exploring CSR.

A change in the marketing de�nition in 2004 re�ected a shift from a brand/product focus 
to a more consumer-oriented focus, and from a dyadic (i.e., organization and consumer) 
to a triadic perspective (i.e., organization, consumer and other stakeholders). Nowadays, 
scholars acknowledge that marketing is about developing and delivering actions that 
create value for the organization by addressing the needs of both consumers and society 
at large (see American Marketing Association, 2007). In the light of these developments 
in marketing theory, cause-related marketing became increasingly popular. 

In the CRM literature, marketing theory is mainly used in its traditional and transactional 
conceptualization. Accordingly, marketing scholars investigating CSR have mainly 
examined consumers’ responses to CSR and the link to corporate �nancial performance 
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(e.g., Brown & Dacin 1997; Sen & Bhattacharya 2001). A gap remains in using 
marketing theory to understand the broader organization-stakeholder-society nexus of 
CSR. In contrast with the abundant management literature, theoretical investigations 
of CSR in the marketing literature have remained scarce and thus conceptual insights 
limited (Maignan & Ferrell, 2004).

In this dissertation, we built on the paradigm shift and focused on how the organization’s 
CSR e�orts bene�t the organization, as well as on how it a�ects (and is a�ected by) 
stakeholders and society at large. Our conceptualization considered a broad set of (a) 
social responsibility initiatives (e.g., community engagement, cause sponsorships, 
philanthropy); (b) stakeholder groups (e.g., fans, corporate team, foundation, sponsors, 
local community); and (c) logics (e.g., relational, instrumental) behind CSR engagement 
(Maignan & Ferrell, 2004). Accordingly, marketing was used as an inside-out theory 
to study CSR strategy development (i.e., study 1), implementation (i.e., study 2), and 
collaboration (i.e., study 3). 

4.2.2. Stakeholder theory 
�e development of stakeholder theory is based on the idea that organizations are 
responsible to a variety of stakeholders, rather than solely to shareholders. Freeman 
(1984, p. 49) identi�ed stakeholders as “those groups who can a�ect or are a�ected by 
the achievement of an organization’s purpose”, and as the fulcrum of stakeholder theory. 
Key in stakeholder theory are, thus, the reciprocal focal organization - stakeholder 
relationships (Fassin, 2012; Post, Preston, & Sachs, 2002). �is theory is well-suited 
to study CSR decision-making which, in its very nature, implies dealing with multiple 
objectives (i.e., economic, social) and thus with di�erent (and sometimes con�icting) 
requests from stakeholders. Some of the sport speci�c elements mentioned earlier, like 
power, a�nity and public interest emphasize the dependency on stakeholders (Babiak, 
2010; Babiak & Wolfe, 2009; Smith & Westerbeek, 2007). Accordingly, the outside-
in stakeholder perspective has been central to the conceptual development of social 
responsibility in sport (Smith & Westerbeek, 2007) and has been used to shape practical 
standards such as the GRI and ISO 26000. 

Several interpretations of stakeholder theory have been proposed, but the bottom line 
agrees that it can be used to explain as well as to guide organizational decision-making 
(Donaldson & Preston, 1995). Scholars have made several distinctions in the literature 
in an attempt to clarify the identi�cation, salience, and management of stakeholders. A 
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�rst distinction was made between descriptive, instrumental, and normative perspectives 
on stakeholder theory (Donaldson & Preston 1995). A descriptive approach describes 
how board members and managers consider the interests of stakeholders, how managers 
understand CSR management, and how CSR is truly managed. �e instrumental variant 
assumes that stakeholders are essential to the success of an organization’ CSR attempts 
because they provide them with resources (Post et al., 2002). Post et al. (2002, p. 8) 
de�ned stakeholders as “individuals and constituencies that contribute, either voluntarily 
or involuntarily, to the corporation’s wealth-creating capacity and activities, and who are 
therefore its potential bene�ciaries and/or risk-bearers”. A normative approach assumes 
that an organization takes into account the legitimate interests of all stakeholders involved 
(Donaldson & Preston 1995). In this school of thought, stakeholder theory taught moral 
managerial practices to �rms and is therefore a widely used perspective to assist CSR 
management. 

A second distinction was made between primary and secondary stakeholders (Clarkson, 
1995). Primary stakeholders regard those groups whose support is necessary for CSR 
in sport to exist (e.g., the parent club, investors, employees). Secondary stakeholders 
have no formal claim on the focal organization, but management may want to safeguard 
its moral duties in doing them (e.g., sponsors, fans, media) no harm. Consecutively, 
Post and colleagues (2002) developed a model to classify stakeholders in three layers - 
i.e., resource base, industry structure, and broader socio-political arena - surrounding 
the focal organization. Parent and Chappelet used this PPS classi�cation to visualize 
Olympic stakeholders based on their relation to the IOC’s CSR strategy and operations 
(in Paramio-Salcines et al., 2013).

To advance the literature on stakeholder salience, Mitchell, Agle, and Wood (1997) 
proposed a distinction between stakeholders based on their possession of three key 
attributes; power, legitimacy, and urgency. Power relates to the value of the resources 
stakeholders possess, legitimacy to the justice claim they have on the organization, 
and urgency to how time sensitive or critical their claims are. Subsequent research 
provided reasonable empirical support for this conceptualization in sport management 
(Anagnostopoulos, 2011; Parent & Deephouse, 2007; Seneaux, 2008; Walters & Tacon, 
2010). Furthermore, Fassin (2009, 2010) added to this discourse by introducing the 
concepts of stakewatchers (mainly pressure groups) and stakekeepers (largely regulators) 
in addition to real stakeholders. His work combined the classical stakeholder model of 
Freeman (1984) with the model of Post et al. (2002) resulting in a more re�ned, dynamic, 
and graphical view on the focal organization and its environment (Fassin, 2009). 
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Despite the useful work on making pragmatic distinctions, our research approach 
concurs with Freeman and colleagues (2010), who argued that stakeholder theory is 
about creating value for all stakeholders of an organization. Given the dual focus on 
economic and societal value creation in this dissertation, alongside the numerous amount 
of stakeholders involved in CSR in professional sport (with di�erent and changing levels 
of power, legitimacy, and urgency), we considered stakeholder theory - in its pluralistic 
sense - as an important framework throughout the di�erent studies of this dissertation 
(i.e., CSR strategy development, implementation, collaboration and corporate social 
entrepreneurship).

4.2.3. Network theory 
By taking a broad stakeholder view on CSR management, adopting a network perspective 
is imperative. Ontologically, a network perspective encourages people to see the world 
through a relational lens. Epistemologically, network theory suggests that we can come 
understand the social world by looking at the relational properties between and among 
actors shaping it.

As Neville and Menguc (2006, p. 377) stated, stakeholders can make “multiple, 
con�icting, complimentary, or cooperative claims to an organization”. Consequently, 
CSR relationships should not solely be examined from a �rm-centered perspective, but 
equally from system or network-centered perspectives (Frow & Payne, 2011). Especially 
in professional sport, stakeholder relationships are multifaceted and interrelated. Actors 
in a CSR in sport network are not assumed to function independently; instead, they 
are viewed as embedded in nonhierarchical social relationships aiming for common 
goals, which entail opportunities or constraints based on their position in the network 
(Emirbayer, 1997). 

Quatman and Chelladurai (2008a) advocated to expand the area of sport management 
through social network theory as this theory can help to make sense of complex 
collaborative structures in multiple research areas. While inter-organizational relations 
and cooperation have been previously discussed in sport management research, network 
theory is a relatively new lens in this �eld of study (Naraine & Parent, 2016; Naraine, 
Schenk, & Parent, 2016; Parent, Rouillard, & Naraine, 2017; Wäsche, Dickson, Woll, & 
Brandes, 2017). �e third study in this dissertation relied on the outside-in attributes of 
network theory to study CSR collaborations in sport. Network theory was used to study 
inter-organizational relationships as a web rather than as a series of dyadic connections. 
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Borgatti and Halgin (2011) de�ned network theory as “the mechanisms and processes 
that interact with network structures to yield certain outcomes for individuals and groups”  
(p. 1168). As such, we used network theory to study the structural components of 
networks and their consequence on CSR strategy implementation. It provided innovative 
ways to deal with a complex problem such as CSR management (Keast, Mandell, Brown, 
& Woolcock, 2004). In that regard, network theory o�ered three unique advantages 
to our research process (Quatman & Chelladurai, 2008b); (1) a concrete perspective 
on a di�cult-to-de�ne construct such as CSR, which facilitates measurement and 
interpretation (Emirbayer, 1997), (2) simultaneous study of multiple levels of relations 
thus allowing/providing overlap between micro-, meso-, and macro- level relationships 
(Kildu� & Tsai, 2003), and (3) a unique integration of quantitative and qualitative 
methodologies providing a rich analysis of the CSR phenomenon (Scott, 2001).

4.2.4. Entrepreneurship theory
Entrepreneurship theory is considered an innovative and dynamic perspective on the 
discovery and exploitation of value-creating opportunities (Blundel, Spence, & Zerbinati, 
2008). �is value-creation aspect of entrepreneurship extends beyond purely �nancial 
returns to incorporate broader social and environmental gains. Spence and Rutherfoord 
(2001) investigated the views and behavior of entrepreneurs regarding this balancing task. 
�ey found that entrepreneurs combine social goals with wealth creation activities and 
that they weight those attributes in di�erent ways, depending on their speci�c situation. 
Similarly, sport management scholarship studying the phenomenon of CSR embedded 
in entrepreneurship theory advanced knowledge on creating social change alongside 
business performance (Bjärsholm, 2017).

Entrepreneurship is an inside-out theory, which is mainly used to study individual 
determinants (e.g., psychological traits) in relation to decision-making (e.g., rational 
choice theories) (Blundel et al., 2008). However, we concur with Aguilera et al. ’s (2007) 
observation that multi-level entrepreneurship analysis is needed to better understand 
the change process towards simultaneous social and economic value creation in CSR. 
Similarly, Low and MacMillan (1988) suggested that entrepreneurship researchers should 
consider the organizational and institutional level in addition to the individual level 
of analysis. In our fourth study, we adhered to this call by taking a Corporate Social 
Entrepreneurship (CSE) approach (Austin & Re�cco, 2008) which provided a rich 
understanding of the entrepreneurship process behind CSR management in professional 
sport. We questioned stakeholders beyond observed CSR events (i.e., surface-level e�ects) 
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and included underlying micro-, meso-, and macro level mechanisms of entrepreneurship 
with the goal of taking CSR research a step further towards integration and shared-value 
creation (Blundel et al., 2008). Unraveling how entrepreneurship theory can contribute 
to our collective quest for more strategic CSR in sport approaches, and thus for superior 
organizational, stakeholder, and societal impact was the great opportunity and action 
imperative of the �nal study and essential in tying together some loose ends in the 
dissertation.
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5. Research questions 
and methodology

5.1. Ethical approval
�e overall plan and outline of this dissertation was presented to and approved by the 
ethics and the doctoral committee of the Faculty of Medicine and Health Sciences of 
Ghent University in August 2015.

5.2. Research questions

5.2.1. A strategic marketing perspective 
Despite the increased call for win-win outcomes behind CSR engagement, studies 
adopting a strategic marketing view on CSR are rare. Little focus has been given to the 
way di�erent (often contradictory) commercial and social logics have been addressed 
and whether and how these have been integrated and framed by the marketing thought 
(Vaaland et al., 2008). �e potential for marketing strategies and theories to assist CSR 
has not been su�ciently explored (Vaaland et al., 2008). We contribute to this gap in the 
literature by studying CRM, which is de�ned as a way of looking at social responsibility 
through a marketing lens.

In the �rst study, we built on the framework of Liu (2013) describing two dominant logics 
in CRM decision-making; an instrumental and a relational dominant logic. According 
to this scholar, and in line with the research of Babiak and Wolfe (2009), organizations 
either adopt more self- (i.e., internal) or other- (i.e., external) oriented objectives regarding 
their social engagement. Based on these two logics, that are not mutually exclusive, sport 
organizations either develop an altruistic, social, commercial or integrative CRM strategy 
(Liu, 2013). 

�e �rst study of this dissertation explored the drivers, motives, intended outcomes, 
and strategic principles behind the CRM engagement of professional basketball teams 
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in Belgium, the Netherlands, France, and the UK. It developed a typology to understand 
di�erent CRM strategies and answered the �rst research question of this dissertation:

Why do professional sport teams engage in CSR?

5.2.2. A determinants-based implementation perspective 
Research on CRM in sport has primarily focused on outcomes rather than on strategy 
implementation processes (Roy, 2011; �omas et al., 2019). �e speci�c CRM decisions 
a professional sport organization attempts to make, and to what extent these are in line 
with the de�ned strategy, remains unclear (Yuksel et al., 2016). Understanding this 
alignment and the potential lack thereof is important since ine�ectiveness in CRM 
strategy implementation will result in an inability to create shared value for the business 
and society (Kotler & Lee, 2005; Maignan & Ferrell, 2004; Sheth & Babiak, 2010).

�e second study developed a comprehensive implementation framework drawing on 
general strategy implementation literature and the model of Okumus (2003). First, it 
explored whether implementation choices – campaign duration, geographical scope, 
cause selection and implementation type (G. Liu, 2013) – were aligned with the intended 
strategy (i.e., altruistic, social, commercial, integrative). Second, a holistic set of macro-, 
meso-, and micro-level determinants in�uencing CRM strategy implementation were 
analyzed in order to assess which determinants caused (mis-)alignment in the di�erent 
CRM types (Okumus, 2003). More speci�cally, it addressed the second research question:

How do professional sport teams implement CSR?

5.2.3. A network perspective 
CRM implementation in sport is often not aligned with the strategy de�ned, limiting its 
potential to reach lasting economic and social impact (Giulianotti, 2015). By expanding 
and strengthening internal and external collaborations, a more legitimate and sustainable 
CRM approach can be developed (Jones, Edwards, Bocarro, Bunds, & Smith, 2017). 
Speci�cally, partnerships can provide the necessary resources, knowledge, and access 
to successfully implement CRM strategies (Hills et al., 2019; Jones et al., 2017; Jones, 
Edwards, Bocarro, Bunds, & Smith, 2018). Yet, knowledge on how value should be 
created and shared between stakeholders remains scant (Babiak & Kihl, 2018; Fifka & 
Jaeger, 2020; Frow & Payne, 2011; �omas et al., 2019).
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�e bulk of CRM literature has focused on the characteristics of individual stakeholders 
and on dyadic (i.e., sport organization-fan) relationships in spite of broader (i.e., sport 
organization-fan-stakeholders) collaborative structures (Liston-Heyes & Liu, 2013; 
Maignan & Ferrell, 2004; �omas et al., 2019). Our third study demonstrates the 
usefulness of a structural perspective in understanding stakeholder collaborations in 
CRM. It delineated the (di�erences in) network characteristics (i.e., roles, centralization, 
centrality, and cohesion), the types of ties (i.e., the �ow of information resources, 
physical and human resources, and �nancial resources), and the related opportunities and 
challenges for CRM strategy implementation of two Belgian professional soccer teams. 
A network view helps professional sport team to better form and manage collaborations 
and, consequently, increase the value, legitimacy, and sustainability of their CRM 
engagement (Giulianotti, 2015; Hahn, Pinkse, Preuss, & Figge, 2015; Provan, Veazie, 

Staten, & Teufel‐Shone, 2005). �is study answered the third research question:

How are CSR collaborations structured and governed in a professional sport team context?

5.2.4. An entrepreneurship perspective
Evolving towards more strategic CSR management requires (organizational) change. 
However, there is still limited insight into the organizational process behind CSR policies, 
practices, and initiatives within professional sport organizations (Walzel et al., 2018). To 
obtain these insights, entrepreneurship - with its focus on innovation, transformation, 
and shared value creation - provided a good lens to study CSR management and the 
evolution thereof in professional sport (Husted & Allen, 2007; Ratten, 2011). 

In a fourth study, we built on CSE to explore the organizational process towards strategic 
CSR and thus, shared value creation. Austin and Re�cco (2008) mentioned �ve key 
elements of CSE; “having an enabling environment, a corporate social intrapreneur, a 
corporate purpose, a double return, and co-generating value” (p. 87). �e last study in 
this dissertation depicted how the key CSE elements manifested in a Belgian professional 
soccer team, as well as how they were interrelated and linked to CSR management. As 
such, this research aimed at understanding the relationship between CSE and strategic 
CSR management in sport. Speci�cally, the fourth research question addressed was: 

How can professional sport teams transition towards more strategic CSR approaches? 
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5.3. Methodology

5.3.1. Research philosophy
A research philosophy refers to a system of beliefs and assumptions about the development 
of knowledge (Saunders, Lewis, & �ornhill, 2015). �ese assumptions shape the way 
researchers understand their research questions, the methods they use and how they 
interpret their �ndings (Crotty 1998). Being aware of and making explicit my own 
research philosophy was important to understand what it was I was investigating.

Saunders et al. (2015) described �ve research philosophies in business and management 
that guide action; positivism, critical realism, interpretivism, postmodernism, and 
pragmatism. Each philosophy builds on di�ering ontological and epistemological 
assumptions. Ontology refers to assumptions about the nature of reality and the nature 
of the human being in the world (Edwards & Skinner, 2010; Creswell, 2007). One’s 
ontology therefore determines how one sees the world of business and management, and 
therefore, one’s choice of what to investigate. Epistemology is de�ned as “the theory of 
knowledge embedded in the theoretical perspective and thereby in the methodology” 
(Crotty, 1998, p. 3). It concerns assumptions about knowledge, what constitutes 
acceptable, valid, and legitimate knowledge, and how we can communicate knowledge to 
others (Burrell and Morgan 1979). Both ontology and epistemology are underpinned by 
objectivism or subjectivism (Silverman, 2011). Objectivism as an underpinning assumes 
that the social world exists independent of people and their actions. It also presumes that 
social reality has an independent existence outside the researcher. Subjectivism, on the 
other hand, assumes that people produce social reality through social interaction. �is 
view indicates that the reality (including that of the researcher) is constructed based on 
social and cognitive processes, and thus non-existing outside individuals (Blaikie, 1993).

My overall thinking as a researcher is underpinned by subjectivism and constructionism 
(i.e., subjectivist view on ontology). �is also sprouts from the desire to look at CSR 
in professional sport from a di�erent/broader perspective than do the current views 
(i.e., dominated by neoliberal schools of thought) (Walzel et al., 2018). Two research 
philosophies guide the research conducted in the four articles. A �rst research philosophy 
is critical realism. Critical realists see reality as external, but not directly accessible through 
our observation and knowledge of it (Crotty, 1998). What we experience are studied 
things, rather than actual things. Critical realist research focuses on explaining observable 
events by looking for the underlying, not always visible, causes and mechanisms (Saunders 
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et al., 2015). �is implies that causality cannot be reduced to statistical correlations and 
quantitative attempts, but that a range of methods is desirable (Reed 2005). Following 
the idea that knowledge is socially constructed, critical realist researchers are conscious 
about the ways in which their socio-cultural background and experiences might in�uence 
their research, and seek to minimize such biases by being as objective as possible (Edwards 
& Skinner, 2010).

A second research philosophy is interpretivism. Like critical realism, interpretivism is 
developed as a critique to positivism. Interpretivism argues that people and their social 
worlds cannot be studied in the same way as physical phenomena, and that therefore 
research in social sciences is di�erent from natural sciences (Saunders et al., 2015). �e 
purpose of interpretivist research is to create new, richer understandings and interpretations 
of social worlds and contexts. With its focus on complexity, richness, and sense-making, 
interpretivism is explicitly subjectivist. Crucial to this philosophy is that the researcher 
has to be empathic. �e challenge for the interpretivist is to enter the social world of the 
research participants and understand that world from their point of view (Saunders et al, 
2015). �e interpretivist perspective is highly appropriate in CSR in sport research. Not 
only are sport organizations complex, they face complicated business matters, and are 
in�uenced/shaped by many stakeholders. 

Any self-respected research involves the use of and contribution to theory. We approached 
theory building from an abductive perspective. Instead of moving from theory to data 
(as in deduction) or data to theory (as in induction), an abductive approach moves 
back and forth in combining deduction and induction (Suddaby 2006). As such, we 
assumed no rigid divisions between deduction and induction and used both approaches 
interchangeably. CSR is a topic about which there is a wealth of information on 
implementation and outcomes, but far less on decision-making processes (i.e., our study 
context) which lends itself to an abductive approach. �e authors moved back and forth 
between the theory and the empirical data to develop, verify, and modify theory (Dubois 
& Gadde, 2002). �e aim of this approach was neither to build grounded theory, nor 
to test existing theory, but instead to apply (newly) constructed frameworks in the sport 
management context to explore a speci�c research question.

5.3.2. Research context 
As re�ected throughout the previous chapters, there is a need for more strategic and 
sustainable approaches to CSR in sport. Focus in this dissertation is put on professional 
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sport in particular. Breitbarth et al. (2015) identi�ed potential tensions facing professional 
sport teams. Due to their geographical location, public grant receiving status, and close 
ties with certain cultural groups, professional sport teams have an implicit role in the 
development of society (Kolyperas, 2012). On the other hand, most professional sport 
teams are limited companies with a pro�t-maximizing goal. In combining their hybrid 
role as commercial businesses on the one hand, and socio-cultural institutions on the 
other hand, tensions are particularly present in professional sport (Kolyperas, 2012). 
Since dealing with a dual purpose is at the core of this research, professional sport is an 
interesting, relevant, and timely study context.

A review of the literature on CSR in professional sport showed that the vast majority of 
studies focus on teams in North America (e.g., Babiak & Wolfe, 2009) and the United 
Kingdom (e.g., Anagnostopoulos, Byers & Shilbury, 2014). In contrast, relatively little 
research has been carried out in the rest of Europe (François et al., 2019; Matten & Moon, 
2008). Recognizing that CSR approaches of professional sport teams are in�uenced by 
regional and country-speci�c social, political, economic, and cultural variables (François 
et al., 2019), we focused on continental Europe in this dissertation to further build 
on existing knowledge. For similar reasons, our research on strategy development and 
implementation was not limited to one country. Instead, we explored CSR strategies, 
initiatives, and perceptions of professional sport teams, across four di�erent European 
countries in the �rst two studies. 

Later on, we focused on Belgium to assess collaborations and entrepreneurship (see 
study 3 and 4). �ere are few legal obligations in Belgium as to how professional sport 
clubs should engage in CSR. Clubs autonomously make CSR plans, decide on which 
themes to focus, which structures to adopt, which programs of the league to support, 
and with whom to collaborate. Hence, a variety of CSR views and approaches exists 
amongst Belgian professional sport clubs which made this an interesting country to zoom 
in on CSR networks and entrepreneurship. To summarize, research in this dissertation 
narrowed down from an international (i.e., Belgium, �e Netherlands, France, UK), to 
a national (i.e., Belgium), to a regional (i.e., soccer team in Belgium) level of analysis. 

Moreover, we studied CSR management in two di�erent sports (basketball and soccer). 
CSR research has mostly focused on professional soccer, at the sake of other prominent 
European team sports such as handball, hockey, and basketball (François et al., 2019). 
Although basketball is the second largest team sport in many European countries, it 
receives far less resources and public attention compared to soccer. Moreover, professional 
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basketball is less regulated and controlled by governing bodies. Hence, it was an interesting 
context to study CSR strategy development (i.e., study 1) and implementation (i.e., 
study 2). As our research progressed and narrowed down to study collaborations and 
entrepreneurship (i.e., study 3 and 4), we switched to soccer. Soccer is the most developed 
sport industry in Europe in terms of CSR practice and research, so it o�ered a rich 
context to conduct more in depth case studies. Conversely, the CSR discourse in soccer 
lacks an innovative and critical interpretation (Anagnostopoulos & Shilbury, 2013; Fifka 
& Jaeger, 2020; Kolyperas et al., 2015). Studying networks and entrepreneurship in that 
context o�ered novel insights to the CSR �eld of knowledge.

5.3.3. Study design 
To study why and how professional sport organizations engage in CSR (i.e., study 1 and 
2), we explored various teams through a qualitative multiple case study design. Later on, 
as the research questions became more focused (i.e., study 3 and 4), we narrowed down 
the research strategy to comparative and single case study designs (see Figure 5). Creswell 
(2007) de�nes case study research as follows: “case study research is a qualitative approach 
in which the investigator explores a bounded system (a case) or multiple bounded systems 
(cases) over time, through detailed, in-depth data collection involving multiple sources 
of information (e.g., observations, interviews, audio-visual material, and documents 
and reports), and reports a case description and case-based themes” (p. 73). Case studies 
are particularly relevant for the study of CSR decision-making considering Yin’s (2009) 
arguments. According to this scholar, case studies are suitable when the research seeks to 
answer how and why questions and when contextual conditions are possibly relevant. 
As the seminal research question in this thesis was “Why and how do professional sport 
teams engage in CSR?”, case studies were well-suited to gain insights into CSR strategy 
development, implementation, and collaboration. We deliberately selected the cases 
following a theoretical or purposive sampling approach (Creswell, 2007; Yin, 2009). On 
the one hand, we aimed for di�erences in approaches by selecting teams in di�erent 
countries as well as in di�erent places in the sports ranking. On the other hand, we 
wanted to assure comparability by sticking to one sport, one division, and controlling for 
CSR experience. �ese criteria provided both similarities and di�erences for the study. 
As such, comparable cases were chosen, but with some heterogeneous patterns providing 
enough diversity in the phenomena studied and enabling transferability to other contexts 
(Eisenhardt & Graebner, 2007).
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Data collection evolved from soliciting teams only, towards gathering more in-depth 
insights from multiple stakeholder groups (e.g., including fans, sta�, leagues, sponsors, 
local governments, non-pro�t organizations) involved in the teams’ CSR initiatives. 
Mostly qualitative (e.g. desk research, interviews, observations) procedures were applied 
to investigate CSR strategy development, implementation, and transformation. However, 
quantitative techniques (e.g., social network analysis) were used to provide insights on the 
structural aspects of CSR collaborations.

5.4. Overview of the original research
Each of the forthcoming sections of this dissertation focuses on the previously listed 
research questions. �ese sections all contain original research that has been published by 
journals included in the Clarivate Analytics’ Social Sciences Citation Index (SSCI), made 
available through Web of Science.

Section 1: Schyvinck, C., & Willem, A. (2018). A typology of cause-related marketing 
approaches in European professional basketball. Sport Management Review, 21(4), 347-
362.

Section 2: Schyvinck, C., & Willem, A. (2019). From cause-related marketing strategy 
to implementation in professional basketball organizations: A matter of alignment. 
European Sport Management Quarterly, 19(1), 58-79.

Section 3: Schyvinck, C., Naraine, M. L., Constandt, B., & Willem, A. (2021). A 
network perspective on cause-related marketing collaborations in professional sport. 
Sport Management Review. Accepted for publication.

Section 4: Schyvinck, C., Babiak, K., Constandt, B., & Willem, A. (2021). What does 
entrepreneurship add to the understanding of corporate social responsibility management 
in sport? Journal of Sport Management. Accepted for publication.
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5.5. Schematic overview

Fi
gu

re
 5

: S
tu

dy
 d

es
ig

n 
fo

r e
xa

m
in

in
g 

C
SR

 in
 p

ro
fe

ss
io

na
l s

po
rt

 te
am

s



CSR MANAGEMENT IN EUROPEAN PROFESSIONAL SPORT ORGANIZATIONS: TOWARDS A STRATEGIC APPROACH50

6. References
Adkins, S. (1999). �e wider bene�ts of backing a good cause. Marketing, 2, 20-21.

Aguilera, R. V., Rupp, D. E., Williams, C. A., & Ganapathi, J. (2007). Putting the S 
back in corporate social responsibility: A multilevel theory of social change in 
organizations. Academy of Management Review, 32(3), 836-863. 

Aguinis, H., & Glavas, A. (2012). What we know and don’t know about corporate social 
responsibility: A review and research agenda. Journal of Management, 38(4), 932-968. 

Anagnostopoulos, C. (2011). Stakeholder management in Greek professional football: 
Identi�cation and salience. Soccer & Society, 12(2), 249-264.

Anagnostopoulos, C., Byers, T., & Kolyperas, D. (2017). Understanding strategic decision-
making through a multi-paradigm perspective: �e case of charitable foundations 
in English football. Sport, Business and Management: An International Journal, 7(1), 
2-20. 

Anagnostopoulos, C., Byers, T., & Shilbury, D. (2014). Corporate social responsibility 
in professional team sport organisations: towards a theory of decision-making. 
European Sport Management Quarterly, 14(3), 259-281. 

Anagnostopoulos, C., & Shilbury, D. (2013). Implementing corporate social responsibility 
in English football: Towards multi-theoretical integration. Sport, Business and 
Management: An International Journal, 3(4), 268-284. 

Andrews, K. R. (1997). �e concept of corporate strategy. Resources, �rms, and strategies:  
a reader in the resource-based perspective, 52. Oxford: Oxford University Press.

Asif, M., Searcy, C., Zutshi, A., & Fisscher, O. A. (2013). An integrated management 
systems approach to corporate social responsibility. Journal of cleaner production, 
56, 7-17. 

Austin, J., & Re�cco, E. (2008). Corporate social entrepreneurship. International Journal of 
Not-for-Pro�t Law, 11, 86. 

Austin, J. E. (2000). Strategic collaboration between nonpro�ts and businesses. Nonpro�t 
and Voluntary Sector Quarterly, 29(1_suppl), 69-97. 

Awale, R., & Rowlinson, S. (2014). A conceptual framework for achieving �rm 
competitiveness in construction: A 'creating shared value' (CSV) concept. Paper 
presented at the Procs 30th Annual ARCOM Conference.

Babiak, K. (2007). Determinants of interorganizational relationships: �e case of a Canadian 
nonpro�t sport organization. Journal of Sport Management, 21(3), 338-376. 



    PART 1 • GENERAL INTRODUCTION 51

Babiak, K. (2010). �e role and relevance of corporate social responsibility in sport: A view 
from the top. Journal of Management & Organization, 16(04), 528-549. 

Babiak, K., & Kihl, L. A. (2018). A Case Study of Stakeholder Dialogue in Professional 
Sport: An Example of CSR Engagement. Business and Society Review, 123(1), 119-149. 

Babiak, K., & Trenda�lova, S. (2011). CSR and environmental responsibility: Motives and 
pressures to adopt green management practices. Corporate social responsibility and 
environmental management, 18(1), 11-24. 

Babiak, K., & Wolfe, R. (2009). Determinants of corporate social responsibility in 
professional sport: Internal and external factors. Journal of Sport Management, 
23(6), 717. 

Babiak, K., Yang, D., Schyvinck, C., Kihl, L. A., Willem, A. (Forthcoming). Strategic 
management of CSR in professional sport: A process model. Sport Management 
Review.

Baek, W.-y., Song, H.-s., Kim, D.-H., & Byon, K. K. (2020). Cause-related marketing and 
purchase intention toward team-licensed products: Moderating e�ects of sport 
consumers’ altruism. Sustainability, 12(8), 3183. 

Barnett, M. L. (2007). Stakeholder in�uence capacity and the variability of �nancial returns 
to corporate social responsibility. Academy of Management Review, 32(3), 794-816. 

Barnett, M. L., Henriques, I., & Husted, B. W. (2020). Beyond good intentions: Designing 
CSR initiatives for greater social impact. Journal of Management, 46(6), 937-964. 

Barone, M. J., Miyazaki, A. D., & Taylor, K. A. (2000). �e in�uence of cause-related 
marketing on consumer choice: Does one good turn deserve another? Journal of the 
Academy of Marketing science, 28(2), 248-262. 

Barone, M. J., Norman, A. T., & Miyazaki, A. D. (2007). Consumer response to retailer use 
of cause-related marketing: Is more �t better? Journal of Retailing, 83(4), 437-445. 

Bason, T., & Anagnostopoulos, C. (2015). Corporate social responsibility through sport: A 
longitudinal study of the FTSE100 companies. Sport, Business and Management: An 
International Journal, 5(3), 218-241.

Beliveau, B., Cottrill, M., & O'Neill, H. M. (1994). Predicting corporate social 
responsiveness: A model drawn from three perspectives. Journal of Business Ethics, 
13(9), 731-738. 

Berger, I. E., Cunningham, P. H., & Kozinets, R. V. (1996). �e processing of cause-related 
marketing claims: Cues, biases or motivators. Paper presented at the 1996 AMA 
Summer Educators Conference: Enhancing Knowledge Development in Marketing.

Berglind, M., & Nakata, C. (2005). Cause-related marketing: More buck than bang? 
Business Horizons, 48(5), 443-453. 



CSR MANAGEMENT IN EUROPEAN PROFESSIONAL SPORT ORGANIZATIONS: TOWARDS A STRATEGIC APPROACH52

Birch, D. (2004). Corporate social responsibility, some key theoretical issues and concepts 
for new ways of doing business. Corporate Social Responsibility Contemporary 
Insights, 24-53. 

Bjärsholm, D. (2017). Sport and social entrepreneurship: A review of a concept in progress. 
Journal of Sport Management, 31(2), 191-206. 

Blaikie, N. (1993). Approaches to Social Inquiry. Cambridge: Polity Press.

Blundel, R., Spence, L. J., & Zerbinati, S. (2008). From CSR to ESR?: Exploring the 
entrepreneurial dimensions of corporate social responsibility. �e International 
Society of Business, Economics and Ethics (ISBEE) World Congress, 15-18 Jul 2008, 
Cape Town, South Africa.

Bowen, H. R. (1953). Social Responsibility of the Businessman. New York: Harper and Row. 

Borgatti, S. P., & Halgin, D. S. (2011). On network theory. Organization science, 22(5), 
1168-1181.

Branco, M. C., & Rodrigues, L. L. (2006). Corporate social responsibility and resource-
based perspectives. Journal of Business Ethics, 69(2), 111-132. 

Breitbarth, T., & Harris, P. (2008). �e role of corporate social responsibility in the football 
business: Towards the development of a conceptual model. European Sport 
Management Quarterly, 8(2), 179-206. 

Breitbarth, T., Hovemann, G., & Walzel, S. (2011). Scoring strategy goals: Measuring 
corporate social responsibility in professional European football. �underbird 
International Business Review, 53(6), 721-737. 

Breitbarth, T., Walzel, S., Anagnostopoulos, C., & van Eekeren, F. (2015). Corporate social 
responsibility and governance in sport: "Oh, the things you can �nd, if you don't 
stay behind!". Corporate Governance - the International Journal of Business in Society, 
15(2), 254-273. 

Breitbarth, T., Walzel, S., & van Eekeren, F. (2019). ‘European-ness’ in social responsibility 
and sport management research: Anchors and avenues. European Sport Management 
Quarterly, 19(1), 1-14. 

Brønn, P. S., & Vrioni, A. B. (2001). Corporate social responsibility and cause-related 
marketing: An overview. International Journal of Advertising, 20(2), 207-222. 

Brown, T. J., & Dacin, P. A. (1997). �e company and the product: Corporate associations 
and consumer product responses. Journal of Marketing, 61(1), 68-84. 

Bruch, F. W. H. (2005). �e keys to rethinking corporate philanthropy. MIT Sloan 
Management Review, 47(1), 49. 

Burrell, G. and Morgan, G. (1979). Sociological Paradigms and Organisational Analysis. 
London: Gower.



    PART 1 • GENERAL INTRODUCTION 53

Burton, L. J., Welty Peachey, J., & Wells, J. E. (2017). �e role of servant leadership in 
developing an ethical climate in sport organizations. Journal of Sport Management, 
31(3), 229-240. 

Carroll, A. B. (1979). A three-dimensional conceptual model of corporate performance. 
Academy of Management Review, 4(4), 497-505. 

Carroll, A. B. (1991). �e pyramid of corporate social responsibility: Toward the moral 
management of organizational stakeholders. Business Horizons, 34(4), 39-48. 

Carroll, A. B. (1999). Corporate social responsibility: Evolution of a de�nitional construct. 
Business & Society, 38(3), 268-295. 

Carroll, A. B. (2008). A history of corporate social responsibility: Concepts and practices. 
�e Oxford handbook of corporate social responsibility, 19-46. 

Casper, J. M., Pfahl, M. E., & McCullough, B. P. (2017). Is going green worth it? Assessing 
fan engagement and perceptions of athletic department environmental e�orts. 
Journal of Applied Sport Management, 9(1), 106-134. 

Chalip, L. (2006). Toward a distinctive sport management discipline. Journal of Sport 
Management, 20(1), 1-21. 

Cochran, P. L., & Wood, R. A. (1984). Corporate social responsibility and �nancial 
performance. Academy of Management Journal, 27(1), 42-56.

Constandt, B., Parent, M. M., & Willem, A. (2020). Does it really matter? A study on 
soccer fans’ perceptions of ethical leadership and their role as “stakeowners”. Sport 
Management Review, 23(3), 374-386.

Cornwell, T. B. (2013). State of the art and science in sponsorship-linked marketing.  
In Handbook of research on sport and business. Cheltenham: Edward Elgar 
Publishing.

Crane, A., Palazzo, G., Spence, L. J., & Matten, D. (2014). Contesting the value of “creating 
shared value”. California Management Review, 56(2), 130-153.

Creswell, J. W. (2007). Qualitative Inquiry and Research Design. Choosing among Five 
Approaches (2nd edition ed.). �ousand Oaks: Sage.

Crotty, M. (1998). �e Foundations of Social Research. London: Sage.

Cunningham, G. B. (2013). �eory and theory development in sport management. Sport 
Management Review, 16(1), 1-4. 

Cunningham, G. B., Fink, J. S., & Doherty, A. (2015). Routledge handbook of theory in sport 
management. New York: Routledge.

Dahlsrud, A. (2008). How corporate social responsibility is de�ned: An analysis of 37 
de�nitions. Corporate Social Responsibility and Environmental Management, 15(1), 
1-13. 



CSR MANAGEMENT IN EUROPEAN PROFESSIONAL SPORT ORGANIZATIONS: TOWARDS A STRATEGIC APPROACH54

DiMaggio, P. J., & Powell, W. W. (1983). �e iron cage revisited: Institutional isomorphism 
and collective rationality in organizational �elds. American Sociological Review, 
147-160. 

Dolan, P. (2002). �e sustainability of “sustainable consumption”. Journal of 
Macromarketing, 22(2), 170-181. 

Donaldson, T., & Preston, L. E. (1995). �e stakeholder theory of the corporation: Concepts, 
evidence, and implications. Academy of Management Review, 20(1), 65-91. 

Drumwright, M. E. (1996). Company advertising with a social dimension: �e role of 
noneconomic criteria. �e Journal of Marketing, 71-87. 

Dubois, A., & Gadde, L. E. (2002). Systematic combining: An abductive approach to case 
research. Journal of Business Research, 55(7), 553-560.

Edwards, A., & Skinner, J. (2010). Qualitative Research in Sport Management. New York: 
Routledge.

Eisenhardt, K. M., & Graebner, M. E. (2007). �eory building from cases: Opportunities 
and challenges. Academy of Management Journal, 50(1), 25-32.

Emirbayer, M. (1997). Manifesto for a relational sociology. American Journal of Sociology, 
103(2), 281-317. 

Extejt, M. M. (2004). Philanthropy and professional sport teams. International Journal of 
Sport Management, 5(3), 215-228. 

Fassin, Y. (2008). SMEs and the fallacy of formalising CSR. Business Ethics: A European 
Review, 17(4), 364-378. 

Fassin, Y. (2009). �e stakeholder model re�ned. Journal of Business Ethics, 84(1), 113-135.

Fassin, Y. (2010). A dynamic perspective in Freeman’s stakeholder model. Journal of Business 
Ethics, 96(1), 39.

Fassin, Y. (2012). Stakeholder management, reciprocity and stakeholder 
responsibility. Journal of Business Ethics, 109(1), 83-96

Felber, C. (2019). Change everything: Creating an economy for the common good. 
 Zed Books Ltd.

Ferkins, L., & Shilbury, D. (2019). �eoretical underpinnings of sport governance. Routledge 
Handbook of Sport Governance, 18-32. New York: Routledge.

Fifka, M. S., & Jaeger, J. (2020). CSR in professional European football: An integrative 
framework. Soccer & Society, 21(1), 61-78. 

Fink, J. S. (2013). �eory development in sport management: My experience and other 
considerations. Sport Management Review, 16(1), 17-21. 



    PART 1 • GENERAL INTRODUCTION 55

Flöter, T., Benkenstein, M., & Uhrich, S. (2016). Communicating CSR-linked sponsorship: 
Examining the in�uence of three di�erent types of message sources. Sport 
Management Review, 19(2), 146-156. 

Forrest, D., & Simmons, R. (2002). Outcome uncertainty and attendance demand in sport: 
the case of English soccer. Journal of the Royal Statistical Society: Series D  
(�e Statistician), 51(2), 229-241. 

François, A., & Bayle, E. (2015). CSR: A new governance approach for regulating 
professional sport?: �e case of French professionnal sports clubs. Sport 
Management International Journal, 11(2), 21-42. 

François, A., Bayle, E., & Gond, J.-P. (2019). A multilevel analysis of implicit and explicit 
CSR in French and UK professional sport. European Sport Management Quarterly, 
19(1), 15-37. 

Freeman, R.E. (1984). Strategic Management: A Stakeholder Approach. Boston MA: 
Pitman.

Freeman, R. E., Harrison, J. S., Wicks, A. C., Parmar, B. L., & De Colle, S. (2010). 
Stakeholder theory: �e state of the art. Cambridge University Press.

Friedman, M. (1970). A theoretical framework for monetary analysis. Journal of Political 
Economy, 78(2), 193-238. 

Frow, P., & Payne, A. (2011). A stakeholder perspective of the value proposition concept. 
European Journal of Marketing, 45(1/2), 223-240. 

Frynas, J. G., & Yamahaki, C. (2016). Corporate social responsibility: Review and roadmap 
of theoretical perspectives. Business Ethics: A European Review, 25(3), 258-285. 

Galan-Ladero, M. M., Galera-Casquet, C., Valero-Amaro, V., & Barroso-Mendez, M. J. 
(2013). Sustainable, socially responsible business: �e cause-related marketing case. 
A review of the conceptual framework. Journal of Security and Sustainability Issues, 
2(4), 35-46. 

Galbreath, J. (2009). Building corporate social responsibility into strategy. European Business 
Review, 21(2), 109-127. 

Garriga, E., & Melé, D. (2004). Corporate social responsibility theories: Mapping the 
territory. Journal of Business Ethics, 53(1-2), 51-71. 

Gelman, S. A. (1996). Concepts and theories. Perceptual and Cognitive Development, 3, 117-
155. 

Gerrard, B. (2015). Rigour and relevance in sport management: Reconciling the competing 
demands of disciplinary research and user-value. European Sport Management 
Quarterly, 15(5), 505-515.



CSR MANAGEMENT IN EUROPEAN PROFESSIONAL SPORT ORGANIZATIONS: TOWARDS A STRATEGIC APPROACH56

Giulianotti, R. (2015). Corporate social responsibility in sport: critical issues and future 
possibilities. Corporate Governance, 15(2), 243-248. 

Godfrey, P. C. (2009). Corporate social responsibility in sport: An overview and key issues. 
Journal of Sport Management, 23(6), 698-716. 

Goodwin, A., Snelgrove, R., Wood, L., & Taks, M. (2017). Leveraging charity sport events 
to develop a connection to a cause. Event Management, 21(2), 175-184. 

Googins, B. K., & Rochlin, S. A. (2000). Creating the partnership society: Understanding 
the rhetoric and reality of cross‐sectoral partnerships. Business and Society Review, 
105(1), 127-144. 

Guthrie, J., & Parker, L. D. (1989). Corporate social reporting: A rebuttal of legitimacy 
theory. Accounting and Business Research, 19(76), 343-352. 

Hahn, T., Pinkse, J., Preuss, L., & Figge, F. (2015). Tensions in corporate sustainability: 
Towards an integrative framework. Journal of Business Ethics, 127(2), 297-316. 

Hamil, S., & Morrow, S. (2011). Corporate social responsibility in the Scottish Premier 
League: Context and motivation. European Sport Management Quarterly, 11(2), 
143-170. 

Heinze, K. L., Soderstrom, S., & Zdroik, J. (2014). Toward strategic and authentic 
corporate social responsibility in professional sport: A case study of the Detroit 
Lions. Journal of Sport Management, 28(6), 672-686. 

Hills, S., Walker, M., & Barry, A. E. (2019). Sport as a vehicle for health promotion:  
A shared value example of corporate social responsibility. Sport Management Review, 
22(1), 126-141. 

Husted, B. W., & Allen, D. B. (2007). Strategic corporate social responsibility and value 
creation among large �rms: Lessons from the Spanish experience. Long Range 
Planning, 40(6), 594-610. 

Hwang, G., & Chung, K.-s. (2020). �e dynamics of cause-related marketing platform and 
interactivity on college sport fans' donations. Sport, Business and Management:  
An International Journal. 

Idowu, S. O. (2012). Corporate social responsibility: A capitalist ideology? International 
Journal of Social Entrepreneurship and Innovation, 1(3), 239-254. 

Inoue, Y., & Havard, C. T. (2014). Determinants and consequences of the perceived social 
impact of a sport event. Journal of Sport Management, 28(3), 295-310. 

Inoue, Y., He�ernan, C., Yamaguchi, T., & Filo, K. (2018). Social and charitable impacts of 
a charity-a�liated sport event: A mixed methods study. Sport Management Review, 
21(2), 202-218. 



    PART 1 • GENERAL INTRODUCTION 57

Inoue, Y., Kent, A., & Lee, S. (2011). CSR and the bottom line: Analyzing the link 
between CSR and �nancial performance for professional teams. Journal of Sport 
Management, 25(6), 531-549. 

Inoue, Y., Mahan, J. E., & Kent, A. (2013). Enhancing the bene�ts of professional sport 
philanthropy: �e roles of corporate ability and communication strategies. Sport 
Management Review, 16(3), 314-325. 

Irwin, R. L., Lachowetz, T., Cornwell, T. B., & Clark, J. S. (2003). Cause-related sport 
sponsorship: an assessment of spectator beliefs, attitudes, and behavioral intentions. 
Sport Marketing Quarterly, 12(3), 131-139. 

Jalonen, H., Tuominen, S., Ryömä, A., Haltia, J., Nenonen, J., & Kuikka, A. (2018).  
How does value creation manifests itself in cooperation between sport and 
business? A systematic review of literature. Open Journal of Business and 
Management, 6(1) , 103-138.

Jamali, D., & Keshishian, T. (2009). Uneasy Alliances: Lessons Learned from Partnerships 
Between Businesses and NGOs in the context of CSR. Journal of Business Ethics, 
84(2), 277-295. 

Jensen, M. C., & Meckling, W. H. (1976). �eory of the �rm: Managerial behavior, agency 
costs and ownership structure. Journal of Financial Economics, 3(4), 305-360. 

Jones, G. J., Edwards, M., Bocarro, J. N., Bunds, K. S., & Smith, J. W. (2017). 
Collaborative Advantages: �e Role of Interorganizational Partnerships for Youth 
Sport Nonpro�t Organizations. Journal of Sport Management, 31(2), 148-160. 

Jones, G. J., Edwards, M. B., Bocarro, J. N., Bunds, K. S., & Smith, J. W. (2018).  
A structural perspective of cross-sector partnerships involving youth sport nonpro�t 
organizations. European Sport Management Quarterly, 18(2), 133-155. 

Joo, S., Koo, J., & Fink, J. S. (2016). Cause-related marketing in sports: the power of 
altruism. European Sport Management Quarterly, 16(3), 316-340. 

Joyner, B. E., & Payne, D. (2002). Evolution and implementation: A study of values, 
business ethics and corporate social responsibility. Journal of Business Ethics, 41(4), 
297-311. 

Keast, R., Mandell, M. P., Brown, K., & Woolcock, G. (2004). Network structures: 
Working di�erently and changing expectations. Public Administration Review, 
64(3), 363-371. 

Kellison, T. B., & Kim, Y. K. (2014). Marketing pro-environmental venues in professional 
sport: Planting seeds of change among existing and prospective consumers. Journal 
of Sport Management, 28(1), 34-48.



CSR MANAGEMENT IN EUROPEAN PROFESSIONAL SPORT ORGANIZATIONS: TOWARDS A STRATEGIC APPROACH58

Kihl, L., Babiak, K., & Tainsky, S. (2014). Evaluating the Implementation of a Professional 
Sport Team’s Corporate Community Involvement Initiative. Journal of Sport 
Management, 28(3). 

Kihl, L. A., Skinner, J., & Engelberg, T. (2017). Corruption in sport: Understanding the 
complexity of corruption. European Sport Management Quarterly, 17(1), 1-5.

Kildu�, M., & Tsai, W. (2003). Social Networks and Organizations. �ousand Oaks: Sage.

Kim, H., Kim, J., & Han, W. (2005). �e e�ects of cause-related marketing on company 
and brand attitudes. Seoul Journal of Business, 11(2), 83-117.

Kim, J., & Hastak, M. (2018). Social network analysis: Characteristics of online social 
networks after a disaster. International Journal of Information Management, 38(1), 
86-96. 

Kim, K. T., Kwak, D. H., & Kim, Y. K. (2010). �e impact of cause-related marketing 
(CRM) in spectator sport. Journal of Management & Organization, 16(04), 515-527. 

Kim, Y., Park, M. S., & Wier, B. (2012). Is earnings quality associated with corporate social 
responsibility? �e Accounting Review, 87(3), 761-796. 

Kolyperas, D. (2012). Corporate and social responsibility in professional football club 
organizations. Doctoral dissertation. Stirling: �e University of Stirling.

Kolyperas, D., Anagnostopoulos, C., Chadwick, S., & Sparks, L. (2016). Applying a 
communicating vessels framework to CSR value co-creation: Empirical evidence 
from professional team sport organizations. Journal of Sport Management, 30(6), 
702-719. 

Kolyperas, D., Morrow, S., & Sparks, L. (2015). Developing CSR in professional football 
clubs: drivers and phases. Corporate Governance - the International Journal of 
Business in Society, 15(2), 177-195. 

Kolyperas, D., & Sparks, L. (2011). Corporate social responsibility (CSR) communications 
in the G-25 football clubs. International Journal of sport management and marketing, 
10(1-2), 83-103. 

Kotler, P., & Lee, N. (2005). Best of breed: When it comes to gaining a market edge while 
supporting a social cause,“corporate social marketing” leads the pack. Social 
Marketing Quarterly, 11(3-4), 91-103. 

Kwak, D. H., Lee, J. S., Kwon, Y., & Babiak, K. (2019). Exploring consumer responses to 
a nationwide breast cancer awareness campaign: �e case of the National Football 
League's Crucial Catch campaign. International Journal of sport management and 
marketing, 19(3-4), 208-232. 

Lachowetz, T., & Gladden, J. (2002). A framework for understanding cause-related sport 
marketing programs. International Journal of Sports Marketing & Sponsorship, 4(4), 
313.



    PART 1 • GENERAL INTRODUCTION 59

Lantos, G. P. (2001). �e boundaries of strategic corporate social responsibility. Journal of 
Consumer Marketing, 18(7), 595-632. 

Lee, S. P., Cornwell, T. B., & Babiak, K. (2013). Developing an instrument to measure the 
social impact of sport: Social capital, collective identities, health literacy, well-being 
and human capital. Journal of Sport Management, 27(1), 24-42.

Lee, J., & Ferreira, M. (2011). Cause-related marketing: �e role of team identi�cation in 
consumer choice of team licensed products. Sport Marketing Quarterly, 20(3), 157. 

Lee, J., & Ferreira, M. (2013). A role of team and organizational identi�cation in the success 
of cause-related sport marketing. Sport Management Review, 16(2), 161-172. 

Levermore, R. (2010). CSR for development through sport: Examining its potential and 
limitations. �ird World Quarterly, 31(2), 223-241. 

Liston-Heyes, C., & Liu, G. (2013). A study of non-pro�t organisations in cause-related 
marketing: Stakeholder concerns and safeguarding strategies. European Journal of 
Marketing, 47(11-12), 1954-1974. 

Liu, G. (2013). Impacts of instrumental versus relational centered logic on cause-related 
marketing decision making. Journal of Business Ethics, 113(2), 243-263. 

Liu, G., Liston-Heyes, C., & Ko, W.-W. (2010). Employee participation in cause-related 
marketing strategies: A study of management perceptions from British consumer 
service industries. Journal of Business Ethics, 92(2), 195-210. 

López Frías, F. J. (2018). Football transfers and moral responsibility. Soccer & Society, 19(4), 
560-572. 

Lough, N. L., & Pharr, J. R. (2010). Use of a multi-tiered framework to analyze commercial, 
cause and social marketing strategies in sport. Journal of Applied Marketing �eory, 
1(2), 8. 

Low, M. B., & MacMillan, I. C. (1988). Entrepreneurship: Past research and future 
challenges. Journal of Management, 14(2), 139-161. 

Luo, X., & Bhattacharya, C. B. (2006). Corporate social responsibility, customer 
satisfaction, and market value. Journal of Marketing, 70(4), 1-18. 

Maignan, I., & Ferrell, O. (2004). Corporate social responsibility and marketing:  
An integrative framework. Journal of the Academy of Marketing Science, 32(1), 3-19. 

Maignan, I., Ferrell, O., & Ferrell, L. (2005). A stakeholder model for implementing social 
responsibility in marketing. European Journal of Marketing, 39(9/10), 956-977. 

Maignan, I., & Mcalister, D. T. (2003). Socially responsible organizational buying: How can 
stakeholders dictate purchasing policies? Journal of Macromarketing, 23(2), 78-89. 

Malik, M. (2015). Value-enhancing capabilities of CSR: A brief review of contemporary 
literature. Journal of Business Ethics, 127(2), 419-438. 



CSR MANAGEMENT IN EUROPEAN PROFESSIONAL SPORT ORGANIZATIONS: TOWARDS A STRATEGIC APPROACH60

Maon, F., Lindgreen, A., & Swaen, V. (2009). Designing and implementing corporate social 
responsibility: An integrative framework grounded in theory and practice. Journal 
of Business Ethics, 87(1), 71-89. 

Maon, F., Lindgreen, A., & Swaen, V. (2010). Organizational stages and cultural phases: 
A critical review and a consolidative model of corporate social responsibility 
development. International Journal of Management Reviews, 12(1), 20-38. 

Marconi, J. (2002). Cause marketing: Build your image and bottom line through socially 
responsible partnerships, programs, and events. Dearborn: Trade Publishing.

Margolis, J. D., & Walsh, J. P. (2003). Misery loves companies: Rethinking social initiatives 
by business. Administrative Science Quarterly, 48(2), 268-305. 

Matten, D., & Moon, J. (2008). “Implicit” and “explicit” CSR: A conceptual framework 
for a comparative understanding of corporate social responsibility. Academy of 
Management Review, 33(2), 404-424. 

McCullough, B. P., Orr, M., & Kellison, T. (2020). Sport ecology: Conceptualizing an 
emerging subdiscipline within sport management. Journal of Sport Management, 
1(aop), 1-12. 

McDonald, H., & Stavros, C. (2007). A defection analysis of lapsed season ticket holders:  
A consumer and organizational study. Sport Marketing Quarterly, 16(4).

McElhaney, K. (2009). A strategic approach to corporate social responsibility. Leader to 
Leader, 52(1), 30-36. 

McGlone, C., & Martin, N. (2006). Nike's corporate interest lives strong: a case of cause-
related marketing and leveraging. Sport Marketing Quarterly, 15(3), 184-188. 

McGowan, R., & Mahon, S. (2009). Corporate social responsibility in professional sports: 
An analysis of the NBA, NFL, and MLB. Academy of Business Disciplines Journal, 
1(1), 45-82. 

McGuire, J. B., Sundgren, A., & Schneeweis, T. (1988). Corporate social responsibility and 
�rm �nancial performance. Academy of Management Journal, 31(4), 854-872.

McWilliams, A., & Siegel, D. (2000). Corporate social responsibility and �nancial 
performance: Correlation or misspeci�cation? Strategic Management Journal, 21(5), 
603-609. 

McWilliams, A., & Siegel, D. (2001). Pro�t maximizing corporate social responsibility. 
Academy of Management Review, 26(4), 504-505. 

McWilliams, A., Siegel, D. S., & Wright, P. M. (2006). Corporate social responsibility: 
Strategic implications. Journal of Management Studies, 43(1), 1-18. 



    PART 1 • GENERAL INTRODUCTION 61

Mitchell, R. K., Agle, B. R., & Wood, D. J. (1997). Toward a theory of stakeholder 
identi�cation and salience: De�ning the principle of who and what really counts. 
Academy of Management Review, 22(4), 853-886.

Mohr, L. A., Webb, D. J., & Harris, K. E. (2001). Do consumers expect companies to 
be socially responsible? �e impact of corporate social responsibility on buying 
behavior. Journal of Consumer A�airs, 35(1), 45-72. 

Nan, X., & Heo, K. (2007). Consumer responses to corporate social responsibility (CSR) 
initiatives: Examining the role of brand-cause �t in cause-related marketing. Journal 
of Advertising, 36(2), 63-74. 

Naraine, M. L., & Parent, M. M. (2016). Illuminating centralized users in the social media 
ego network of two national sport organizations. Journal of Sport Management, 
30(6), 689-701. 

Naraine, M. L., Schenk, J., & Parent, M. M. (2016). Coordination in international and 
domestic sports events: Examining stakeholder network governance. Journal of 
Sport Management, 30(5), 521-537. 

Neville, B. A., & Menguc, B. (2006). Stakeholder multiplicity: Toward an understanding of 
the interactions between stakeholders. Journal of Business Ethics, 66(4), 377-391. 

Nichols, B. S., & Gardner, J. (2017). Corporate reputation and cause-related marketing 
in professional sports: �e case of Devon Still and the Cincinnati Bengals. Sport 
Marketing Quarterly, 26(3), 168-175. 

Nowak, L. I., & Washburn, J. H. (2000). Marketing alliances between non-pro�ts and 
businesses: Changing the public's attitudes and intentions towards the cause. 
Journal of Nonpro�t & Public Sector Marketing, 7(4), 33-44. 

Okumus, F. (2003). A framework to implement strategies in organizations. Management 
Decision, 41(9), 871-882. 

Olsen, G. D., Pracejus, J. W., & Brown, N. R. (2003). When pro�t equals price: Consumer 
confusion about donation amounts in cause-related marketing. Journal of Public 
Policy & Marketing, 22(2), 170-180. 

Orlitzky, M. (2015). �e politics of corporate social responsibility or: why Milton Friedman 
has been right all along. Annals in Social Responsibility, 1(1), 5-29. 

Orlitzky, M., Schmidt, F. L., & Rynes, S. L. (2003). Corporate social and �nancial 
performance: A meta-analysis. Organization Studies, 24(3), 403-441. 

Orlitzky, M., Siegel, D. S., & Waldman, D. A. (2011). Strategic corporate social 
responsibility and environmental sustainability. Business & Society, 50(1), 6-27. 

Pappu, R., & Cornwell, T. B. (2014). Corporate sponsorship as an image platform: 
Understanding the roles of relationship �t and sponsor–sponsee similarity. Journal 
of the Academy of Marketing Science, 42(5), 490-510.



CSR MANAGEMENT IN EUROPEAN PROFESSIONAL SPORT ORGANIZATIONS: TOWARDS A STRATEGIC APPROACH62

Paramio-Salcines, J. L., Babiak, K., & Walters, G. (2013). Routledge Handbook of Sport and 
Corporate Social Responsibility. New York: Routledge.

Paramio-Salcines, J. L., & Kitchin, P. J. (2013). Institutional perspectives on the 
implementation of disability legislation and services for spectators with disabilities 
in European professional football. Sport Management Review, 16(3), 337-348. 

Parent, M. M., & Deephouse, D. L. (2007). A case study of stakeholder identi�cation and 
prioritization by managers. Journal of Business Ethics, 75(1), 1-23.

Parent, M. M., Rouillard, C., & Naraine, M. L. (2017). Network governance of a multi-
level, multi-sectoral sport event: Di�erences in coordinating ties and actors. Sport 
Management Review, 20(5), 497-509. 

Pater, A., & Van Lierop, K. (2006). Sense and sensitivity: the roles of organisation and 
stakeholders in managing corporate social responsibility. Business Ethics: A European 
Review, 15(4), 339-351. 

Pedersen, E. R. G., & Rosati, F. (2019). Organisational tensions and the relationship to CSR 
in the football sector. European Sport Management Quarterly, 19(1), 38-57. 

Pfe�er, J., & Gerald, R. (1978). �e external control of organizations: A resource dependence 
perspective. New York: Harper & Row.

Pharr, J. R., & Lough, N. L. (2012). Di�erentiation of social marketing and cause-related 
marketing in US professional sport. Sport Marketing Quarterly, 21, 91. 

Polonsky, M. J., & Jevons, C. (2006). Understanding issue complexity when building a 
socially responsible brand. European Business Review, 18(5), 340-349. 

Polonsky, M. J., & Wood, G. (2001). Can the overcommercialization of cause-related 
marketing harm society? Journal of Macromarketing, 21(1), 8-22. 

Porter, M. E., & Kramer, M. R. (2011). Creating shared value. Harvard Business Review, 
89(1/2), 62-77. 

Porter, M. E., & Kramer, M. R. (2002). �e competitive advantage of corporate 
philanthropy. Harvard Business Review, 80(12), 56-68. 

Porter, M. E., & Kramer, M. R. (2006). �e link between competitive advantage and 
corporate social responsibility. Harvard Business Review, 84(12), 78-92. 

Post, J. E., Preston, L. E., & Sachs, S. (2002). Managing the extended enterprise: �e new 
stakeholder view. California Management Review, 45(1), 6-28. 

Pot, F. D., & Vaas, S. (2008). Social innovation: �e Dutch experience. Nijmegen: Radboud 
Repository.

Pracejus, J. W., & Olsen, G. D. (2004). �e role of brand/cause �t in the e�ectiveness of 
cause-related marketing campaigns. Journal of Business Research, 57(6), 635-640.



    PART 1 • GENERAL INTRODUCTION 63

Pringle, H., & �ompson, M. (2001). Brand spirit: How cause related marketing builds 
brands. Chichester: John Wiley & Sons Inc.

Provan, K. G., Veazie, M. A., Staten, L. K., & Teufel‐Shone, N. I. (2005). �e use of 
network analysis to strengthen community partnerships. Public Administration 
Review, 65(5), 603-613. 

Quatman, C., & Chelladurai, P. (2008a). �e social construction of knowledge in the �eld 
of sport management: A social network perspective. Journal of Sport Management, 
22(6), 651-676. 

Quatman, C., & Chelladurai, P. (2008b). Social network theory and analysis: A 
complementary lens for inquiry. Journal of Sport Management, 22(3), 338-360. 

Rangan, K., Chase, L. A., & Karim, S. (2012). Why every company needs a CSR strategy 
and how to build it. Working paper. Harvard Business School, 1-30.

Ratten, V. (2011). A social perspective of sports-based entrepreneurship. International 
Journal of Entrepreneurship and Small Business, 12(3), 314-326. 

Reed, M. (2005). Re�ections on the ‘realist turn’ in organization and management studies. 
Journal of Management Studies, 42, 1621–44.

Rich, K. A., Misener, L., & Dubeau, D. (2015). “Community cup, we are a big family”: 
Examining social inclusion and acculturation of newcomers to Canada through a 
participatory sport event. Social Inclusion, 3(3), 129-141. 

Rowe, K., Karg, A., & Sherry, E. (2019). Community-oriented practice: Examining 
corporate social responsibility and development activities in professional sport. 
Sport Management Review, 22(3), 363-378. 

Roy, D. P. (2011). Impact of congruence in cause marketing campaigns for professional 
sport organisations. International Journal of Sport Management and Marketing, 
10(1-2), 21-34. 

Roy, D. P., & Grae�, T. R. (2003). Consumer attitudes toward cause-related marketing 
activities in professional sports. Sport Marketing Quarterly, 12(3), 163-172. 

Russo, A., & Perrini, F. (2010). Investigating stakeholder theory and social capital: CSR in 
large �rms and SMEs. Journal of Business Ethics, 91(2), 207-221. 

Samii, R., Van Wassenhove, L. N., & Bhattacharya, S. (2002). An innovative public–private 
partnership: New approach to development. World Development, 30(6), 991-1008. 

Sanclemente-Téllez, J. (2017). Marketing and corporate social responsibility (CSR). Moving 
between broadening the concept of marketing and social factors as a marketing 
strategy. Spanish Journal of Marketing-ESIC, 21, 4-25. 

Saunders, M., Lewis, P., & �ornhill, A. (2009). Research Methods for Business Students  
(5th ed.). UK: Pearson Education Limited.



CSR MANAGEMENT IN EUROPEAN PROFESSIONAL SPORT ORGANIZATIONS: TOWARDS A STRATEGIC APPROACH64

Schwartz, B., & Tilling, K. (2009). ‘ISO‐lating’ corporate social responsibility in the 
organizational context: A dissenting interpretation of ISO 26000. Corporate Social 
Responsibility and Environmental Management, 16(5), 289-299. 

Scott, W. (2001). Institutions and organizations. �ousand Oaks: Sage. 

Seitanidi, M. M., & Ryan, A. (2007). A critical review of forms of corporate community 
involvement: from philanthropy to partnerships. International Journal of Nonpro�t 
and Voluntary Sector Marketing, 12(3), 247-266. 

Sen, S., & Bhattacharya, C. B. (2001). Does doing good always lead to doing better? 
Consumer reactions to corporate social responsibility. Journal of Marketing Research, 
38(2), 225-243. 

Sen, S., Bhattacharya, C. B., & Korschun, D. (2006). �e role of corporate social 
responsibility in strengthening multiple stakeholder relationships: A �eld 
experiment. Journal of the Academy of Marketing Science, 34(2), 158-166. 

Senaux, B. (2008). A stakeholder approach to football club governance. International Journal 
of Sport Management and Marketing, 4(1), 4-17.

Shank, M. D., & Beasley, F. M. (1998). Fan or fanatic: Re�ning a measure of sports 
involvement. Journal of Sport Behavior, 21(4), 435. 

Sheehy, B. (2015). De�ning CSR: Problems and solutions. Journal of Business Ethics, 131(3), 
625-648. 

Sheikh, S.-u.-R., & Beise-Zee, R. (2011). Corporate social responsibility or cause-related 
marketing? �e role of cause speci�city of CSR. Journal of Consumer Marketing, 
28(1), 27-39. 

Sheth, H., & Babiak, K. M. (2010). Beyond the game: Perceptions and practices of 
corporate social responsibility in the professional sport industry. Journal of Business 
Ethics, 91(3), 433-450. 

Silverman, D. (2011). A Guide to the Principles of Qualitative Research. London: Sage.

Smith, A. C., & Westerbeek, H. M. (2007). Sport as a vehicle for deploying corporate social 
responsibility. Journal of Corporate Citizenship, 25(1), 43-54. 

Smith, N. C. (2003). Corporate social responsibility: Whether or how? California 
Management Review, 45(4), 52-76. 

Smith, W., & Higgins, M. (2000). Cause-related marketing: Ethics and the ecstatic. Business 
& Society, 39(3), 304-322. 

Spence, L. J., & Rutherfoord, R. (2001). Social responsibility, pro�t maximisation and the 
small �rm owner‐manager. Journal of Small Business and Enterprise Development. 

Suddaby, R. (2006). What grounded theory is not. Academy of Management Journal, 49(4), 
633–43.



    PART 1 • GENERAL INTRODUCTION 65

�omas, M. L. (2008). Cause-related marketing partnerships: An application of associative 
learning theory principles for both short and long-term success for the brand. 
Dissertation abstracts international section A: humanities and social sciences 69(1-A). 
299 p.

�omas, S., Kureshi, S., & Vatavwala, S. (2019). Cause-related marketing research (1988–
2016): an academic review and classi�cation. Journal of Nonpro�t & Public Sector 
Marketing, 1-29. 

�orne McAlister, D., Ferrell, O., & Ferrell, L. (2005). Business and society: A strategic 
approach to social responsibility. New York: Houghton Mi�in Company.

Tjandra, N. C., Rihova, I., Snell, S., Den Hertog, C. S., & �eodoraki, E. (2020). Mega-
events brand meaning co-creation: �e Olympic case. Journal of Product & Brand 
Management, 30(1), 58-73.

Trenda�lova, S., Babiak, K., & Heinze, K. (2013). Corporate social responsibility and 
environmental sustainability: Why professional sport is greening the playing �eld. 
Sport Management Review, 16(3), 298-313. 

Trenda�ova, S., Ziakas, V., & Sparvero, E. (2017). Linking corporate social responsibility in 
sport with community development: An added source of community value. Sport 
in Society, 20(7), 938-956. 

Unerman, J., & Chapman, C. (2014). Academic contributions to enhancing accounting for 
sustainable development. Accounting, Organizations and Society, 39(6), 385-394. 

Vaaland, T. I., Heide, M., & Grønhaug, K. (2008). Corporate social responsibility: 
investigating theory and research in the marketing context. European Journal of 
Marketing, 42(9/10), 927-953. 

Van de Ven, B. (2008). An ethical framework for the marketing of corporate social 
responsibility. Journal of Business Ethics, 82(2), 339-352. 

Van den Brink, D., Odekerken-Schröder, G., & Pauwels, P. (2006). �e e�ect of strategic 
and tactical cause-related marketing on consumers' brand loyalty. Journal of 
Consumer Marketing, 23(1), 15-25. 

Van Marrewijk, M. (2003). Concepts and de�nitions of CSR and corporate sustainability: 
Between agency and communion. Journal of Business Ethics, 44(2-3), 95-105. 

Varadarajan, P. R., & Menon, A. (1988). Cause-related marketing: A coalignment of 
marketing strategy and corporate philanthropy. �e Journal of Marketing, 58-74. 

Visser, W., & Kymal, C. (2015). Integrated value creation (IVC): beyond corporate social 
responsibility (CSR) and creating shared value (CSV). Journal of International 
Business Ethics, 8(1), 29-43. 



CSR MANAGEMENT IN EUROPEAN PROFESSIONAL SPORT ORGANIZATIONS: TOWARDS A STRATEGIC APPROACH66

Vitolla, F., Rubino, M., & Garzoni, A. (2017). �e integration of CSR into strategic 
management: A dynamic approach based on social management philosophy. 
Corporate Governance: �e International Journal of Business in Society. 

Waddock, S., & Smith, N. (2000). Relationships: �e real challenge of corporate global 
citizenship. Business and Society Review, 105(1), 47-62. 

Walker, M., Heere, B., & Kim, C. (2013). Putting the “responsibility” back in CSR through 
program evaluation. In �e Routledge Handbook of Sport and Corporate Social 
Responsibility (pp. 309-316). New York: Routledge.

Walker, M., Heere, B., Parent, M. M., & Drane, D. (2010). Social responsibility and the 
Olympic Games: �e mediating role of consumer attributions. Journal of Business 
Ethics, 95(4), 659-680. 

Walker, M., & Hills, S. (2017). Social program evaluations: Strategies and shared value. 
Sport and Entertainment Review, 3, 65-71. 

Walker, M., Hills, S., & Heere, B. (2017). Evaluating a socially responsible employment 
program: Bene�ciary impacts and stakeholder perceptions. Journal of Business 
Ethics, 143(1), 53-70. 

Walker, M., & Kent, A. (2009). Do fans care? Assessing the in�uence of corporate social 
responsibility on consumer attitudes in the sport industry. Journal of Sport 
Management, 23(6), 743. 

Walker, M., Kent, A., & Vincent, J. (2010). Communicating socially responsible initiatives: 
An analysis of US professional teams. Sport Marketing Quarterly, 19(4), 187. 

Walker, M., & Parent, M. M. (2010). Toward an integrated framework of corporate social 
responsibility, responsiveness, and citizenship in sport. Sport Management Review, 
13(3), 198-213. 

Walters, G., & Chadwick, S. (2009). Corporate citizenship in football: Delivering strategic 
bene�ts through stakeholder engagement. Management Decision, 47(1), 51-66. 

Walters, G., & Tacon, R. (2010). Corporate social responsibility in sport: stakeholder 
management in the UK football industry. Journal of Management & Organization, 
16(04), 566-586. 

Walzel, S., Robertson, J., & Anagnostopoulos, C. (2018). Corporate social responsibility 
in professional team sports organizations: An integrative review. Journal of Sport 
Management, 32(6), 511-530. 

Wang, Hui-Ling, (2014). �eories for competitive advantage. Faculty of Business - Papers 
(Archive). 408. 

Wäsche, H., Dickson, G., Woll, A., & Brandes, U. (2017). Social network analysis in sport 
research: an emerging paradigm. European Journal for Sport and Society, 14(2), 138-
165. 



    PART 1 • GENERAL INTRODUCTION 67

Weems, A. J., Garner, J. R., Oshiro, K., & Singer, J. N. (2017). Corporate social 
responsibility: Considerations for sport management in the age of neoliberalism. 
International Journal of Exercise Science, 10(6), 900-914. 

Windsor, D. (2006). Corporate social responsibility: �ree key approaches. Journal of 
Management Studies, 43(1), 93-114. 

Wood, D. J. (1991). Corporate social performance revisited. Academy of Management 
Review, 16(4), 691-718. 

Yin, R. K. (2009). Case Study Research: Design and Methods. �ousand Oaks: Sage.

Yuksel, M., McDonald, M. A., & Joo, S. (2016). Cause-related sport marketing:  
An organizing framework and knowledge development opportunities. European 
Sport Management Quarterly, 16(1), 58-85. 

Zeimers, G., Lefebvre, A., Winand, M., Anagnostopoulos, C., Zintz, T., & Willem, A. 
(2020). Organisational factors for corporate social responsibility implementation in 
sport federations: A qualitative comparative analysis. European Sport Management 
Quarterly, 1-21. 





PART II:

ORIGINAL 
RESEARCH

69



CSR MANAGEMENT IN EUROPEAN PROFESSIONAL SPORT ORGANIZATIONS: TOWARDS A STRATEGIC APPROACH70

1. Schyvinck, C., & Willem, A. (2018). A typology of cause-related marketing 
approaches in European professional basketball. Sport Management Review, 21(4), 
347-362.

2. Schyvinck, C., & Willem, A. (2019). From cause-related marketing strategy to 
implementation in professional basketball organizations: A matter of alignment. 
European Sport Management Quarterly, 19(1), 58-79.

3. Schyvinck, C., Naraine, M., Constandt, B., & Willem, A. (2021). A network 
perspective on cause-related marketing collaborations in professional sport. Sport 
Management Review. Accepted for publication.

4. Schyvinck, C., Babiak, K., Constandt, B., & Willem, A. (2021). What does 
entrepreneurship add to the understanding of corporate social responsibility 
management in sport? Journal of Sport Management. Accepted for publication.



71      PART 2 • ORIGINAL RESEARCH

1. A typology of cause-
related marketing 
approaches 
in European 
professional 
basketball. 

Abstract
As professional sports organizations are increasingly engaging in Cause-Related Marketing 
(CRM), there is a growing interest in understanding to what extent Corporate Social 
Responsibility (CSR) can deliver win-win outcomes for both the organization and society 
at large. In this article, the authors provide a typology of CRM approaches adopted by 
professional sports teams and demonstrate if and how they approach social responsibility 
from a marketing perspective. �e authors use a qualitative method to explore CRM 
engagement of professional basketball teams in Europe. �e �ndings show that CRM is 
more than an act of philanthropy to the majority of the sports organizations. �e sport 
organizations envision a win-win situation either through increased revenue or improved 
stakeholder relationships, or a combination of both. �e authors merge the CSR and 
CRM concept and add to the CRM literature by investigating it from a broad managerial 
and stakeholder perspective rather than from a unilateral consumer perspective. �e 
model will assist sports managers in CRM decision-making, more speci�cally, in handling 
the paradox between commercializing CRM and safeguarding integrity. 

 

Key words: Corporate social responsibility, marketing, stakeholder management
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Introduction
Translating Corporate Social Responsibility (CSR) into marketing strategy is what brie�y 
de�nes Cause-Related Marketing (CRM; (Liston-Heyes & Liu, 2013). Over the past 
two decades, researchers have recognized the role of CRM in leveraging a �rm’s social 
responsibility activities in such a way that it enhances its reputation, pro�tability and 
sustainability (Liu & Ko, 2011; Pracejus & Olsen, 2004).

Professional sports organizations, like other for-pro�t organizations, are increasingly 
engaging in CRM (Inoue, Mahan, & Kent, 2013; Irwin, Lachowetz, & Clark, 2010). 
However, there is a lack of understanding as to why and how sports organizations engage 
in CRM (Roy, 2011). While CRM receives increased academic attention with regards 
to impact on consumer behavior, the management point of view remains underexplored 
in the sports context (Irwin et al., 2010). We expand the CRM research domain 
from a unilateral consumer perspective towards a broader managerial and stakeholder 
perspective. �e sports sector will especially bene�t from a broader view on CRM, given 
the multitude of stakeholders (fans, players, sponsors, leagues, media, local community) 
in�uencing CRM decision-making (Babiak & Wolfe, 2009). We propose that marketing 
outcomes vary according to CRM approach, through distinct value propositions to 
stakeholders. Consequently, we contribute to the CRM literature by taking a stakeholder 
management perspective.

Researchers have noted the bene�ts of adopting a strategic and integrative approach 
towards social engagement (Austin & Seitanidi, 2012; Porter & Kramer, 2002; Seitanidi 
& Ryan, 2007). Equally, sports management scholars advocate this approach (Heinze, 
Soderstrom, & Zdroik, 2014; Inoue & Kent, 2014). However, the limited amount of 
CRM studies conducted in sport suggests that sports organizations approach CRM rather 
altruistically than strategically (Extejt, 2004; Kim, Kwak, & Kim, 2010; Roy & Grae�, 
2003). Some of the positive �nancial outcomes, like increased purchasing intent or 
switching behavior, have not yet been con�rmed in sport (Extejt, 2004; Kim et al., 2010; 
Lachowetz & Gladden, 2002; Roy & Grae�, 2003). �is may suggest that professional 
sports organizations consider CRM engagement more as a public relations necessity 
rather than as a marketing tool (Roy & Grae�, 2003). In this study, we investigate the 
di�erent CRM approaches adopted by professional sports teams. Understanding why 
sports teams engage in CRM is relevant, because while an altruistic approach may be a 
worthwhile activity, it is perhaps not leveraging the full potential of a powerful sports 
team to make a di�erence for both the good cause and the sports team (Babiak & Wolfe, 
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2009; Heinze et al., 2014; Porter & Kramer, 2002). Categorizing sports organizations 
based on CRM type addresses the need for a more comprehensive picture of the adoption 
and di�usion of the CRM phenomenon in sport (Roy, 2011).

By enlarging the view on CRM, we are intersecting partly with research on CSR 
management. Where CSR and CRM are closely related, both concepts are mostly studied 
in separate literature streams, namely management and marketing literature (Sheikh & 
Beise-Zee, 2011). Scholars usually de�ne social responsibility as CSR from a managerial 
and stakeholder perspective and as CRM from a marketing perspective. �e purpose of 
this study is to blend both concepts and investigate if and how CSR ideas are marketed 
into CRM strategies. In that sense, we add to the literature on CRM, taking a stakeholder 
and management perspective. 

Literature review

Cause-related marketing in sport
�e rise of CRM in sport is captured in a growing body of literature on the bene�ts 
of CRM for sports organizations (Kim et al., 2010; Lachowetz & Gladden, 2002; Roy 
& Grae�, 2003). CRM e�orts can provide competitive advantages by enhancing the 
team’s reputation and the consumers’ attitudes towards the team. Furthermore, social 
engagement among sport organizations can have a signi�cant impact on image of (Roy 
& Grae�, 2003) and loyalty towards the team (Lachowetz & Gladden, 2002). Other 
marketing bene�ts include increased word-of-mouth and merchandise consumption 
(Walker & Kent, 2009). Examples of sport teams engaging in CRM can be found 
throughout the big sports leagues in the US. For example, the Boston Red Sox raised 
money for cancer research through the Dana Farber Cancer Research Institute (Lachowetz 
& Gladden, 2002). Additionally, CRM can demonstrate concern and involvement in 
the local community, which can generate support from stakeholders (Sheth & Babiak, 
2010). Playing for Success (an education and health program for children) is an example 
of a community relations initiative that is deployed by various professional sports teams 
in Europe. �ese kinds of collaborations can generate goodwill from stakeholders and 
provide a competitive advantage towards other teams in the league. According to Roy and 
Grae� (2003), engaging in CRM is as viable for professional sports organizations as for 
other product and services companies.
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Moreover, professional sports organizations are ideal vehicles to engage socially, given 
their role model status (McGowan & Mahon, 2009; Smith & Westerbeek, 2007). 
Smith and Westerbeek (2007) described some unique aspects of sport that make these 
organizations well-suited, even better than traditional corporations, to engage socially. 
�ese include the engagement of mass media and its communication power, youth 
appeal, and positive health and social impacts. Moreover, sport merits an a�nity from 
its consumers that only few regular brands can match. �is enhances its receptivity for 
social responsibility messages toward consumers (Roy, 2011). Professional sports teams 
also believe they should give back to those who are less fortunate than themselves, and 
create a stronger bond between them and their local community (Lee & Ferreira, 2013). 
Fans or consumers even expect them to do so, as evidenced by Roy and Grae�’s (2003) 
study, where 90% of the consumers agreed that professional sports teams should support 
community charities or causes. Similarly, scholars consider social responsibility as critical 
in bridging the gap between the stars that athletes have become, and their fans (Knecht, 
2007). �us, as their in�uence on communities can hardly be overestimated, professional 
sports organizations are well placed to engage in charity work (Smith & Westerbeek, 
2007). 

Whereas general management scholars advise a strategic and integrative approach to 
social engagement (Austin & Seitanidi, 2012; Porter & Kramer, 2002; Seitanidi & Ryan, 
2007), it seems that only few sports organizations are managing it that way (Kihl, Babiak, 
& Tainsky, 2014; Sheth & Babiak, 2010; Walker & Kent, 2009). Researchers show that it 
is crucial for team credibility and outcome to proactively manage CRM initiatives rather 
than in response to pressures from stakeholders (Inoue & Kent, 2014). �e Detroit Lions’ 
case is considered a positively deviant case in which social responsibility is managed in 
a strategic and integrated way (Heinze et al., 2014). In addition to focusing on what is 
best for both the cause and the local community, the Detroit Lions develop partnerships 
that are mutually bene�cial for themselves and their partners. �e CRM collaborations 
allow the Lions and their partner Non Pro�t Organizations (NPO) to match needs and 
expectations, delivering maximal win-win outcome for the team, its stakeholders, and 
society (Heinze et al., 2014). 

However, various dimensions that di�erentiate sport from other business contexts 
may suggest that professional sports organizations view CRM involvement more as a 
public relations necessity rather than as a strategic marketing tool (Inoue, Kent, & Lee, 
2011; Ratten & Babiak, 2010; Roy & Grae�, 2003). Several theories of ethics (justice, 
deontology, virtue) could be called upon to contend a merely commercial approach to 
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the marketing of CSR (Van de Ven, 2008). Given the skepticism of many, teams might 
believe it is best not to communicate at all about CSR endeavors to prevent an unvirtuous 
image. Furthermore, the monopolistic market situation, highly engaged consumers and 
stakeholders and the lack of evidence of a direct monetary return, may suggest that 
teams envision other bene�ts than �nancial gain from their CRM engagement (Extejt, 
2004; Kim et al., 2010; Roy & Grae�, 2003; Walker & Kent, 2009). Spectator sport 
consumers rarely switch teams after a CRM campaign (Lachowetz & Gladden, 2002; Roy 
& Grae�, 2003). Increased attendance (Inoue et al., 2011) or purchasing intent (Walker 
& Kent, 2009) after a CRM campaign is also less prevailing in sport compared to other 
industries. According to Inoue et al. (2011), CRM motivations of professional sports 
teams might di�er from other business organizations in a way that sports teams thrive 
for win maximization, rather than for pro�t maximization. Consequently, their social 
initiatives are often poorly marketed and/or communicated (Inoue et al., 2011). Lastly, 
given the high scrutiny of unethical practices in professional sport, teams often use CRM 
as a medium to o�set negative publicity. 

Inter-section between CSR and CRM
Since the early 2000’s, a growing body of literature has emerged with a focus on CSR 
in sport (Babiak, 2010; Babiak & Wolfe, 2009; Bradish & Cronin, 2009; Breitbarth & 
Harris, 2008; Sheth & Babiak, 2010; Smith & Westerbeek, 2007; Walker & Kent, 2009; 
Walker, Kent, & Vincent, 2010). Similarly, several scholars have focused on the bene�ts 
of CRM for sports organizations (Irwin et al., 2010; Irwin, Lachowetz, Cornwell, & 
Clark, 2003; Kim et al., 2010; Lachowetz & Gladden, 2002; Lachowetz & Irwin, 2002; 
McGlone & Martin, 2006; Roy & Grae�, 2003). Although CSR and CRM are two terms 
that vary conceptually, they have similarities in practice (Sheikh & Beise-Zee, 2011). 

Sheikh and Beise-Zee (2011) state that CSR is more holistic, and more encompassing than 
CRM (see Table 2). CSR covers a large spectrum of an organization’s activities, varying 
from environmental welfare, to employee management, to community engagement, and 
includes every aspect of an organization’s goodwill towards society (Sheikh & Beise-Zee, 
2011). CRM, on the other hand, is more focused, especially through the link with a good 
cause. Moreover, its targets are often more tightly de�ned and linked to the goal of the 
organization (Sheikh & Beise-Zee, 2011). 

Although CSR and CRM are two terms that vary conceptually, they have similarities 
in practice (Sheikh & Beise-Zee, 2011) and theory. Lantos (2002) describes CSR as a 
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social engagement that bene�ts both society and the business. �is de�nition is in line 
with the one that Babiak and Wolfe (2009) adopt, who note that CSR can go beyond 
philanthropy and bene�t the business as well (Aguilera, Rupp, Williams, & Ganapathi, 
2007; Barnett, 2007). Further, Marconi (2002) de�nes CRM as a practice of marketing 
a product, service, brand, or company through a mutually bene�cial relationship with 
an NPO or social cause. In these broad de�nitions, CSR and CRM both see a win-win 
for the organization and the cause by doing good. Although there is clearly an inter-
section between CRM and strategic CSR, the link between CSR and CRM in sport 
has not yet been clearly articulated (Lough & Pharr, 2010). Mostly, the management 
(CSR) and marketing (CRM) of social responsibility activities are treated as distinct 
phenomena. In this paper, we investigate to what extent social responsibility is embedded 
in an organizations’ marketing thought and carried out as CRM in order to create win-
win bene�ts.

Table 2. Corporate social responsibility versus cause-related marketing in sport.

Corporate social 
responsibility Cause-related marketing

Short 
description

A set of actions to deliver 
some social good

Social activities used as a 
marketing instrument

Definition CSR is a concept whereby 
companies integrate social 
and environmental concerns 
in their business operations 
and in their interaction with 
their stakeholders on a 
voluntary basis (European 
Commission, 2011)

CRM is the practice of 
marketing a product, service, 
brand, or company through 
a mutually beneficial 
relationship with a non-profit 
or social cause organization 
(Marconi, 2002)

Objectives/
outcomes

Increase personal and/or 
social welfare

Influence customer behavior 
and/or attitudes 

Employees 
involved

Potentially all organizational 
employees

Marketing department
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Timeframe Ongoing Limited duration

Locus of 
benefit

Society at large Cause or social partner and 
sports team

Primary focus Stakeholders Customers

Research 
stream

Management Marketing

Example The Miami HEAT, invested in 
designing and constructing 
one of the world’s greenest, 
most energy-e¨cient, and 
highest performing arenas 
in the world (The Miami 
Heat, 2017)

The Miami HEAT collaborates 
with NPO’s supporting the 
Hispanic community in 
South Florida, for which they 
generate awareness and 
donations (The Miami Heat, 
2017)

Key 
references

Babiak (2010); Babiak and 
Wolfe (2009); Breitbarth 
and Harris (2008); Inoue 
et al. (2011); Sheth and 
Babiak (2010); Smith and 
Westerbeek (2007); Walker 
and Kent (2009); Walker et 
al. (2010)

Irwin et al. (2010); Irwin et 
al. (2003); Kim et al. (2010); 
Lachowetz and Gladden 
(2002); Lachowetz and Irwin 
(2002); McGlone and Martin 
(2006); Roy and Grae� 
(2003)

Corporate social responsibility and marketing
�e bulk of CSR research in sport is conducted from a management perspective and is 
based on organizational, institutional, and stakeholder theory. A gap remains in studying 
CSR management from a marketing perspective (Vaaland, Heide, & Grønhaug, 2008). 
�is approach can be important because increasingly, sport organizations are motivated 
by self-interests in order to survive and be e�ective (Irwin et al., 2010; Lachowetz & 
Gladden, 2002; Lachowetz & Irwin, 2002).
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Philanthropic intentions can no longer justify charitable giving and expenditures related 
to CSR activities (Porter & Kramer, 2002). Multiple stakeholders are looking critically at 
the behavior of the �rm. Kotler and Lee (2005) also position CSR as a business strategy, 
aiming at doing well and doing good. According to these scholars, there should be no 
paradox between improving competitiveness, on the one hand, and making a sincere 
e�ort to improve society, on the other hand. Also in sport management, several scholars 
suggest that, in order for socially responsible behavior to be sustainable in the long run, 
CSR activities should contribute to the company’s revenue, and that increasingly, sports 
managers are marketing their CSR activities to do so (Irwin et al., 2003; Lachowetz & 
Gladden, 2002; Lachowetz & Irwin, 2002; Roy & Grae�, 2003; Sheth & Babiak, 2010). 
Various clinics and teaching programs (such as the Punt, Pass, and Kick program of the 
National Football League) are adopted by teams to develop future generations of fans 
or players by generating interest in the game. In this sense, CSR becomes integral to an 
organization’s pro�tability and brand strategy (Polonsky & Jevons, 2006). It leverages 
its unique resources and expertise to create both economic and social value. Hence, 
marketing should be considered as a suitable lens through which the phenomenon of 
CSR can be examined (Lantos, 2001).

�is marketing of CSR is often practiced via the support of causes or speci�c social issues 
(Brønn & Vrioni, 2001). Cause selection is perhaps the most popular topic in the research 
on CRM (Hamiln & Wilson, 2004; Trimble & Rifon, 2006). Pharr and Lough (2012) 
and Hoe�er and Keller (2002) state that a cause should resonate with stakeholders in 
order to transfer a positive image from the cause to the brand. Inoue and Kent (2014) 
also suggest that company-cause congruence has a positive e�ect on credibility of the 
CRM engagement. In other words, there should be a �t between the sports team and the 
selected cause or social partner. Supporting a cause as a marketing tactic is basically the 
essence of CRM, one that aims to transfer a positive image from the cause to the brand 
and vice versa through brand extension (Broderick, Jogi, & Garry, 2003; Pracejus & 
Olsen, 2004). However, transfer can also be negative when endorsers of the professional 
sports team engage in unfavorable actions (Doyle, Pentecost, & Funk, 2014). Engaging 
strategically in CSR/CRM may help professional sports organizations to prevent long-
term damage after ethical issues (i.e. cheating, gambling, doping and hooliganism). CRM 
can create positive attitudes towards a company that has engaged in unethical practices 
(Berglind & Nakata, 2005; Sheth & Babiak, 2010). 
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Broadening cause-related marketing
Research have adopted di�erent approaches to the study of CSR and CRM, with some 
discussing CRM as a marketing tool without referring to CSR (Gupta & Pirsch, 2006; 
Pracejus & Olsen, 2004; Samu & Wymer, 2009; Varadarajan & Menon, 1988; Webb & 
Mohr, 1998), while other treat CRM as very similar to CSR (Barone, Miyazaki, & Taylor, 
2000; Becker-Olsen, Cudmore, & Hill, 2006; Endacott, 2004; Mohr, Webb, & Harris, 
2001; Nan & Heo, 2007; Sen & Bhattacharya, 2001). Traditionally, CRM is approached 
from an instrumental perspective focusing on the impact of CRM campaigns on consumer 
behavior and marketing outcomes. �e bulk of CRM studies concentrate on consumers 
as sole stakeholders. Mounting evidence suggests, however, that an increasing number of 
actors, both internal and external, are placing more and more demands on organizations’ 
social responsibilities (Aguilera et al., 2007; Joyner & Payne, 2002). �e multitude of 
stakeholders and their interrelationships call for a broader view on CRM, shifting from 
the narrow perspective of consumer-based CRM towards a broader corporate-level CRM 
concept (Maignan & Ferrell, 2004).

An important change in the marketing de�nition, created by �e National Association 
of Marketing Teachers (2004), was the introduction of stakeholders. Vaaland (2008) 
notes that “Marketing is an organizational function and a set of processes for creating, 
communicating and delivering value to customers and for managing customer 
relationships in ways that bene�t the organization and its stakeholders” (p. 929). �is 
change implied a shift from a dyadic perspective (i.e. organization and individual) to a 
triadic perspective (i.e. organization, customers, and other external stakeholders) (Kotler 
& Keller, 2006). 

At the core of stakeholder theory is that stakeholders are essential to the success of an 
organization because they provide resources to the company (Post, Preston, & Sachs, 
2002). Post et al. (2002) de�ne stakeholders as ‘‘individuals and constituencies that 
contribute, either voluntarily or involuntarily, to the corporation’s wealth-creating 
capacity and activities, and who are therefore its potential bene�ciaries and/or risk-
bearers’’ (p. 8). Stakeholder theorists state that an organization should maintain pro�table 
relationships with its stakeholders to be successful in the long run (Friedman, Parent, & 
Mason, 2004). Similarly, Parent (2016) notes that increasing stakeholder participation 
can increase capacity, resources, and an emotional connection to the sports organization.

Given the numerous amount of stakeholders involved in professional sport (media, 
leagues, fans, players, sponsors and local community), adopting a holistic stakeholder view 
to CRM seems opportune. Some of the sport speci�c elements previously mentioned, 



CSR MANAGEMENT IN EUROPEAN PROFESSIONAL SPORT ORGANIZATIONS: TOWARDS A STRATEGIC APPROACH80

like power, a�nity, and public interest, illustrate the complexity of and dependency on 
stakeholders (Babiak, 2010; Babiak & Wolfe, 2009; Smith & Westerbeek, 2007). Sports 
teams engaging stakeholders via CRM can demonstrate concern, build bonds, show 
leadership in the community, and garner favorable attitudes for the organization in return 
(Sheth & Babiak, 2010). �ese activities can take a multitude of forms, varying from 
sponsorships to donations-in-kind, depending on the in�uence of di�erent stakeholder 
groups and the priority the organization wishes to give to each of those stakeholders (Liu 
& Ko, 2011). Good stakeholder relations can be both a means and an end to successful 
CRM engagement.

CRM engagement, towards a conceptual model
For companies and their managers, dilemmas arise as they are faced with choosing the most 
appropriate CRM approach to meet di�ering business goals and stakeholder expectations, 
such as generating increased revenue, positive attitudes toward the company, improved 
stakeholder relationships, and increased legitimacy. �ese choices enable companies to 
reinforce the associations with their brands. Henderson and Arora (2010) suggest that 
such processes can help organizations to establish di�erentiation, if performed e�ectively.

We draw from Liu (2013) as a base to explore CRM engagement in the sports industry. 
Although Liu considered the framework as marketing oriented, the author adopted the 
idea of taking a broad stakeholder and management orientation rather than a narrow 
consumer orientation (Maignan & Ferrell, 2004). In this sense, we �nd it useful to study 
the intersection between CSR and CRM. For the purpose of this study, we distinguish 
between a stakeholder focus, encompassing customers and non-customers as target group 
and a customer focus, including solely customers as target group. As such, we adopt 
Smith, Drumwright, and Gentile’s (2010) description of a customer as “a commercial 
entity seeking to satisfy short-term needs” (p. 4), and a non-customer stakeholder as an 
individual who is “concerned about a �rm’s social and environmental impacts” (p. 4). 

In our model, we propose two distinct logics at the strategic level. Either an organization is 
more stakeholder-driven and adopts a relational dominant logic for CRM engagement, or 
it is more performance-driven and adopts an instrumental dominant logic. Stakeholder-
driven CRM approaches focus on improving stakeholder relationships and meeting their 
expectations, whereas performance-driven CRM approaches focus on increasing company 
revenue through improved customer behavior (Liu, 2013; Maignan & Ralston, 2002). 
�e relational dominant logic de�nes CRM as a legitimization tool that aims to enhance 
reputation and establish trustworthy relationships with stakeholders (Liu, 2013). CRM, 
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from this point of view, is a type of stakeholder relationship management strategy. �is 
perspective of CRM demonstrates that a �rm is operating within the boundaries imposed 
by its stakeholders (Liston-Heyes & Liu, 2013). �e instrumental dominant logic focuses 
on the psychological responses that customers make to the CRM stimulus (Liu, 2013). 
�e underlying principle in the instrumental dominant logic is to �nd the perfect cause 
that can generate the strongest response from the customer, and hence, generate the 
largest economic return for the organization (Liu, 2013).

Although both the instrumental and relational dominant logics represent di�erent views 
on CRM engagement, they are not mutually exclusive. Hence, four CRM types are 
de�ned. �ose types represent the possible combinations of the extreme values (high vs. 
low) of the instrumental and relational dominant logics: an altruistic, social, commercial 
and integrative CRM type (Liu, 2013). We use this conceptual approach to address 
the following research question: To what extent is social responsibility embedded in an 
organizations’ marketing thought and carried out as CRM in order to maximize win-win 
outcomes for both the sports organization and society?

Method
Given that CRM research in professional sport is relatively new, our study is exploratory in 
nature (Creswell, 2013). We start from the conceptual framework of Liu (2013) to study 
CRM engagement. Based on the weighting of an instrumental dimension and a relational 
dimension, this framework outlines four types of CRM engagement: an altruistic, a 
social, a commercial and an integrative CRM type. We seek to elaborate the preliminary 
management background with in-depth understanding of the adoption of CRM types, 
and the variation thereof, in sport. Below, we describe our approach in more detail.

Participants 
As the aim of the study was not the generalizability to populations, but the exploration of 
the motivations, beliefs, and attitudes of CRM managers, purposive sampling was used 
(Patton, 2002). �is involves consciously identifying and selecting individuals that are 
knowledgeable about or experienced with the phenomenon of interest and are willing to 
communicate their experiences and opinions (Palinkas et al., 2015). �e goal here was to 
explore and describe professional sports organizations along each of the study conditions. 
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Marketing and/or community managers responsible for community engagement 
within professional basketball organizations in four European countries—Belgium, the 
Netherlands, France, and the UK—were selected. Basketball is an important sport in 
these countries in terms of participation, but remains under researched in the area of 
CRM, relative to football, for example. �e rationale for our country selection is also 
underpinned by the fact that the chosen regions have more or less established CRM 
records. �e teams within each country were selected based on ranking in the season 
2014-2015. For each country, selecting the top three and bottom one teams assumed a 
variety of CRM approaches. We intentionally selected three of the better teams, assuming 
that they invest more time and e�ort into CRM and might have more resources to invest 
(Extejt, 2004; McGowan & Mahon, 2009; Sheth & Babiak, 2010). �e bottom team 
was selected to contrast with the better teams. In case of unwillingness to cooperate, we 
continued selecting teams top-down and bottom-up until saturation of four teams per 
country was reached. Although the selection was based on ranking in 2014-2015, we 
controlled for coincidence in ranking in a sense that the selected teams in the upper/lower 
part of the ranking in 2014-2015, had been in that position for several years. 

Data collection 
We chose to adopt a qualitative methods in order to explore CRM engagement in 
depth and categorize the subjects of study (Stewart-Withers, Sewabu, & Richardson, 
2017). �e research technique selected was the elite interview, which is often used to 
interview decision-makers who have a rich knowledge of the topic at hand. As opposed 
to interviews with the mass population, elite interviews enable the researcher to go in 
depth and understand how decisions are made within the organization (Boris, Donald, & 
Pamela, 2005; Goldstein, 2002). We developed a semi-structured interview guide, with 
mainly open-ended questions, thereby allowing respondents to engage in wide-ranging 
discussions in an in-depth manner. 

In total, we conducted 16 telephone and face-to-face interviews with team executives. 
Table 3 indicates an overview of the informants’ characteristics. �ese individuals were 
responsible for creating, designing, and implementing CRM e�orts in their organization 
and were knowledgeable about the history and future plans of their CRM engagement. 
�eir positions ranged from general to marketing/communications or community 
manager. For consistency of the study, only CRM initiatives engaged at the individual 
team level were analyzed. Leagues engaging in CRM was left out of this scope.
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�e interviews lasted between 45 and 60 minutes and were recorded on an MP3 player. 
Respondents answered questions about the social responsibility behavior of their team, the 
motives behind adopting a certain CRM approach, the implementation, and about the 
structure of the organization. Each interview was based on the research question: “Why 
do you engage in CRM?” Interviewees were asked to elaborate on intended outcomes, 
logic, strategic principle and target group. We encouraged participants to discuss the 
bene�ts, challenges, obstacles, and future expectations they perceived regarding the design 
and implementation of their organizations’ CRM e�orts. Probes requesting clari�cation 
and/or examples, based on the interviewee’s responses, followed.
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Table 3. Overview of informants.

Team Country Job title Gender

A Netherlands General Manager Male

B Belgium Community Manager Male

C Netherlands
Community & Communications 
Manager Male

D Belgium General Manager Male

E Belgium Communications manager Male

F Netherlands Communications Manager Male

G France General Manager Male

H France
Marketing & Communications 
Manager Male

I United Kingdom
Operations manager (marketing 
and community work) Male

J Belgium Coordinator Male

K France
Marketing & Communications 
Manager Male

L United Kingdom Community Manager Female

M Netherlands
Marketing & Communications 
Manager (external consultant) Male

N United Kingdom General Manager Male

O United Kingdom General Manager Male

P France Communications Manager Male
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Tickets sold  
per game

Estimated  
team budget 
(€) Foundation Interview

500 135.000 No In person

2750 NA No In person

700 300.000 No In person

3000 3.200.000 No In person

2500 2.000.000 No In person

3000 1.000.000 Yes In person

4400 4.800.000 Yes Telephone

5000 5.900.000 No Telephone

2000 800.000 Yes Telephone

1200 1.500.000 No In person

3900 3.800.000 No In person

1900 NA Yes Telephone

1750 850.000 No In person

675 90.000 Yes Telephone

1400 350.000 No Telephone

5100 4.700.000 No Telephone
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Data analysis 
We transcribed each interview and then used NVIVO 11 software to assist the data analysis 
(Welsh, 2002). Initial categories and codes were constructed based on existing theory (Liu, 
2013), as the aim of this study is to assess an existing model in a sports context (Hsieh 
& Shannon, 2005). However, given the semi-inductive nature of this study, the initial 
coding scheme was completed by new codes that emerged as the data analysis progressed. 
Recurring categories identifying the drivers and determinants for CRM engagement 
were identi�ed. �e codes and categories were then reviewed, con�rmed and if necessary, 
revised. Any questions or issues regarding the data analysis were continuously discussed, 
debated, and agreed upon through research team discussions. �e categories to analyze 
CRM engagement—intended outcome, logic, strategic principle, and target group (Liu, 
2013)—were summarized in a coding protocol. �e �rst author, Cleo Schyvinck, coded 
each passage according to those categories. Afterwards, a sample of the interviews was 
coded by a second researcher, Géraldine Zeimers, to assure coding reliability. �e inter-
rater reliability measured by kappa-coe�cient in NVIVO, was 0.71. A kappa-coe�cient 
of 0.71 is generally accepted as a su�cient inter-rater reliability score (Gwet, 2014), and 
the inter-rater agreement in this study was 98%.

�e mapping was based on patterns found in the data coming from the interviews, 
organizational documents, and the parallel literature. In addition to the CRM motives, 
intended outcome, logic, strategic principle, and target group, was taken into account to 
appoint the teams to a certain CRM type (Lachowetz & Gladden, 2002; Liston-Heyes & 
Liu, 2010; Liu, 2013). Analyzing these variables against the relational and instrumental 
dominant logic, enabled us to appoint the teams to a speci�c place in the quadrant. To 
verify the reliability of the sorting and coding, the mapping was also done by a colleague. 
Dividing the number of mapping agreements by the total number of mapping agreements 
and disagreements, suggested that there was a reliability of 87.5%. 
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Results

Figure 6. CRM approach of European professional basketball teams

Note: Adapted from “Impacts of Instrumental Versus Relational Centered Logic on Cause-Related Marketing 

Decision Making,” by Liu, 2013, Journal of Business Ethics, 113, p. 253.

�e results of the mapping are summarized in Figure 6. �e �ndings of the mapping 
show that CRM approaches adopted by professional basketball teams in Europe are very 
diverse and that they attempt to in�uence the behavior of di�erent stakeholders who 
are important to the organization. As expected and in line with the CRM literature in 
sport, many of professional sport organizations approach CRM with a high relational 
dominant logic. Findings suggest sport organizations are often driven by pressures from 
key stakeholders, such as sponsors, the media and the league. However, pressures can also 
be normative, deriving from a desire for sports organizations to act as role models within 
the community (Babiak & Wolfe, 2009): 
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CRM is a way to show citizens that we are more than a professional basketball team.  
We use our network, resources and impact to help develop the community.  
In return, we get a positive impact on image towards our stakeholders. (Team G)

�ese stakeholder pressures might also explain why teams aim to disseminate the 
performance of social initiative activities, to demonstrate that it acts legitimately. For 
example: “CRM is about image marketing. It is about walking the talk and talking the 
walk. If you do it, it is also smart to communicate about it and to look for PR from fans, 
sponsors and partners” (Team F).

Within our sample, the clubs stemming from more developed leagues show more 
relational dominant logic in their CRM approach. Equally, di�erences between teams 
show that those teams with higher resources, seem to manage CRM more relationally. 
CRM, from their perspective is more like a stakeholder management strategy than a 
commercial marketing strategy. Since these teams usually have higher budgets, more 
quali�ed players (with higher salaries), more scrutiny of unethical practices, more 
demanding sponsors and fans, stakeholder pressure may arise to give back to society.  
�e following statement illustrates the aim of basketball teams to safeguard organizational 
legitimacy and stakeholder trust in the business: “�e image of professional sports teams 
is not always good, so it is important to show that professional sports organizations can 
also be a vehicle for serving good causes and giving back to society” (Team G).

High relational dominant logic / Low instrumental 
dominant logic - Social CRM type 
�e organizing principle behind the social CRM type is to emphasize an organizations’ 
stakeholder relationships (Liu, 2013). �is type is about strengthening connections with 
the local community members rather than addressing fans or stakeholders for commercial 
purposes. �is intended outcome is illustrated in table 4 and in the statement below:

�e win for us is the improved reputation of the club. �at is the most important 
bene�t, towards fans, non-fans, to all other stakeholders, to show that “we are 
more than just a professional basketball team”. (Team B)

Teams in this type often make a clear distinction between commercial activities that serve 
to generate revenue and CRM activities that need to safeguard image and awareness. 
Ensuring organizational legitimacy is the strategic principle of these teams. In words of 
one interviewee: “When you calculate the �nancial bene�ts those social initiatives bring 
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us, it is close to €0 I think. We have sponsors and commercial partners to deliver revenue. 
Our social engagement is there for image reasons” (Team K)

In the social type, CRM is hardly ever integrated into the marketing strategy, or a 
task of the management of the team. Rather, it remains a publicity tool, managed by 
the communications department: “Everyone works a bit on the social projects, because 
everybody cares, but it is mainly managed by the communications department” (Team G).

In terms of cause selection, teams in this CRM type are often approached by NPO’s 
willing to work with them. �is reactive approach in cause selection is re�ected by the 
following informant: “We will continue the way we do it now; so yes to more or less all 
requests we get” (Team K).

Often, the choice of NPO is imposed by stakeholders, resulting in a lack of congruence 
between CRM activities and team operations. �e following statement illustrates that 
meeting the expectations of stakeholders, is also re�ected in the choice of NPO to partner 
with: “Our main sponsor already works with this NPO, and I don’t say we don’t have the 
choice, but… It is a nice NPO, but if we would have the choice, we would engage with 
‘X’” (Team E).

�is CRM type typically delivers the second order bene�ts, but doesn’t succeed at 
leveraging the concept to the fullest. To a large extent, it remains a cosmetic tool to 
impress stakeholders. 

High instrumental dominant logic / Low relational 
dominant logic - Commercial CRM type
In a commercial CRM type, the intended outcome of a team is to get immediate results 
from its CRM engagement (Liu, 2013). In this sense, we see that respondents use CRM 
as a strategy for revenue generation through increased customer behavior (see Table 4), 
and that CRM would be redundant if it did not deliver direct and concrete �nancial 
bene�ts for the team: “No social without commercial, and no commercial without social” 
(Team A). Inherent to the sports sector, and di�erent to the general business sector, is the 
dependency of sports organizations on subsidies and funds from public and/or private 
partners. �erefore, in the commercial CRM type, what we de�ne as a customer is more 
than a single consumer. A customer can be a stakeholder on the one hand (i.e. sponsors, 
funders, league, local community) and a fan or consumer on the other hand. �e data 
show that both are important in�uencers of CRM decision-making in the commercial 
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type. In most of the cases, increased revenue is expected from stakeholder funding, rather 
than through increased fan purchasing behavior. �e following statement illustrates use 
of CRM as a strategy to increase funding: “As a business we know that we would not get 
those sponsors without that activity. And by doing that activity, it allows us to grow by 
tapping into a di�erent group of companies” (Team I). 

However, some commercial teams, also focus on getting more fans or potential fans to 
the games:

Our focus with CRM at the moment is fundamentally around ticket sales. So, if 
there is anything we can do to increase brand awareness, then we do that. Whether 
it is working with a local organization, a charity, a school. (Team N)

�e focus on team-cause �t will be the highest in teams tackling a commercial CRM 
approach as the connection needs to amplify image transfer in order to stimulate 
customers’ funding or purchasing intentions. In our study, we indeed found that teams 
in the commercial CRM type were explicit about their choice of good cause or social 
initiative they engage with. �e following statement indicates brand-cause �t as a strategic 
principle in this CRM type: “Our programs are all based around youth and disability, 
because all people are sensitive to both these themes” (Team N).

In the cases that manage CRM more commercially, we see that the sports teams are 
mostly the initiators of the team-NPO collaboration:

�is project gets us 100 to 150 young people in the building which is a �nancial 
income for us and our sponsors. Focusing on this target group also enables us to 
reach out to sponsors that, for example, provide toys. (Team I)

In these cases, there is often a thin line between commercial and social sponsoring, and 
regularly, both are interrelated. Team L, for example, displays its CRM collaboration 
with a commercial partner on its website. �e logic of CRM being used as a commercial 
marketing strategy, is also illustrated by the following quotation: “My sales story with 
potential sponsors is simply not as good if I cannot showcase any social involvement. 
�en the picture is not perfect” (Team A).

Hence, CRM is a task that is mostly managed by the commercial department that 
regularly outsources the practical execution to the team’s foundation. �is commercial 
approach of organizing social engagement is illustrated below: “�ere are members of 
sta� that sit in the board of trustees for both organizations (team and foundation) to 
make sure that there is cross-over in aims and objectives” (Team I).
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A unique phenomenon in sport is that the awareness of CRM engagement remains limited 
to a small group of stakeholders (funders), which results in under deployed �nancial 
bene�ts for the team. �e following quotation indicates that CRM communication is 
mainly focused towards these customers that are or can be of value for the team, and to 
a lesser extent towards the broad public: “We use the space in the arena and around the 
game night mainly for our commercial partners. �e community partners, would be 
given other incentives like free tickets” (Team I).

In this CRM type, the transactional view focusses primarily on a single customer providing 
bene�ts for the team, rather than on attaining mutually bene�cial outcomes for the team 
and the other stakeholders. CRM involvement in this type is often associated with egoistic 
rather than value-driven motives, potentially harming credibility and outcome.

Low instrumental dominant logic / Low relational 
dominant logic - Altruistic CRM type 
To a certain degree, CRM continues to be an ad hoc activity for some European professional 
basketball teams. �e emergence of this type is largely due to the unintentional activity 
of either engaging in revenue generating activities or in building stakeholder relationships 
(Liu, 2013). In this type, teams have a collection of well-intentioned practices but there 
is no real marketing thinking behind it. A typical altruistic CRM engagement is initiated 
by a team that wants to do something good for the community without ever thinking 
about the potential marketing bene�ts of their activities (see Table 4). For example: 
“�at initiative, where we don’t intent to gain something out of, all of a sudden delivered 
bene�ts for us and the NPO” (Team J).

It might be that professional sport organizations explicitly choose to keep their corporate 
engagement at a philanthropic level because they su�er from the CRM paradox. 
Arguments that arose from the interviews were prioritization of sport related management 
e�orts, value driven and ethical decision making, and the reluctance to commercialize 
corporate giving. An example of each of those barriers is stated below:

Priority of sport related issues: Currently, we are looking for a new big sponsor, which 
requires our full attention. �en you don’t have to ask to the board to discuss on CRM 
projects. (Team M)

Value driven and ethical decision making: It is driven from my personal social background. 
I have always worked with kids before and I think that helping the weakest in society, 
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namely kids in di�cult circumstances, is something we should not overthink, but just 
do. (Team D)

Reluctance to commercialize corporate giving: It is also dangerous to communicate a lot 
about our social initiatives and put a lot of time and money in it, because when sports 
results don’t follow… reactions might come against you. (Team M)

�e results show that many teams adopting an altruistic CRM type are in this type because 
of a lack of planning and prioritization of CRM. It is basically because they do not engage 
strategically, not because they explicitly want to keep their CRM engagement below the 
radar. In this sense, team D had CRM information on its website that was outdated for 
three years already. �e below statement illustrates that CRM is not a priority to those 
teams: “�ere is de�nitely potential and we are open to tackle it more commercially and 
get more out of it. However, we already have so much work for the moment” (Team M).

Teams in the altruistic CRM type, often do not have objectives in place to generate 
revenue or build stakeholder relationships through CRM. �eir sole intention is to 
do something good for society. In that sense, CRM often remains at the executional 
level of the management or is subject to the good intentions of an individual: “To have 
commercial bene�ts, we should do more. But I am not a commercial type of person, so I 
don’t think about it that way” (Team D). In the rare cases where there is a CRM plan in 
place, it either serves an archival purpose, or, it is no more than a schedule of the activities 
taking place: “Yes, we have a plan that contains all the activities we do throughout the 
year in a calendar. I manage that plan together with the sports coordinator to make sure 
all activities can be covered” (Team P).

In this type, CRM is more a gathering of various functional initiatives where partners 
are randomly selected and communication is fragmented. �is responsive fashion of 
managing CRM leads to social initiatives that are unrelated to the team’s core operations 
and that are unlikely to provide optimal �nancial or image returns. Examples of responsive 
approaches to managing CRM include: “Cause selection: One time, I met someone who 
introduced me to that good cause, I thought it could be interesting to so we tried it to see 
what it would give” (Team P); and “We communicate about it if people ask for it. Like 
one time, a cause asked us to have a booth, so we allowed that. But no, we don’t often 
communicate about it” (Team M). �is type of CRM can deliver teams some unexpected 
bene�ts through positive word-of-mouth or PR, but long term impact will be poor, as 
there is no sustainable marketing thinking behind this CRM approach. Moreover, the 
impact on society remains limited as well, as target, cause selection and communication 
are not consistently managed.
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High instrumental dominant logic / High relational 
dominant logic - Integrative CRM type 
Several teams are focusing both on in�uencing commercial decisions and on establishing 
continuing stakeholder relationships as CRM intended outcomes (see Table 4). More 
speci�cally, the design of the integrative CRM type incorporates the demands of both 
the customers and stakeholders (Liu, 2013). In the words of one of the integrative teams: 
“We love it that sponsors engage in our projects, it looks good for us, but also for them. 
And children and their parents they may become fans, so... it works all round really” 
(Team O).

Teams in this type understand how to best translate CSR ideas into marketing strategies 
and have the biggest potential to reap both �nancial and legitimacy bene�ts, respectively: 
“Sponsors donate money to fund our clinics” (Team F) and “You have more value in 
your region. If your image gets a little hit, or you have a di�cult time, then at least you 
have that value, then your reputation is not solely depending on that good sports game” 
(Team F). In this type, CSR is integral to an organization’s pro�tability, and is embedded 
in its values and DNA. �ese organizations understand that neither self-interest, nor 
stakeholder pressures are good motives to engage in CRM. To them, the combination 
of instrumental and relational motivations and sincere intentions are needed to attain 
maximal win-win for team, stakeholders and society. As stated by one of the interviewees: 
“It is part of our overall marketing strategy, the approach of the club, its image, and the 
communication we as team want to have” (Team H). CRM is mostly managed by the 
commercial marketing department, but with close ties to the top of the organization. 

Teams in this type are also explicit in their choice of good cause or social partner, in 
a sense that the collaboration needs to address both revenue and image goals. On the 
website of team O, for example, there is an advertisement of the clinics to which schools 
can subscribe, accompanied by a note stating that participating schools can bring groups 
of children to their games at discounted prices. �is strategic principle of dual focus is 
also illustrated by the following statement: “We focus on youth projects because we want 
to get people to come to our games and attract new members. Also, young people bring 
a positive atmosphere and sponsors are sensitive to youth” (Team C). 

Lastly, in their aim for a win-win outcome, teams in the integrative CRM part 
communicate explicitly about their CRM engagement. �e below statement illustrates 
that both broad di�usion and targeted communication are aimed for: “We use our game 
programs, our social media, and the half time of the game for “X” to organize their 
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tournament �nals. We get some local press coverage about it as well, which also helps” 
(Team C). In this CRM type, sports managers exploit CSR to generate bene�ts for 
both business and society and their CSR ideas are clearly re�ected and integrated in the 
marketing thought. Sports managers in this type take a holistic marketing approach by 
embracing a broad stakeholder view in their CRM engagement.

Table 4. Cause-related marketing typology based on drivers
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Discussion
�e current CSR/CRM literature in sport suggests that professional sports teams 
manage CRM more in an altruistic rather than in a commercial manner (Extejt, 
2004; Sheth & Babiak, 2010). In North America, the majority of teams handles 
social responsibility more philanthropically, mainly for ethical cover up and legitimacy 
reasons (Sheth & Babiak, 2010). Inoue et al. (2011) also suggest that contributing to 
the community and satisfying stakeholders through philanthropic activities could be 
the main goal for professional sports teams’ CSR/CRM engagement. However, our 
�ndings show that for the majority of the questioned teams, CRM is more than an 
act of philanthropy. Ethical issues are less at play in Europe, as the basketball sport is 
less developed than in the US. Equally, philanthropic donations are less at stake, since 
most European teams are in need of funding rather than having the capacity to donate 
�nancial means to charity. 

Given the unique context of sport, we suggest the instrumental dominant logic is less 
important than in a general business context. Further, professional sports organizations 
were potentially more highly represented in social and altruistic CRM types, relative to 
companies outside sport (Bennett, 1998; Liu, 2013). Interestingly, this was not the case 
in our sample, proving that CRM appears to be more than a publicity tool. Hence, one 
can question whether sports teams are that unique and di�erent from general businesses 
in the sense that they also aim to be �nancially healthy and contribute to society.

Our �ndings, show that CRM approaches adopted by professional basketball teams in 
Europe are diverse, and they attempt to in�uence the behavior of di�erent stakeholders 
who are important to the organization. �e variety in CRM types adopted can be explained 
by di�erences between countries and between teams. �e in�uence of socio-political, 
cultural, institutional, market, and other contextual factors are likely to in�uence CRM 
adoption and cause di�erences between countries (Roome, 2005; Trenda�lova, Babiak, 
& Heinze, 2013). Matten and Moon (2008) also state that stakeholder identities, needs 
and expectations vary cross-nationally, which is vital to understanding CRM approach. 
Di�erences between teams can be explained by inequalities in resources. Teams with 
higher resources seem to handle CRM more relationally, whereas teams with low to 
medium turn-over manage CRM more instrumentally. �is is in line with previous work 
in the US, where big professional sports teams might have other motivations to engage in 
social responsibility than �nancial return (Inoue et al., 2011). Other researchers state that 
the higher the winning percentage of the team is, the more they are involved in charity 
work (Extejt, 2004; McGowan & Mahon, 2009; Sheth & Babiak, 2010). �is conclusion 
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is not con�rmed in this study. Ranking or competing in an international competition was 
not a consistent determinant for adopting a certain CRM type.

Results reveal that several teams approach CRM in an integrative way. �is approach 
can deliver not only second order bene�ts, such as improved image, reputation, 
and organizational legitimacy, but also �rst order bene�ts, such as increased revenue, 
pro�tability, and loyalty. �ese �ndings add to the research on CRM outcomes that, to 
date, did not �nd monetary and tangible bene�ts in sport (Extejt, 2004; Inoue et al., 
2011; Kim et al., 2010; Roy, 2010). Teams in the integrative type combine the best of 
both worlds. �ey aim for revenue generation (commercial CRM type), and they want 
to increase goodwill in the public eye (social CRM type). �eir CSR ideas are embedded 
in the organizations’ marketing thought, in a sense that they want to adhere to a broad 
range of stakeholders and deliver both positive �nancial and reputational outcomes 
for the team. In these teams, the management (CSR) and marketing (CRM) of social 
responsibility activities are treated as integrated instead of distinct phenomena.

In short, we can conclude that the paradox existing in sport management literature is not 
necessarily an issue for European professional basketball organizations. To those teams, 
commercializing social responsibility does not have to jeopardize legitimacy. Rather, 
these organizations aim for win-win outcomes by contributing to good stakeholder 
management, economic bene�t, and societal welfare. 

It is also interesting to learn from the teams engaging in an altruistic CRM type. Findings 
show that many of the respondents are in this type because of lack of professionalism, rather 
than because of intentionally keeping their CRM engagement at a philanthropic level. 
�ese teams have potential to grow and move towards another quadrant. Should they want 
to progress towards a more e�cient CRM approach, they would need to consider aspects 
of their organizational culture and professionalism that currently limits the development 
of a coherent CRM approach. �ese organizations need to be convinced of the idea that 
social and corporate bene�ts can and should co-exist in CRM engagement (Inoue & Kent, 
2014). �ey need to become aware of the dual focus (instrumental vs relational) of CRM 
(Liu, 2013) and of the fact that doing the right thing is one thing, but telling people about 
the right things the organization is doing, is another. Explicit external communication and 
creating awareness on CSR initiatives carried out, can help to leverage CSR engagement 
as a marketing strategy (Inoue et al., 2011). Furthermore, focusing on speci�c social 
issues and ensuring team-cause �t is desirable for e�ective communication, and enhances 
stakeholders’ receptiveness to an organizations’ CRM e�orts, delivering bene�ts for the 
organization, its stakeholders and society (Inoue et al., 2011; Sheikh & Beise-Zee, 2011).
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We cannot conclude from this study, however, whether one type of CRM approach is 
better than another, or which type is better suited for a particular sports organization 
(type of sport, ranking, country). In theory, the integrative type o�ers the biggest win 
for the organization, the stakeholders and society. However, since there is no standard 
measuring tool, we are unable to formulate conclusions on e�ectiveness. Results show 
that most of the responding teams do not incorporate CRM objectives into overall 
strategic plans and do not measure the e�ect of their e�orts. CRM approaches often 
remain limited, unilateral, and disconnected from strategy. In that sense, the sports sector 
is perhaps still running behind on the general business context, where CRM is no longer 
considered a bolt-on activity, but rather it has evolved towards an integral matter for 
business management (Kolyperas, Morrow, & Sparks, 2015; Maon, Lindgreen, & Swaen, 
2010). Where researchers outside of sport have shown that companies have moved on 
a continuum from a rejection stage, via a grasping stage, towards an embedment stage 
(Maon et al., 2010), it is only fair to say that this evolution is not yet visible in this study. 
Teams could look deeper into the e�ects of CRM, incorporate them into the team’s 
strategic plan and measure their impact. CRM success could be evaluated by awareness 
�gures, exposure to messages, fan loyalty, and attractiveness for sponsors. Consequently, 
we hope that this paper may encourage professional sports teams to manage CRM more 
professionally, optimize strategic consideration when planning CRM activities and 
leverage the concept to the fullest.

Limitations and Future Research
Although the �ndings reported in this study indicate that marketing social responsibility 
becomes more prevalent, there are limitations to this work. Firstly, this research does 
not produce any quantitative measurements on the four types of CRM adoption. 
Consequently, the authors were not able to precisely map the teams into each quadrant, 
pointing out the exact relationship between the two dominant logics. Moreover, 
other factors than intended outcomes, logic and strategic principle can in�uence an 
organizations’ CRM approach. In our qualitative mapping process, we did not account for 
economic conditions, organizational culture, and professionalism, which can all in�uence 
the adoption of a certain CRM type. �erefore, a quantitative cluster analysis may help 
to map the di�erent teams more accurately. In this sense, we o�er opportunities for scale 
development research. As a result, CRM intended outcome, logic, strategic principle and 
target group can be measured and high or low levels of both the instrumental and relational 
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dominant logics can be determined more accurately. Additionally, future longitudinal 
researchers could provide insights on the dynamic movement of teams across quadrants.

Secondly, we acknowledge the mapping of the teams according to CRM approach; 
however, we did not touch upon CRM implementation. It was beyond the scope of this 
study to discuss how CRM strategy can be executed into CRM implementation and 
whether implementation succeeds at addressing (various) stakeholder concerns. Future 
researchers could explore the design of CRM campaigns by analyzing communication, 
e�orts put into the program, involvement of employees, cause selection and geographical 
scope, which can all in�uence credibility and outcome (Inoue & Kent, 2014). �e model 
can be extended to analyze the alignment between CRM type and campaign choices 
and to identify factors that a�ect the implementation process. Additionally, broader 
stakeholder populations could be envisioned as data sources. �e multitude of studies on 
CSR/CRM, including this one, uses consumers or marketers as study objects. However, 
as discussed in this paper, CRM is mainly about the interface between business, society, 
and stakeholders, so including thoughts of the NPO, for example, would be a valid 
extension to this study. 

A third limitation is that the sports organization can be involved in multiple types of 
CRM. Sometimes logic, strategic principles and execution contradict, and as a result, 
the typology becomes more complex and warrants becoming the subject of further 
study. Future research could be conducted with individual CRM programs as unit of 
research.

Fourthly, there is potential bias in the respondents’ view on CRM according to the 
function they ful�l within the management of the team. Respondents were selected based 
on their responsibility and involvement in community engagement of the team. �e job 
functions varied from general managers to marketing or communication managers to 
dedicated community managers. Based on the scope of their responsibilities, it is possible 
that they view CRM di�erently. 

Lastly, the data was gathered in four countries. Cultural and institutional di�erences 
between countries are likely to in�uence CRM adoption. In the current CRM literature, 
regional and cultural di�erences are often ignored and commonalities are assumed, 
despite the fact that we know the concept of CRM possesses di�erent connotations in 
di�erent countries (Breitbarth, Walzel, Anagnostopoulos, & van Eekeren, 2015). Larger 
contextual dimensions, such as cultural acceptance, institutionalized norms regarding 
appropriate behavior (labels), the regulatory environment (favorable tax treatments), 
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and organized dialogues between the team and its stakeholders (league mandates) merit 
further research (Campbell, 2007; Doh & Guay, 2006; Galaskiewicz & Burt, 1991; 
Matten & Moon, 2008). It is worthwhile to study what aspects of CRM approach can be 
generalized to international contexts.

Conclusion and implications
While CRM has been studied rather extensively in the general management literature, 
little has been written about the management of CRM in sport (Roy, 2011). We address 
this gap and contribute to the understanding of CRM engagement in the sports industry. 
Empirically, we explored why and how European professional basketball organizations 
engage in CRM, based on the theoretical framework of Liu (2013). Depending on two 
dimensions, an instrumental and a relational dominant logic, we mapped the teams 
into an altruistic, social, commercial or integrative type. Conceptually, we enhanced 
understanding of the CSR and CRM phenomena in sport by bringing both concepts 
together, rather than studying them independently. Although CSR has been studied 
extensively in sport, little focus has been given to the way multiple CSR perspectives 
have been addressed and whether and how these have been integrated and framed by 
the marketing perspective (Vaaland et al., 2008). We show that increasingly sports 
organizations are aiming for win-win outcomes when engaging in social responsibility. 
Speci�cally, there seems to be a clear acceptance among sports managers of the mutual 
bene�ts to be gained from CRM. Our study thus indicates that professional basketball 
organizations in Europe go beyond social engagement for the sake of altruism, but that 
they want their CSR ideas, to a smaller (commercial and social type) or larger (integrative 
type) extent, provide marketing outcomes as well. 

�ere are several practical and theoretical implications to be considered. One of the 
contributions of this paper is the clari�cation of the relationship between CSR and CRM. 
�ese concepts are currently practiced and studied as relatively distinct and di�erent 
phenomena. We establish bridges between the di�erent streams of knowledge that have 
emerged in management and marketing literature. �e potential for marketing strategies 
and theories to assist CSR, and vice versa, has not been su�ciently explored (Vaaland et 
al., 2008). We contribute to this gap in literature by de�ning CRM as a way of looking at 
social responsibility through a marketing lens, favoring the dual perspective of bene�ting 
both the society and the organization. 
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Secondly, we studied the notion of CRM within sports organizations in relation to 
decision-making. By not focusing on the measurable outcomes of CRM, but on its 
management, we provide a more in-depth analysis of CRM and its role and relevance 
for sports organizations. �e mapping presented in this study, provides an encompassing 
picture explaining the drivers, intended outcomes, logic, and strategic principle behind 
CRM engagement. 

�irdly, we broaden the concept of CRM from merely addressing consumers’ needs to 
addressing multiple stakeholders’ concerns (i.e. sponsors, league, media, fans and local 
community). We go beyond the typical unilateral consumer view on CRM. In that sense, 
the results of this study build on stakeholder theory, showing that it is possible to handle 
�rm, stakeholders and communities’ needs tackling a single CRM approach. 

Lastly, we address the CRM concept from a di�erent geographical stance. �e majority 
of research on CRM in sport has been conducted in Western sports organizations. 
Only few scholars have studied the European context, which di�ers in many ways from 
the American. �is study showed that European basketball teams often engage more 
implicitly in CRM than in the US as they often rely on supporting organizations (state, 
unions, and local funders). Moreover, the American ethic of giving back to society is less 
embedded in the European culture, and the receptivity to CRM is less outspoken. �is 
study indicates that the way the competition is organized, can also have an impact on 
CRM engagement (Késenne, 1996; Matten & Moon, 2008). �e teams in our sample 
thrive for win maximization as they participate in open leagues instead of closed leagues, 
resulting in di�erent CRM priorities. Shedding light on a di�erent continent helps to 
build a more substantial body of knowledge because as Votaw (1972, p. 25) states, “CSR 
means something, but not always the same to everybody”. 

In sum, the �ndings of this research contribute to the understanding of CRM in the 
sports industry. By categorizing CRM engagement of European professional basketball 
organizations based on an instrumental and relational dominant logic, this study provides 
a more encompassing view on CRM de�nitions, descriptions and domains. �e mapping 
can assist sports managers facing the challenge of marketing their company’s CSR agenda. 
Best practices from this research show that it is possible to market CSR ideas in order 
to deliver both increased revenue and organizational legitimacy, as well as augmented 
impact on society. By analyzing more broadly the role and responsibilities of marketing 
CSR, we hope to contribute to a more holistic and comprehensive picture of the adoption 
and di�usion of CRM in sport.
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2. From cause-related 
marketing strategy 
to implementation 
in professional 
basketball 
organizations:  
A matter of 
alignment.

Abstract
Research Question: Research on cause related marketing (CRM) in sport has mostly 
focused on conceptualization rather than on implementation. �e purpose of this paper 
is to add to that knowledge by exploring the speci�c CRM implementation decisions 
an organization attempts to make, and to what extent these are in line with the de�ned 
strategy.

Research Methods: Employing a qualitative multiple case study design and drawing 
on the analysis of 16 interviews in four European countries, this research explored 
managerial decision-making with regards to CRM strategy implementation in European 
professional basketball.
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Results and Findings: �e �ndings reveal that the majority of the teams studied 
have marketing expectations behind their CRM engagement, but inconsistencies 
in implementation prevent them from leveraging CRM to its maximal potential. 
Depending on the type of CRM strategy adopted, ‘mis-alignment’ between strategy and 
implementation is caused by environmental, organizational or individual determinants.

Implications: �e proposed framework allows (sport) managers to view CRM strategy 
formulation and implementation simultaneously, rather than separately. It can assist sport 
managers to better integrate CRM projects, align them with strategy, and attain maximal 
win-win outcomes for both the organization and society.

Key words: Cause-related marketing, corporate social responsibility, strategy, 
implementation, marketing
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Introduction
Professional sport teams (PSTs) can, in addition to delivering social value, market their 
Corporate Social Responsibility (CSR) ideas to obtain �rst (increased revenue) and/or 
second (awareness and image) order bene�ts (Inoue & Kent, 2014; Inoue, Mahan, & 
Kent, 2013; Irwin, Lachowetz, & Clark, 2010). However, despite increased attempts to 
attain both social and corporate bene�ts from social engagement, PSTs do not always 
succeed in implementing cause-related marketing (CRM) in a strategic manner (Kihl, 
Babiak, & Tainsky, 2014; Roy & Grae�, 2003). Often, there seems to be mis-alignment 
between CRM strategy and implementation, resulting in unsuccessful execution of the 
de�ned strategy. 

�ere are some unique aspects of sport, like highly engaged stakeholders, media attention, 
and scrutiny of ethical scandals that make its context potentially more vulnerable to ‘non’-
implementation. For instance, when players engage in illegal activities, stakeholders can 
become skeptical and a team might therefore deviate its CRM strategy towards a more 
relational implementation than intended. 

Research on CSR and CRM in sport has primarily focused on conceptualization and less 
on implementation (Roy, 2011). �e speci�c CRM decisions an organization attempts 
to make, and to what extent these are in line with the de�ned strategy, remain unclear 
(Yuksel et al., 2016). Understanding this alignment and the potential lack thereof is 
important since ine�ectiveness in CRM strategy implementation will result in an inability 
to satisfy stakeholder needs and an under-deployed win-win outcome (Kotler & Lee, 
2005; Maignan & Ferrell, 2004; Sheth & Babiak, 2010).

A comprehensive implementation framework still needs to be developed in the CRM 
�eld (Liu & Ko, 2014). �is paper aims to do this by merging CRM with general strategy 
implementation theory. First, we explore a sport team’s decision-making related to CRM 
strategy implementation. We draw from Liu (2013), to categorize PSTs into an altruistic, 
commercial, social, or integrative CRM type based on whether they adopt a relational 
(stakeholder-driven) or an instrumental (performance-driven) dominant logic for their 
strategy development. Subsequently, we explore whether implementation choices – 
campaign duration, geographical scope, cause selection and implementation type (Liu, 
2013) – are aligned with the de�ned strategy. Second, a holistic set of macro-, meso-, 
and micro-level determinants in�uencing CRM strategy implementation are analyzed 
(Okumus, 2003). 
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More speci�cally, the following research questions are addressed: 

1) To what extent do PSTs implement CRM in line with strategy?

2) Which determinants cause (mis)-alignment in the di�erent CRM types? 

Outlining these determinants will enable more e�cient CRM strategy implementation, 
which will enhance organizational performance (Walter, Kellermanns, Floyd, Veiga, 
& Matherne, 2013). �is will result in a maximized win-win outcome for both the 
organization and society, which is the very de�nition of CRM (Marconi, 2002).

Literature Review

CRM in professional sport organizations
In order to be sustainable, social engagement should contribute to the organization’s 
bottom line, and increasingly, sport managers are taking a marketing perspective to 
do so (Irwin, Lachowetz, Cornwell, & Clark, 2003; Lachowetz & Irwin, 2002; Roy & 
Grae�, 2003). Where CSR initiatives are often broad (environmental welfare, employee 
engagement, education,...) and targets loosely de�ned, CRM is more focused, especially 
through the link with a good cause or social partner and through the expected marketing 
bene�ts (Sheikh & Beise-Zee, 2011). An example of CRM can be found in ‘Team 
Dimension Data for Qhubeka’. �e cycling team's name illustrates that it rides for 
Qhubeka, a charity in South Africa (Africasteam, 2018). Lachowetz and Gladden (2002) 
de�ne CRM in sport as ‘strategic sport marketing aimed at creating a mutually bene�cial 
link between a sport organization, or athlete and a social cause through the use of sport 
events and programs’ (p. 319). 

Applying this broad view on CRM, rather than a narrow, transactional one (Varajarajan 
& Menon, 1988), overlap with the CSR �eld of study is likely to occur as both concepts 
consider bene�ts for the organization and society by doing good (Babiak & Wolfe, 
2009). However, taking a marketing lens to study CSR is relevant for several reasons. 
First, marketing CSR through the link with a good cause is e�ective because of the high 
emotional commitment of fans towards PSTs. Positive associations will bene�t both 
the team and the good cause (Roy, 2011). Second, disclosing CSR practices provides 
reputational, image, and �nancial (i.e. marketing) bene�ts to PSTs (Inoue & Kent, 2014; 
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Inoue, Mahan, & Kent, 2013; Irwin, Lachowetz, & Clark, 2010). �ird, marketing CSR 
helps PSTs to answer fan’s and stakeholder’s needs regarding good governance of their 
organization (Breitbarth & Harris, 2008). In this sense, it can be argued that CSR is (un)
intentionally part of an organization’s marketing strategy (Lantos, 2001).

However, there are some ambiguities around the CRM concept in sport. Research shows 
that tangible bene�ts, such as increased attendance (Inoue, Kent, & Lee, 2011), loyalty 
(Roy, 2011) or purchasing intent (Walker & Kent, 2009) as a result of social engagement, 
are less prevalent in sport compared to other industries (Lachowetz & Gladden, 2002; 
Roy, 2011; Roy & Grae�, 2003). Sport speci�c circumstances like a monopolistic market 
situation, uncertainty of outcome, and high public interest may explain a more reactive 
approach to CRM in sport than in general business (Inoue et al., 2011; Ratten & Babiak, 
2010; Roy & Grae�, 2003).

CRM strategy implementation
�e CRM literature in sport mainly addresses consumer perceptions and attitudes 
towards CRM engagement with speci�c focus on �t (Roy, 2011), team identi�cation 
(Joo, Koo, & Fink, 2016; Lee & Ferreira, 2011), participation to events (Filo, Funk, & 
O’Brien, 2009), and other consumer responses (Irwin et al., 2003). A gap remains in 
studying social engagement from a managerial, rather than from a consumer point of view 
(Maignan & Ferrell, 2004). Several authors have proposed design and implementation 
models for CRM in sport (Lachowetz & Gladden, 2002; Walker & Kent, 2009), which 
identify the di�erent steps in the process, however, an integrated view that treats strategy 
and implementation simultaneously is still missing (Yuksel et al., 2016).

Skivington and Daft (1991) state that both structural views and interpersonal process 
views should be considered in strategy implementation. According to the complexity 
school of thought, implementation is more than a rigorous execution of strategy, a matter 
of control and monitoring, and a �ne level of planning (Okumus, 2003). In addition 
to formal factors, such as organizational structure and control systems, a range of 
interpersonal and behavioral factors, such as leadership and commitment, may in�uence 
a manager’s interpretation of and response to a strategic initiative (Skivington & Daft, 
1991). Hence, CRM strategy and implementation should be studied concurrently, by 
comprising both structural and interpersonal views (Noble, 1999). 
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Implementation across four CRM strategy types
Organizations can choose various strategic approaches for their CRM engagement. 
Stemming from social systems theory (Parsons, 1961), organizations can envision 
improved stakeholder relationships and therefore engage more relationally, or they can 
adopt a more instrumental approach leading to increased revenue (Liu, 2013). However, 
no one logic is better than another and di�erent views are interconnected (Garriga & 
Melé, 2004). Hence, four types of CRM strategies can be de�ned; an altruistic, social, 
commercial and integrative CRM type (Liu, 2013). 

After organizations adopt a speci�c CRM strategy, they must further explore how CRM 
implementation is developed in accordance with this strategy type. Attempts have been 
made to address the strategy-implementation gap (Maignan & Ferrell, 2004; Van de Ven, 
2008); however, none provide a comprehensive overview of the decision-making process 
of implementing CRM in line with strategy. �is study explores a sport organization’s 
decision-making in terms of the following implementation dimensions: cause selection, 
geographical scope, duration, and implementation type. Previous research on this topic, 
both in the CRM literature in general and in sport speci�cally, outlined these dimensions 
as important factors for strategy implementation (Liston-Heyes & Liu, 2010; Liu, 2013; 
Varadarajan & Menon, 1988). 

‘Cause selection’ and �t is perhaps the most common topic in the discussion of CRM 
implementation. A cause or social partner can have little or a lot of connection with the 
organization’s values, image, and identity and can be selected explicitly or more randomly 
(Barone, Norman, & Miyazaki, 2007; Gupta & Pirsch, 2006; Pracejus & Olsen, 2004). 
In the sport context, cause selection is an important implementation variable due to the 
strong link between the PST, the consumer, and the cause (Walker & Kent, 2009). Some 
scholars indicate that a cause should resonate with fans (Broderick, Jogi, & Garry, 2003; 
Pracejus & Olsen, 2004). However, others state that the relationship between �t and 
outcome of CRM is not always straightforward (Barone et al., 2007). 

‘Geographical scope’ de�nes whether the CRM program has a more regional/local focus 
or a national reach. Where campaigns with a larger scope can reach more people, Welsh 
(1999) states that the cause should appeal to the local community in order to have impact. 
Some sport brands like the Chicago Bulls, have international appeal and will bene�t from 
collaborations with international causes. Yet, many sport organizations’ operations still 
focus around the arena and are, thus, more served with a local approach. 
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‘Duration’ regards the length of the collaboration between the organization and the 
cause. According to Varadarajan and Menon (1988), short-term CRM engagements 
merit from �exibility and novelty, but are harder to attain awareness and trust amongst 
stakeholders. Equally, Lachowetz and Gladden (2002) state that fans will be less skeptical 
and more likely to have positive attitudes towards the team if the alliance between the 
sport organization and the cause is repeated over the long run. To date, the relationship 
between the length of the CRM collaboration and outcome has not been extensively 
studied in sport (Yuksel et al., 2016). 

‘Implementation type’ refers to the selection of the funding mechanisms and styles used 
to execute a CRM program (Liu, 2013). Lachowetz and Gladden (2002) indicate that 
sport organizations can donate cash or resources in-kind. In terms of style, they can focus 
either on sales-promotions or on image-based type of campaigns (Berglind & Nakata, 
2005). Given the power of PSTs, and the high a�nity of fans and other stakeholders, 
implementation type is an interesting variable to study in the light of CRM strategy 
implementation.

In Table 5, the optimal link between strategy and implementation, as de�ned by Liu 
(2013), is described and illustrated with an example in each CRM type.
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Table 5. CRM implementation across the four strategy types.

Commercial Social 

Cause selection Multiple causes that are 
well-known & recognizable 
to customers

One or a few causes that fit 
with the values sport and are 
relevant to a small group of 
stakeholders 

Geographical 
scope

Campaigns that have (inter) 
national appeal

Local and territorial 
campaigns

Duration Short-term campaigns Long-term campaigns 

Implementation 
type

Cash donations as a result of 
sales/promotional campaigns

In-kind donations or image 
based campaigns

Sport example A sport team sells its tickets 
for a specific game at a 
higher price, donating a 
specific amount to a popular 
charity organization

A sport team visits schools 
and clubs in the region and 
helps with renovations, 
education, and training 
sessions

Note: Adapted from Liu (2013, p. 253).

Determinants of (mis)-alignment 
Factors determining this alignment have not yet been extensively studied in relation 
to CRM in sport. �erefore, we draw upon strategy implementation theory (Čater & 
Pučko, 2010; Galpin, 1998; Giles, 1991; Noble, 1999; Okumus, 2001), and the model 
of Okumus (2003), to study determinants that potentially explain variance in intended 
and enacted CRM strategy in sport. �e model of Okumus (2003) was constructed 
based on a review of previously de�ned frameworks (Aaltonen & Ikävalko, 2002; Dobni, 
2003; Freedman, 2003; Kazmi, 2008; Linton, 2002) that use a similar range of macro- 
and meso-level determinants. Given the research topic at hand – marketing the brand-
cause partnership – we also integrated ‘collaboration’ as an operational process variable 
that might foster (mis-)alignment. Furthermore, because individuals can be considered 
key decision-makers and thus in�uential in CRM strategy implementation (Floyd & 
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Integrative Altruistic 

Causes that adhere to customer and 
stakeholders’ expectations

Causes that are unrelated to the 
sport values or randomly selected 

Universal campaigns that entail both 
local and (inter) national executions 

Regionally based campaigns

Combination of long-term and short-
term campaigns

One-o� campaigns that are 
continued 

Combing multiple implementation 
tactics in a single campaign

Voluntary media exposure and word-
of-mouth

A sport team collaborates with a 
national sponsor on a local program 
to improve children’s health and uses 
this as a platform for talent detection 
and ticket sales

A sport team visits a hospital every 
year

Wooldridge, 1992; Walzel, Robertson, & Anagnostopoulos, 2018), this study adds 
micro-level determinants to the model. Each of the determinants will be discussed below.

Macro-level determinants
Sport organizations are in�uenced by the environment in which they operate (Parent & 
Harvey, 2009). Developments in political, economic, health and social �elds can generate 
uncertainties in the environment and may in�uence CRM management (Breitbarth et 
al., 2015). �e high power, a�nity, and public interest, related to professional sport, 
demonstrate the complexity of and reliance on stakeholders (Babiak, 2010; Babiak & 
Wolfe, 2009). Multiple stakeholder groups, such as customers, fans, local community 
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associations, good causes, sponsors, leagues, and the media in�uence a team’s social 
engagement (Heinze, Soderstrom, & Zdroik, 2014; Parent & Harvey, 2009; Trenda�lova, 
Babiak, & Heinze, 2013). Accordingly, any one of those groups can facilitate or hinder 
CRM strategy implementation. 

Meso-level determinants
In addition to uncertainties in the environment, challenges related to CRM strategy 
implementation can come from within the organization. Okumus (2003) identi�ed four 
key determinants for (mis)-alignment at the meso-level.

First, culture is the generic term for the cognitive and behavioral patterns that exist 
in an organization (Okumus, 2003). It represents an organization’s embedded values 
and beliefs which guide behavior and decision-making (Slater, Olson, & Hult, 2010). 
Concerning CRM, it involves the civic-mindedness of an organization and the shared 
vision of employees about how to handle CRM matters. Second, roles and responsibilities 
shape the manner in which decisions are made and work is coordinated (Okumus, 2003). 
Organizational structure also concerns the extent to which CRM decisions and work 
�ows are governed by formal rules and procedures (Docherty & Hibbert, 2003; Higgins, 
2005). �ird, leadership concerns the support and involvement of top management 
in the CRM engagement. An important aspect of leadership is to ‘sell’ the strategy to 
everyone that matters (Hrebiniak, 2005). Senior managers adopt a fundamental role in 
facilitating strategy implementation (Okumus, 2003).

In addition to the contextual variables described above, the fourth variable, operational 
processes, is a procedural variable. �is involves ‘controllable’ elements like planning, 
communication, control, collaboration, and dedication of resources and sta� (Jamali & 
Keshishian, 2009; Okumus, 2003). 

Micro-level determinants
E�ectiveness in implementing strategy can also be related to individual, or micro-level 
determinants. Implementing strategy requires more than a simple action plan. It also 
requires an understanding of the logic behind the plan (Noble, 1999). Individuals who are 
aware, understand and act upon the de�ned strategy are important for implementation to 
succeed (Walter et al., 2013). 
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Understanding the strategy must be combined with commitment for e�ective 
implementation to occur (Kellermanns, Walter, Lechner, & Floyd, 2005). Commitment 
is de�ned as the extent to which a person identi�es with and works towards de�ned goals 
and values (Michaels, Cron, Dubinsky, & Joachimsthaler, 1988). Evidence indicates that 
both understanding and commitment to strategy can lead to consensus which is critical to 
strategy implementation and increased performance (Kellermanns et al., 2005).

Method

Participants 
�is study explores the alignment between CRM strategy and implementation in 
European PSTs as well as the determinants that a�ect this alignment. To analyze the 
CRM decision-making of sport managers in the di�erent CRM types, purposive 
sampling was used (Patton, 2002). A selection of marketing and/or community managers 
responsible for CRM within professional basketball organizations in four European 
countries (Belgium, the Netherlands, France and the UK) was made. Although basketball 
is a popular sport discipline in these countries, it remains under-researched in the area of 
CRM, compared to football. Literature suggests that the higher levels of public interest 
in football compared to basketball, assume di�erences in the perceived need for teams 
to pursue socially responsible outcomes (Amato & Amato, 2007). �e choice for these 
four European countries was motivated by the fact that these regions have established 
CRM records (Gjølberg, 2009; Habisch, Jonker, Wegner, & Schmidpeter, 2005), yet 
favor di�erent approaches and processes regarding social responsibility than their US 
counterparts (Freeman & Hasnaoui, 2011; Maignan & Ralston, 2002). �e ranking of 
the team in the season 2014-2015 guided our selection in each country. Evidence on 
correlations between ranking (McGowan & Mahon, 2009) or �nancial status (Extejt, 
2004) and CRM strategy implementation is lacking, and therefore, we opted for a 
convenience sample with su�cient variation in competition level and �nancial means 
by selecting the top three and the last team in the ranking. When teams did not want to 
participate in our study, we continued selecting teams top-down and bottom-up until 
saturation of four teams per country was reached. 

In total, 16 respondents were selected. �e participants were responsible for creating, 
designing and implementing CRM in their organization and were knowledgeable about 
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the history and future plans of their CRM engagement. �eir positions ranged from 
general to marketing/communications or community manager.

Data collection 
Qualitative methods were chosen to study CRM strategy implementation in-depth. Semi-
structured interviews were conducted, since this technique allows for a conversational style 
that assists in exploring, probing, and asking ‘what’ and ‘how’ questions (Pratt, 2009). 
�e interview guide with mainly open-ended questions was well suited for examining 
processes thoroughly but with respect for nuance. 

In order to categorize the teams into four types, we asked the respondents about their 
CRM strategy. Examples of questions asked include: ‘Why does your team engage in 
CRM?’, ‘What are the goals and expected outcomes you de�ned regarding your CRM 
engagement and how do you reach them?’, ‘Who do you want to target with your CRM 
campaigns?’. Interviewees were then further questioned about their decision-making with 
regards to the CRM implementation variables as described by Liu (2013); cause selection, 
geographical scope, duration, and implementation type. To assess potential determinants 
of mis-alignment between strategy and implementation in the di�erent CRM types, we 
questioned respondents about macro-, meso-, and micro- level determinants (Floyd & 
Wooldridge, 1992; Jamali & Keshishian, 2009; Okumus, 2003).

�e interviews were conducted both in-person and via telephone by one and the same 
scholar. �ey lasted between 45 and 60 minutes and were recorded. Additionally, 
organizational documents were explored to provide background information and to 
illustrate information obtained from the interviews. �ese documents provided a more 
detailed content of the nature and types of initiatives professional basketball teams are 
addressing.

Data analysis 
NVIVO 11 software was used to assist the data analysis of both the interviews and the 
organizational documents (Welsh, 2002). �e codes de�ned to categorize teams based 
on their CRM strategy were intended outcomes, logic, strategic principle and target 
group (Liu, 2013). �e codes to assess implementation - cause selection, geographical 
scope, duration, and implementation type (Lachowetz & Gladden, 2002; Liu, 2013; 
Varadarajan & Menon, 1988; Yuksel et al., 2016) - were also summarized in the coding 
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protocol. A �rst researcher coded both the interviews and documents according to those 
categories. Afterwards, a sample of the interviews and documents was coded by a second 
researcher to assure coding reliability (70,6% inter rater reliability and 98,9% agreement). 

�e authors categorized the teams into four CRM types based on the adopted strategy. 
Organizations can be more customer-focused or more stakeholder-focused, hence 
adopt an instrumental or a relational dominant logic for their CRM engagement.  
In the stakeholder-focus, this paper includes both customers and non-customers as 
target group, whereas the customer-focus, solely includes the people who have a �nancial 
interest in the company (Smith, Drumwright, & Gentile, 2010). �e instrumental and 
relational dominant logic provide di�erent views on CRM engagement, but they are 
not dichotomous. As such, teams were assigned to various locations in the four CRM 
quadrants; altruistic, social, commercial and integrative CRM (Liu, 2013). Subsequently, 
the sport team’s implementation was compared with its strategy formulation, within 
each of the four CRM types. Finally, macro-, meso-, and micro- level determinants were 
explored to assess (mis)-alignment (Floyd & Wooldridge, 1992; Jamali & Keshishian, 
2009; Okumus, 2003).

Results
Implementation of CRM can occur according to what is envisioned in the strategy. Teams 
in the social CRM type, for example, reach alignment by selecting causes that resonate 
well with stakeholders, by engaging in long-term and local partnerships, and by providing 
in-kind donations. However, in many cases in this study, implementation deviates from 
strategy causing mis-alignment. For example, teams in the social CRM type might as 
well opt for well-known causes, engage in short-term and wide-spread campaigns that 
deliver them immediate �nancial return. A wide range of macro-, meso-, and micro-
level determinants explain mis-alignment between intended and enacted strategy. For 
reasons of structure and clarity, the results section is focused on mis-alignment and the 
determinants that have the highest impact on mis-alignment in each CRM type.

Commercial CRM type
Rather than selecting causes in a pragmatic and dynamic way in order to improve 
customers’ attitudes towards the team, sport organizations in the commercial CRM type 
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seem to adopt a legitimacy perspective by endorsing more ‘social’ causes. In that sense, 
results (Table 6) show that PSTs consider team-cause “�t” and sustainability to be more 
important criteria than popularity for selecting a cause. Most teams stick to community, 
education or health initiatives that are in line with the core values of sport. Moreover, 
teams in this type mainly collaborate with local partners and focus on regional projects. 
Engaging in local and long-lasting CRM partnerships shows goodwill and concern 
towards local stakeholders, for which teams can reap favorable attitudes in return. Lastly, 
most professional basketball teams in this type are delivering in-kind contributions. 
Other than what would be expected based on the literature, teams in the commercial 
type rarely organize revenue providing exchanges with fans of which a speci�c amount of 
cash is donated to a good cause. 

Meso-level determinants, and organizational culture, in particular are copiously 
in�uential in causing mis-alignment in the commercial type (Table 6). Results indicate 
that values and beliefs related to commercializing social engagement can overrule strategic 
intentions. Teams in this type consider their CRM strategy as instrumental. However, 
when it comes to implementing the social agenda, most teams are less open and willing 
to execute it as a commercial marketing tool. Additionally, the organizations questioned 
rather target their CRM engagement towards partners, than they do towards fans. �ey 
treat it more like a business-to-business tool towards stakeholders, than a commercial 
marketing tool towards the end consumer. Consequently, the implementation process 
often lacks externality and sometimes fails to represent the commercial purposes.
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Table 6. CRM strategy implementation in the commercial CRM type.

Mis-alignment between CRM strategy and implementation

Cause selection SI: We consider the causes that present themselves on a 
case by case basis. If there is a match, we might consider 
a partnership. (Team N)
SI: We stick to causes that can improve the area, and 
improve sport in the area. (Team I)

Geographical 
scope

SI: Keeping cause selection local is probably most beneficial, 
since our target audience and spectators are mostly from 
the area. (Team N)
SI: Through the foundation, we want to have a community 
that understands basketball, appreciates it, supports it, 
and maybe wants to participate in. (Team L)

Duration SI: There are teachers in schools that we know for more 
than ten years. They know what we can do and what we 
can deliver. (Team L)
SI: We always try to engage in some long-term projects so 
that we know the club is in a sustainable position. (Team I)

Implementation 
type

SI: We support them with player appearances and benefits 
in-kind, but not financial contributions. (Team I)
SI: We o�er value in-kind rather than cash, and they in 
turn provide us with certain benefits. (Team A)

Key determinants causing mis-alignment

Organizational 
culture

We want financial return, however, we don’t want CRM to 
be a forceful sale. Because of the good relationship, the 
partners are quite receptive. But if they are not, then that 
does not a�ect what we are doing with them. (Team L)

Note: SI = social implementation
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Social CRM type
Teams in the social CRM type select constituent causes to stimulate a small group of 
stakeholder’s emotions. For example, they choose to work with a few local causes on 
improving health or education in the region. On the other hand, teams in this type are 
often approached by various kinds of non-pro�t organizations soliciting for their support. 
Because of the team’s relational focus, they tend to accept all requests they get. Hence, 
they collaborate on projects that do not necessarily matter to their key stakeholders (for 
example, on cultural or environmental topics) or their stakeholders are no longer aware 
of the projects as they become too di�used. Results show that teams in this type are easily 
convinced by the popularity and standing of a cause with a national or international 
appeal. In addition to donations-in-kind that improve stakeholder relationships, teams in 
the social type also implement more commercial CRM programs such as sales promotions 
or sponsorships in order to involve fans and improve their perceptions about the team. 

Teams in the social CRM type are predominantly mis-aligned by means of meso-level 
determinants (Table 7). �ey su�er most from a lacuna in organizational structure 
resulting in a deviation from intended strategy. Teams in this type do not consider CRM as 
a part of their commercial business and therefore, the process of decision-making remains 
somewhat unde�ned. Respondents mention a lack of hierarchy and specialization in the 
roles needed to address CRM implementation properly. Organization charts, operating 
policies and procedures are often de�cient or absent. 

Similarly, results show that CRM implementation in the social type often misses a driving 
force in the organization, and therefore fails. Teams report that CRM strategies are not 
‘bought’ by the rest of the organization, which causes demotivation or even lower level 
obstruction. Additionally, poor leadership makes basketball organizations in this type 
subject to short-term vision resulting in CRM executions that are more commercial than 
intended. For example, one team mentioned that they also have a business to run and a 
stadium to �ll. 
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Table 7. CRM strategy implementation in the social CRM type.

Mis-alignment between CRM strategy and implementation

Cause selection CI: It can be that we work with large, well-known causes. 
(Team B)
CI: We financially support a project in Africa called ‘X’. 
(Team B)

Geographical 
scope

CI: We should not be satisfied with local engagement,  
if there is potential to go broader. (Team E)
CI: We will always have an important role to play in the 
region, but with ‘X’, we engage at the national level as 
well. (Team K)

Duration CI: I try to put something new in our CRM portfolio every  
2 years. (Team B)
CI: We question and revise our projects every year.  
(Team E)

Implementation 
type

CI: We regularly have games where we donate 50€ to “X” 
for every three point shot marked. (Team K)
CI: Every game, there is a partner who donates 20€ for 
every three point shot or dunk and 2000€ if we pass the 
100 points. This money is allocated to the program we 
have on disability. (Team G)

Key determinants causing mis-alignment

Organizational 
structure

Everyone works a bit on the social projects, because 
everyone cares. But it is mainly managed by the 
communications department. (Team G)

Leadership Because the board is not always supportive, things can 
work out di�erently than they were planned. (Team E)

Note: CI = commercial implementation. 
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Integrative CRM type
Organizations adopting an integrative CRM strategy theoretically intend to incorporate 
the demands of both customers and stakeholders. However, implementation (Table 
8) shows that combining the needs of those two groups seems di�cult. Rather than 
combining social and commercial implementation styles, execution shows that both 
approaches are exclusive and that teams deviate towards a more social or commercial 
execution based on, respectively, stakeholder pressures or self-interest. For example, it 
is rare that reduced tickets (sales promotion) are o�ered by players after they did an 
appearance or an education program (donation-in-kind) in a school. Equally, teams either 
choose to support well-known and national causes, or address local concerns. Rarely do 
they translate nation-wide initiatives to their operating regions or combine projects with 
di�erent geographical scopes around a theme. 

Macro-level determinants are most in�uential in causing mis-alignment in the integrative 
type (Table 8). Teams in this type struggle with managing contradicting stakeholder 
needs, requiring them to continuously balance and outweigh expectations to keep up. 
One team mentioned they considered collaborating with a popular cause to publicize 
their engagement towards fans. However, other stakeholders considered this approach 
to be exploitative and accused them of neglecting the essence of social engagement. As 
such, organizations in the integrative CRM type face di�culty with making sets of CRM 
decisions, rather than single ones.
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Table 8. CRM strategy implementation in the integrative CRM type.

Mis-alignment between CRM strategy and implementation

Cause selection SI: We noticed that ‘X’ was badly reflected in the 
local press, so we reached out to them suggesting a 
partnership. (Team F)
CI: Our main focus is on children. We have a structural 
partnership with a famous chocolate brand that has the 
same target group. (Team H) 

Geographical 
scope

SI: We promote our CRM projects in the arena and in the 
region, it makes no sense to communicate broader. (Team 
O)
CI: We work with two partners that have programs all over 
the country or even worldwide. (Team H)

Duration SI: We aim for continuity and sustainability. (Team F)
CI: We have to follow the money, so we need to stay 
creative and flexible. (Team C)

Implementation 
type

SI: We don't donate money, but we help by donating gifts. 
(Team O)
CI: We let the partners come to our games where they can 
promote the cause or collect money from our audience. 
(Team H)

Key determinants causing mis-alignment

Environment I love to benefit from CRM as it can increase our 
awareness and image towards the local community, but 
we do not want our fans to think we only do it for business 
reasons. (Team H)

Note: CI = commercial implementation. SI = social implementation
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Altruistic CRM type
In the altruistic CRM type, teams state to have philanthropic intentions, but their 
implementation shows that they are easily convinced by the positive marketing outcomes 
that CRM can deliver (Table 9). �is opportunistic approach causes deviation in two 
directions. On the one hand, teams are attracted by the �nancial bene�ts and decide 
towards revenue generating campaigns. Taking a commercial CRM implementation 
approach, these teams select popular causes that they frequently replace and keep 
their engagement transactional via sales promotions. On the other hand, teams can be 
convinced by the image bene�ts of CRM and focus on building stakeholder relationships. 
In that case, they keep their investments local, ongoing, and engagement remains limited 
to donations-in-kind. 

Micro-level determinants are important barriers to strategy implementation in the 
altruistic CRM type (Table 9). In this type, a shared perspective on CRM is often 
missing, causing di�culty to reach an understanding. �e ad-hoc approach in this type 
causes confusion or misinterpretation among implementers. �e selection of projects as 
well as the dialogue with internal and external stakeholders occurs in an unstructured 
and accidental way, resulting in isolated events that are detached from the CRM strategy. 
Additionally, CRM initiatives are often initiated by an individual who wants to give 
back to the community, without consulting or involving others. �is unilateral and 
opportunistic approach often leads to a lack of commitment, di�used perspectives or 
even resistance within the organization. 
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Table 9. CRM strategy implementation in the altruistic CRM type.

Mis-alignment between CRM strategy and implementation

Cause selection SI: The wheelchair basketball team is a means to build a 
network. (Team J)
CI: We choose that type of cause because it is well-
known. This way, fans are more involved. (Team D)

Geographical 
scope

SI: It is our duty to give back to the people from the local 
community that come to the game every week. (Team M)
CI: We like to engage in national and international 
projects through our star players that act as ambassadors. 
(Team P)

Duration SI: We have been doing yearly hospital visits for years, 
and we will probably continue to do it. (Team M)
CI: We never do things on the long-term. (Team P)

Implementation 
type

SI: To us, CRM is a di�erent way to reach media attention. 
We invite the local press and as such, try to link our image 
to that cause. (Team J) 
CI: Once, we did a campaign where supporters could pay 
16€ instead of 15€ for a ticket to support a good cause. 
(Team D)

Key determinants causing mis-alignment

Understanding There is little strategy behind our social engagement, but 
to show that we are a social club, we choose popular and 
well-known causes. (Team M)

Commitment The coach disapproves the CRM engagement of the 
players. His idea a�ects the players. (Team D)

Note : CI = commercial implementation. SI = social implementation
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In sum, the results of the European professional basketball teams studied, indicate that 
CRM implementation is often not in line with the de�ned strategy. As shown in Figure 
7, teams adopting a commercial CRM strategy, implement CRM more in line with what 
would be expected from a social type and vice versa. Teams adopting an integrative and 
altruistic approach implement CRM campaigns that are more socially or commercially 
oriented depending on stakeholder or self-interests.

Figure 7. Mis-alignment between CRM strategy and implementation. Note: Adapted 
from Liu (2013, p. 251).

Unlike the organizational context determinants described above, operational process 
variables, such as planning, resource allocation, sta�ng, communication, control, and 
collaboration seem to be de�ciently managed in all CRM types (Table 10). 

A formal and planned approach to CRM does not seem very common in European 
professional basketball. When it comes to planning, the CRM managers state that an 
integrated CRM approach, linked to the team’s core operations, is quasi non-existent. 
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In all CRM types, resources are not su�ciently dedicated to CRM. According to the 
European basketball teams in this study, social engagement is not a priority. Rarely do 
teams have speci�c CRM budgets, and if they do, amounts are only a fraction of the total 
budget. Hence, program quality and impact often su�er and implementation deviates 
from strategy. 

Hardly ever, sta� is fully dedicated to CRM. In most cases, people have to take these tasks 
on top of their normal work package. Moreover, most CRM or community managers 
have backgrounds that are related to program/project development, and less to marketing, 
which is crucial in managing strategy and execution it in a simultaneous and sustainable 
way.

In terms of external communication, respondents admit that they would be much better 
o� by telling more explicitly how good they are at what they do. Results indicate that 
European professional basketball teams are still doing good without (structurally) telling 
people about it. 

When asked whether PSTs are using control mechanisms related to CRM, the managers 
tend to scorn these kind of instruments. Results show that linking strategy to performance 
indicators, was found to be insu�cient or absent. Basketball organizations monitor the 
outcome of their CRM engagement on a non-systematic and informal basis.

Collaborations between the PSTs and good causes/social partners are mostly unilateral, 
trust based, and hardly ever formalized into contracts. If program objectives are de�ned, 
they are not linked to individual goals and expectations of each partner. Communication 
and knowledge sharing occurs on an irregular base.
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Discussion
Most European professional basketball organizations expect marketing outcomes from 
their social engagement (Schyvinck & Willem, 2017). Either they are more customer-
oriented and aim for increased revenue, or they are more stakeholder-oriented and intend 
to improve image and awareness. However, this study shows that their execution remains 
ad-hoc, reactive, and focused on short-term gain. �ese �ndings are in line with the work 
of Maignan and Ralston (2002), who state that European companies are not as eager as 
their Anglo-Saxon counterparts to value, integrate, and market their social contributions. 
Rather than executing initiatives that are in line with the formulated strategy, teams often 
deviate towards the, for them, most opportunistic approach. According to Andreasen 
(1996), CRM should be a strategic activity, that requires organizations to follow a certain 
process in order to be e�ective. European professional basketball teams in this study, 
however, do not necessarily follow this process with regards to decision-making on cause 
selection, geographical scope, duration and implementation type. Consequently, the 
necessary conditions to attain maximal win-win outcomes of a CRM program are often 
not present and sustainability and legitimacy of the CRM approach is at risk (Vaaland, 
Heide, & Grønhaug, 2008). 

Mis-alignment between strategy and implementation occurred in two ways. First, the 
context can force teams to deviate from a selected strategy. In this case, the main inhibiting 
factors causing ‘non-implementation’ are more cultural and behavioral in nature. Non-
implementation could thus be described as an implicit way of deviating from strategy. 

From a macro-level point of view, changes, dynamics and pressures in the environment 
cause non-implementation. Studying CRM implementation from an organizational 
and individual perspective, without ignoring the wider environment in which it 
develops, provides increased understanding about the implementation issues and their 
determinants (Okumus, 2001). Especially in the integrative CRM type, PSTs have to 
manage (contradicting) needs from various stakeholders, often causing deviation towards 
a more commercial or social execution. �ese �ndings are reinforced by Babiak and Wolfe 
(2009), who stated that external pressure is high in cases of high connectedness with and 
amongst stakeholders. Compared to regular business organizations, PSTs are often less 
agile in responding to pressures or changes in the environment. It is arguable that CRM 
engagement of PSTs has not yet evolved from the philanthropic and/or transactional stage 
towards the integrative stage (Austin & Seitanidi, 2012). �eir myopic view with a focus 
on limited aspects of CRM, can be problematic in terms of stakeholder relationships, 
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as well as fan engagement and corporate sustainability (Polonsky, Maignan, Ferrell, & 
Ferrell, 2005).

In terms of meso-level determinants, a moderate cultural receptivity towards marketing 
social engagement, can cause non-implementation. In line with �ndings of Breitbarth 
et al. (2011), teams in the commercial CRM type are often hesitant to commercialize 
their social engagement too much and therefore adopt a more social approach to CRM 
implementation. �e unique nature of PSTs lends itself to in�uence society, and local 
communities in particular, more than do commercial businesses (Smith & Westerbeek, 
2007). Additionally, sport organizations depend on grants and funds from public and/or 
private partners. European PSTs in this study execute CRM more as a revenue generating 
tool, focusing their e�orts towards local stakeholders rather than to the broader audience 
of fans and supporters. �is is in contrast to �ndings from the US, where CRM is very well 
marketed towards fans (Roy & Grae�, 2003). Dysfunctional organizational structures 
and a lack of leadership are also important meso-level determinants for mis-alignment. 
Teams in the social CRM type are most a�ected by these determinants. �ey often deviate 
towards more commercial implementations due to the pressure for immediate return and 
a lack of proper leadership to counter this pressure. �ese �ndings are in line with the 
work of Walters and Anagnostopoulos (2012) who indicate that CRM remains at the 
surface of the business and is managed as an operational (sponsoring, fundraising, PR) 
tool. Acting only with �nancial interests in mind will result in the achievement of short-
term �nancial bene�ts at the expense of long-term organizational and societal welfare 
(Lantos, 2001). 

Lastly, mis-alignment can be caused by micro-level determinants (Noble, 1999). 
People’s understanding of and commitment to the CRM strategy are crucial to avoid 
uncoordinated, divergent and con�icting decisions and actions (Floyd & Wooldridge, 
1992). Distinctive from other industries, many European professional basketball 
teams are non-pro�t organizations ran (partly) by volunteers. Consequently, structures 
and processes at the micro-level are di�erent from commercial business organizations 
(Breitbarth et al., 2015). Especially in the altruistic CRM type where guidance is per 
de�nition missing (Hrebiniak, 2005), non-implementation seems to occur because 
individuals are not su�ciently aware or supportive of the CRM ideas. A deviation from an 
altruistic strategy towards a more commercial or social execution, can make stakeholders 
leery. As stated by Du and colleagues (2010), they can become skeptical and demonstrate 
less favorable attitudes towards the team. 
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A second and more explicit way of deviating from strategy can be de�ned as ‘bad 
implementation’. �is occurs because operational variables in the organization are 
insu�ciently developed in order for CRM strategy implementation to succeed. In this case, 
the more traditionally recognized and ‘controllable’ problems of inappropriate operational 
management are at the base of mis-alignment between strategy and implementation. 
Our results show that most of the responding teams do not incorporate CRM objectives 
into overall strategic plans and do not measure the e�ect of their e�orts. �ese �ndings 
are in contrast to CRM management in the general business industry where this has 
evolved towards an integral part of business management (Pharr & Lough, 2012; Pringle 
& �ompson, 2001). Like integrative business-non-pro�t alliances, PSTs should aim 
for more symmetric collaborations with mutual objectives, joined resources, and shared 
competences (Jamali & Keshishian, 2009). Although sport managers consider CRM to 
be a marketing tool, the majority of PSTs in this study does not appoint marketers to �ll 
in the CRM positions. Consequently, and in line with �ndings from Kihl et al. (2014), 
CRM communication mainly runs through informal channels such as word-of-mouth, 
and co-branding between the PST and the cause is hardly ever promoted. On top of 
entertainment, fun, and good performances, American fans also expect community or 
charity support from their favorite PST (Roy & Grae�, 2003). However, the lack of 
competition in the region, the focus on win-maximization, and the non-pro�t status 
(Breitbarth et al., 2015) probably withholds European professional basketball teams from 
focusing on external communication. As a result, awareness of a team’s CRM activities 
among its external stakeholders remains low, constituting a barrier in the team’s quest to 
attain win-win outcomes from their social engagement (Du, Bhattacharya, & Sen, 2010). 

A proposed CRM strategy implementation framework 
As a result of our �ndings and previous research, an approach to guide the CRM 
implementation process (Figure 8) was crafted. �e constructed framework can be 
considered as an encompassing view to study CRM strategy implementation taking into 
account macro-, meso-, and micro-level determinants. Speci�cally, it indicates which 
determinants are in�uencing implementation in a certain strategy type. As such, it merges 
strategy formulation and execution in order to improve win-win outcomes. 



CSR MANAGEMENT IN EUROPEAN PROFESSIONAL SPORT ORGANIZATIONS: TOWARDS A STRATEGIC APPROACH136

Fi
gu

re
 8

. P
ro

po
se

d 
C

R
M

 st
ra

te
gy

 im
pl

em
en

ta
tio

n 
fra

m
ew

or
k.

 N
ot

e: 
Ad

ap
te

d 
fro

m
 O

ku
m

us
 (2

00
3,

 P.
87

6)
.



137      PART 2 • ORIGINAL RESEARCH

�e model gives due recognition to the interrelatedness of the determinants in�uencing 
CRM strategy implementation (Higgins, 2005). It appears that any problem or 
inconsistency with one determinant in�uences the other determinants and subsequently 
the success of the implementation process. For example, a cultural problem at the meso-
level, such as short-term orientation to CRM in sport, can distract attention from 
strategy implementation, resulting in demotivation at the individual-level. �erefore, the 
implementation factors in the three determinants should not be considered separately. 
Especially in a complex and dynamic setting such as sport, with highly demanding 
stakeholders, achieving coherence between factors is a major challenge for PSTs. According 
to the complexity view as described by Stacey (1995), this should not be considered an 
issue. �is view states that organizations can also be successful in a state of non-coherence. 
As some determinants described in the model, like organizational structure, culture, and 
the environment are constantly changing, strategy implementation should be considered 
an ongoing process in which mis-alignment can challenge existing mechanisms and allow 
new and improved ones to develop. Accordingly, this study aims to provide a holistic view 
on strategy implementation, for managers to make informed decisions on how to move 
forward with CRM strategy implementation.

Implications
Yuksel et al. (2016) mark the need for extended research into CRM implementation in 
sport answering queries about the e�ciency of campaigns, the di�erence from general 
CRM campaigns, and the determinants in�uencing implementation. �is study addressed 
these gaps by considering a) the alignment between CRM strategy and implementation 
in a professional sport context and b) the determinants that cause (mis)-alignment. 

First, this study explores the decision-making of sport managers handling CRM 
implementation. Taking a processual approach to studying social engagement, we extend 
the CRM scope of study from a consumer perspective towards a broader stakeholder and 
management perspective (Maignan & Ferrell, 2004). 

Second, the paper contributes to the literature by simultaneously examining strategy 
and execution. Although it is clear that CRM strategy formulation and implementation 
are related to each other, with success needed in both to obtain superior performance 
(Bonoma & Crittenden, 1988), both concepts are mostly studied in silos (Hrebiniak, 
2005).
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�ird, we add to the �eld by developing a theoretical framework that examines 
implementation from a holistic perspective. Including a set of macro-, meso- and micro-
level determinants, this paper addressed the call from Noble (1999) to streamline and 
encompass the di�erent theoretical perspectives on strategy implementation. 

Fourth, the proposed framework can be used in the broader context of marketing CSR 
initiatives. Any social strategy, whether more instrumental or relational, is in�uenced 
by macro-, meso-, and micro-level determinants in the process of implementation. By 
linking the determinants to the di�erent strategy types, the model enables a more e�cient 
and e�ective implementation process with the intended outcome of bene�ting both the 
organization and society at large. 

Finally, this study sheds light on the European context that di�ers in many ways from 
the American; closed vs open leagues, explicit vs implicit approaches, the amount of 
resources spent on CRM, and the receptiveness towards marketing social engagement 
(Brønn & Vrioni, 2001). Adding to the knowledge of how PSTs in European countries 
and cultures develop and implement their CRM strategies, provides new insights on 
CRM management. 

In terms of practical implementations, the framework will help managers to engage more 
e�ciently in CRM. It can streamline the process of implementation so that the resources 
invested in CRM campaigns (time, money, and people) are used more e�ciently and 
returns are maximized. Managing CRM properly is needed to face the growing public, 
commercial, and institutional pressures linked to the governance of PSTs (Breitbarth 
& Harris, 2008). Sport managers can also use the framework to manage charity sport 
events, community involvement initiatives, partnerships of non-sport brands with a 
sport-related cause, or any other CSR initiative that aims to achieve both marketing and 
social objectives. 
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Limitations and future research
Because of the limited number of observations – only one person per team, and four 
teams per country – and the multitude of determinants questioned, �ndings and the 
generalization thereof, should be considered with caution. Following this exploratory 
and in-depth study, future research should collect empirical data in a large number of 
organizations, from all managerial levels and from all stakeholders involved. For example, 
unraveling the triangular relationship between business, society, and stakeholders, from 
the di�erent viewpoints would be a valid extension to this study. 

�e development and use of the proposed framework should be put into perspective. 
No single theory or construct will capture all determinants and the extent to which they 
in�uence CRM strategy implementation. For example, one can question whether an 
“ethical” dimension should be added to the model of Liu (2013) and whether micro-level 
determinants are not already covered by leadership and culture at the meso-level. �e 
progression of the CRM �eld of study depends on an ongoing debate among alternative 
theoretical perspectives, such as structural views, interpersonal process views, and 
behavioral views (Noble, 1999). Providing an encompassing picture can, nonetheless, 
raise new ideas and opportunities for (sport) organizations to optimize the CRM 
implementation process and thus business performance. Accordingly, we suggest that 
future research should analyze causality between strategy and implementation into more 
depth and explore the importance of the di�erent determinants, as well as the way they 
intermingle in the process.

Lastly, the focus of this study was on the process of CRM decision-making within 
organizations, rather than on di�erences between countries. Cross-country analysis 
requires caution, as social engagement cannot be separated from the contextual factors 
(culture, institutionalization, regulation) of the nation in which it is practiced (Dahlsrud, 
2008). Larger contextual dimensions and their impact on CRM strategy implementation 
across countries, merit further research (Breitbarth et al., 2015; Matten & Moon, 2008). 
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3. A network 
perspective on 
cause-related 
marketing 
collaborations in 
professional sport. 

Abstract
Although professional sport teams increasingly engage in cause-related marketing (CRM), 
its implementation often remains ad-hoc and super�cial. CRM managers fall short of 
establishing the needed inter-organizational collaborations to attain mutually bene�cial 
outcomes for the organization and society at large. Little is known about the structures 
and underlying mechanisms behind these CRM collaborations. Network theory and the 
associated social network analysis was utilized to unravel and compare network structures 
and governance of two Belgian professional soccer teams with di�erent CRM strategies 
(i.e., altruistic and integrative). Findings show a smaller, more fragmented, and centralized 
network in the altruistic compared to the integrative CRM type. �e community 
department dominates the �ow in the altruistic network (i.e., lead organization-governed), 
while coordination is shared amongst stakeholders in the integrative network (i.e., shared 
participant-governed). Findings also indicate that both networks could be optimized to 
better resonate with the CRM strategy envisioned. �is study goes beyond a dyadic view 
on partnerships and contributes to the CRM literature by revealing stakeholder structures 
surrounding the focal organization. Practically, it helps managers to develop, manage, and 
sustain partnerships that are supportive of their respective CRM strategies, resulting in 
more e�ective CRM approaches and lasting economic and societal impact.

Key words: Corporate social responsibility, shared value creation, stakeholder 
management, entrepreneurship, innovation
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Introduction
Over the past two decades, cause-related marketing (CRM) has been recognized as a 
means for sport organizations to leverage their social engagement in a way that improves 
the team’s image, reputation, and pro�tability (Irwin, Lachowetz, & Clark, 2010; Lee & 
Ferreira, 2013; Schyvinck & Willem, 2018). CRM in sport is de�ned as “strategic sport 
marketing aimed at creating a mutually bene�cial link between a sport organization and a 
social cause through the use of sport events and programs” (Lachowetz & Gladden, 2002, 
p. 319). In order to create shared value, sport organizations must balance the economic 
and social goals behind their CRM engagement (Porter & Kramer, 2006). Sport teams rely 
on collaborations with fans, corporate sponsors, local authorities, and league governing 
bodies to attain this dual outcome (Wallace, 2004). Speci�cally, partnerships can provide 
the necessary resources, knowledge, and access to successfully implement CRM strategies 
(Hills, Walker, & Barry, 2019; Jones, Edwards, Bocarro, Bunds, & Smith, 2017, 2018). 
However, many sport organizations struggle with managing (contrasting) stakeholder 
demands and the partnerships often remain provisional, trivial, or unilateral (Babiak, 
2007; Schyvinck & Willem, 2019). 

Research on how partnerships should be developed and governed to assist CRM strategy 
implementation, remains scant (Lantos, 2001; Walzel, Robertson, & Anagnostopoulos, 
2018). �e bulk of CRM literature has focused on the characteristics of individual 
stakeholders and on dyadic (i.e., sport organization-fan) relationships in spite of broader 
collaborative structures (Liston-Heyes & Liu, 2013; Maignan & Ferrell, 2004; �omas, 
Kureshi, & Vatavwala, 2019; Schyvinck & Willem, 2018). Liu (2013) categorized 
CRM into four types (i.e., altruistic, commercial, social, integrative) based on how 
organizations weigh instrumental versus relational motives. �e way these motives (i.e., 
logics) are balanced and materialized (e.g., involving stakeholders, sharing resources, 
coordination, and power), however, remains unclear. To expand on these works, the 
present study utilizes network theory and social network analysis (SNA) (see Borgatti & 
Halgin, 2011; Hanneman & Riddle, 2005) to analyze collaborations and to study how 
network structures facilitate or hinder CRM strategy implementation. 

Given the number and salience of stakeholders involved in sport, Belgian professional 
soccer (i.e., global football) was chosen as a context for this study (Breitbarth & Harris, 
2008, Fifka & Jaeger, 2020). We selected a soccer team with an altruistic CRM strategy 
(i.e., low instrumental and relational dominant logic) and one with an integrative CRM 
strategy (i.e., high instrumental and relational dominant logic) (Liu, 2013) to address the 
following research question: “How are networks structured and governed in an altruistic 
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compared to an integrative CRM approach, and what are the consequences of these 
network variables on CRM strategy implementation?”. As such, a network perspective is 
applied to enhance our understanding of the underlying mechanisms of CRM strategy 
implementation in professional sport.

�is research contributes to the growing understanding of CRM, by further re�ning its 
theoretical foundations (i.e., shared value value-creation and stakeholder management). 
We demonstrate the usefulness of a network perspective in understanding stakeholder 
collaborations in CRM. By delineating the (di�erences in) network characteristics (i.e., 
roles, centralization, cohesion, centrality), the types of ties (i.e., the �ow of information 
resources, physical and human resources, and �nancial resources), and the related 
opportunities and challenges within each network, CRM (in sport) managers are 
better equipped to form and manage collaborations that �t their CRM strategy and, 
consequently, increase the value, legitimacy, and sustainability of their CRM engagement 
(Giulianotti, 2015; Hahn, Pinkse, Preuss, & Figge, 2015; Provan, Veazie, Staten, & 

Teufel‐Shone, 2005). 

Literature Review

Cause-related marketing in sport
Increasingly, professional sport organizations are expected to behave ethically and 
socially responsible. Corporate Social Responsibility (CSR) research and practice have 
demonstrated an increased focus on environmental welfare, employee management, and 
community engagement, as well as on the reporting thereof, over the last two decades 
(Babiak & Wolfe, 2009; Babiak & Trenda�lova, 2011; Kihl, Babiak, & Tainsky, 2014). 
Cause-related Marketing (CRM) is a less voluntary, more focused and market-oriented 
form of CSR in which both organizational and societal outcomes are expected from 
a mutually bene�cial partnership between an organization and a good cause or social 
partner (Galan-Ladero, Galera-Casquet, & Wymer, 2013; Schyvinck & Willem, 2018; 
Yuksel, McDonald, & Joo, 2016). 

CRM initiatives deployed by professional sport teams can demonstrate their goodwill 
towards society which, in turn, can deliver favorable attitudes towards the team (Irwin et 
al., 2010; Roy & Grae�, 2003). CRM e�orts can enhance the team’s reputation (Adcroft, 
Teckman, Walters, & Chadwick, 2009) and improve fan loyalty (Lachowetz & Gladden, 



CSR MANAGEMENT IN EUROPEAN PROFESSIONAL SPORT ORGANIZATIONS: TOWARDS A STRATEGIC APPROACH150

2002), word-of-mouth (Roy, 2011), and merchandise purchasing behavior (Walker 
& Kent, 2009), as well as societal development (Hills et al., 2019). However, despite 
increased CRM attempts, professional sport teams only rarely succeed in achieving 
simultaneous organizational and societal outcomes (Kihl, Babiak, & Tainsky, 2014; Roy 
& Grae�, 2003). A lack of supportive stakeholder collaborations is one of the drivers for 
misalignment between strategy and implementation and, hence, for restraining “win-
win” outcomes (Schyvinck & Willem, 2019). 

While the need for taking a broad stakeholder perspective in the CRM literature is known, 
most existing studies focus on uni-directional relationships between an organization 
and one stakeholder group (�omas et al., 2019; Vaaland, Heide, & Grønhaug, 2008). 
Similarly, Walzel et al. (2018) stated that the mechanisms sport organizations can use 
to manage (competing) stakeholder demands (e.g., winning, pro�t and social impact) 
remain to be delineated. �ere are some unique aspects about sport that advocate a broad 
stakeholder perspective to CRM. First, the multi-sectoral character of both CRM and 
sport implies the need for inter-organizational collaborations. In a CRM in sport context, 
the connection between a sport team and a non-pro�t organization and the desired win-
win outcome, is a prerequisite (Marconi, 2002). Yet, their value for one another exceeds 
this basic reciprocity. Both the sport team and the non-pro�t organization want/need 
their partnership to be of value to fans, as well as to sponsors, the media, the league, 
and the local community. Hence, in addition to fans, other stakeholders also play an 
important role in CRM e�ectiveness. Second, Babiak (2007) and Giulianotti (2015) 
found that institutional pressures and changes in sport systems demand the formation of 
inter-organizational collaborations. Ecosystem collaborations across sectors are needed to 
handle broader societal challenges, such as the ecological footprint of sport, diversity, and 
inclusion. Long-term shared success will require actors to not only form new alliances, 
but also to work together di�erently (Fifka & Jaeger, 2020). �ird, challenges related 
to capacity amplify the development of inter-organizational collaborations (Yuksel et 
al., 2016). Relationships among organizations delivering CRM in sport can provide 
access to a broad range of tangible (i.e., logistics, equipment, funding, and technology) 
and intangible (i.e., knowledge, skills, and expertise) resources (Fifka & Jaeger, 2020; 
Svensson & Wood , 2011; Zeimers, Anagnostopoulos, Zintz, & Willem, 2019). Finally, 
employee engagement in CRM can create a happy workforce and enhanced commitment 
and loyalty (Liu & Ko, 2011). Aligning CRM goals to the purpose and values of the 
organization requires leadership, top-management involvement, and collaborations 
between departments. �erefore, internal collaboration is needed to demonstrate real 
value.  
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Cause-related marketing strategies 
Sport organizations tend to engage in CRM based on two dominant logics: they are 
either more self-oriented and engage instrumentally; or they are more other-oriented and 
engage relationally (Liu, 2013). A sport team stimulating sales through the promotion 
of the brand-cause link, is an example of a more instrumental CRM approach. 
Conversely, a team taking a relational approach to CRM focusses on issues that a�ect 
their relationship with other societal groups and organizations (e.g., school visits, clinics, 
educational programs, renovations). Although the relational and instrumental dominant 
logics represent di�erent views on CRM engagement and imply di�erent stakeholder 
relationships, they are not mutually exclusive. Based on the possible combinations of 
the extreme values (high vs. low), four CRM strategies are de�ned: an altruistic, social, 
commercial and integrative CRM strategy (Liu, 2013).

�e type of stakeholders involved, the way they collaborate, and the resources they 
exchange, is likely to be related to the type of CRM strategy a sport organization adopts. 
For example, a team with a commercial CRM strategy is expected to show stronger 
connections between the commercial and the community department, and to have more 
commercial partners and �ows of �nancial resources in its network compared to teams 
with a social CRM strategy (Liu, 2013). Jones et al. (2017) noted that inter-organizational 
relationships in sport are often context-speci�c, indicating the ongoing need to unravel 
collaborations in di�erent settings. Austin (2000a) described three collaboration forms 
to conceptualize value creation. In the altruistic form, relationships are philanthropic, 
of peripheral importance to the �rm’s mission, characterized by few and infrequent 
interactions, and by a small amount of resources invested. In the transactional form, 
relationships indicate higher levels of reciprocity, investment of resources, interaction, 
and scope. A collaboration with an integrative form is of strategic value to the partners, 
with a clear connection to the mission, high investment of resources and a broad scope 
of activities (Austin, 2000a). Organizations with integrative collaboration forms not 
only influence stakeholders but also seek to be influenced by stakeholders. �ese types of 
collaborations suggest that organizations are highly engaged to explore mutually beneficial 
action. It seems obvious that having an altruistic CRM strategy results in collaborations 
that Austin (2000a) de�nes as altruistic, and that having an integrative CRM strategy 
leads to integrative collaborations. However, little empirical guidance was found in the 
literature as to how CRM strategy and collaborations are structurally related. 
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A network perspective 
CRM collaborations are mostly based on trust and mutually bene�cial purposes, rather 
than on formal transactions. �ese voluntary relationships bene�t from �exible and 
informal, rather than vertical and hierarchical organization structures (Wäsche & Woll, 
2013). �e former are often referred to as networks. Networks have been de�ned as a 
“group of three or more legally autonomous organizations that work together to achieve 
not only their own goals but also a collective goal” (Provan & Kenis, 2008, p. 231). As 
such, a network perspective is well suited to study CRM collaborations, that go beyond 
the scope of a single sector/organization type.

Network theory focuses on the relationships between actors and not on the actors 
themselves (Borgatti & Halgin, 2011). Actors are viewed as embedded in relationships, 
which presents opportunities or constraints based on their position in the network 
(Emirbayer, 1997). CRM departments in sport organizations, for example, will not only 
be informed about the outcome of their direct relationships, but also about their indirect 
ties and the opportunities or challenges that certain stakeholders provide based on their 
position and role in the network (cf. Borgatti & Halgin, 2011; Borgatti, Mehra, Brass, 
& Labianca, 2009). 

Borgatti and Halgin (2011) conceptualized the network paradigm into (a) the theory of 
networks and (b) network theory proper. �e theory of networks refers to the exploration 
of the antecedents (i.e., speci�c properties and processes) that characterize the network as 
a whole. Conversely, Borgatti and Halgin (2011) de�ned network theory proper as “the 
mechanisms and processes that interact with network structures to yield certain outcomes 
for individuals and groups” (p. 1168). For this study, network theory proper is more 
useful as it emphasizes the structural components and connectivity within the networks 
and their consequence on CRM strategy implementation. �is structuralist approach to 
collaborations and networks is common in organizational scholarship (Borgatti & Foster, 
2003), however rarely applied to the �eld of CRM (Babiak, �ibault & Willem, 2018; 
Babiak & Kihl, 2018, �omas et al., 2019; Walzel et al., 2018). 

Network theory can improve understanding of CRM by depicting the types of 
stakeholders, how they collaborate, and what resources they share. Moreover, network 
theory implies a contextual approach, which makes it well suited to depict if and how 
di�erent partnerships and linkages are pursued to answer di�erent organizational and 
stakeholder needs (Borgatti & Halgin, 2011). In other words, network theory allows to 
explore whether and how collaborative structures are supportive of the CRM strategy 
envisioned, hence improve CRM implementation.
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Social network analysis
Many sport management scholars have used network theory and SNA to study 
stakeholder’s positions and roles (e.g., presence, coordination, in�uence, power) in 
networks (e.g., Dobbels, Voets, Marlier, De Waegeneer, & Willem, 2018; Hambrick, 
Svensson & Kang, 2019; MacLean, Cousens, & Barnes, 2011; Naraine & Parent, 2016; 
Parent, 2016; Parent, Rouillard, & Naraine, 2017). Some of this work explored the 
�ow of information resources, physical and human resources, and �nancial resources in 
networks (Dobbels et al., 2018; Hambrick et al., 2019). Analyzing those “subnetworks” 
(see Provan & Huang, 2012) is important because outcomes of one type of link (e.g., 
sharing information resources) can be di�erent from other types (e.g., physical and 
human resources or �nancial resources). Accordingly, analyzing subnetworks can increase 
understanding of how sport organizations manage the balance between instrumental, 
relational, and societal expected outcomes behind CRM engagement.

�e most dominant concepts used to analyze networks at the whole network level 
are centralization and cohesion, whereas centrality is commonly used to characterize 
networks at the node level. Average degree (i.e., the average number of ties for each 
node) is one measure to report on the cohesion of the network (Hanneman & Riddle, 
2005). Average degree is well suited to compare networks (Borgatti, Everett, & Johnson, 
2018) and is therefore an interesting measure to analyze contrasting CRM approaches. A 
network’s core-periphery structure is another indicator of cohesion. It speci�es a subset 
of nodes (i.e., core) that is well-connected to both central and peripheral actors, and a 
periphery that contains nodes that have connections to some central actors, but few with 
other peripheral actors (Prell, 2012). Finally, centralization indicates the extent to which 
coordination is owned by one or a few actors or shared between multiple or all actors in 
the CRM network (Hanneman & Riddle, 2005). 

At the node-level, centrality refers to the number of direct ties an organization has and is 
thus a measure of how central, active, and in�uential an actor is within the CRM network 
(Wäsche, Dickson, Woll, & Brandes, 2017). If the CRM department, for example, has 
ties to many di�erent actors that can supply money, they have alternative ways to satisfy 
the need for �nancial resources, and hence are less dependent on individual actors like the 
commercial department, sponsors, or the government to supply money.

To develop meaningful solutions that can help sport organizations to enhance their 
CRM strategy implementation, collaborations should be delineated in di�erent types 
of networks (Jones et al., 2017, 2018). �is study addresses this call, by comparing the 
structures and governance of collaborations in two distinct CRM types. More speci�cally, 
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collaborative structures (i.e., the number and type of stakeholders involved, cohesion, 
centralization, and centrality) and the types of exchanges (i.e., the �ow of information 
resources, physical and human resources, and �nancial resources) are compared in an 
altruistic versus integrative CRM in sport approach. Moreover, network characteristics 
facilitating (or hindering) CRM strategy implementation are assessed within each case. 

Method
A comparative case study design (Yin, 2013) was applied gathering data from stakeholders 
of a sport team with an altruistic CRM strategy and of a sport team with an integrative 
CRM strategy. Purposive sampling (based on theoretical reasoning) was used to select 
the two cases and to conduct in-depth investigation of their networks (Creswell, 2013). 
Below is a description of the case study settings, as well as the data collection and data 
analysis.

Case study settings
Belgian professional soccer was selected as a context for this study. Professional sport 
organizations increasingly need to balance organizational, economic, societal, and 
stakeholder demands which puts pressure on CRM strategy implementation. Investigating 
how networks enable or hamper CRM strategy implementation, is of value to sport 
(Quatman & Chelladurai, 2008), as well as to general management (Provan & Kenis, 
2008). Anagnostopoulos (2011) argued that stakeholder management is speci�cally 
relevant to professional soccer teams, because of the salience of certain stakeholders (e.g., 
fans, sponsors, media). �ere are few legal obligations in Belgium as to how professional 
soccer clubs should engage in CSR. Clubs autonomously make CRM plans, decide on 
which themes to focus, which programs of the league to support, and with whom to 
collaborate. Hence, a variety of CRM approaches and partnerships exists amongst clubs 
in the professional league, which makes Belgian soccer an interesting context to study 
CRM approaches and networks. 

�e cases were selected based on their contrasts, using theoretical dimensional sampling 
(Creswell, 2013). As the study’s aim was to describe and compare network structures and 
governance in di�erent CRM types, teams were selected based on their CRM strategy. 
Accordingly, this study drew on CRM and stakeholder theory to select the cases. For 
reasons of conciseness, feasibility, and comparability, we decided to focus this study on 
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the two most distinct types of the four CRM strategies de�ned by Liu (2013). From the 
15 professional soccer teams in Belgium (in the highest division) that received a corporate 
social responsibility label from the league in 2017, we purposefully selected those two 
cases that most clearly represented the altruistic and the integrative CRM type (Liu, 
2013). An additional criterion was the tenure of the CRM engagement: the aim was to 
select teams with a program tenure of at least three years to assure comparability. 

Data collection
In order to select the cases, we conducted semi-structured interviews with CRM 
managers of Belgian professional soccer teams. We drew from Liu (2013) and Schyvinck 
and Willem (2019) to explore a team’s CRM strategies and motivations. Based on their 
categorization, we questioned CRM managers about why they engage in CRM, what 
their strategic principles, goals and expected outcomes are, and whom they wish to target 
with their CRM campaigns. After six interviews, lasting between 35 and 45 minutes, 
we were able to identify two distinct cases; one with high instrumental and relational 
expected outcomes (i.e., integrative CRM strategy) and one with low instrumental and 
relational expected outcomes (i.e., altruistic CRM strategy). 

Additionally, the CRM managers informed the researchers about the organizations 
they (i.e., the community department) collaborated with to realize CRM projects. �e 
framework of Breitbarth and Harris (2008), mapping internal and external stakeholders 
of a (English) soccer club, was used to probe for additional organizations involved. 
Furthermore, the team’s websites and CRM plan documents were analyzed and used to 
assist the interviews. As such, a “starter set of group members” (cf. Borgatti, Everett, & 
Johnson, 2018), could be drafted to continue the network analysis with. 

Afterwards, data were collected from all the stakeholders involved in the CRM activities 
of the two selected cases. A modi�ed version of Provan and colleagues’ (2005) survey 
was sent to all representatives of the organizations listed by the CRM managers of both 
teams and to the additional organizations that these representatives in turn provided. 
To cover the “fans” stakeholder group, for example, we sent the survey to the chair of 
the supporters’ club and federation. In other words, the individuals most responsible for 
and knowledgeable about CRM collaborations in their organization were solicited to 
complete the survey on behalf of their organization (Jones et al., 2018). Respondents were 
questioned about their (organization’s) collaborations with the other organizations on the 
list and could nominate up to �ve additional organizations they considered important in 
the CRM network. �e issue of boundary speci�cation is essential to network analysis, as 
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it determines which organizations will be included in the study. Only three organizations 
in each case mentioned one additional member. �e community department and other 
organizations that had already completed the survey were re-contacted to provide 
information on the potential additional collaboration. Furthermore, the organization was 
added to the survey for those who had not yet responded. We repeated this snowballing 
technique until no new names came up. 

�e �rst part of the questionnaire included a grid in which all organizations, provided 
by the CRM managers, were listed. We sought information about network involvement 
by asking the respondents to indicate whether or not they had collaborated with the 
listed organizations in the past year. If the respondent con�rmed the collaboration, 
further questions were asked on the type of exchange. More speci�cally, they had to 
indicate (through predetermined categories) whether they had given and/or received, 
information resources, physical and human resources, and �nancial resources (Jones et 
al., 2017, 2018). Sharing information resources included email, telephone, or face-to-
face correspondence, attending meetings, and providing knowledge. Exchanging physical 
and human resources was operationalized as sharing facilities, trainings, equipment, 
volunteers or sta� (MacLean et al., 2011). Financial resources included all activities 
related to monetary transaction (e.g., fundraising, donating, grant writing) between 
organizations in the network. �ese descriptions were added as captions to the survey. 
�rough the aforementioned measures, cognitive bias was limited and accuracy of the 
data collection safeguarded. 

Data analysis
�e survey response rate for the study was 80%, as 46 out of 57 organizations completed 
the questionnaire. Response rates for the speci�c cases were also high: 15 out of 18 
organizations responded in the altruistic case and 31 out of 39 in the integrative case. As 
per the suggestion of Borgatti et al. (2018), we handled the missing data (reciprocated the 
links) with the assumption that if the respondents had been able to answer, they would 
have listed all the organizations that mentioned to have received resources from them. 

For the social network analysis, the stakeholder framework of Breitbarth and Harris 
(2008) was used to aggregate single organizations (for example, “sponsor 1, 2, 3”) into 
stakeholder groups (“sponsors”, for example; see Table 11). Selecting stakeholder groups as 
the level of analysis allowed for a more comprehensible and comparable network analysis, 
and aligned with previous research (e.g., Naraine, Schenk, & Parent, 2016); individual 
organizations were not mapped as that would provide micro-level, contextual insights, 
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beyond the purpose of this study. �e recorded ties between actors (i.e., stakeholder 
groups) were imported into UCINET 6, an SNA software program (Borgatti, Everett, & 
Freeman, 2002), and visualized using NetDraw. 

�e comparative case study design allowed us to look at the network data within and 
between two CRM types. At the whole network level, average degree and centralization 
were used to explore, respectively, cohesion and coordination. At the subgroups level, 
core-periphery analyses were executed to segment the network into a core and a periphery. 
At the node level, centrality was measured to assess “popularity” of a node (i.e., stakeholder 
group) in the network (Hanneman & Riddle, 2005). Degree centrality assesses the total 
number of ties that a particular node has, as well as the number of ties it sends (out-
degree centrality) and receives (in-degree centrality). Betweenness centrality refers to the 
centrality of an actor by assessing how many times an actor is a link between a pair of other 
stakeholder groups in the network. In that sense, betweenness is often used to identify 
bridges (i.e., the link that overcomes a structural hole between two clusters) and brokers 
(the intermediary actor between two unlinked actors/clusters in the network) (Long, 
Cunningham, & Braithwaite, 2013). Last, since eigenvector centrality is less suited for 
directed networks, we used Bonacich beta centrality – a measure that accounts for the 
connections of a node’s connections – to explore the power of actors in the network 
(Borgatti et al., 2018). �e di�erent centrality measures chosen serve di�erent purposes 
regarding the identi�cation of key network members; degree depicts how in�uential a 
node is in the network; betweenness indicates the control a node has over the network, 
and beta speci�es the power bene�t of being linked to centralized actors. A node can, for 
example, have few direct connections (i.e., low degree), yet be connected to many others 
through those few direct connections (i.e., high beta) and therefore be a key actor in the 
network.

In addition to the di�erences in constitution (i.e., cohesion, coordination, and powerful 
actors), we also assessed the types of exchanges (i.e., information resources, physical and 
human resources, and �nancial resources subnetworks) in both cases. To understand if 
and how those di�erent types of collaborations within a CRM type were associated, and 
thus, to gain insights in mechanisms to support implementation in line with strategy, 
a quadratic assignment procedure (QAP) correlation was used. QAP correlations 
provide information on whether statistically signi�cant relations exist among di�erent 
subnetworks (Borgatti et al., 2018). 
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Table 11. Number of organizations per stakeholder group.

Stakeholder Group
Integrative 
CRM strategy

Altruistic CRM 
strategy

Community department 1 1

Commercial department 1 1

Players 1 1

Sta� 1 1

Fans 2 2

League 1 1

Sponsors 9 0

Government 4 2

Public health organizations 3 1

Other public organizations 2 0

Good causes 4 4

Social partners 9 4

International platform organizations 1 0

Total number of participants 39 18
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Findings
Figures 9 and 10 provide the graphical representation of both teams’ CRM networks. 
Nodes are plotted using a graph theoretic layout that locates them based on their geodesic 
proximity and path length similarity (Borgatti et al., 2018).

Figure 9. Sociogram of the team adopting an integrative CRM strategy (nodes sized 
according to degree centrality)
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Figure 10. Sociogram of the team adopting an altruistic CRM strategy (nodes sized 
according to degree centrality)

Integrative CRM network
� e network of the team with an integrative CRM strategy consists of 39 organizations 
that were grouped into 13 nodes. � ese nodes allow for the total amount of 84 ties 
(collaborations) in the network. � e average degree score of 6.462 (see Table 12) suggests 
that, on average, actors (i.e., stakeholder groups) in the integrative network have more 
than six ties with other actors. Centralization in this network was rather low, with a 
score of 44%. Poole (2008) indicated that “scores above 60 percent indicate a substantial 
amount of network activity concentrated in one or a few actors, and scores below 40 
percent indicate a substantial amount of fragmentation in network activity” (p. 283). � e 
moderate score indicates that coordination in this network is decentralized and shared 
amongst a group of actors. Concomitantly, outcomes of the core–periphery analysis 
showed that there were, in fact, four users in the core of the network, representing 30% of 
the total number of users present. � ose core actors included the community department, 
the commercial department, sponsors, and the government. � e measures at the whole 
network level seem favorable to aim for what the integrative CRM strategy refers to as 
relational and instrumental outcomes of CRM engagement.
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Table 12. Network measures per team.

Measure
Integrative CRM 
strategy

Altruistic CRM 
strategy

Node level

Degree centrality a, b Community department
(0.327, ID: 0.350, OD: 
0.278)

Community department
(0.457, ID: 0.407, OD: 
0.395)

Sponsors (0.289, ID: 
0.228, OD: 0.283 )

Good causes (0.272, ID: 
0.272, OD: 0.210)

Government (0.233, ID: 
0.189, OD: 0.211)

Government (0.235, ID: 
0.222, OD: 0.222)

Betweenness centrality 
a, b

League (17.841) Community department 
(21.481)

Community department 
(16.237)

Government (7.037)

Commercial department 
(6.780)

Good causes (5.648)

Bonacich beta 
centrality a, b

Sponsors (1.936) Community department 
(1.783)

Community department 
(1.834)

Good causes (1.552)

Government (1.295) Government (1.310)

Subgroups level

Core-periphery Core: 4 Core: 3

Periphery: 9 Periphery: 7

Whole network level

Average degree 6.462 5.400

Centralization c 44.7% 50.0%

Number of ties 84 54

Note: a Top three scores are presented. b Normalized scores are presented. c Scores range between 0 and 100.
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�e size of each node in the sociogram (as illustrated in Figure 9) is determined by its total 
number of ties. Degree centrality, an actor-level measure indicating the exposure of a node 
in the network, illustrates that the community department is in the most favored position 
in the network having most ties to other stakeholder groups. However, other actors such 
as sponsors, governmental organizations, and the commercial department of the team 
also play important roles in the network based on degree centrality. Sponsors appear even 
more in�uential (higher out-degree centrality) than the community department. 

Betweenness centrality shows that the league holds the most important intermediate 
position (17.841) in the network and is able to control and coordinate network 
processes. �e league acts as a governing body urging the commercial and community 
department to engage in the CRM projects of their wish in return for (�nancial) support. 
Moreover, without the league capitalizing on its brokerage position, international 
network organizations would not be connected to the network and a hole in the social 
structure (i.e., structural hole) would appear. �is structural hole could be harmful for 
knowledge sharing and organizational learning as the mission of the international network 
organizations is to share information and best practices with the clubs. Positioning 
themselves in between stakeholder groups and spanning structural holes, thus makes the 
league an important actor in this network. 

�e actors in the core of the network (i.e., community department, commercial 
department, sponsors, and government) also revealed the highest Bonacich beta centrality 
scores, hence yield signi�cant power through their network relationships. Sponsors, for 
example, have relatively high Bonacich beta centrality values (1.936), compared with 
others in the network indicating their power and strength within the integrative network. 
Sponsors and the commercial department are important to assure the instrumental 
outcomes, whereas the community department and local government organizations are 
salient in safeguarding legitimacy towards the community. In short, the core network 
structures at the node level are also supportive of the dual outcome aimed for in this 
CRM strategy type. Notwithstanding, fans, players, and sta� stay at the periphery of the 
network, with low centrality numbers. �ose stakeholder groups have limited power to 
control the �ow of information, resources and/or money in the network. Given the equal 
importance of consumers/fans and other stakeholders as targets for CRM activities in the 
integrative type, those results suggest a �aw in the network structure to support CRM 
strategy implementation. 

Collaborations can represent one or more types of exchanges, meaning one partnership 
can consist of multiple ties. In the integrative CRM network, the total amount of ties 
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consists of 71 information resources ties (47%), 63 physical and human resources ties 
(42%), and 18 �nancial resources ties (12%). �e measures of those three subnetworks 
are presented in Table 13 and their accompanying sociograms are illustrated in Figure 
11. Indeed, �ndings show that most CRM collaborations are at the level of exchanging 
information resources, and to a lesser extent physical and human resources, whereas 
monetary transactions only fractionally occur. Also, average degree is much lower in the 
�nancial resources network compared to the information resources and physical and 
human resources network. Some stakeholders are missing and some others, like fans, 
are only peripherally connected to the �nancial resources network. �is suggest that 
�nancial resources for CRM initiatives are mostly generated from sources other than fans 
or supporters. Table 13 shows that both the community and the commercial department 
are equally prominent actors in the �nancial resources network (ID centrality of 0.150). 
In terms of out-degree centrality, �ndings show that sponsors (OD centrality of 0.200) 
are most in�uential as they exchange money with many others. 
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Table 13. Network measures per subnetwork.

Information resources 
network

Physical and human 
resources network

Financial resources 
network

Integrative CRM strategy 

Average degree 5.462 4.846 1.385

Centralization c 44.7% 31.1% 35.6%

Number of ties 71 63 18

In-degree 
centrality a, b

Community 
department (0.250)

Community 
department (0.321)

Community 
department (0.150)

Sponsors (0.222) Sponsors (0.190) Commercial 
department (0.150)

Government (0.167) Government (0.167) Good causes (0.050)

Out-degree 
centrality a, b

Community 
department (0.269) Sponsors (0.250) Sponsors (0.200)

Government (0.176) Community 
department (0.226) Government (0.083)

 Sponsors (0.167) Government (0.167) Commercial 
department (0.050)

Altruistic CRM strategy

Average degree 4.700 3.800 0.800

Centralization c 59.7% 58.3% 30.6%

Number of ties 47 38 8

In-degree 
centrality a, b

Community 
department (0.417)

Community 
department (0.417) Good causes (0.222)

Government (0.250) Government (0.250) Community 
department (0.167)

Good causes (0.250) Good causes (0.250) Social organizations 
(0.111)

Out-degree 
centrality a, b

Community 
department (0.417)

Community 
department (0.250) League (0.222)

Good causes (0.306) Government (0.222) Community 
department (0.167)

 Government (0.250) Good causes (0.167) Commercial 
department (0.111)

Note. a Top three scores are presented. b Normalized scores are presented. c Scores range between 0 and 100.
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Figure 11. Sociogram of the information, physical and human, and �nancial resources 
networks of the team adopting an integrative CRM strategy 

Altruistic CRM network 
A smaller number of organizations (18) constitutes the altruistic network compared to 
the integrative network. �ose 18 organizations account for 10 stakeholder groups and 
54 relationships (See Table 11). With an average degree of 5.400, the average amount 
of ties that each stakeholder group has is lower compared to the integrative CRM 
network, suggesting a less cohesive network. �e centralization score (50%) indicates that 
relationships are more concentrated among one or a few central actors. A core–periphery 
analysis of this network showed three actors – the community department, the good 
causes and the government – constituted the core of the network. A closer look at the 
accompanying sociogram (Figure 10) illustrates the central position of the community 
department. 
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�e node level measures performed on the altruistic CRM network (see Table 12) are 
indicative of strong ownership by the community department. �is actor has degree 
centrality numbers (total, ID, and OD) that are close to double the size of the second 
most central actor suggesting the great connectivity of the community department to 
other nodes. In addition, the community department had a betweenness centrality score 
of 21.481, meaning 21.5% of all possible geodesic (shortest) paths in the network passed 
through this node. �is demonstrates that the community department has considerable 
in�uence on the transfer and exchange of information resources, physical and human 
resources, and �nancial resources throughout the network. In terms of the Bonacich 
beta centrality in this network, the community department, the good causes, and the 
government have the highest scores, indicating their power in coordinating CRM e�orts. 
�e community department in this network type gets support from both the local 
government and the league to engage in CRM, and does this mainly through donations 
to good causes. Structures at the ego and whole network level in this type are in line 
with the CRM strategy envisioned. A typical altruistic CRM program is initiated and 
managed by a community department that wants to do good for the community (i.e., 
make donations) without considering or planning the potential marketing bene�ts of 
those activities. 

Similar as in the integrative CRM network, the number of ties in the information 
resources and physical and human resources subnetworks are higher than the number 
of ties regarding the exchange of �nancial resources (see Table 13 and Figure 12). �at 
is, the total amount of ties consists of 47 information resources ties (51%), 38 physical 
and human resources ties (40%), and 8 �nancial resources ties (9%). Average degree 
(0.800) is much lower in the �nancial resources network compared to the information 
resources and physical and human resources network. All actors are involved in sharing 
information resources and physical and human resources, however, only six out of ten are 
also engaged in sharing �nancial resources. Fans, players, sta�, and public organizations 
are not involved in the �nancial resources network in this CRM type. �e in- and out-
degree centralization in this network is indicative of philanthropic contributions and 
donations as the money mainly �ows from the league (highest OD centrality 0.222) to 
the community department (ID centrality 0.167), that in turn organizes CRM projects 
that bene�t good causes (ID centrality 0.222). �e central role of the community 
department is clearly visible in the measures of the two other subnetworks as well. Table 
13 illustrates that the community department is indeed both prominent and in�uential 
(high in- and out-degree centrality) in exchanging information resources and physical 
and human resources through the network. 
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Figure 12. Sociogram of the information, physical and human, and �nancial resources 
networks of the team adopting an altruistic CRM strategy 

Cross-case comparison
A comparison between the two networks highlights similarities and important di�erences. 
Table 12 notes the �ndings at node-level (i.e., degree, betweenness, and Bonacich beta 
centralities), group-level (i.e., core–periphery), and whole network level (i.e., average 
degree, centralization, and size) of both teams. A higher number of stakeholders and ties 
are present in the integrative type compared to the altruistic network. Some stakeholder 
groups, like sponsors, public organizations, and international network organizations even 
did not participate in the network of the altruistic type. Both teams had moderate to 
highly cohesive networks. Yet, many possible linkages are not being realized, suggesting 
that actors are selective regarding the partners they consider salient for attaining their 
CRM objectives, especially the monetary ones. 
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A glance at Table 12 supports the picture from the network maps (see Figures 9 and 10) 
that the community departments are highly central in both CRM networks. Especially in 
the altruistic network, its centralized nature indicates its important role in the network.  
It seems that most network-level activities are coordinated through and by the community 
department. Conversely, in the integrative network, the community department is less 
dominant and stakeholders act more collectively. Multiple stakeholders are central and 
able to control the �ow of information resources, physical and human resources, and 
�nancial resources. 

Fans were absent in the core of both networks. Similarly, internal stakeholders such 
as, players and sta� have low degree and Bonacich beta centralities in both networks.  
�e community department and the government appeared in the core of both networks, 
and had decidedly high Bonacich beta centrality scores, indicating their power in either 
network. �e extra stakeholder group in the core of the altruistic type was the good 
causes, whereas the commercial department and sponsors are central in the integrative 
type. �ese �ndings support the di�erent views on the dominant logics – instrumental 
versus relational – as discussed earlier.

Because of the di�erent rationales, logics, target groups, and strategic principles in the 
two CRM types, di�erent associations between subnetworks (i.e., information resources, 
physical and human resources, and �nancial resources) were expected. However, in both 
CRM networks, collaborations mostly occur in the form of exchanging information 
resources. Table 13 indicates that only around 10% of the exchanges involve the 
transaction of money. Regarding the correlation between the di�erent types of ties, 
the �ndings revealed similar associations in both cases ranging from 0.275 (correlation 
between physical and human resources network and �nancial resources network) to 
0.664 (correlation between physical and human resources network and information 
resources network) in the integrative type and between 0.286 (correlation between 
physical and human resources network and �nancial resources network) to 0.494 
(correlation between physical and human resources network and information resources 
network) in the altruistic type (see Table 14). �e p-values for the three correlations in 
both networks were statistically signi�cant and positive at the .05 level. �ose �ndings 
indicate that network members who formed relationships in one subnetwork possessed 
similar relationships in the other two subnetworks. Looking more closely at overlapping 
relations in the integrative type, we found that 13 out of the 84 collaborations (or 15%) 
involved sharing both information resources, physical and human resources, and �nancial 
resources. Similar outcomes (13% of the ties, or 7 out of 54) were noted for the altruistic 
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network. More than 72% of the collaborations were multiplex (i.e., sharing at least two 
types of ties) in the integrative case compared to 64% in the altruistic case. More than 
90% of the collaborations in both networks involved sharing information. Given the 
aim for simultaneous creation of increased revenue and organizational legitimacy in the 
integrative CRM type, larger correlations and multiplex relationships were expected in 
this type compared to the altruistic type. 

Table 14. Quadratic assignment procedure correlation matrix of collaborations.

Integrative CRM strategy

Information 
resources 
network

Physical 
and human 
resources 
network

Financial 
resources 
network

Information resources 
network

- - -

Physical and human 
resources network

0.664* - -

Financial resources network 0.355* 0.275* -

Altruistic CRM strategy

Information resources 
network

- - -

Physical and human 
resources network

0.494* - -

Financial resources network 0.393* 0.286* -

Note. a Measures represent Pearson correlation coe�cients. *p < .05.



CSR MANAGEMENT IN EUROPEAN PROFESSIONAL SPORT ORGANIZATIONS: TOWARDS A STRATEGIC APPROACH170

Discussion
�is study used a network analytical approach (Provan & Kenis, 2008) to describe, explain, 
and compare relational con�gurations in an altruistic and integrative CRM approach 
(see Liu, 2013) and used these con�gurations to explain CRM strategy implementation.  
�e results indicated that some structures and characteristics are supportive of the strategy 
envisioned, whereas others hamper successful implementation of the CRM strategy. Both 
enabling and impeding structures are depicted in the section below. 

�e integrative strategy, in which both instrumental and relational outcomes are 
aimed for, was re�ected in the implementation of the case studied by a high number 
of stakeholder groups (and organizations) involved, many and strong ties, and a high 
cohesion in the network. �e altruistic network, in which organizations are less proactive 
in reaping marketing bene�ts and more concerned with giving back to society, showed 
a lower number of actors involved, less ties, more fragmentation, and less activity in the 
network, compared to the integrative CRM type. 

�e type of actors that are in�uential in the network also correspond to the dual outcome 
aimed for in the integrative type. Accordingly, the commercial department and the 
sponsors are important to assure �nancial outcomes, and the community department, 
as well as local government organizations, are salient in safeguarding legitimacy towards 
the community. �e network of the team adopting an altruistic CRM approach is more 
centralized around community department and the nodes in the core of the network re�ect 
the more reactive and ad-hoc approach to CRM. Notably, the community department 
receives resources from the government in return for engaging with the local community 
and charitable causes. �ese �ndings accord with Walters and Anagnostopoulos (2012), 
who stated that social engagement in altruistic attempts is treated as an isolated activity 
to comply with stakeholder demands rather than integrated into the core of the business 
operations. �e lack of signi�cant roles occupied by commercial partners in the altruistic 
type con�rms that teams in this type do not have much instrumental goals behind their 
CRM engagement, which can be problematic for long-term sustainability (Porter & 
Kramer, 2006). 

Stakeholders in the integrative type are less reliant on the community department to 
bridge connections, as exchanges are also realized through other actors who serve as 
bridges between nodes. �e league, for example, is an important broker in the network as 
it enables connections of the commercial department, sponsors, and social organizations 
with players, for instance. Taking into account and integrating various target groups 
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provides the needed resources, goodwill, and legitimacy to attain both instrumental and 
relational outcomes (Liu, 2013). On the other hand, this makes collaborations in the 
integrative CRM type more complex and multifaceted compared to the altruistic type 
(Austin, 2000a).

In terms of governance, the �ndings of this study indicate that the altruistic approach 
shows a “lead organization-governed structure”, whereas the integrative approach re�ects 
a “shared participant-governed structure” (Provan & Kenis, 2008). Where the lead 
organization-governed structure can favor stability and e�ciency, it can also constrain 
e�ectiveness and growth as the di�usion of resources throughout a broader network 
of CRM stakeholders remains limited (Jamali & Keshishian, 2009). Community 
departments are not self-contained and must ensure that complementary skills, 
competencies, and resources enter the network in order to e�ectively implement CRM 
and safeguard social and economic impact (Babiak & �ibault, 2009; Fifka & Jaeger, 
2020; Porter & Kramer, 2006). 

�e “shared participant-governed structure” (Provan & Kenis, 2008), apparent in the 
integrative network, shows more trust-based, decentralized, and balanced relationships. 
On the other hand, participant-governed networks depend more on the involvement 
and commitment of a signi�cant subset of organizations that put the community 
department in a more vulnerable position (Katz & Heere, 2015). For example, too much 
involvement of the commercial department might raise skepticism with stakeholders and 
thus face resistance (Du, Bhattacharya, & Sen, 2010; Svensson & Wood, 2011). �e 
focal organization has to deal with the pressure of attaining goal consensus and managing 
stakeholder heterogeneity, since all actors have personal agenda’s regarding CRM projects. 
One can imagine rivalry between the community and the commercial department, for 
example, regarding incoming funding from community activities. 

As mentioned earlier, some network characteristics were not entirely supportive and 
hindered implementation of the intended CRM strategy. First, fans and spectators (i.e., 
consumers) play a less signi�cant role compared to other stakeholders in the networks of 
both cases studied. �is suggests that even teams adopting an integrative CRM strategy 
execute CRM more as a functional tool, focusing their e�orts towards local stakeholders 
rather than to the broader audience of fans and supporters (Constandt, Parent, & 
Willem, 2020; Roy & Grae�, 2003). �e lack of external focus in the altruistic network 
is remarkable given that organizations in this type would normally aim for positive PR, 
word-of-mouth and buzz around CRM programs. For similar reasons, media is an actor 
that was expected to be part of this network. Yet, this stakeholder was not mentioned in 
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either one of the networks studied. Poor external communication and fan engagement is 
a missed opportunity to garner favorable CRM outcomes. Especially since professional 
sport organizations enjoy huge emotional connection with and passion from their 
consumers (Walker & Kent, 2009). 

Second, internal stakeholders, such as players and sta� are equally located at the periphery 
of both networks. �ese �ndings relate to the work of Hahn and colleagues (2015) 
who mention that CRM is often “stuck in the boardroom”, handled top-down, and 
associated with lucrative transactions. A more bottom-up approach, involving players, 
sta�, employees, and other internal stakeholders in the network would not only bring in 
new ideas, resources, and knowledge in the network, it would also make CRM a shared 
responsibility. 

Finally, the subnetworks of both cases show more ties and greater connectivity in the 
information resources and physical and human resources networks than in the �nancial 
resources network. Given the “donation culture” within the altruistic type (Liu, 2013), a 
higher number of �nancial exchanges was expected. �e desire to control decision-making, 
a narrow scope of activities, and the lack of engagement are potential explanations for low 
development of the money network compared to other subnetworks in this type (Austin, 
2000a; Babiak, 2007; Cousens et al., 2012; Kihl et al., 2014). In the integrative type, 
the poorly developed �nancial network indicates the di�culty of managing relational 
and instrumental goals as equally important and thus, to implement CRM according 
to the intended strategy. Hahn et al. (2015) and Giulianotti (2015) mentioned similar 
tension between self- and other- oriented needs regarding social engagement. However, 
the results of the QAP correlations indicate that information ties could be considered 
a starting point for sharing other resources, as scholars found evidence that an increase 
in one type of connection could enable an increase in other types as well (Hambrick et 
al., 2019; Jones et al., 2017, 2018). Given the positive correlations between the three 
types of collaborations and the fact that most actors have an information tie in addition 
to other ties, both teams could enhance their network structure by further building on 
the information relationship. �ey can create synergistic value recognizing that “social, 
relational, and economic goals are not con�icting but integrally connected” (Austin, 
2000a, p. 739). Extending the type of ties can strengthen the relationship between actors 
because if one type of association is lost, collaboration between actors may continue 
through other types of ties (Jones et al., 2017, 2018, Ziakas & Costa, 2010). 

Irrespective of whether relational and instrumental expected outcomes are high or low, 
e�ective implementation of any CRM strategy requires a network that enables a mutually 



173      PART 2 • ORIGINAL RESEARCH

bene�cial outcome for the organization and society (Marconi, 2002). In both cases 
studied, there are some stakeholders and ties missing to fully support the CRM strategy 
envisioned. In that regard, both teams could improve network structures by installing 
a Network Administrative Organization (NAO) that acts as a third-party mediator. 
Consistent with previous research (Adcroft et al., 2009; Walters & Tacon, 2010), the 
�ndings of Kolyperas and colleagues (2015) showed that soccer teams with separate 
foundations are more engaged, have better access to resources, closer relationships 
with players, and a broader scope of activities and partners with whom they interact, 
compared to teams that have community departments as their CRM delivery agents. A 
separate foundation, recognized by its larger degree of autonomy and responsibility for its 
strategic and �nancial directions, may be well suited to attract actors (and thus, resources, 
knowledge, skills), mediate relationships, and optimize coordination (Anagnostopoulos, 
Byers, & Kolyperas, 2017). Engaging fans, supporters, players, and funders may become 
easier, as community departments often experience a tension between improving CRM 
e�ectiveness and making a sincere e�ort to improve society. Attracting new stakeholders 
or amplifying existing ones may challenge existing priorities and mindsets and inspire 
professional sport teams to improve their CRM engagement. If in close collaboration with 
the management of the team, a foundation may be used as a mechanism for enhancing 
legitimacy and reducing the complexity and skepticism of shared governance (Adcroft et 
al., 2009). 

Theoretical implications
�is research extends the investigation of CRM beyond the consumer response perspective 
that has dominated the area of research (Irwin et al., 2010; Roy & Grae�, 2003; �omas 
et al., 2019). While e�ects of CRM engagement on consumers and fans deserve attention, 
this study took a broad stakeholder perspective on CRM strategy implementation and 
thereby addressed the call to move beyond dyadic relationships when studying CRM (in 
sport) (Babiak & Kihl, 2018; Katz, Baker, & Du, 2020; Katz, Ward, & Heere, 2018; 
Lachowetz & Gladden, 2002). Quatman and Chelladurai (2008) argued that in using 
a dyadic approach, researchers still “disregard the structural form, making an implicit 
bet that they can adequately analyze ties in structural isolation, without reference 
to the nature of other ties or how they �t together” (p. 341). Moreover, stakeholder 
collaborations are needed to successfully implement any CRM strategy and are therefore 
a vital consideration in studying CRM management (Breitbarth & Harris, 2008; Liu, 
2013; Schyvinck & Willem, 2018, 2019). 
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A network lens provided this much needed, broad, and structural view on CRM 
management. �e SNA applied in this study allowed for a quantitative description of 
relational properties such as centrality, brokerage, coordination, and power behind CRM 
management. We thereby answered the call of sport management scholars to better 
understand the policies, processes, and structures behind social engagement (Hills et al., 
2019; Kihl et al., 2014; Jones et al., 2017, 2018; Walzel et al., 2018). Furthermore, 
the network perspective provided a more systematic understanding of how stakeholder 
relationships (should) relate to CRM strategy and therefore contributes to the further 
conceptual development of sustainable CRM management in sport and beyond. 

�e comparative case study design allowed for an in-depth understanding of the 
structures and governance of collaborations in their speci�c context and deemed suited 
for theory building (Creswell, 2013). Assessing and comparing the consequences of 
network variables on CRM management in two distinct cases improved understanding 
of the quest for shared value creation. While similar stakeholder groups were involved in 
both networks, the �ndings of this study showed that we cannot assume that network 
governance in an altruistic and integrative CRM approach is anything alike. �e fact that 
stakeholders in the core of both networks di�er greatly highlights the need to step away 
from a one-size-�ts-all approach to CRM management. 

Managerial implications
Managers in professional sport organizations face pressures for greater legitimacy and 
sustainability regarding CRM management. Jones and colleagues (2017) state that 
organizations are no longer evaluated simply on their output, but equally on how they 
manage relations with stakeholders and establish legitimacy within the community. Yet, 
knowledge on how value should be created and how collaborations can/should support 
the CRM strategy envisioned remains scant (Fifka & Jaeger, 2020; Frow & Payne, 2011; 
�omas et al., 2019). �is study has shed light on the mechanisms of collaboration 
in an altruistic and an integrative CRM in sport approach. Its �ndings provide sport 
managers with more information on the number and type of stakeholders involved (and 
missing), the number and types of ties/interactions between stakeholder groups, and on 
the strength of relationships in distinct CRM approaches. In knowing which stakeholders 
are more powerful, central, and peripheral in both networks, managers are better able 
to target relationships that are supportive of the CRM strategy envisioned. Drawing 
on their enhanced network knowledge, sport managers adopting an integrative CRM 
approach, for example, can reach out to organizations with complementary resources (like 
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sponsors), mitigate skepticism through partnering with compatible actors (like the local 
government), and decrease power issues through balanced (instrumental and relational) 
collaborations or the installation of a NAO. In short, knowledge about network systems 
and processes may serve as a starting point for more e�ective CRM implementation 
(i.e., in line with strategy) and consequently, improved economic and societal impact 
(Bhattacharya, Korschun, & Sen, 2009).

Limitations and future research
Despite the insights provided by the comparative case study design adopted in this study, 
a number of (de)limitations are present. A �rst and obvious limitation is the selection 
of two cases. �erefore, transferability and generalizability of the �ndings cannot be 
assumed. Moreover, this study was not designed to evaluate CRM performance, to 
explain causality, or frame one type of CRM approach as superior to another. �e goal of 
the comparison was rather to generate an in-depth understanding of how collaboration 
patterns and con�gurations occur within and between di�erent CRM approaches. �e 
association between the structures/governance of di�erent CRM networks and their 
outcome is an intriguing topic, which could be usefully explored in future research. Larger 
scale, traditional comparative studies (Goodrick, 2019) could be carried out, examining 
many networks across all four CRM types de�ned by Liu (2013). 

Second, although we take CRM strategy as a starting point for this study, we do realize 
that CRM implementation, with the formation of inter-organizational collaborations, 
is a dynamic, multifaceted, and non-linear process. Future research might focus on the 
cause-e�ect relationship between strategy development and implementation (i.e., type of 
projects, programs, relationships) more accurately. In this case, adopting an organization 
instead of a stakeholder group level of analysis might provide additional insights on CRM 
collaborations.

�ird, boundary speci�cation is a common issue in SNA, and thus also in this study. 
We gathered additional data until no new names were mentioned, however, the chance 
of missing organizations remains. 11 out of 57 organizations in the network could not 
be reached. E�orts were made to obtain data as completely as possible, yet, analysis is 
based on incomplete network data. However, Jones and colleagues (2017) indicate that 
with a response rate of 75% or more, the impact of missing data is limited. Missing data 
was handled by reciprocating the links. �is is a robust method for analyzing undirected 
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networks. However, caution is needed when interpreting the centralities of the directed 
subnetworks (i.e., �ows of information, human and physical, and �nancial resources). 
Speci�cally, out-degree centrality measures for missing data are assumed by the researcher 
by reciprocating the links, rather than con�rmed by an actual response. 

Finally, a viewpoint from non-collaborating organizations or stakeholder groups (sponsors 
in the altruistic case, for example) might provide insights into why some organizations 
are reluctant to join the network. Similarly, future research could focus on the role of 
foundations as “broker” organizations in CRM in soccer networks. Whilst evident in the 
United Kingdom, the presence of foundations as separate entities managing CRM is not 
common in many other European countries. 
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4. What does 
entrepreneurship 
add to the under-
standing of corporate 
social responsibility 
management in 
sport? 

Abstract
Despite the widespread growth of corporate social responsibility (CSR) initiatives in 
sport, the majority of professional sport teams still manages social engagement in an 
opportunistic manner. Tactical attempts towards CSR management can provide discrete 
and short term bene�ts, but lack the ability to create lasting social and economic impact. 
�is study uses an entrepreneurship lens to study CSR management in sport. More 
speci�cally, it builds on the concept of corporate social entrepreneurship (CSE) to study 
the transition towards more strategic CSR approaches. �rough an in-depth study of 
a single professional soccer case in Belgium, the drivers of CSE and their relation to 
strategic CSR development and implementation is explored. �e �ndings indicate the 
importance of having an intrapreneur, an enabling organization, and, to some extent, 
stakeholder alliances. Challenges, however, arise at the level of organizational culture and 
aiming for shared value creation. 

Key words: Entrepreneurship, strategy, professional sport, corporate social responsibility
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Introduction
Professional sport organizations are increasingly expected to behave in a socially responsible 
manner and research has acknowledged the role of corporate social responsibility (CSR) 
in professional sport organizations to positively impact the organization, its stakeholders, 
and society at large (Fifka & Jäger, 2020; Kihl, Babiak, & Tainsky, 2014; Walzel, 
Robertson, & Anagnostopoulos, 2018). �is has led to an escalation of social activities, 
projects, charitable foundations, and research over the last two decades. However, such an 
increase in CSR engagement has not necessarily resulted in positive parallel societal and/
or economic impacts (Hills, Walker, & Barry, 2019).

To that end, CSR scholars argue that professional sport organizations should better 
integrate CSR into the core of their business values and operations, and move from 
traditional (i.e., tactical) approaches towards more strategic CSR endeavors (Pirsch, 
Gupta, & Grau, 2007; Porter & Kramer, 2011; Schyvinck & Willem, 2019). Similarly, 
Walzel and colleagues (2018) suggest that the time has come for professional sport teams 
to rethink their CSR strategies, processes, and managerial practices, rather than doing 
more of the same. However, the underlying mechanisms to transition from traditional 
towards strategic CSR management, and thus to attain lasting economic and societal 
bene�ts, remain unclear. 

�is study takes an entrepreneurship lens to analyze the organizational processes behind 
CSR policies, practices, and initiatives within sport organizations. With its focus on 
innovation, transformation, and shared value-creation, entrepreneurship theory is a solid 
foundation to study CSR management and the evolution thereof in professional sport 
(Ratten, 2019). More speci�cally, corporate social entrepreneurship (CSE) – i.e., a multi-
level concept containing elements of individual, corporate, and social entrepreneurship 
– is applied to explore the process of CSR management within a single professional 
soccer case in Belgium. Although soccer is the most developed sport industry in Europe 
in terms of CSR practice and research, it would merit a more innovative and critical 
research perspective (Anagnostopoulos & Shilbury, 2013; Fifka & Jäger, 2020; Kolyperas, 
Morrow, & Sparks, 2015). Such perspective is necessary to contribute signi�cantly to the 
sport management �eld of study. �is research explores the following research question: 
“How can CSE assist strategic CSR development and implementation in a professional 
soccer organization?”. We assess �ve key elements of CSE, namely the presence of an 
intrapreneur, an enabling organization, a supportive organizational culture, stakeholder 
alliances, and shared value creation (see Austin & Re�cco, 2009) through in-depth 
interviews with team stakeholders. 
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�is study contributes to CSR theory and practice in depicting core CSE elements, 
as well as how they are interrelated and linked to CSR management. �e constructed 
model o�ers a blueprint for the transition towards more advanced levels of CSR in which 
both economic and social outcomes can be achieved. By delineating the presence (and 
absence) of CSE drivers along with the related opportunities and challenges, managers are 
better equipped to engage in CSR in a strategic manner and, hence, increase the value, 
legitimacy, and sustainability of their social engagement.

Literature Review

Corporate social responsibility in sport
While professional sport organizations try to balance sport, economic, and legal 
requirements, their stakeholders expect them to demonstrate higher ethical standards, 
accept some accountability for societal welfare, and engage in the local community 
(Babiak & Kihl, 2018). �erefore, professional sport teams are increasingly engaging 
in CSR initiatives (Babiak & Wolfe, 2009; Inoue, Kent, & Lee, 2011; Kihl et al., 2014; 
Walzel et al., 2018). Over the past few decades, CSR has evolved towards a multifaceted 
concept in which a symbiotic relationship exists between organizational and societal 
expected outcomes (Fifka & Jäger, 2020; Porter & Kramer, 2011; Walzel et al., 2018). 
McWilliams et al., (2006, p. 1) de�ne contemporary CSR as “situations where the 
organization goes beyond compliance and engages in actions that appear to further some 
social good, beyond the interests of the organization and what is required by law”.

Empirical research on CSR in professional sport has enhanced our understanding 
on strategy development (Babiak & Wolfe, 2009; Schyvinck & Willem, 2018), 
implementation (Fifka & Jäger, 2020; Schyvinck & Willem, 2019), communication 
(Inoue, Mahan, & Kent, 2013), and evaluation and impact (Kihl et al., 2014; Walker, 
Hills, & Heere, 2017). �e unique characteristics of professional sport, such as engagement 
of mass media, communication power, youth appeal, and ability to create positive health 
and social impacts, make teams ideal vehicles to carry out CSR (Smith & Westerbeek, 
2007). Additionally, numerous positive bene�ts and outcomes have been assigned to CSR 
engagement including, increased revenue, enhanced image and reputation, strengthened 
stakeholder relationships (Inoue et al., 2013; Walker & Kent, 2009), as well as societal 
development (Hills et al., 2019; Inoue & Havard, 2014; Walker et al., 2017). While a 
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lot of progress has been made in CSR scholarship and management, �rms, including 
professional sport organizations, still struggle to manage the often contradictory social 
and economic goals behind CSR engagement (Malik, 2015). 

Towards strategic corporate social responsibility in sport
Much of the CSR in sport literature has taken an instrumental perspective studying 
organizational and economic, rather than social goals and outcomes (Hills et al., 2019; 
Walzel et al., 2018). Similarly, scholars agree that because of the ambiguity around the 
social responsibility concept, professional sport organizations tend to prioritize one 
objective (social or economic) over the other (Hahn, Pinkse, Preuss, & Figge, 2015; 
Schyvinck & Willem, 2019). Teams often engage in CSR if some �nancial bene�t can 
be accrued from addressing societal issues, but avoid situations where tensions exist or 
where social engagement does not (directly) result in �nancial outcomes. For example, 
professional sport teams can get tax advantages, league funding, and subsidies for engaging 
in myopic community initiatives through their charitable foundation (Kolyperas et al., 
2015). Defensive and compliant approaches (e.g., answering to pressures and seeking 
funding) may deliver short term and discrete bene�ts for the club and/or the community, 
however, such programs are often one-o�s, underfunded, and detached from the core 
business, which limits sustainable, scalable, and observable impact (Hills et al., 2019; 
Walker et al., 2017). Business case approaches to CSR can lead to fan skepticism, a 
decrease in sta� motivation, and even a risk of ethical malpractice, when managers do 
not feel the need to act socially responsible outside the realm of the charitable foundation 
(Walker et al., 2017).

Recently, scholars have argued that the ultimate purpose of CSR management should be 
to align social with economic aims (i.e., strategic CSR) (Rangan, Chase, & Karim, 2015). 
Pot and Vaas (2008) note that investing in solving social issues accounts for almost 75% 
of business success. In other words, organizations can gain tremendous economic value by 
solving social issues, which in turn helps them to yield competitive advantage (Porter & 
Kramer, 2006). Positively deviant examples in sport can be found in the NBA’s Basketball 
Without Borders initiative which o�ers socialization opportunities through basketball in 
developing countries, as well as in Nike’s Designed to Move program which developed 
a framework to tackle youth physical inactivity around the world (Walker et al., 2017). 
�is research answers the call to better understand how sport teams are making e�orts to 
design and implement strategic CSR (Anagnostopoulos, Byers, & Kolyperas, 2017; Hills 
et al., 2019; Kihl et al., 2014; Rowe, Karg, & Sherry, 2019; Walker et al., 2017). 
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Corporate social entrepreneurship
Stepping away from the social vs economic paradox that many traditional (i.e., tactical) 
CSR approaches face, requires a shift in corporate mindset. Entrepreneurship can assist in 
that change by focusing on the how rather than the what of strategic CSR management 
(Ratten, 2019). Zhang and Zhang (2016) noted that entrepreneurship theory lies at the 
base of some of the most e�ective CSR e�orts around the world.

Research in the early era of entrepreneurship focused on psychological characteristics of the 
individual entrepreneur (McClelland, 1961). Schumpeter (1912) stated that innovation 
and technological change emanate from individual entrepreneurs who deconstruct old ways 
in favor of new ones (Austin & Re�cco, 2008). Later on, individual functionalist discourses 
in entrepreneurship were challenged by scholars who debated that entrepreneurship was, 
at least partly, a team and/or organizational endeavor (Gartner, Shaver, Gatewood, & 
Katz, 1994). As a response to mere individualist views on entrepreneurship, the concept 
of corporate entrepreneurship emerged. Conceptualizations of entrepreneurship in 
this stream of research focused on the relationship between corporate entrepreneurial 
behavior and subsequent �nancial performance (Covin & Miles, 1999). Signi�cant 
progress in theory development was made when entrepreneurship was applied for solving 
social issues (i.e., social entrepreneurship) (Peredo & McLean, 2006). De�nitions of 
social entrepreneurship vary and mean di�erent things to di�erent stakeholders involved 
(Ferreira, Fernandes, Peres-Ortiz, & Alves, 2017). Yet, social entrepreneurship theory has 
been vital in understanding social development through economically sustainable and 
viable models (Ferreira et al, 2017).

�is study combines the aforementioned concepts and uses corporate social 
entrepreneurship (i.e., “the process of extending the organization’s domain of competence 
and corresponding opportunity set through innovative leveraging of resources, both 
within and outside its direct control, aimed at the simultaneous creation of economic 
and social value” (Austin, Leonard, Re�cco, & Wei-Skillern, 2006, p. 170)) to increase 
the understanding of the process behind strategic CSR management in professional 
sport. While entrepreneurship theory is increasingly applied to sport (Bjärsholm, 2017, 
McSweeny, 2020, Ratten & Babiak, 2010), Ratten (2019) expresses the need for the 
development and recognition of theoretical frameworks speci�c to the sector. Moreover, 
most (sport management) research drawing on entrepreneurship is conducted from an 
individual perspective (Bjärsholm, 2017). A gap remains in analyzing organizational 
(e.g., team dynamics, cultures), and relational (e.g., stakeholder in�uences) variables in 
addition to individual (e.g., psychological determinants) levels of analysis. Compared to 
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other industries, the sport sector speci�cally merits from an encompassing perspective 
given its close entanglement with society and stakeholders (e.g., business, non-pro�t, 
and government bodies) (Ratten, 2019). Accordingly, this study applies a broad CSE 
perspective to the analysis of CSR management with the goal of expanding knowledge on 
the change process towards simultaneous social and economic value creation. 

The drivers of corporate social entrepreneurship
Building on the seminal work of Austin and Re�cco (2008), �ve important drivers 
of CSE are considered in this study, i.e., the presence of an intrapreneur, an enabling 
organization, a supportive organizational culture, stakeholder alliances, and shared value 
creation. We brie�y explain each of the elements below.

�e intrapreneur. As intrapreneurs, CSR managers should be change agents that carry out 
entrepreneurial behavior while generating social value (McSweeny, 2020). Austin and 
Re�cco (2008, p. 88) de�ne intrapreneurs as “individuals within the enterprise who are 
focused on fostering and bringing about the internal organizational transformation and 
innovation that moves the organization to a more advanced state of CSR”. Intrapreneurs 
can emerge organically, or can be appointed based on their personal values (Hemingway, 
2005). �ey are risk-taking, adaptive, and driven by doing good and avoiding harm. 
With their profound understanding of - and connection to - the external environment, 
they can easily identify opportunities to solve social problems. Especially in the sport 
context, intrapreneurs work directly with communities to drive change (Smith, Rees, & 
Murray, 2016). Although they can have an immediate social impact, they understand 
the need to make use of existing business resources, processes, and structures to generate 
lasting social change (Austin & Re�cco, 2008). By including the role of the individual 
within the organization, this research addresses an area that is largely neglected in the 
CSR in sport literature (Walzel et al., 2018).

An enabling environment. To move towards strategic CSR, management/leaders must 
cultivate an entrepreneurial environment for the intrapreneur to operate in. �is requires 
a strong vision of what CSR can mean for an organization and why it is vital to its 
success. An enabling environment also implies that CSR is integrated in the organization 
rather than distinct from the business operations, which is still the case in many sport 
organizations (Anagnostopoulos et al., 2017). �e vision must be accompanied by 
enabling organization structures and processes. “Guidance systems” like performance 
measurement and reward systems help to assure that operations are aligned with the 
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commitment to economic and social value creation (Austin & Re�cco, 2008). �ey 
support entrepreneurial activity in a corporate setting, as entrepreneurial talent is actively 
recruited, empowered, and given clear goals. 

�e presence of a strong intrapreneur and an enabling environment are important for 
a supportive organizational culture to develop (Galbreath, 2010). In addition to the 
enabling structures, processes, and guidelines, an organization should also have the right 
values and what Austin and Re�cco (2009) refer to as “corporate purpose” in place to 
advance CSR. �is organizational culture should ensure that social value creation is seen 
as an essential part of the organization’s mission and that words expressed in that mission 
are turned into beliefs and translated into action. Rupp et al., (2006) found a positive 
relationship between an organizational culture embracing social engagement and work 
motivation, performance, and organizational commitment. In strategic CSR, social 
engagement is not viewed as a window-dressing tool, but rather as a cornerstone of an 
organization’s identity and culture (Austin & Re�cco, 2008). It is value-driven, and those 
values shape the CSR strategy. In sport, this often occurs the other way around resulting 
in a lack of coherent, impactful, and sustainable CSR strategies (Kolyperas et al., 2015). 

An organizational culture that balances self- and other related values can help to generate 
goodwill from internal and external stakeholders (Miragaia, Ferreira, & Ratten, 2017). 
Culture is thus related to another driver in the CSE process; stakeholder alliances. 
�ose alliances can provide complementary competencies and can create new resource 
constellations that enable innovative solutions to social and economic challenges. While 
evidence is missing on the direct connection between CSR and corporate �nancial 
performance of professional sport clubs, scholars suggest that economic bene�ts can be 
achieved indirectly, through stakeholder alliances (Inoue et al., 2011; Roy, 2011; Walker 
& Kent, 2009). By collaborating with other organizations—sponsors, local communities, 
or governmental agencies—intrapreneurs not only gain the necessary resources to realize 
their �nancial goals, but they also acquire legitimacy which can yield lasting support 
(Bhattacharya, Korschun, & Sen, 2009). Where most studies take a �rm perspective 
to analyze CSR management (Babiak & Kihl, 2018), this study explores stakeholder 
perceptions to increase understanding of the in�uence of stakeholder alliances and the 
“co-generation of value” (see Austin & Re�cco, 2009, p. 89) on the strategic management 
process.

Shared value creation. �e central aim of strategic CSR is to align socially oriented activities 
with business value and purpose (Rangan et al., 2015). Addressing social problems related 
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to an organization’s core business o�ers the “most fertile opportunities” (p. 75) for shared 
value creation (Porter & Kramer, 2011). However, various institutional, organizational, 
and individual pressures can introduce an imbalance between economic and social goals. 
Schyvinck and Willem (2019), for example, found that European professional basketball 
clubs struggle with balancing self- versus other-oriented logics. Di�erent interpretations 
of these logics amongst actors/units can lead to tensions when “respective systems 
of meaning and normative understanding, built into rituals and practices, provide 
inconsistent expectations” (Greenwood, Raynard, Kodeih, Micelotta, & Lounsbury 
2011, p. 321). Hahn et al., (2015) suggest that organizations should recognize and accept 
the tensions related to managing the commercial and altruistic logics, rather than trying 
to solve them, a priori, by prioritizing one logic over the other. While CSR in professional 
sport becomes more prevalent and sophisticated, conceptual and empirical research on 
shared value creation is still required (Walzel et al, 2018). Austin and Re�cco (2009, p. 
89) posit that entrepreneurship can help to �nd innovative ways to achieve the “double 
return”.

With complex societal issues (e.g., sustainability, social justice, equality) and the increasing 
pressure for more innovative and sincere CSR attempts, the sport sector is left with some 
unexplored terrain (Hills et al., 2019). Unraveling how CSE can help to identify, develop, 
and implement those CSR approaches that create social change alongside organizational 
bene�ts provides a signi�cant opportunity and an action imperative. Accordingly, this 
study considers if and how the drivers of CSE are related to CSR strategy development 
and implementation in professional sport.

Method

Study design
�is research used a qualitative case study design to explore the CSE process within sport. 
Single case studies are well suited to obtain an in-depth understanding of contemporary 
issues (e.g., strategic CSR management) in real-life settings, such as, professional sport 
organizations (Yin, 2011). Although the �ndings of a single case study cannot be 
generalized empirically, they can deliver new knowledge that can be compared with 
existing cases and, as such, create theoretical generalization (Yin, 2011). 
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A Belgian professional soccer Club was purposefully selected to address the research 
question stated earlier (Creswell, 2013). �e Club has a strong record of on �eld 
performance with league title and cup wins and participation in international (i.e., 
Champions League and Europa League) competitions. Moreover, the Club won the 
ECA (European Club Association) Community and CSR award for its Community 
Clubs program. Within Belgium, the selected case is recognized and rewarded for its 
strong community engagement with four “Pro League+” trophies in the last six years. 
Although the Belgian context was also selected for reasons of geographical and language 
convenience, the authors did not have any personal connection to or relationship with 
the Club at stake, nor was it more available or willing to participate than other clubs in 
the Belgian league. It was the number of awards, recognitions and track record of the 
team that led to the selection of this particular team at the sake of other teams. Given its 
context, this case meets the criteria of an “exemplar case” (Patton, 2014, p. 273), which 
may help us develop a richer understanding of CSR management in sport, and which 
may therefore be considered relevant to the broader CSR in sport community.

�e Club manages its CSR through a separate charitable foundation. �is non-pro�t 
organization (NPO) operates independently from the Club, although two Club 
executives are board members of the Foundation and the Club provides about half of 
the Foundation’s budget. �e two organizations are both located in the stadium and have 
close working relations. �e Foundation has signi�cantly increased in size, revenue, and 
number of projects, as well as in building alliances with stakeholders over the past 10 
years. �e Foundation is a founding partner of the European Football for Development 
Network (EFDN). 

�is information-rich case enabled a deeper understanding of the phenomenon of CSE 
(Patton, 2014). Although this case is positively deviant in terms of structure, awards, and 
recognitions for CSR projects, one was left to wonder what the organizational processes 
and strategies behind these projects look like. In other words, this case study was expected 
to provide us with many (yet not necessarily exemplary) insights on the manifestation of 
CSE drivers, their interrelatedness, and their impact on social and economic outcomes 
of CSR management.

Participants
22 internal and external stakeholders, directly associated with the team’s CSR initiatives, 
were interviewed about their perceptions on the team’s CSE endeavors. CSR research 
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addressing stakeholders’ perceptions and expectations is relatively rare to date (Babiak & 
Kihl, 2018). However, considering the multitude of stakeholders involved in professional 
sport and their in�uence on CSR strategy development and implementation, a broad 
stakeholder view was adopted in this study. Breitbarth and Harris’s (2008) framework 
was used to identify the stakeholders relevant to this organization. As illustrated in Table 
15, the sample included Foundation sta�, Club managers, fans, corporate sponsors, 
league governing bodies, governmental and public partners, NPO’s, partner clubs, and 
the EFDN. Interviewees were purposefully selected based on their involvement with - 
and knowledge of- the team’s CSR initiatives and their willingness to participate (Patton, 
2014).

Table 15. Stakeholder interviews.

Stakeholder type Number of interviews

Foundation (FD) 3

Club (MGT) 2

Fans (FAN) 3

Sponsors (SP) 2

City (CT) 2

Public partners (PP) 2

Non-profit organization (NPO) 3

Community clubs (CC) 2

League governing bodies (LGB) 2

European Football for Development 
Network (EFDN)

1
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Data collection
A �rst meeting took place with the head of the Foundation. �is open interview yielded 
general insights as well as the formal approval and consent of the Club to start the study. 
Afterwards, we interviewed the other stakeholders between April and August 2019. 
Semi-structured interviews, ranging from 30 to 60 minutes, were conducted in person, 
recorded and transcribed verbatim after the interviewee had given his/her informed 
consent. �e questions posed were based on the drivers of CSE as depicted in the literature 
review. First, we asked respondents about their perceptions of the presence, role, and 
characteristics of the intrapreneur (i.e., the Foundation manager) who is taking the lead 
in CSR management. Second, questions were asked about the structures and processes 
in place to enable strategic CSR. �ird, we questioned organizational values and culture 
and probed whether CSR is considered essential to the organization’s mission and infused 
into the whole organizational structure and spirit. Fourth, the stakeholder alliances were 
questioned and assessed to what extend those are perceived as means for achieving what 
the CSE de�nition refers to as “extending the organization’s domain of competence and 
corresponding opportunity set through innovative leveraging of resources outside its 
direct control” (Austin, et al., 2006, p. 170).” Finally, questions were asked about CSR 
logics and the aim for shared value creation. We speci�cally probed for the balancing act 
between managing social and economic goals. In general, interviewees were encouraged 
to discuss the bene�ts, challenges, and evolution they perceived regarding the team’s 
CSR management. As such, the interviews allowed for an in-depth understanding of 
the stakeholders’ perspectives concerning CSR management and its underpinning CSE 
process.

In addition to these interviews, we examined the team’s corporate website, as well as 
the 2017–2020 strategic policy plan of the Foundation (a total of 183 pages). �is desk 
research assisted the selection of stakeholders as well as the drafting of the interview 
guideline. Furthermore, the researchers were able to directly observe the intrapreneur’s 
behavior, attending international learning platforms (3), seminars (2), and workshops 
(1) in which the Club presented their CSR strategy and operations. �ese observations 
provided an additional and more in-depth understanding of the team’s CSR approach 
which strengthened the researchers’ re�ection on and interpretation of the interview data 
(Patton, 2014).
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Data analysis
�e �rst author executed and analyzed the interviews in Dutch, the mother tongue of 
both the interviewer and the interviewees. �e transcripts were �rst read and reread by 
the �rst author to familiarize with the data and initial notes were taken (Yin, 2011).  
�e data were then uploaded into the qualitative data analysis software program, NVIVO 
12, which allowed for better organization of the complex data and facilitated the analysis. 

Initial codes were �rst deductively created from the CSE literature (e.g., the presence of 
an intrapreneur, an enabling organization, a supportive organizational culture, stakeholder 
alliances, and shared value creation). Multiple sub-nodes were created to code the data with 
su�cient amount of detail. For example, “change agent”, “communicator”, “coordinator”, 
“contributors”, “entrepreneur and manager blended into one role”, “going beyond traditional 
management structures”, “convincing towards stakeholders” were sub-nodes used to de�ne 
the presence of an intrapreneur within the organization. Afterwards, an inductive content 
analysis strategy (Patton, 2014) allowed for the development of codes describing and 
classifying the relationships between the various CSE drivers and their in�uence on social 
and economic outcomes. For example, the codes “distance” and “con�icts” arose to describe 
the relationship between the organizational culture and the CSR logics.

�e �rst author coded all the data, and a sample of the interviews was also coded by two 
research assistants. Correct interpretation was guaranteed by debating and comparing the 
data-analysis and the coding of the �rst author and the research assistants. Flexibility was 
maintained in identifying and discussing emergent patterns and themes that manifested 
in the data (e.g., fan engagement and external communication), re�ecting the researchers’ 
preference for an “emergent intuitive” analytical approach (Marshall & Rossman, 1999, 
p 150).

As previously mentioned, CSR is a social phenomenon that is in�uenced and shaped by 
all stakeholders involved. Especially in sport, the variety of stakeholders provide di�erent 
insights on the CSE drivers. �e open coding allowed for analyzing these similarities and 
contrasts as well as stakeholders’ perceptions about each other. �e authors moved back 
and forth between the theory, the interview data, the documents, and the observations 
to develop and verify theory. �e aim of this study was neither to build grounded theory, 
nor to test existing theory, but instead to apply a newly constructed framework in the 
sport context to explore a speci�c research question. Relevant quotations were translated 
in English to include in this manuscript. �ese translations were discussed amongst the 
bilingual authors to safeguard quotation accuracy.
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Findings
�e �ndings of this case study indicate that simultaneous social and economic betterment 
is not automatically achieved in CSR management. In exploring the drivers of CSE, the 
way they manifest, and how they are interrelated, we found that the intrapreneur and the 
enabling environment were strongly present, and that (therefore) trusting organization-
stakeholder alliances were in place to either ensure funding or generate goodwill from 
the community. However, con�icting organizational cultures and logics between the 
Foundation and the corporate organization hampered the transition towards a more 
strategic CSR approach in which simultaneous and sustainable social and economic 
impact is yielded. In the following section, we depict how the CSE drivers manifested 
in the case studied and to what extent they supported (or hampered) strategic CSR 
development and implementation.

The intrapreneur 
�e presence of a strong innovative leader championing CSR was perceived as crucial to 
study participants. Both the league representative and the EFDN noted that the personal 
characteristics and values, as well as the commitment and loyalty of the CSR manager to 
the organization were essential. Regarding those personal values, the CSR manager was 
perceived as “committed”, “passionate”, and “energized”. Stakeholders mentioned; “�e 
Foundation would never be in the position it is, if it wasn’t for that person” (PP 1, MGT 1). 

In terms of entrepreneurial characteristics, the CSR manager (i.e., the Foundation 
manager) was perceived to be a change agent. He used the “connecting power of soccer” 
(FD 1) as a unique asset to grow the Foundation into a viable and innovative organization. 
Stakeholders described him as a “pioneer” (SP 1), a “rebel” (LGB 1), and a “risk-taker” 
(PP1), constantly looking for opportunities to optimize and broaden social engagement. 
For example, the intrapreneur reached new target groups such as fans through the “Active 
Fans” program, pioneered in communication by involving the bene�ciaries in vlogs, and 
adapted organization and board structures to increase e�ciency. 

�e Foundation itself was perceived as “best in class” (NPO 2) and “setting standards” 
(LGB2). Even at the international level, the CEO of the EFDN described the intrapreneur 
as “an example to other teams” (EFDN). On the one hand, the manager of the Foundation 
made use of existing structures and the power of the brand whenever possible to expand 
and amplify existing methods to reach new target groups. For example, the Foundation 
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developed a charter based on knowledge and experiences from (youth) soccer and social 
work and applied this charter to develop a homeless team, a walking football program, 
and a program for mentally disabled players. On the other hand, the Foundation manager 
“dared to open up the playing �eld, and move away from soccer” (PP 1) if there was a 
need/opportunity. For instance, the Foundation constructed a community house in the 
deprived area around the stadium to give shelter to people in need.

�e intrapreneur was perceived as a manager and entrepreneur at the same time.  
�e combination of those two roles was noticed by one of the partnering NPOs; “To 
develop a Foundation like that, you have to be entrepreneurial and transformational. But 
I would describe the Foundation manager more as a manager, because he formulates a 
strong vision and makes it happen” (NPO 1). �e Foundation was the �rst in Belgium 
to develop a policy plan with clear objectives and innovative approaches to tackle social 
issues. �is document served as a base to achieve buy-in, make CSR sustainable, and 
transfer ownership through the entire organization. 

�e manager of the Foundation was well aware of the sustainability need behind social 
engagement, and therefore coordinated and collaborated with multiple stakeholders.  
As illustrated by the EFDN, “�e Foundation manager involves and engages stakeholders 
based on their unique set of competences and resources and unites them under the Club’s 
brand and logo” (EFDN). Similarly, stakeholders called him “a central actor in the 
network” (MGT 2), “convincing towards others” (LGB 1, SP 1), and “a powerful partner 
in the social system” (PP 2). 

�e intrapreneur was considered an e�ective leader capable of setting up innovative projects, 
installing collaborations, and attracting resources. Together with the management of the 
Club and the city, for example, the Foundation created a Community Clubs program. 
�is was a unique and lucrative collaboration between the aforementioned partners and 
the Community Clubs in the city. �ese grassroots clubs get materials and/or funding in 
return for some sports-related and societal initiatives. As such, dozens of clubs received 
credits for enrolling in courses on inclusion/diversity, facilitating access, carrying out fair 
play initiatives, and engaging in referee training sessions which helped to address the 
sociocultural challenges in the community. Positive social outcomes such as a healthier, 
more active, educated, safer, and compassionate community were noted by participants. 
�e Club bene�ted from this program as it exposed and linked talented young players to 
the Club, provided advantages of scale for suppliers of the Club, and built stronger ties to 
the organization, the sport, the brand.
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In summary, the organization had a strong intrapreneur who was capable of moving the 
organization to a more strategic state of CSR through entrepreneurship and innovation. 
As the EFDN explained: “�e Foundation has gone through a vast transition, both in 
number of employees, in number and type of projects, in policy development, and in 
partnering with the Club and the city” (EFDN).

An enabling environment
�e legal structure of the Club directs the management to consider social engagement 
as part of their operations. As one interviewee noted; “Unlike most other teams in the 
league, we are not a limited company. We are a community Club, which is atypical and 
therefore, social engagement is important to us” (MGT1). �e management of the Club 
considered CSR as an important pillar within the organization and developed a clear 
understanding of where CSR could/should contribute:

�e Foundation is no longer a side issue that no one knows of. Instead, it has 
become an important pillar in the organization. One that is good for our reputation 
and image, both in Belgium and abroad. Our social engagement generates o� 
the �eld exposure, for which we get goodwill and indirect commercial bene�t. 
(MGT 2)

�at vision enabled the intrapreneur to mark the parameters and set the objectives. 
Moreover, the vision was accompanied by enabling organization structures and processes. 
�e installation of a separate Foundation, as such, with the largest part of its funding 
coming from the Club, reinforced the positive attitude of the Club towards CSR. Moreover, 
the name of the Foundation changed about four years ago to incorporate the name of the 
Club. �is was a deliberate decision of the management of the Club to better integrate 
the Foundation into the organization and to increase brand identi�cation. �is name 
change enabled the intrapreneur to leverage the brand more clearly with fans and other 
stakeholders in the local community. We found that Club management was supportive of 
the people, structures, and projects in place in the Foundation. In that regard, the general 
manager noted; “We enable the Foundation both with sta� and �nancial resources” 
(MGT1). �e Foundation worked autonomously from the Club, but has access to the 
stadium, facilities, partners, and relevant organizational resources. �is viewpoint was also 
expressed by a sta� member of the Foundation; “We get a huge amount of resources and 
freedom to work with. I don’t think any other Foundation in Belgium gets the amount 
of resources and opportunities from their Club that we do” (FD3). �e Club leadership 
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also enabled entrepreneurial behavior. For example, they hired the current Foundation 
manager based on his entrepreneurial skills and progressive ideas. Furthermore, they put 
measurement and reward systems in place to evaluate CSR. As such, the economic and 
social goals were de�ned in policy documents, agreements with partners were formalized 
in contracts, and results and achievements of the Foundation were communicated in the 
Club’s annual report. As noted earlier, the Foundation received numerous national and 
international awards – achievements that were leveraged in game-day communications 
and activities: “If the Foundation wins an award, then the Foundation manager is invited 
on the �eld during half-time to show his trophy to the fans. Sometimes the press covers 
that. We try to amplify their work a little bit” (MGT 2). �e Club’s support of the 
Foundation and willingness to connect social and economic goals was demonstrated by 
the employment of two persons from the homeless team to work for the Club. A member 
of the Foundation explained: 

To me, the most beautiful example of the transition the Club has gone through is 
that two people from the homeless team were hired in the Club. During their time 
at the homeless team, we worked with them on dealing with con�icts, structure, 
appointments, rules, and other employment skills. At some point in time, there 
were two vacancies in the Club, and the CEO suggested the Foundation to �ll 
those jobs. As such, they are now working for the Club for almost two years. 
(FD 2)

To summarize, the Club executives provided an enabling environment - with the necessary 
structures, guidance systems, and resources – for the Foundation (and the intrapreneur in 
particular) to drive the transition towards more a strategic approach to CSR.

Organizational culture 
Our analysis showed that two subcultures existed within the organization that re�ected 
di�erent behavioral norms, values, and ways of thinking towards CSR. �e management 
of the Club and the Foundation had distinct views on CSR which made them distinct 
parts of the overall organizational culture. One stakeholder formulated the di�erent 
orientations as follows: “�e management uses the individual to make the team stronger, 
whereas the Foundation uses the team to make the individual stronger” (PP 1).

�e management of the Club adopted a more competitive culture. It was task-oriented, 
and the focus was primarily on sports and economic achievement. �e CEO of the Club 
explained that “it is all about winning” (MGT 1). Similarly, a stakeholder from the 
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city mentioned; “�ere is still too much focus on their on-�eld activities.” (CITY 1). 
Stakeholders recognized and respected that management prioritized �nancial outcomes 
and e�ciency. Many of them noted that the management’s pragmatism saved the Club 
from debt and bankruptcy twenty years ago. 

�eir economy-driven philosophy resulted in rules-based and compliant CSR approaches. 
�e marketing manager indicated; “Our legal structure (i.e., cooperative company with 
limited liability and social aim) involves a social fundament. Imagine if we would not 
engage in community work. �at would be contradictory” (MGT 2). Another manager 
con�rmed, indicating that the triangular construction between the city, the Club, and 
the Foundation was a conditio-sine-qua-non, since the Club received funding for a new 
stadium in return for engaging in the local community. 

Consequently, CSR was managed in a rather pragmatic way; “I do not interfere too much 
with the Foundation. �at is not my job. I mainly go about the vision and strategy for the 
sports part, together with the chair man” (MGT 1). Because the interference of management 
with the Foundation and external stakeholders was limited, stakeholders’ interests and 
needs were not always ful�lled. As one sponsor noted, “I don’t think the management is 
aware of the projects of the Foundation, other than that of the Club community program. 
It would be bene�cial for us if the two organizations were more acquainted” (SP 2). 

�e Foundation had a people-oriented approach, with a focus on teamwork and 
cooperation. �is humanistic subculture fostered more harmonious, constructive, 
and open relationships. �e manager of the Foundation explained; “We try to create 
innovation and change through collaborations” (FD 1). Partners mentioned open and 
trustworthy relationships with the Foundation; “�e Foundation truly wants to engage, 
they want to develop a project for and by the people in the community. �ey don’t just 
drop a good idea and then leave the implementation to the people” (PP 2). 

�e values-based perspective of the Foundation resulted in idealist and more pro-active 
approaches. A sta� member of the Foundation stated; “We are very hands-on, we just go 
for it and we strongly believe in the connecting power of soccer” (FD 3). Market-oriented 
issues were less relevant for them; “For us, the commercial aspect will never be at stake. 
We just scan where the social needs are and take it from there. At the beginning of a 
project, we never re�ected on the potential interest of it to the Club” (FD 2). 

�e di�erences in ideas and values between the Foundation and the Club created an “us 
versus them” situation in the organization. �e manager of the Foundation explained; 
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“Until now, I succeeded in staying out of that culture” (FD 1). A league executive also 
recognized these cultural di�erences: “�e Foundation manager is as much part of the 
Club as he is independent” (LGB 1). Some Club interviewees perceived the Foundation 
as somewhat opportunistic and naively dependent. �e following comment illustrates 
this thinking; “People from the Foundation have the automatic re�ex that what we do is 
evident, but in the meantime, they have come to realize where the money comes from” 
(MGT 1). In sum, rather than having an encompassing and supportive organizational 
culture between the Club and the Foundation, the �ndings of this case study indicate that 
di�erent subcultures yield contradictory views and approaches on CSR management. 

Stakeholder alliances 
�e combination of a proactive intrapreneur and an enabling environment facilitated the 
ability to initiate collaboration. For instance, the partnership with the local government 
(i.e., the city) was formally de�ned in the Club’s contracts. �is cooperation between the 
Club, the city, and the Foundation entailed a large focus of the CSR work in the local 
community. A league representative stated: “It is the �rst Foundation in Belgium that has 
made the evolution of a club community approach towards an embedded community 
approach” (LGB 1). Conversely, this “forced marriage” made the local government a 
very powerful stakeholder who could in�uence the Club and Foundation into directions 
that were not necessarily aligned with the Club strategy. �e Club’s marketing manager 
illustrated the in�uence of the city as follows; “�e Foundation mainly focusses on 
projects in the local community. Too much, I think. We have the “Dance Academy”, little 
soccer tournaments, and other small initiatives towards people from the local community 
that are very good, but we lack a larger scope” (MGT 2). �at in�uence and power was 
also sensed by a Foundation executive: “Nearly half of our funding comes from the city, 
so it is important to know their agenda and the procedures so that we can adapt or lobby” 
(FD 3). �e city representative acknowledged their in�uence; “�e CSR work still needs 
to be founded in the Club, I think the city should diminish its stake a little bit” (CT 1).

�rough their partnership with the city, the Foundation developed relationships and 
collaborations with other partners such as, schools, youth organizations, and other NPO’s. 
�ose partnerships delivered the necessary competences, resources, and knowledge for 
the Foundation to be able to create social and organizational change and impact, however, 
many of them existed solely to generate funding. Only rarely did a partnership deliver 
the combination of societal and economic bene�ts. �e EFDN recognized this challenge:
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I wonder how the Club “markets” its CSR engagement. It is a step that is often 
forgotten. You see the (Club) chairman communicating about the projects at New 
Year’s receptions, but making it a real part of the overall strategy and using CSR 
towards partners and sponsors is often forgotten. (EFDN) 

�e Community Clubs program was an exception as both economic and social impact 
were the goals in this project. Even then, stakeholders struggled with the dual outcome 
approach. A participant from a Community Club explained: “�ere is a strong commercial 
component linked to the program. I �nd that not so nice. Especially, because they don’t 
communicate transparently about that part” (CC 1). 

Moreover, some important stakeholders, like fans, sponsors, players, coaches, seemed 
to be missing or disengaged because “the CSR engagement has two faces” (PP1).  
�e Club recognized that companies are increasingly receptive to societal sponsorship, 
yet, management remained skeptical about involving sponsors in CSR initiatives. �e 
marketing manager illustrated this as follows: “Con�icts could arise if the Foundation 
targets sponsors that are in competition with existing Club sponsors” (MGT 2). Club 
sponsors, expressed interest in deeper engagement and partnership on CSR e�orts. One 
sponsor recognized potential synergies saying; “I think we could be of more value for both 
the Club and the Foundation if they were to better cooperate” (SP 2).

Similarly, fans were only peripherally involved in the CSR work of the Club. �ey 
expressed the need to be better informed and engaged. �e fans we interviewed indicated 
low awareness of the Foundation and its work. One fan illustrated; “When I collected 
money this one time for a project, I had to explain to all the Club’s supporters what the 
Foundation was and what they did” (FAN 1). Fans expressed all kinds of ideas to better 
communicate and brand the Club’s CSR e�orts, however they recognized the di�erent 
subcultures; “It is not in the DNA of a soccer club to do that, their �rst concern is to win 
and to survive” (FAN 3). �e marketing manager con�rmed this tension between the 
economic (sport business) and social goals; “If we post something related to CSR on the 
website or social media, only 2-3% of the followers reads it, whereas a message about a 
player transfer is read by 60-70% of the fans...” (MGT 2). 

�e lack of integration between the two organizations and the lack of a single organizational 
culture raised questions with stakeholders about the organization’s purpose and the scope 
of its social responsibility. A member of the Foundation explained: “We are often in 
a di�cult position. Some stakeholders consider us as trustworthy. Schools and other 
public partners, for example, know that we are sincere, but others believe we have hidden 
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agendas and commercial goals” (FD 2). Although certain stakeholder alliances were in 
place due to the presence of an intrapreneur and an enabling environment (e.g., with the 
city), it was noted by several respondents that other viable alliances (e.g., with sponsors 
and fans) could be developed if the tensions resulting from the con�icting subcultures 
between the Club and the Foundation were successfully dealt with. 

Shared value creation
Like the existence of di�erent subcultures, di�erent logics regarding CSR engagement 
were present in the organization. Club management adopted a more commercial 
logic, whereas the Foundation took an altruistic approach towards CSR engagement. 
Our respondents perceived that Club management considered the economic and sport 
dimension as distinct from the CSR focus. �ey noted that the idea of shared value 
generation through CSR was not fully supported by Club leaders. �e CEO stated that 
“it is all about winning, and if you are successful, then you can build your CSR work in 
parallel” (MGT1). On the other hand, Foundation executives advocated for greater shared 
value and indicated opportunities to make money in a sustainable manner; “We should 
step away from the reasoning that we should get funding wherever possible because the 
Club does not have a rich owner” (FD 2). 

Management appeared willing to support the Foundation – at least relative to perceived 
industry expectations. �e CEO mentioned; “We put a lot of money into the Foundation, 
we cannot invest more. What we do is more than su�cient” (MGT1). However, the 
aims of the Foundation require deeper and sustained commitment. �e manager of the 
Foundation stated; “I tried to explain to the Club that we have the potential to play a 
leading role in CSR, be the pioneers in the �eld” (FD 1).

�e di�erences in logics were also re�ected in the choices for CSR programs and 
initiatives. �e Foundation identi�ed bene�t in a broad scope of projects that serve many 
people from the local community, whereas Club management ideas were more focused, 
soccer related, and designed to yield media attention. �e following quotation illustrates 
the inconsistent expectations regarding CSR program selection: “Management asked 
me to make choices, to return to the core business (i.e., soccer). Yet, the Foundations’ 
assignment has always been broad” (FD 1). Club management desired concrete and 
tangible returns on their CSR e�orts which often con�icted with the views of other 
partners. For example, a non-pro�t organization argued that social responsibility should 
go beyond tangible returns; “�at is how it works in the business world. You have to be 
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able to quantify things, and we cannot always do that, but that doesn’t make our work 
less valuable” (PP 1). 

�e Foundation was recognized for its long-term vision and approach towards CSR 
management. A participant from a Community Club explained; “�ey actively work 
with what is already in place. �ey want it to be e�ective and sustainable , like a two or 
three year program. �ey would only consider next steps if everything is structurally in 
place” (CC 1). Management, on the contrary, was perceived to be more short-term and 
results oriented; “�ere is pressure (from the Club). Every year there is an evaluation 
of the Community Clubs program based on a measuring system” (CC 2). �ese views 
illustrate that aligning logics and creating shared value does not occur easily or without 
intentional e�ort. �e misalignments in logics resulted in inconsistent expectations 
and a skew towards either social or economic focus. Moreover, the tension that existed 
around con�icting logics resulted in further polarizing each organization’s subcultures. 
�is hindered the innovation and transformation needed to reach more strategic levels 
of CSR.

Discussion
�e �ndings of this study indicate that this organization was directed towards a strategic 
approach to CSR. Nevertheless, organizational and structural factors impeded a full 
implementation of CSE. �e strong presence of an intrapreneur and an enabling 
environment facilitated stakeholder alliances that delivered either economic or societal 
bene�ts (Schyvinck & Willem, 2018). �is way, discrete social or economic bene�ts were 
achieved, however, the link between both remained underleveraged (see Figure 13). In 
other words, focus was oriented to one element of sustainability, at the expense of the 
other. 



CSR MANAGEMENT IN EUROPEAN PROFESSIONAL SPORT ORGANIZATIONS: TOWARDS A STRATEGIC APPROACH204

Figure 13. �e manifestation of the CSE drivers in the case studied

Contrarily, strategic CSR is the result of a process in which all drivers of CSE are 
present and interrelated (see Figure 14). In strategic CSR, professional management 
and entrepreneurial creativity are blended and embedded into a strong and united 
organizational culture. We suggest that the di�erence with traditional CSR lies in the 
rooting of social responsibility into the organizational culture, as well as in the aim of 
generating shared value. Treating economic and social goals as equally important and 
interrelated (even if oppositional), while understanding, acknowledging, and accepting 
the tensions in doing so, can enable the development of creative and sustainable CSR 
approaches (Soderstrom & Heinze, 2019). Focusing on culture and shared value creation, 
elements that are linked, will accelerate an organization’s social and economic impact 
both directly and indirectly through improved stakeholder relationships (Kok, de Bakker, 
& Groenewegen, 2017). 
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Figure 14. �e manifestation of the CSE drivers in strategic CSR

When applying the constructed CSE model to the �ndings of our case study, we observe 
that this organization has not yet entirely evolved towards a strategic stage as illustrated in 
Figure 14. As depicted in the �ndings section, the Club has a strong intrapreneur and an 
enabling organizational environment, which results in direct social impact and indirect 
economic impact through stakeholder alliances. �e intrapreneur, for example, was 
strongly driven by a sense of duty to do good for society. �is resulted in social projects, 
such as the community house, that created impact for the local community. Because the 
intrapreneur developed such innovative projects that were enabled by the organization, 
stakeholder alliances developed that, for example, brought in new �nancial resources (e.g., 
sponsoring) for the Club. As such, economic bene�ts were indirectly created through 
stakeholder alliances. Hence, a social bene�t was realized though the community house, 
and an economic bene�t through increased sponsorship. However, there was no direct link 
between the community house project and increased �nancial resources. �ese �ndings 
contradict with the model of Aguilera et al., (2007) which predicts that most impact can 
be generated when “moral” employees work within “instrumental” environments. Our 
�ndings suggest that additional drivers (i.e., aligned organizational culture and logics) 
need to be taken into consideration in order to achieve simultaneous social and economic 
outcomes. Because the CSE drivers of organizational culture and aiming for shared value 
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were not su�ciently developed, links with the other components of the model, such as 
stakeholder alliances, and more importantly, the social and economic outcomes, were 
underleveraged (see Figure 15).

Figure 15. �e barriers in the process towards strategic CSR in the case studied

CSR scholars argue that, ideally, the organizational culture is supportive of social 
responsibility (Maon, Lindgreen, & Swaen, 2010), and that commercial and altruistic 
logics are equally valued (Aguilera et al., 2017). Yet, professional sport teams are rarely (if 
ever) culturally homogeneous, and the CSR logics mostly mutually exclusive (Schyvinck 
& Willem, 2019). Not surprisingly, in studying CSR development within a professional 
soccer team, we encountered both the presence of di�erent subcultures and di�erent 
logics.

Given that most professional sport clubs delegate their social engagement to (separate) 
Foundations or departments, it is unsurprising that di�erent cultures arise within 
divisions of the Club (Kolyperas, Anagnostopoulos, Chadwick, & Sparks, 2016). Our 
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�ndings support the idea that subcultural di�erences may lead to di�erent understandings 
of CSR. �e Foundation supported values-based and idealist approaches, whereas the 
Club adopted more rules-based and pragmatic approaches. �is paradox resulted in 
refrained organizational responses which interviewees referred to as “a plateau-e�ect” or 
“an impasse”. Ultimately, the lack of a united organizational culture (directly) restrained 
social impact (see Figure 15) as fewer projects were implemented and/or in a less e�ective 
manner. 

Subcultural di�erences also indirectly hampered social and economic outcomes through 
weakened or absent stakeholder relationships (see Figure 15). Previous research has 
noted that long-term sustainability of an organization depends on the sustainability of 
its stakeholder relationships (Babiak & Kihl, 2018). Stakeholders in our study noticed 
“a shadow hanging over the collaboration” and noted that there should be “a better 
connection moving forward”. �ey were skeptical towards the credibility of the CSR 
initiatives based on the gap between the two units. �e �ndings also indicated that, 
because of this misalignment, important stakeholders such as sponsors and fans were 
insu�ciently involved (see also Constandt, Parent, & Willem, 2020), resulting in missed 
opportunities in terms of attaining �nancial resources, knowledge, ideas, legitimacy, and 
ultimately in achieving organizational and societal impact. 

In addition to di�erent values and purposes, members of the Club and the Foundation 
were also guided by di�erent logics, derived from their positions in their respective 
markets and their di�erent organizational and personal backgrounds. In line with the 
work of Kolyperas et al., (2016), we found that the respective systems of meaning and 
understanding the why and how of CSR led to inconsistent expectations and perceptions 
of the logics regarding CSR management. In terms of the altruistic logic, the Club believed 
they exceeded industry standards and expectations (e.g., the statutes, the �nancial and 
logistical support). �is was reinforced by the recognitions and awards they received for 
their CSR e�orts. Foundation executives recognized opportunities, not only in the scope 
of the projects and relationships, but also in a more sustainable way of working and 
making money. In terms of the commercial logic, the Foundation viewed CSR as an 
asset to build long-term value creation, whereas Club management considered CSR as 
more of an additional task they needed to manage on top of their sport and commercial 
business. Yet, both logics are not necessarily incompatible as such (Porter & Kramer, 
2006). Positive deviant cases that succeed in making the logics compatible, and hence, 
create shared value, can be found in the literature (Heinze, Soderstrom, & Zdroik, 2014; 
Schyvinck & Willem, 2018). 
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As illustrated in Figures 14 and 15, we propose that culture and logics are interrelated (Kok 
et al., 2017). Indeed, the �ndings of this study indicated that di�erences in subcultures 
ampli�ed the di�erences in logic interpretation and vice versa. All stakeholders, including 
the Foundation and Club leadership believed that soccer was a speci�c context when it 
comes to CSR engagement. �ere was a general understanding and acceptance that the 
Club’s management needed to prioritize sport performance and economics and that it 
was the Foundation’s responsibility to take care of CSR. As such, the di�erences in logics 
reinforced the already existing di�erences in subcultures amplifying the polarization. 
Concomitantly, the di�erences in values and purposes towards CSR resulted in labeling 
the two units into “optimists” and “realists”. We argue that those labels enhance the 
di�erences in logic interpretation and discourage the possibilities for joint enactment of 
logics. 

�e di�erent subcultures and logics make a dual outcome seem impossible. Rather than 
further focusing on those di�erences, we outline the opportunity to increase interplay 
between subcultures and on reconciling logics. As a starting point for bridging the 
gap, we posit that Club decisions to engage in CSR should not depend solely on the 
presence of a compelling business case. Instead of eliminating or solving the tension by 
focusing on the relationship between CSR practices and economic performance at the 
expense of the impact on society at large, tensions should be accepted and con�icts and 
interdependencies managed. Hahn et al., (2015) state that opposition and contradictions 
can inform each other, so that living with paradox can result in synergies and growth for 
the organization. 

A broad view with interdependent, but mutually reinforcing goals can deliver more than 
discrete social impact and re�ect the general responsibility of an organization. �e majority 
of clubs in Belgium, for example, have CSR programs on education and youth health, 
while at the same time they are sponsored by alcohol and betting companies. Needless to 
say that such collaborations undermine the trustworthiness of the Foundation and make 
CSR attempts look like greenwashing. Such examples indicate that social responsibility, 
if not founded in morality and embedded in the organizational culture, can even be 
socially detrimental (Walzel et al., 2018). Strategic CSR handles this issue by addressing 
any negative impacts while supporting both the business strategy and the needs of the 
community (Afrin, 2013). 

Innovating and transforming towards more strategic CSR approaches, requires clubs to 
go back to the moral and ethical roots of social responsibility and step away from business 
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as usual (Aguilera et al., 2007). Often times, professional sport managers hide behind 
sports-related phenomena, such as speci�c ownership structures, a lack of institutional 
guidelines, game prioritization, pressures, and short-term focus (Walzel et al., 2018). 
Putting the “S” back in CSR, as prompted by Aguilera and colleagues (2007), can be 
the common denominator that is needed to start building from. From this perspective, 
sport organizations should consider true social change that is within their capacity (e.g., 
increase physical activity amongst adolescents in the local community), linked to their 
distinctive attributes (e.g., implicit health link) and moral values, as well as lucrative for 
their business (e.g., increased participation in their speci�c sport), rather than simply 
using the glamour of sport to claim lofty social impact (Walker et al, 2017). Scholars have 
only just begun to measure and explore the type of programs that are e�ectively achieving 
the social goals they advocate to remedy (Hills et al., 2019, Walker et al., 2017).

Changing conventional business practices and mindsets is complex, ambiguous, and 
time-consuming (Soderstrom & Heinze, 2019). However, the collaboration between 
individuals and units with di�erent backgrounds/ideas can lead to innovative and 
collective decisions on CSR priorities and actions. Such collaboration will result in a more 
united organizational culture, motivated employees, improved stakeholder relationships, 
and overall CSR impact. �is transformation process is emerging and ongoing and is a 
joint responsibility of all individuals within their various roles in the organization (Ratten, 
2019). Stepping away from what Soderstrom and Heinze (2019) describe as paradoxical 
thinking, individuals are encouraged to question assumptions, explore contradictions, 
and interdependencies, and consider alternatives.

Limitations and Future Research
�is section identi�es some limitations and suggestions for further research in this area. 
First, due to our study design, we cannot make any causal claims about which CSE 
drivers lead to more positive social and economic bene�ts, and as a consequence to a 
more strategic CSR approach. Future multi-level research could attempt to test our 
propositions around the drivers of CSE, their interrelatedness, and their impact on social 
and economic outcomes. CSR research must improve in measuring social (and economic) 
impact to the bene�ciaries (Kihl et al., 2014; Walker et al., 2017). �is becomes essential 
to convince corporate and other stakeholders of the potential of a more strategic approach 
to CSR. 
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Moreover, there are aspects of our case study that may limit the generalizability of our 
�ndings. �is case focuses on a Belgian professional soccer club. It is worthwhile to study 
what aspects of this CSR approach can be generalized to other contexts (e.g, other sports, 
other countries). Although our model considers many actors, both internal and external 
to the organization, it is not fully comprehensive. For example, it does not consider the 
in�uence of broader national business systems (François, Bayle, & Gond, 2019). Moving 
forward, larger scale CSR research in sport could investigate how contextual factors such 
as cultural norms, rules and regulations within a country, and league in�uences a�ect the 
drivers and outcomes of the CSE model.

Further research should be conducted on the drivers of culture and logic, and the related 
tensions and con�icts. Possible research questions in this area include; How do (CSR) 
managers handle possible tensions between instrumental, relational, and moral motives? 
What type of structures or programs can align cultures and logics? Moreover, comparative 
research between organizations in di�erent stages (from traditional to strategic) may yield 
additional insights on the manifestation of the CSE drivers and their relation to CSR 
management. 

Also, we posit that the role of the individual merits further analysis. �ere is still a major 
gap in understanding the personality traits and competences of CSR managers and their 
speci�c in�uence on creating, maintaining, or disrupting CSR engagement (Walzel et al., 
2018). �e bulk of existing CSR research takes on an environmental and/or organizational 
level of analysis, whereas an individual level understanding of the actors that strategize, 
make decisions and execute CSR initiatives, would advance our knowledge signi�cantly 
(Aguinis & Glavas, 2012).

Conclusion and Implications
�is study adds to the knowledge of entrepreneurship and CSR, by examining their 
interconnection. �e constructed model, based on CSE drivers, assists the transition 
towards more strategic CSR management in which both economic and social outcomes 
can be attained. We attempted to answer the call of Aguilera and colleagues (2007), who 
stated that scholars and organizations need to return to the ethical foundations of CSR 
research and management. �e recent review of Walzel et al., (2018) on CSR in professional 
sport teams also indicated the dominance of instrumental views to CSR research at the 
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expense of the development of alternate conceptualizations. �e application of the model 
showed that managing organizational culture and the dual logic, and more speci�cally, 
recognizing, accepting, and aligning di�erent subcultures and logics, is crucial in the 
process of CSE and thus in the attempt to advance CSR management. 

Entrepreneurship theory, and more speci�cally CSE, is a timely and interesting lens to 
study CSR management as it entails an innovative and transformational perspective 
(McSweeny, 2020). Other than the usual static models used in CSR research, the CSE 
model enables a more dynamic conception of social responsibility in which multiple 
interrelated drivers and levels (i.e., individual, organizational, stakeholder) in�uence the 
process and, thus, the outcome. Some studies have depicted the components of CSE, 
but none have systematically addressed the relationship between these components 
and how they relate to CSR management. Our CSE model provided a more systematic 
understanding of these relationships and therefore aids the further conceptual development 
of strategic CSR.

Using an in-depth case study design, we addressed a process-related research question 
and identi�ed (new) factors that facilitate and/or hinder strategic CSR management in 
the complex, multifaceted, and multi-stakeholder context that professional sport teams 
navigate in (Giulianotti, 2015). �e various stakeholder perceptions in this study enriched 
insights as their judgments that can shape the conduct of an organization (Babiak & 
Kihl, 2018; Breitbarth & Harris, 2008; Walters & Tacon, 2010). �is study not only 
answers the call for more process related CSR research in sport management (Walzel et 
al., 2018), but also contributes to the general management literature by shedding light on 
entrepreneurial and innovative approaches to CSR (Soderstrom & Heinze, 2019).

In terms of practical implications, the constructed model helps (sport) managers to move 
beyond tactical considerations of CSR (Soderstrom & Heinze, 2019). Sport managers 
are searching for innovative ways to deal with societal challenges (e.g., racism, gender 
equality) and keep up with emerging phenomena such as, esport, virtual reality games, 
and other digital ways of sport consumption. Strategic CSR can be a means to drive critical 
social change while building organizational value (Hills et al., 2019), which Porter and 
Kramer (2006) delineated as the ideal recipe to remain competitive. �e entrepreneurship 
model developed in this study provides sport managers with a blueprint to approach CSR 
from a multi-level and dynamic perspective. Its application has indicated the importance 
of understanding subcultural di�erences and accepting multiple (con�icting) logics. To 
that end, a more bottom-up and collective approach is needed in which the management 
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and a�liated foundation would not only inform and enable each other, but also strategize 
and de�ne goals together. As such, community programs could be further improved and 
innovated in terms of fan engagement, employee involvement, sponsorships, technology, 
transparency, and scale in order to fully leverage competitive advantages and social change.
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1. Overview of the 
main findings

�e first study explored why sport organizations engage in social responsibility 
initiatives and to what extent they approach CSR from a marketing perspective (i.e., 
research question one). A qualitative multiple case study design was applied to explore 
CSR engagement of professional basketball teams in Europe. Based on two perspectives 
– an instrumental and a relational dominant logic – 16 teams were categorized into an 
altruistic, social, commercial or integrative type. �e �ndings showed that CSR approaches 
are diverse, with teams mapped equally over the four quadrants. To the majority of the 
sport teams studied, CSR appeared to be more than an act of philanthropy. In those 
cases, teams either envisioned marketing bene�ts through increased revenue (i.e., more 
internally oriented) or improved stakeholder relationships (i.e., more externally oriented), 
or in rare cases, a combination of both. �is study indicated that professional basketball 
organizations in Europe go beyond social engagement for the sake of altruism, and that 
they want their CSR ideas, to a smaller (commercial and social type) or larger (integrative 
type) extent, provide marketing outcomes as well. In general, there seemed to be a clear 
acceptance among sport managers of the mutual (i.e., social and economic) bene�ts 
to be gained from corporate social responsibility. By categorizing social engagement of 
European professional basketball organizations based on an instrumental and relational 
dominant logic, this study advanced knowledge on CSR motivations and expected 
outcomes. 

A second study looked at how professional sport teams implement their CSR ideas 
and strategy (i.e., research question two). �e purpose of this study was to explore the 
speci�c CSR implementation decisions (regarding campaign duration, geographical 
scope, partner selection and implementation type) a sport organization attempts to make, 
and to what extent these decisions are in line with the de�ned strategy (i.e., altruistic, 
social, commercial or integrative). A multiple case study design was used to study 
managerial decision-making with regards to CSR strategy implementation in 16 European 
professional basketball teams. �e �ndings revealed that the majority of the teams studied 
did not implement CSR in line with strategy. Rather than selecting implementation 
tactics and styles that are aligned with the formulated strategy, teams engaged in CSR 
in an instrumental, operational, and super�cial manner. �ese inconsistencies in CSR 
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strategy implementation prevented teams from creating shared value. 

Depending on the type of CSR strategy adopted, “misalignment” between strategy and 
implementation was caused by macro- (i.e., environment), meso- (i.e., organizational 
culture, structure, leadership) or micro- (i.e., individual understanding, commitment) 
level determinants. For example, misalignment in the commercial type mainly occurred 
through issues of organizational culture, and in the social type a lack of organizational 
structure caused wrongful implementation. Moreover, misalignment between strategy 
and implementation occurred in implicit and explicit ways. First, the context forced teams 
to deviate from a selected strategy. In this case, the main inhibiting factors causing “non-
implementation” were more cultural and behavioral in nature. Non-implementation in 
this case was considered an implicit way of deviating from strategy. Another, more explicit 
way of deviating from strategy was de�ned as “bad implementation”. �is occurred because 
operational attributes (i.e., planning, sta�ng, resource allocation, communication, and 
collaboration) were insu�ciently developed in order for CSR strategy implementation 
to succeed. In this case, more ‘controllable’ determinants of appropriate operational 
management were at the base of misalignment between strategy and implementation.

A third study zoomed in on an important �nding of the second study, namely that a lack 
of collaborations may cause a misalignment between CSR strategy and implementation, 
resulting in a missed opportunity to create lasting economic and social impact. Involving 
stakeholders and exchanging information, resources, and money, are prerequisites for a 
legitimate and sustainable approach to CSR. �is study built on network theory and 
used social network analysis to explore how CSR collaborations are structured and 
governed in a professional sport context (i.e., research question three). Speci�cally, it 
compared the networks of two Belgian professional soccer teams taking di�erent CSR 
approaches (altruistic versus integrative). �e results showed that network structures 
vary according to the strategy adopted. �e collaborative structures at the whole network 
level of the altruistic type were indicative of a smaller, less developed, more fragmented, 
and centralized network compared to the integrative CSR approach. At the node level, 
it appeared that the community department was central, powerful, and dominant in 
the altruistic network, whereas this actor shared coordination with other actors (i.e., the 
commercial department, sponsors, and government) in the integrative network. In that 
sense, the altruistic approach indicated a lead organization-governed network, whereas 
the integrative strategy showed a shared participant-governed network.

Despite these di�erences, we were also able to conclude upon some similarities between 
the two networks studied. Most stakeholder groups de�ned by Breitbarth and Harris 
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(2008) as salient actors in any CRM network, were involved in the networks of the cases 
studied and both teams exchanged information resources, physical and human resources, 
as well as �nancial resources. However, the limited structure of the money network 
compared to the information and physical and human resources network and the lack 
of embeddedness of some key stakeholders such as fans, sta�, and players indicated the 
di�culty of managing the dual objective behind CSR. Irrespective of whether relational 
and instrumental expected outcomes are high or low, e�ective implementation of any 
CSR strategy requires a network that enables a mutually bene�cial outcome for the 
organization and society. To better handle the tensions, the suggestion was made to install 
an NAO that acts as a third-party mediator.

�e idea for the final study arose from a gap detected in our data as well as in the CSR 
literature on de�ning and realizing strategic CSR, with the underlying purpose of creating 
shared value. To that end, the last study in the dissertation applied an entrepreneurship 
lens to study the transition from traditional towards more strategic approaches to CSR 
management in sport (i.e., research question four). More speci�cally, it built on the 
concept of CSE to study the process behind strategic CSR management. �rough an 
in-depth study of a single professional soccer case in Belgium, the drivers of CSE (i.e., 
the presence of an intrapreneur, an enabling organization, a supportive organizational 
culture, stakeholder alliances, and shared value creation) and their relation to CSR 
development and implementation were explored. �e �ndings indicated that the case 
studied was evolving towards strategic CSR but that there were still some hurdles to take 
as the drivers of CSE were not yet fully developed/in place. Accordingly, we found that 
the intrapreneur and the enabling environment were strongly present, and that (therefore) 
trusting organization-stakeholder alliances were in place to either ensure funding or 
generate goodwill from the community. In traditional CSR management, either social or 
economic bene�ts are achieved, however, the link between both remains underleveraged 
(Husted & Allen, 2007; Jalonen et al., 2018). In other words, focus was put on one 
element of sustainability, at the expense of the other. In order to achieve simultaneous 
social and economic outcomes and attain more sustainable and legitimate CSR impact, 
additional drivers - i.e., embeddedness in the organizational culture and aiming for shared 
value creation - need to be in place as well. �e �ndings indicated di�erent (con�icting) 
subcultures and CSR logics within the organization which made a dual outcome seem 
impossible. Focusing on culture and shared value creation, elements that are interrelated 
and interdependent, will accelerate an organization’s social and economic impact both 
directly and indirectly through improved stakeholder relationships (Kok, de Bakker, & 
Groenewegen, 2017).
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2. Overall discussion
�e empirical work reported in this dissertation o�ers theoretical and methodological 
contributions to existing CSR (in sport) literature. �e �ndings increase knowledge on 
(a) CSR strategy development, (b) implementation, (c) collaboration, and on (d) the 
transition from traditional to more strategic CSR approaches. Together, the results of the 
four studies assist the process behind strategic CSR management in which shared value 
creation can be attained. In the coming section, we discuss how these �ndings extend 
existing literature or generate new knowledge to the �eld of sport management and CSR. 
It is presented in �ve sections: (1) the positive evolution of CSR in sport, (2) CSR in 
sport: needed but contested, (3) a process model for strategic CSR in sport, and (4) a 
framework with broad practical and scholarly impact, and (5) potential improvement 
areas of CSR management in professional sport organizations.

2.1. The positive evolution of CSR in sport
In the European professional sport context, the need for sport teams to engage in 
CSR is growing due to changing sociopolitical structures and stakeholder pressures 
(Breitbarth, Walzel, & van Eekeren, 2019). Moreover, academics and practitioners have 
come to accept that CSR provides signi�cant opportunities for sport businesses to yield 
competitive advantage (Anagnostopoulos, Byers, & Kolyperas, 2017; Galbreath, 2009; 
Kolyperas, 2012; Anagnostopoulos, Chadwick, & Sparks, 2016). Consequently, we have 
witnessed (a) an expansive growth of CSR engagement, initiatives, reports, and labels, 
and (b) a more integrated approach of CSR within sport organizations, over the course 
of this dissertation. In an e�ort to address CSR management from an organizational and 
marketing perspective, our empirical studies con�rmed that CSR is more than “window 
dressing” to professional sport teams in Europe. In line with recent sport management 
scholarship, we argue that professional sport teams are starting to form their CSR 
practices based on strategic management principles (Fifka & Jaeger, 2020; Kolyperas, 
2012; Levermore, 2010; Walker, Kent, & Vincent, 2010).



CSR MANAGEMENT IN EUROPEAN PROFESSIONAL SPORT ORGANIZATIONS: TOWARDS A STRATEGIC APPROACH224

2.2. CSR in sport: Needed but contested
�e empirical �ndings illustrate, however, that the value of CSR in European sport is still 
debated. On the one hand, sport teams are increasingly aware of the mutually bene�cial 
outcomes and competitive advantage to be gained from CSR. On the other hand, their 
CSR implementation is mostly limited to defensive attempts that are trivial at their best 
and irresponsible at their worst (Frankental, 2001). Sport managers in our studies were 
convinced about the need and merit of a (more) strategic approach to CSR. However, 
their decisions and actions were a�rmative of the complex and complicated nature of 
CSR management (Fassin, 2008; Husted & Allen, 2007; Sheehy, 2015). �ese �ndings 
con�rm those of Husted and Allen (2007) who noted that oftentimes the declaration of 
intentions has yet to be accompanied with action(s). Questions remain about how far 
social responsibility of sport teams must go and who can/should be held accountable for 
what. 

Sport managers have the complex task to balance the, often contradictory, goals behind 
CSR. �e �ndings of the �rst study in particular, indicated that the interplay between 
self-and other-oriented logics causes tension or con�ict resulting in underleveraged CSR 
outcomes. Most of the studied professional sport teams considered CSR as a tactic to 
improve organizational performance, while only discretely contributing to society. Our 
�ndings are in line with those of Walker et al. (2017) who mentioned that business case 
approaches, in which the glamor of professional sport is expected to be su�cient to yield 
true social impact, still prevail. 

�e second study further investigated why sport teams often stay behind in deploying state-
of-the-art CSR programs and pointed out barriers at the environmental, organizational, 
and individual level. In relation to managing CSR logics, teams try to match internal 
resources to external (i.e., stakeholder) pressures (Babiak & Wolfe, 2009). �e many 
(and often contradictory) stakeholder in�uences at the environmental, organizational, 
and individual level make CSR management in sport extremely complicated (Babiak & 
Kihl, 2018). We witnessed contrasting expectations between governing bodies and clubs, 
clubs and foundations, as well as amongst individuals within the sport organization. 
For example, one team in our sample worked closely together with local government 
organizations to shape its CSR engagement. More speci�cally, almost half of the budget 
of the foundation was publicly funded. On the one hand that allowed the team to engage 
in the community, collaborate at the local level, and gain legitimacy from stakeholders. 
On the other hand, it also forced them to engage in projects that were not necessarily 
sport-related, limited in scope, an/or subject to changing politics. �e social network 
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analysis applied in the third study con�rmed the di�culty of attracting, involving, and 
maintaining the right stakeholder relationships to e�ectively implement the strategy and 
create shared value.

2.3. A process model for strategic CSR in 
sport

While our four studies increased understanding of strategic CSR management in 
theory and practice, they also highlighted the need for further conceptualization of the 
decision-making process behind strategic CSR management in (sport). Despite the lack 
of uniform de�nitions and widely accepted theoretical frameworks, the CSR literature 
falls short of explorative research on the development of CSR (Treviño & Weaver, 
2003). Notably, a developmental and practical guide to assist CSR strategy development 
and implementation within the peculiar context of professional sport clubs is needed 
(Anagnostopoulos, Byers, & Shilbury, 2014; Kolyperas et al., 2016; Walzel, Robertson, 
& Anagnostopoulos, 2018). �is dissertation contributes to this gap in the literature by 
proposing a conceptual intersection between practical and theoretical elements of CSR 
management in professional sport. 

Based on the �ndings of our studies and developments in the broader management 
literature (Lantos, 2001; Porter & Kramer, 2011; Salvioni & Gennari, 2017; Vitolla, 
Rubino, & Garzoni, 2017), we developed an encompassing and holistic framework for 
strategic CSR management in sport (see Figure 16). Doing so, we contribute to existing 
CSR models (Babiak, Yang, Schyvinck, Kihl, & Willem, forthcoming; Fifka & Jaeger, 
2020; François & Bayle, 2015; Maon, Lindgreen, & Swaen, 2009; Polonsky, Maignan, 
Ferrell, & Ferrell, 2005) by adding themes at the subordinate level. Accordingly, we 
suggest that handling tensions and adopting an inclusive organizational culture should 
occur throughout the di�erent phases of CSR decision-making. Similarly, and in line with 
the suggestion of Fifka and Jaeger (2020), we propose that stakeholder collaboration and 
dialogue is ongoing throughout the process, rather than isolated at the implementation 
stage. We elaborate on each of these contributions in the sections below.



CSR MANAGEMENT IN EUROPEAN PROFESSIONAL SPORT ORGANIZATIONS: TOWARDS A STRATEGIC APPROACH226

Fi
gu

re
 1

6.
 A

 p
ro

ce
ss

 m
od

el
 fo

r s
tr

at
eg

ic
 C

SR
 in

 sp
or

t. 
Ad

ap
te

d 
fro

m
 B

ab
ia

k,
 Y

an
g,

 S
ch

yv
in

ck
, K

ih
l, 

an
d 

W
ill

em
 (f

or
th

co
m

in
g)



227        PART 3 • GENERAL DISCUSSION

2.3.1. Handling tensions
When aligning social issues with business opportunities, win-win outcomes and 
competitive advantage can be achieved (Porter & Kramer, 2011). However, our �ndings 
indicate that the synergy between social and economic value creation is not automatically 
implemented. Based on the weighting of di�erent (instrumental versus relational) logics 
(see Liu, 2013), di�erent ideas on CSR management develop. Tensions arise when 
“respective systems of meanings and normative understandings provide inconsistent 
expectations” (Greenwood et al., 2011, p. 321). �ey can occur within organizations or 
between organizations and external stakeholders. To avoid that tension results in con�ict, 
teams often prioritize one approach over the other, depending on the power relations that 
are present within the organization. Such approaches can deliver discrete bene�ts, but lack 
more legitimate and sustainable social and economic impact. In line with Lewis (2000), 
we argue that for strategic CSR to develop, tensions and con�icts should be recognized, 
accepted, and coped with rather than avoided. Eisenhardt and Westcott (1988) noted that 
managers should become comfortable with tensions, for "the contribution of paradox to 
management thinking is the recognition of its power to generate creative insight and 
change" (p. 170).

Dealing with these tensions, professional sport organizations should look for high-
�t social programs that (1) align with the core of the business, (2) correspond with 
stakeholder expectations, and (3) match with priorities of the bene�ciaries. As a result of 
more reactive approaches to CSR, many teams engage in social programs that are either 
not linked to sport (e.g., helping homeless people �nd jobs), too broad (e.g., managing 
diversity), or too much community-oriented (e.g., visiting elderly homes around the 
stadium). Conversely, health, for example, is an area that has well-established links with 
sport. Sport organizations are well suited to engage in health promotion initiatives as they 
can leverage their experience, network of partners, and market presence to yield true, 
measurable, and lasting social impact (e.g., increased physical activity) (Inoue, Yli-Piipari, 
Layne, Chambliss, & Irwin, 2015). Sport organizations, in turn, can bene�t from health 
initiatives by increased participation in their sport, connectivity to the organization, and 
support for their other social initiatives (Hills, Walker, & Barry, 2019). 

However, there is more to strategic CSR than selecting high-�t programs. �e marketing 
perspective adopted in the �rst three studies in this dissertation appointed the need to 
balance instrumental and relational logics behind CSR management. However, these 
studies equally led to the conclusion that a marketing perspective is perhaps insu�cient 
to fully understand and create simultaneous and sustainable economic and social impact. 
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Dealing with tensions requires sport organizations to go back to the moral roots of CSR 
(Walzel et al., 2018). Building on Aguilera and colleagues (2007), we therefore propose 
a third, moral logic, to be added to the CSR management discourse (see Figure 17). 
Many sport teams studied engage, for example, in diversity and inclusion initiatives in 
the community but do not question, let alone change, some of their own organization 
structures to allow more diversity in the management or the board structures. In this 
example, both relational and instrumental goals were achieved. However, social impact 
was still limited. Similarly, Weems et al. (2017) condemn the NFL for promoting youth 
� tness through the “NFL Play 60” initiative, while in the meantime ignoring the lasting 
problem of concussions in football leading to mental issues. In decoupling business 
and ethics (e.g., Weaver, Trevino, & Cochran, 1999), sport teams (un)intentionally 
legitimize socially irresponsible actions which jeopardizes the overall image of CSR in 
professional sport. � is illustrates that, if not founded in morality, social engagement 
can be detrimental (Walzel et al., 2018). Neoliberalist approaches, as widely observed in 
this dissertation, often fail to atone for negative structural issues while only marginally 
contributing to positive social change. We argue that recognizing both instrumental, 
relational, and moral logics and handling potential tensions between them (see Figure 
17), will assist the transition from traditional towards more strategic CSR management. 

Figure 17. Handling tensions between instrumental, relational, and moral logics behind 
CSR management
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2.3.2. Inclusive organizational culture
What emerges from our research is a common notion that fundamental change is 
needed to advance CSR in sport. Our � ndings are in line with the work of Walters 
and Anagnostopoulos (2012) who noted that CSR often remains at the surface of the 
business rather than being integrated in the core of the business operations. In that 
sense, the sport sector is perhaps still running behind on the general business context, 
where CSR is no longer considered a bolt-on activity, but rather an integral matter of 
business management (Kolyperas, Morrow, & Sparks, 2015; Maon, Lindgreen, & Swaen, 
2010). Where researchers outside of sport have shown that companies have moved from 
rejection, to grasping, to embedment stages (Maon et al., 2010), our � ndings show that 
this evolution has not yet taken place in sport. On the contrary, we encountered distinct 
values, beliefs, and cultures between commercial departments and CSR departments 
(whether in Foundations or incorporated in the organization). � e di� erent subcultures 
resulted in separated organization structures, guidelines, and resource streams. 

We did notice, however, that an evolution is taking place in which both entities (i.e., 
commercial department and CSR department or Foundation) increasingly collaborate and 
make use of each other’s unique attributes. Gradually, corporate organizations enable CSR 
managers and departments by allocating business competences, management pro� les and 
talent, and corporate resources to CSR development. However, moving towards strategic 
CSR with simultaneous economic and social value creation requires a more radical change 
in organizational culture. � is revolution will only occur if CSR and commercial managers 
are not just in the same building, but actually collaborate in multi-disciplinary teams, if 
they not just inform and enable each other, but also empathize, strategize and set goals 
together. In that sense, an inclusive organizational culture should emerge in which the 
purpose is to do business responsibly rather than to do business and CSR.

Our � ndings correspond to those of Joyner and Payne (2002) who note that the concepts 
of values, culture, logics, and CSR are not mutually exclusive; rather, they are interrelated 
and interdependent. � e spiral of culture, wherein culture in� uences values, which 
in� uence logics, which in� uence attitudes, which in� uence behaviors, which shapes 
culture, continues to form. Culture, and (un)ethical behaviors/activities residing from 
that culture, can in� uence the values held by stakeholders, which in turn determine CSR 
outcomes. Changing the organizational culture is a complex and weary endeavor and 
management tends to control the what and how. Rooting change in the DNA of the 
organization requires tapping into the values of every individual (i.e., sta� , managers, 
and leaders) within the organization. Closer collaborations, in which individuals are 
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encouraged to question assumptions, explore contradictions, and consider alternatives, 
can lead to collective decisions on CSR priorities and actions (Vitolla et al., 2017). Hahn 
et al., (2015) indeed state that opposites and contradictions can inform each other, so that 
living with tension can result in synergies, innovation, and growth for the organization. 
On this basis, the organizational culture can be considered the “glue that holds the 
organization together and makes it stronger” (Zamanou & Glaser, 1994). Our �ndings 
denote that a united and supportive organizational culture is a crucial factor in the process 
of strategic CSR development, formulation, and implementation, and thus in relation to 
the aim for shared value creation. 

2.3.3. Stakeholder collaboration and dialogue
�e stakeholder perspective adopted in this dissertation acknowledges that CSR 
development occurs, at least to some extent, as a response to environmental (internal and 
external) expectations (Babiak & Kihl, 2018). On the one hand, stakeholders determine 
and shape the CSR strategy. Our research showed that institutional pressures and changes 
in sport systems demand the formation of inter-organizational collaborations. For 
example, sponsors look for alternative ways to build their brand as consumer skepticism 
raises about the role of commercial organizations in society. Consequently, sponsors 
increasingly seek to engage in CSR through sport. On the other hand, stakeholder 
collaborations provide the much needed resources to e�ectively implement CSR. Inter-
organizational collaborations provide access to a broad range of tangible (i.e., logistics, 
equipment, funding and technology) and intangible (i.e., knowledge, skills and expertise) 
resources (Parent, Naraine, & Hoye, 2018). 

Where existing CSR strategy models include stakeholder collaboration and dialogue at the 
implementation stage (Maon et al., 2009), we suggest stakeholder in�uences are omni-
present and in�uential throughout the di�erent steps of the CSR management process. 
Our �ndings support Sachs and Ruhli (2005) who note that CSR decision-making needs 
to be aligned with stakeholder expectations for shared value to be created. �e �rst study 
in particular, indicated that balancing instrumental and relational logics is challenging 
yet possible. Positive deviant examples, like the community sport project outlined in 
the fourth study, illustrate that di�erent logics and in�uences (i.e., environmental, 
organizational, individual) can co-exist and even reinforce each other. �is project, shaped 
by a professional soccer team in close collaboration with grassroots soccer teams, the city, 
sponsors, coaches, and other stakeholders, demonstrates that an integrative approach to 
CSR can deliver both organizational, stakeholder and societal bene�ts. 
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Obviously, concerns about power imbalance and goal incongruity between partners 
have to be dealt with. Moreover, not all stakeholders are similarly important in terms 
of legitimacy, power, and urgency (Mitchell, Agle, & Wood, 1997). In that sense, the 
network perspective adopted in the third study showed that a “shared participant-
governed structure” (Provan & Kenis, 2008, p. 234) contains decentralized and balanced 
relationships. However, it also depicted the di�culty of attaining goal consensus and 
thus an optimal exchange of information, physical and human resources and �nancial 
resources. To that end, the network study also concluded that installing an NAO (and 
outsourcing CSR to an independent Foundation) can be bene�cial. More precisely, this 
actor may have better access to public, governmental, and commercial partners and 
funds. Such a structural change should be thoughtfully considered in order to avoid 
two potential problems; (1) an impasse caused by ambiguity in roles and responsibilities 
between the club and its independent CSR delivery agent, and (2) a con�ict in cultures 
and/or logics between the club and the foundation. �e fourth study investigated those 
pitfalls and showed that a united organizational culture can indeed positively in�uence 
stakeholder alliances. It highlighted the mediating role of an inclusive organizational 
culture to improve stakeholder collaborations, and hence, access to the much needed 
(�nancial) resources and legitimacy.

2.4. A framework with broad practical and 
scholarly impact

�is dissertation has built on early and seminal work on CSR (Babiak & Wolfe, 2009) 
and CRM (Irwin, Lachowetz, & Clark, 2010) to develop an encompassing framework 
in an e�ort to contribute to the broader theoretical and practical development of CSR 
management in sport. We attempted to ground CSR in sport drawing from the broad 
understandings of CSR in business (Carroll, 1979; Margolis & Walsh, 2003; McWilliams, 
Siegel, & Wright, 2006; Porter & Kramer, 2006, 2011), but with sensitivity to the 
unique characteristics of sport. Our aim was to outline the process factors that lead sport 
organizations to be more strategic about social responsibility. Notably, we intended to 
shift scholarship and understand why and how organizations engage in CSR, rather than 
what exactly they do. Our work speci�cally added to existing frameworks by (1) adding 
subordinate levels, (2) considering the links between the phases, and (3) taking a dynamic 
rather than static perspective. We brie�y touch upon these contributions below. 
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First, the �ndings of this dissertation are supportive of a process view in which the 
phases are inde�nite. Rather than providing a clear-cut picture of CSR management, 
we argue that some elements may occur at or across di�erent stages, or as a theme or 
phase on their own. ‘Communication’, for instance, is a distinct theme in the work of 
Maon et al. (2009) but is included in the implementation phase in our work. Conversely, 
we found that handling tensions, creating an inclusive organizational culture, and 
stakeholder collaborations occur throughout the process and are therefore considered at 
the subordinate level in our constructed model. 

Second, our �ndings relate to those of Paramio-Salcines and colleagues (2013, p. 40) who 
state that the phases contain “profound cross-overs”. Notably, much of our research covers 
the transition of one phase to another and links interdependent strategic management 
tasks and activities (i.e., analysis, development, formulation, implementation, and 
evaluation). For example, our �rst study, exploring how di�erent CSR strategies emerge 
in professional sport organizations, can be located at the verge of antecedents and CSR 
strategy development. Furthermore, we recognize that not all CSR management processes 
are linear and sequential as proposed in the model. Sport teams often implement CSR 
projects to comply with stakeholders needs, but recognize these projects do not align with 
their instrumental or moral motives. Consequently, they are taken back a few steps in the 
process. We concur with the complexity view described by Stacey (1995), that this does 
not have to be an issue. According to this perspective, organizations can also be successful 
in a state of non-coherence as it provides them with learnings to improve. 

�is brings us to the third argument that CSR management should be considered a 
developmental (change) process, rather than a static activity that is good or bad. 
Scholarly e�orts have been made to construct comprehensive models dealing with CSR 
from a dynamic and learning perspective (Clarkson, 1995; Maon et al., 2010; Zeimers, 
Anagnostopoulos, Zintz, & Willem, 2019). Our work adds to this knowledge by 
increasing understanding on drivers, barriers, and links within and between the di�erent 
phases of the CSR decision-making process. Although we did not speci�cally study 
change, we did take a contingency view throughout the dissertation. In that sense, we 
consider value in any CSR approach (i.e., altruistic, social, commercial, integrative) and 
suggest that approaches may change (and improve) over time. For example, teams are 
unlikely to be located in one CSR strategy type permanently. A commercial orientation 
might be important during start-up, but as stakeholder pressures, internal resources, 
and community involvement grow, sport organizations are likely to shift towards more 
integrative approaches. Moreover, changing organizational culture and structure to be 
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more strategic about CSR does not happen overnight. Rather, teams gradually internalize 
the idea of shared value creation within their organizations (Jalonen et al., 2018; Kolyperas 
et al., 2016). We have witnessed a learning process in some teams throughout the course 
of this dissertation. �ese cases illustrate that CSR management should be considered a 
dynamic process in which existing ideas are challenged and new and improved ones are 
allowed to develop. 

2.5. Potential improvement areas
In addition to depicting several contributions of our work to the process of strategic CSR 
management, the research in this dissertation equally allows for some conclusions on 
potential improvement areas in CSR decision-making. Accordingly, professional sport 
teams face challenges regarding fan engagement, communication, and evaluation of CSR 
management. We brie�y discuss the �ndings of our research on those consecutive topics 
below.

2.5.1. Fan engagement
Professional sport merits an a�nity from its consumers that only few regular brands can 
match. �is emotional connection enhances the receptivity of consumers/fans to CSR 
messaging of professional sport teams, which makes them ideal vehicles to engage in 
CSR (Roy, 2011). Moreover, professional sport o�ers a highly visible platform to create 
awareness and educate on various social issues (e.g., green games for environmental issues 
awareness) or global pandemics, for example (Casper, Pfahl, & McCullough, 2017; Lee, 
Cornwell, & Babiak, 2013; López-Carril & Anagnostopoulos, 2020). Fans also expect 
professional sport teams to engage in CSR, as evidenced by previous work (Roy & Grae�, 
2003). Similarly, scholars consider social responsibility as critical in bridging the gap 
between the stars that athletes have become, and their fans (Knecht, 2007).

However, in all four studies in this dissertation it appeared that fans were poorly aware 
of and engaged in CSR implementation of European professional sport teams. �ese 
�ndings are in line with the work of Kolyperas et al. (2016) who stated that CSR is often 
used as a functional tool to satisfy investors’ demands, rather than an integrated pillar of 
the business that involves communicating to the broader audience of fans and supporters. 
Our �ndings contradict with North American CSR scholarship which indicates broad 
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marketing e�orts behind a sport team’s philanthropic endeavors (Hwang, Kihl, 
& Inoue, 2020; Sheth & Babiak, 2010). Matten and Moon (2008) explained these 
di�erences drawing on institutional theory and noted that “explicit” forms of CSR, such 
as corporate philanthropy, have traditionally dominated in the US, whereas “implicit” 
approaches are more common in Europe. �e teams in our study indeed engaged in 
league, government, or other stakeholder initiatives to increase legitimacy, funding 
and/or to get a license to operate. In that sense, European sport teams seemed to care 
more about doing CSR rather than showcasing it to their fans. Although Casper et 
al. (2017) showed the potential (e.g., pro-environmental behavior and team support) 
of engaging fans in green initiatives during game days, teams in our research noted 
that communication during game days was mostly exclusive to commercial partners and 
projects. CSR initiatives barely made their way to the fans resulting in low individual 
awareness levels of fans. Consequently, the power of professional sport teams to transfer 
exemplary behavior towards fans is under-leveraged and so is the potential to create 
simultaneous economic and social impact.

2.5.2. Communication
Since professional sport teams are increasingly considered as vehicles for inclusion, 
justice, social cohesion, and other social issues alike, CSR communication emerges as 
an inherent part of CSR implementation. However, our research showed shortcomings 
of sport teams to properly communicate about their CSR engagement. �e results 
indicated tensions between “doing good” and telling people about it. Professional sport 
teams fear criticism when explicitly and proactively communicating about CSR, whereas 
stakeholders mentioned teams should do better at this (see study 4). Given the skepticism 
of many, some teams in our studies believed it was better not to communicate at all about 
their CSR endeavors to prevent a “window dressing” image. Moreover, the popularity and 
global appeal not only highlights the positive aspects around professional sport teams, but 
also the negative ones. Where existing research notes that professional sport teams often 
use CSR as a medium to o�set negative publicity (Walker & Kent, 2009), our �ndings 
indicated a restraint of teams to actively promote their CSR implementation out of fear 
for a “boomerang e�ect” (which happened to BP and Benetton, for example). Teams 
mentioned that the authenticity and sincerity of their CSR approach was at risk because 
of the high scrutiny of unethical practices in professional sport. For similar reasons, teams 
expressed caution to actively engage star players in their CSR programs as the same players 
may appear in the media for unethical behavior of di�erent kinds. 
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CSR communication was often kept “below the radar” and/or distinct from corporate 
messaging. Communication on CSR was mostly linked to discrete community programs, 
rather than to the core business operations. In line with the �ndings of Kolyperas et 
al. (2011), most teams in our research used implicit and informal channels for CSR 
communication. For example, CSR programs were mentioned in discussions with 
sponsors, yet absent in o�cial sales lea�ets. Furthermore, most teams had separate 
social media channels, websites, and reporting systems for CSR, rather than integrated 
communication strategies, departments, and channels. In that sense, CSR messages were 
limited to a much smaller reach compared to corporate messages. While we concur with 
Kolyperas and colleagues (2016) who stated that distinct approaches might provide the 
necessary legitimacy to attract partners, develop public relations, and overcome obstacles 
in terms of fundraising, we argue that strategic CSR management requires explicit, 
transparent, and integrated communication through a variety of channels. COVID-19 
has shown that on and o� the �eld activities are becoming increasingly related. �e global 
pandemic has given greater importance to the role of (digital) communication in sport, 
making it an essential way for fans to stay connected to their teams even when there are 
no games (López-Carril & Anagnostopoulos, 2020). Husted and Allen (2007) noted 
that communication is an essential part of value creation, and that organizations should 
therefore make sure their CSR engagement is visible. �is underpins that management 
is aware of and open to CSR risks and opportunities and that it is willing to handle 
potential tensions. 

2.5.3. Evaluating economic and social impact
Despite the valuable insights and additional knowledge this dissertation has provided on 
various phases of the CSR management process, it did not explicitly cover the evaluation 
phase. �e studies were not designed to assess CSR e�ectiveness, explain causality, 
or frame one approach as superior to another. However, the need for measuring and 
evaluating CSR impact, and particularly the lack thereof, was a recurring element in our 
empirical work. 

Professional sport teams mentioned a lack of indicators and metrics, processes, and data to 
systematically evaluate social and economic impact of CSR programs. CSR evaluation in 
the teams studied was mostly limited to reporting descriptive outputs (e.g., hours spent in 
the community, number of bene�ciaries that participated, number of volunteers engaged 
in program delivery, etc.) rather than generated impact. Moreover, in the rare cases where 
results were measured, either prede�ned goals were missing, or the results were not linked 
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back to these goals. A crucial aspect of more sophisticated CSR evaluation is that it 
should be aligned and connected to goals and measures de�ned earlier in the process (i.e., 
strategy development, formulation and implementation) (Walker, Heere, & Kim, 2013) . 

Furthermore, evaluation was mostly limited to assessing organizational bene�ts. 
Professional sport teams in our studies fell short of measuring social impact. �e Academy 
of Management Journal released a thematic issue of CSR in 2016 noting that “the dialog 
has shifted from simplistic justi�cations of �nancial outcomes to sophisticated views 
and measures of societal outcomes” (Wang et al., 2016, p. 534). Our research, however, 
showed that sport management is still at the early stage of measuring bene�ciary impact, 
community advancement, and/or societal development caused by CSR initiatives. 
�is lack of evaluation of broader social outcomes jeopardizes the legitimacy of CSR 
as stakeholders may perceive organizations as purely self-interested (Husted & Allen, 
2007; Lee et al., 2013; Walker et al., 2013). As long as monitoring and evaluating CSR-
related activities lacks behind, the critique that CSR is no more than a window dressing 
tool will prevail and contrasting logics will continue to exist within sport organizations. 
Accordingly, we argue that empirical evidence of both social and economic impact may 
support the institutionalization of the shared value idea and assist the change from 
traditional towards more strategic approaches to CSR management.
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3. Strengths and 
limitations

3.1. Strengths

3.1.1. A broad perspective 
�e broad theoretical perspective can be considered a �rst strength of this dissertation. 
Walzel et al. (2018) who conducted a comprehensive and encompassing review on CSR 
in professional sport found that more than half of the studies (56%) did not explicitly 
state their theoretical foundation. Furthermore, they noted a dominance of neoliberal 
perspectives (McWilliams & Siegel, 2001; McWilliams et al., 2006) to CSR research in 
sport which resulted in instrumental approaches and insights at the expense of alternate 
conceptualizations. Walzel et al. (2018) argue that the dominant instrumental CSR 
ideology has normalized tactical views on CSR within the sport management discipline. 

Although the instrumental view has been important in this dissertation, we added relational 
(see studies 1, 2 and 3) and moral perspectives (see study 4) to the CSR discourse for two 
reasons. First, an instrumental perspective alone cannot depict whether safety, equality, 
and justice are valuable features and actions for an organization to pursue (Walzel et 
al., 2018). It simply suggests that “to maximize pro�t, the �rm should o�er precisely 
that level of CSR for which the increased revenue (from increased demand) equals the 
higher cost (of using resources to provide CSR)” (McWilliams & Siegel, 2001, p. 125).  
We posit that CSR must include economic and legal responsibilities, but must go beyond 
those layers of Carroll’s pyramid (1991) to also consider relational and moral issues. 
Second, the non-pro�t status, the monopolistic market situation, and the highly engaged 
consumers and stakeholders of many professional sport teams in Europe entails that sport 
teams are less bene�tted by a mere instrumental approach compared to general businesses 
(Breitbarth, Walzel, Anagnostopoulos, & van Eekeren, 2015). Our �ndings concur with 
Inoue et al. (2011) who note that sport teams thrive for win maximization rather than 
pro�t maximization and that therefore, CSR in sport bene�ts from a broader perspective. 
Using and combining di�erent theoretical stances (i.e., marketing, stakeholder, network, 
and entrepreneurship theory) has allowed to move beyond instrumental towards more 
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holistic views on CSR management. To summarize, not only did our studies take into 
account individual, organizational, and environmental in�uences, the constructed model 
also accounts for a �exible interpretation of instrumental, relational, and moral motives. 
�is helps scholars as well as practitioners to consider integrated and strategic endeavors 
rather than sticking to discrete and siloed e�orts. 

3.1.2. A dynamic process perspective
�is dissertation shed light on the process of managing CSR policies and practices which 
has not been a major focus in previous CSR research, perhaps due to the context speci�c 
management demands inherent to CSR (Mirvis & Googins, 2006; Vilanova, Lozano, & 
Arenas, 2009). A substantial amount of sport CSR research has focused on isolated matters 
of antecedents, implementation, and outcomes, whereas our work centered around 
developing a deeper understanding of the processes, meanings, and value of CSR for sport 
organizations by linking to more cognitive and discursive dimensions (Anagnostopoulos 
et al., 2014; Basu & Palazzo, 2008). Where a static approach focuses mainly on the 
content, the dynamic approach taken in this thesis focuses on the development of 
the CSR strategy, change processes, and the context conditions (environmental and 
organizational) in which these processes are conducted (Vitolla et al., 2017).

As recommended by Dentchev (2009), we stepped away from prescribing what CSR is 
and what sport organizations should do, toward advising practitioners on how to integrate 
the norm of social responsibility in their business models. �e contingency perspective 
that is ubiquitous in this dissertation highlighted the opportunity for di�erent logics to 
co-exist if tensions are recognized and handled. �is perspective allowed for su�cient 
nuance of what should be done by whom and how far social responsibility of professional 
sport teams can/should reach. Furthermore, it indicates we are aware of two problems 
existing in one continuum, arguing that CSR should be what it is (naturalist fallacy) 
versus arguing that CSR should be ideal even if this is not realistic (idealistic fallacy) 
(Dentchev, 2009). 

3.1.3. An underdog perspective 
Studying CSR in a European context has provided new knowledge in a research domain 
dominated by Anglo-Saxon insights (Breitbarth et al., 2019). We noticed that the 
American culture of giving back to society is less apparent in the European context, 
and that philanthropy is not seldomly criticized. Teams in our sample often engaged in 
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implicit CSR, whereas existing research has mainly covered explicit approaches (Babiak 
& Wolfe, 2009; Breitbarth et al., 2019; Crane & Matten, 2004; Matten & Moon, 2008). 
Based on institutional di�erences, we found fewer in�uence of corporate partners and 
sponsors, for example, but more of league governing bodies and governments in Europe 
compared to the US. Other di�erences were noted on club ownership and structure, rules 
and labels for CSR, media coverage, fan engagement, and external communication. 

Overall, our �ndings indicated a diverse set of motivations underpinning CSR 
management in European basketball. Covering multiple countries, we noted substantial 
di�erences with regard to the nature of CSR activities and the origin of �nancial resources, 
which can, at least partly, be explained by the di�erences in national business systems. 
Recognizing that speci�c countries may have unique CSR attributes related to them, this 
dissertation was not limited to one country. Rather, it explored CSR perceptions and 
activities of around 25 professional sport organizations in four European countries which 
increased knowledge at the cross-national, national, and organizational level. 

Although two of the four studies in this dissertation have been conducted in soccer, our 
approach to also study CSR outside of this powerful industry has enhanced knowledge 
on social responsibility in sport. While CSR related studies to date have often focused on 
professional soccer, other prominent European team sports such as handball, basketball, 
and ice hockey received little academic attention (François, Bayle, & Gond, 2019). 
Basketball appeared to be less commercialized, mediated, and supported by government 
and private funding compared to soccer. Our research showed, for example, that 
philanthropic donations are not at play in professional basketball in Europe since the 
majority of teams cannot fully support themselves. We witnessed both European and 
American basketball teams “deploy” CSR as an instrument, however in Europe it mostly 
serves to increase funding, whereas in the US it serves image purposes. 

3.1.4. An innovative perspective
To the best of our knowledge, we were �rst to add and use the lenses of network and 
entrepreneurship theory to the academic discourse on CSR management in sport. �e 
SNA and CSE frameworks used in this dissertation corresponded to explicit calls for 
more innovative approaches to CSR management and research (Quatman & Chelladurai, 
2008; Walzel et al., 2018). �e network and entrepreneurship perspective developed 
knowledge on relational and moral drivers, in addition to the overt instrumental drivers 
behind CSR engagement. 
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We tried to adhere to the call of Breitbarth et al. (2019) to question existing theories 
and beliefs around CSR in sport. Neoliberal thinking has dominated the research �eld 
with limited e�orts noted to liberate or refrain from existing ideas. In the fourth study 
in particular, we engaged critically with existing CSR knowledge. Cunningham (2014) 
noted that both academics and practitioners have a responsibility to ensure that sport 
is socially just and inclusive. Drawing from his ideas, we considered how current CSR 
scholarship and practices could be reshaped to comprise a sincere and sustainable shared 
value perspective. Following other scholars’ (Bjärsholm, 2017; Levermore & Moore, 
2015; Weems et al., 2017) example, we investigated change elements and evolutionary 
steps towards integrated and strategic CSR. 

Looking more closely at the transition of traditional towards more strategic approaches, 
we found that CSR is still not “everyone’s business”. Many professional sport teams still 
do business and CSR rather than doing business responsibly (Weems et al., 2017). �e 
contradiction between the long term, ethical, and normative nature of CSR and the short 
term, capitalist approaches of many professional sport teams was clearly substantiated 
throughout the studies. Of particular interest in this area was the underrepresentation of 
e�orts to avoid sport’s underlying negative impacts on society compared to overt explicit 
actions that pursue positive social outcomes. Many examples of this paradoxical situation 
appeared from our data. For example, the majority of football clubs in Belgium have 
CSR programs on youth health, while at the same time they target this group with (often 
aggressive) betting and alcohol promotions of their main sponsors. Needless to say that 
such social irresponsibility practices not only cause harm to the target group, but also 
undermine the trustworthiness of a team’s CSR attempts. To that end, we agree with 
Weems et al. (2017, p. 901) who state that CSR scholars should expand horizons and 
pay attention to “the good, the bad, and the ugly”. Such an approach would ensure that 
gross responsibility is the overall goal of a sport organization, rather than the pursuit of 
actions that may have little tangible impact on society but improve the organization’s 
brand image.

3.1.5. Contributions of the thesis
In general, the value of a PhD thesis can be derived from the methodologies and methods 
used, the data gathered, and the theory used/built. Only in rare cases, contribution is 
signi�cant on all three parameters. In this research, value was added by selecting an 
innovative technique (SNA) to study CSR collaborations, and by collecting data from 
di�erent countries and sports. However the main added value of this PhD thesis is its 
contribution to theory.
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To approach the overall research question - Why and how are professional sport teams 
engaging in CSR? – we took a broad and multi-theoretical perspective. In attempting to 
clarify strategic CSR and shared value creation, our research was guided by the doing good, 
doing well, and avoiding harm paradigm. Using outside-in and inside-out perspectives, 
we contributed to CSR theory by considering both instrumental, relational, and moral 
logics behind CSR management. 

Our research indicated that sport organizations are aware of the dual outcome objective 
behind CSR, but that they struggle with balancing economic and social goals. Similarly, 
academics debate about the prioritization of social and economic needs in CSR 
management (Alegre, 2015; Crane, Palazzo, Spence, & Matten, 2014; Peredo & McLean, 
2006; Rangan, Chase, & Karim, 2012). �is has resulted in myopic and discrete e�orts in 
practice and a skew towards instrumental and neoliberal views in the CSR literature. Our 
research contributes to theory (and practice) by re�ecting on instrumental, relational, and 
moral logics behind CSR management. More speci�cally, we argue that recognizing the 
di�erent logics and handling potential tensions between them (see Figure 17), will assist 
the transition from traditional towards more strategic CSR management. 

Adding a moral view to instrumental and relational perspectives not only adds to the 
knowledge on CSR management, it equally adds to the sport management �eld in general. 
Recent work of leading scholars in the �eld (e.g., Chelladurai, 2016; Gammelsaeter 2020) 
questions whether current views on and approaches to (professional) sport management 
are really producing more good than bad. �ey argue that the excesses and corruption in 
professional sport, resulting from capitalist ideologies have increased steadily over the last 
decades and that the public does not seem to realize—or perhaps accepts—that sport’s 
social value is diminishing year after year (Gammelsaeter 2020). �is scholar criticizes the 
sport management research �eld for preferring reductionist approaches and for putting 
too much e�ort on sport’s externalities rather than on the activity itself. We concur with 
his view that sport management should not only aim for growth and e�ciency, which is 
the focus of industry and managerialism, but also for quality, meaning, accessibility and 
a�ordability. In using our proposed model (See �gure 17) and combining instrumental 
and relational with moral logics, sport organizations can return on their steps and perhaps 
reconsider their role as agents of world bene�t (Chalip, 2006).



CSR MANAGEMENT IN EUROPEAN PROFESSIONAL SPORT ORGANIZATIONS: TOWARDS A STRATEGIC APPROACH242

3.2. Limitations

3.2.1. Nation-specific and professional sport context
Breitbarth et al. (2015) noted that CSR scholars tend to ignore (1) regional, (2) national 
and (3) organizational di�erences when studying CSR in sport across countries. To some 
extent, we did as well. We brie�y shed light on each of these delimitations. First, in studying 
a di�erent region (European professional basketball), we added to the social responsibility 
discourse by shedding light on a less commercialized, mediated, and �nancially supported 
context compared to the Anglo-Saxon region (Breitbarth et al., 2019; Maon et al., 2017, 
Walzel et al., 2018). Studying CSR in a dissimilar socio-economic and cultural setting 
delivered insights on di�erences in regulations, giving culture, program design and 
execution, and organization structures. Along similar vein, these �ndings also prompted 
caution in making assumptions and generalizing �ndings from one context to another. 
Notably, like most mainstream CSR research, we operated in the realm of postindustrial 
Western economies. In developing regions, for example, it may well be that socio-political 
situations and community priorities narrow down the CSR playing �eld (i.e., degree of 
freedom) of organizations. In such contexts, corporate actors are perhaps less “free” to 
de�ne their type and level of CSR engagement as the organizations in our study were. 
In developing countries, CSR is often distilled to meeting the expectations of local 
communities, country elites, or political groups (Jamali & Karam, 2018). Such boundaries 
also apply to the CSR themes being addressed. Wealthy countries focus on themes like 
health, sport participation, social inclusion, and employee wellbeing, whereas focus in 
less developed countries is likely to be more on human rights, basic education, security, 
and avoiding poverty, violence, and corruption (Jamali & Mirshak, 2007). Second, 
our research equally revealed some di�erences in CSR management across European 
countries. While this adds to existing knowledge on CSR across geographic regions 
(Breitbarth et al., 2019; Maon, Swaen, & Lindgreen, 2017), cross-country comparative 
e�orts were beyond the scope of this dissertation. �ird, although inconclusive, some 
scholars note that size of the organization (measured by annual revenues) is assumed to 
have a signi�cant e�ect on CSR management (Luo & Bhattacharya, 2006; McWilliams 
& Siegel, 2001; Waddock & Graves, 1997). On the one hand, we studied smaller scale 
organizations compared to, for instance, American teams, which o�ered new �ndings 
on less formalized CSR approaches. On the other hand, we did not control for size and 
therefore cannot conclude on cause-e�ect relationships, nor can we statistically generalize 
our �ndings to, for instance, smaller scale and/or amateur sports organizations. One is 
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left to wonder what the role of amateur sport clubs is in being socially responsible. Only 
a handful of sport management scholars gave consideration to CSR practices in the non-
pro�t setting (Chelladurai, Radzi, & Daud, 2017; Persson, 2008; Robertson, Eime, & 
Westerbeek, 2019; Zeimers, 2019). In that sense, future research could examine if CSR 
is considered by grassroots clubs in Europe or if they regard themselves as responsible 
simply because of their non-pro�t nature (Fassin, 2009).

In short, our research was designed to synthesize commonalities, but we also recognize 
that context-speci�c nuances and di�erences (i.e., national and institutional realities, size 
and heterogeneity of the organizations) were not captured. �erefore, some of our results 
(on CRS implementation in particular) should be interpreted with care. We subscribe 
the need for exploring similarities and di�erences in CSR management between nations, 
countries, and organizations and invite future research to examine those thoroughly and 
systematically (Breitbarth & Harris, 2008; François et al., 2019; Jäger & Fifka, 2020).

3.2.2. Strategy as the assumed starting point
All studies in this dissertation started from the assumption that CSR approaches are 
induced by strategy. We drew from the work of Liu (2013) to de�ne strategy types (i.e., 
altruistic, commercial, social, integrative) and empirically studied implementation, 
collaboration, and change based on these strategies. Although most strategic management 
scholars argue that it is important to try to develop some sort of strategic plan, nowadays 
strategy is more focused on strategic thinking rather than strategic action (Porter, 2001). 
In that sense, an organization usually has both deliberate (formulated) and emergent 
(formed) strategies (Mintzberg, 1987). Sport is a particularly dynamic context with 
rapidly changing regulations, organizational structures, rankings, and in�uences of 
stakeholders. �ese unique characteristics of sport imply that starting from deliberate 
strategies might not always be realistic or desirable in practice. 

Consequently, the development and use of the proposed CSR process model should be 
put into perspective. No single construct will encompass or explain all determinants 
in�uencing shared value creation. �e progression of the CSR �eld of study depends 
on an ongoing debate about the phases, the determinants, as well as their sequence and 
interrelationships (Noble, 1999). Other views, such as the complexity school of thought 
(Stacey, 1995), for example, note that organizations can also be successful when starting 
from other phases (e.g., formulation or implementation) and following more emergent 
strategies as they always learn something. 
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�e central objective behind any strategy is to generate competitive advantage for the 
organization. �erefore, providing an encompassing model starting from strategy 
was useful to raise new ideas and opportunities for (sport) organizations to optimize 
competitiveness and shared value creation. Without having the intention to simplify CSR 
management to a prescriptive process, the proposed model increased our understanding 
of the interaction between strategy development, formulation, implementation, and 
evaluation and can be e�ective in the attempt to reap win-win outcomes from CSR 
engagement.

3.2.3. Outward facing CSR activities
Another delimitation of this research is that we mainly covered outward-facing CSR 
initiatives (i.e., community engagement, CRM, philanthropy) as Rowe et al. (2019) 
de�ned them. Inward-facing activities, related to employee wellbeing, labor policies, and 
governance of diversity/equity in the organization were not explicitly studied. Activities 
in these pillars are said to have an internal audience (i.e., shareholders, employees) as 
their main target or orientation. Our studies were more externally oriented focusing on 
activities towards stakeholders and fans within an outward-facing, or community, context 
(Walker & Parent, 2010). Considering instrumental, relational, and moral perspectives 
behind strategic CSR management, it is clear, however, that sport organizations should 
consider internally focused activities as well. Although outward-facing activities provide 
bene�ts to brand or image perceptions of stakeholders (e.g., fans, consumers), inward-
facing activities can help build the necessary values and culture to integrate CSR into the 
organization. An external orientation, for example, has teams install policies on diversity 
and inclusion or adopt those suggested by the league. However, such policies, most 
often designed by white people and for white people (particularly males), to a certain 
extent, help maintain the notion of diversity (Weems et al., 2017). Such policies give 
sport organizations the impression of being socially responsible, while actually they also 
capitalize on the bene�ts of diversity (e.g., hiring talented African players and coaches). 
�is mere external orientation does not require organizations to question their internal 
structures and culture of similarity (i.e., white supremacy), and to ultimately deconstruct 
them to build true inclusive environments. We argue that an additional internal 
orientation is needed to attain this.
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3.2.4. Methodological limitations 
�is research mainly used qualitative methods to map teams based on their dominant 
logics regarding CSR. Despite the value of the typology, the accuracy of this qualitative 
endeavor remains questionable. In order to more precisely categorize teams as altruistic, 
social, commercial, integrative, and strategic future research could build on our typology 
by developing a quantitative measuring scale. Accordingly, exact weighing of the di�erent 
logics and a more accurate clustering could be attained. Moreover, quantitative research 
would be appropriate to discuss cause-e�ect relationships and account for contextual 
mediators such as economic conditions, size, and ranking. 

Additionally, cross-sectional time horizons were adopted for our studies. As such, data 
were collected from a population at a speci�c point in time (Patton, 2014). Given the 
developmental nature of CSR management and the process approach in our studies, a 
longitudinal research design, in which data is collected repeatedly from the same sample 
over an extended period of time, would have been appropriate. �e use of a time series 
design would make it possible to study the dynamic movement of sport teams across 
quadrants. As strategic CSR in European professional sport teams is still growing and 
developing, long-term studies would be useful to better understand the complexity of the 
CSR management process. 

Finally, except for the SNA, we used rather common methods (i.e., interviews, document 
analysis, observations) and methodologies (i.e., case study, survey) to study CSR 
management. To progress the CSR �eld of study and more speci�cally, knowledge on 
strategic CSR management in sport, more advanced methodologies are needed (Walzel 
et al., 2018). Narrative research, for example, would be well-suited to explore the role 
of stories in describing and understanding phenomena such as organizational culture, 
handling tensions, and co-creating meaning. In that sense, di�erent organizational 
members/groups or stakeholders may construct di�erent kinds of stories which together 
may generate (or deconstruct) value, meaning, and opportunities (Tjandra, Rihova, 
Snell, Den Hertog, & �eodoraki, 2020). Furthermore, ethnographic and action 
research could be well-suited to provide the needed insights on the evolution, change, 
and innovation processes, mentioned earlier. Such methodologies would provide state-
of-the-art knowledge on the transformation from traditional towards more strategic CSR 
approaches in sport.
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3.2.5. Own (evolving) interpretation of an ambiguous 
concept 

�is research consists of di�erent CSR de�nitions and underlying theories. As those 
de�nitions and theories evolved in the general and sport management literature over the 
past �ve years, so did my own interpretation and conceptualization of the CSR construct. 
In that sense, my conception of CSR gradually evolved from “economically oriented” 
to more “stakeholder oriented” to “ethically oriented”. For this reason, distinctive 
de�nitions, terminologies, and focus areas of CSR are used in the di�erent studies. In 
focusing on CRM rather than on the more general CSR construct in the beginning of this 
PhD process, we wanted to understand the economic and marketing perspective behind 
CSR. CRM, describing mutually bene�cial outcomes for the organization and society, 
seemed well-suited to assess value maximization for organizations engaging in CSR. 
�e CRM concept, as it was proposed by Liu (2013) and adopted in this dissertation, 
allowed for a broad stakeholder view on CSR and introduced relational in addition to 
instrumental motives behind CSR engagement. Although the CRM concept added 
value to the social responsibility discourse, it remained largely within the neoliberal CSR 
ideology (McWilliams & Siegel, 2001; McWilliams et al., 2006). We came to realize that 
something was missing in order to fully grasp shared value creation. Zeigler’s (2007) call 
for sport management scholars to demonstrate more social concern in the development 
of theory inspired us to �nd a better balance. He stated that “It is the social facets of the 
enterprise that the �eld of sport management needs to consider more carefully in the 
21st century” (Zeigler, 2007, p. 316). With the entrepreneurship and change perspective 
adopted in the fourth study, a moral perspective was added to the discussion. A such, 
the constructed model re�ects our present conception of strategic CSR management 
containing all elements to consider when aiming for sustainable and lasting societal and 
economic impact.
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4. Future research

4.1. Context embedded research
Despite the pan-European approach in this dissertation, the focus was on the process of CSR 
decision-making within organizations, rather than on comparing and outlining di�erences 
between countries or regions. International comparative research that takes into account 
the nation-speci�c cultures, institutions, regulations, is a complex but much-needed next 
step to further build knowledge around CSR in the global world of sport (Dahlsrud, 
2008; Walzel et al., 2018). A recent study of Francois et al. (2019) found that explicit and 
implicit CSR approaches are not always that distinct and overlap or conversion may occur 
based on interactions between national, sectorial, organizational, and individual factors. A 
more fruitful explanation of CSR in sport would emerge if scholarship considered whether 
and how CSR meanings, concepts, and programs can be translated from one context to 
another (e.g., what can German football organizations learn from French basketball clubs’ 
CSR communication initiatives towards fans?) (Aguilera et al., 2007; Fassin, 2008; Jäger 
& Fifka, 2020; Matten & Moon, 2008; Breitbarth et al., 2015). 

Perceptions and actions of the broad set of stakeholders who frame the context should be 
further studied as well. How external and internal stakeholders in�uence CSR decision-
making remains to be elaborated on. Where our third study attempted to highlight the 
involvement of a broad set of stakeholders in CSR, most sport CSR research has focused 
on the perspectives of fans or the corporate organization (Irwin, Lachowetz, Cornwell, 
& Clark, 2003; Walker & Kent, 2009). Very little research has examined the needs, 
in�uences and interests of other signi�cant stakeholders (e.g., sponsors, politicians, media) 
in driving CSR strategy development and implementation. �e �ndings of this research 
could be enriched with more in-depth and longitudinal investigation of the impact of 
the di�erent stakeholders, their mixed objectives and the highly �uctuating environment 
(Senaux, 2008). Our research indicated that sponsors, for example, are increasingly 
looking for more purposeful sponsorships. Especially during the COVID-pandemic, 
where there basically was no sport to sponsor, sponsorship was rapidly reinvented and 
reoriented towards contributing socially, rather than commercially. Chemical company 
and sport sponsor INEOS, for example, devoted some of its production capacity to 
making sanitizing gel and had the product delivered to European hospitals by top cyclists 
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such as Froome (Lagae, 2020). Scholars argue that the societal role of sport (e.g., health 
and social capital contributions) will become increasingly important in post-COVID 
times (Byers, Gormley, Winand, Anagnostopoulos, Richard, & Digennaro, 2021; López-
Carril, & Anagnostopoulos, 2020). �is o�ers opportunities for sport organizations to 
either attract new kinds of sponsors (and perhaps step away from gambling, alcohol, and 
fast-food sponsors), and/or make relationships with existing sponsors more multiplex, 
purposeful and sustainable. In that sense, the results of our research are timely and 
relevant in that the momentum is there for both sport organizations and stakeholders 
(such as sponsors) alike to rethink CSR/CRM strategies and collaborations. 

Additionally, studying stakeholder relations from a political perspective merits future 
research. Political CSR, in which social engagement has an (un)intended political impact, 
or in which (un)intended political impacts on CSR exist, remains largely uncovered in sport 
(Frynas & Stephens, 2015). Professional sport teams are often providers of community 
services and increasingly active in engaging with their regulatory environment. Teams 
in our study were part of the league governing body that sets out rules and regulations, 
and were allied in complex political relationships with local governments. Such political 
relationships in CSR management are worthy of future research attention. 

4.2. Organizational structure and culture
Regarding organizational structures and governance of CSR in sport organizations, 
our studies showed that CSR management comes in di�erent shapes and formats. An 
interesting route for future research would be to look at how organizational structure and 
format of CSR delivery in�uences CSR decision-making. Kolyperas et al. (2016) touched 
upon the di�cult balance between treating Foundations as separate organizations to 
facilitate access to certain stakeholders groups on the one hand, and joining forces and 
integrating structures to ensure brand transfer on the other hand. Future research could 
build on this and our work by addressing similar questions: Do teams with separate 
CSR divisions, departments, or Foundations have more resources, knowledge and 
competences? Do CSR managers have dedicated executive positions or do they take on 
their CSR assignment on top of other responsibilities and what is preferable in terms of 
e�ectiveness? Along similar vein, the extent to which governance mechanisms are put in 
place to oversee CSR (e.g., boards of directors, accountability and transparency e�orts 
etc.) and how these mechanisms a�ect CSR impact, are worth future consideration. 
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Mounting evidence of a positive relationship between a strong and inclusive organization 
culture and �nancial performance should amplify change from traditional to strategic 
CSR (Joyner & Payne, 2002). �e fourth study in this dissertation indeed highlighted 
the importance of culture in strategic CSR management. Admittedly, it also prompted 
the need to further investigate culture and logics towards CSR (and their interrelation), as 
well as the related tensions, con�icts, and paradoxes. Lewis (2000) indicated three possible 
attempts to manage tensions and thereby handle paradoxes; acceptance, confrontation, 
and transcendence. Future research might look deeper into managing paradoxes related 
to CSR in sport. �is would serve sport managers because it is recognized that tapping 
the power of paradox is di�cult and contested as it requires counterintuitive reactions 
(Cameron & Quinn, 1988). 

Other potential questions in this area are; What in�uence do powerful leaders have on 
shaping/changing CSR culture, logics, directions, and activities? What type of structures 
or programs can align cultures and logics? How can we measure (change in) culture? 
Moreover, comparative research between organizations in di�erent CSR types (from 
altruistic to integrative) may yield additional insights on the manifestation of the culture 
and logics and their relation to CSR management. Related to avoiding harm, future CSR 
research might focus on (un)ethical culture and (un)ethical climate.

4.3. Measuring and evaluating
An important gap in CSR research and practice in sport (and beyond) stems from a 
lack of systematic metrics, tools, and available data around measuring and evaluating 
CSR e�ectiveness (Husted & Allen, 2007). Our �ndings indicate that only few sport 
organizations engage in robust data collection (surveys, interviews, focus groups) and 
apply thorough approaches (pre/post interventions with the use of control groups). A 
large improvement area for both scholars and practitioners – ideally in collaboration – lies 
in measuring and evaluating CSR (Hills et al., 2019; Inoue, He�ernan, Yamaguchi, & 
Filo, 2018; Trenda�ova, Ziakas, & Sparvero, 2017; Walker et al., 2017). Challenges in 
this area are to go beyond descriptive reporting of outputs and to develop industry wide 
metrics for e�ective CSR management, as well as tools that examine impact and change 
both on an organizational and societal level (Walker et al., 2013). 

Measuring should also cover the moral driver behind CSR. Fassin and Buelens (2011) 
developed a sincerity/hypocrisy continuum to help management concentrate on the 



CSR MANAGEMENT IN EUROPEAN PROFESSIONAL SPORT ORGANIZATIONS: TOWARDS A STRATEGIC APPROACH250

moral logic of CSR: the voluntary implementation of an encompassing culture with 
attention for values and ethical business practices. Our �ndings indicated that CSR 
approaches are often evaluated on legalistic rather than ethical terms. For example, CSR 
awards and recognitions are often granted based on (the communication and promotion 
of ) CSR projects and campaigns rather than on integrated CSR management. Future 
research could build on the �ndings of our second study on misalignment between CSR 
strategy and implementation by comparing corporate communication e�orts with sincere 
implementation. A sincerity/hypocrisy index (weighting drivers, implementation, and 
communication), as proposed by Fassin and Buelens (2011), could be applied to sport 
management in order to evaluate ethical decision-making. 

4.4. The CSR manager
�e fourth study provided us with preliminary insights on the role of the individual 
behind the CSR manager. In line with the work of Anagnostopoulos et al., (2014), 
our study indicated the importance of having an intrapreneur that “manoeuvres” (p. 
272) through a set of tactical actions to deal with the challenges (e.g., get buy-in from 
management, safeguard legitimacy) and constraints (e.g., attract internal and external 
funding, improve organizational structures, create awareness) the foundation or CSR 
department is faced with. �e bulk of existing CSR research (including ours) takes on an 
institutional or organizational level of analysis, whereas knowledge on the individuals that 
actually strategize, make decisions and execute CSR initiatives, remains scant (Aguinis & 
Glavas, 2012; Anagnostopoulos et al., 2014). �ere is still a major gap in understanding 
the personal values, characteristics and competences, backgrounds, and education of CSR 
managers and their speci�c in�uence on CSR outcomes (Walzel et al., 2018). Further 
research at the micro-level may increase understanding of how individuals act within the 
CSR arena and how they create, maintain, or disrupt the formulation and implementation 
of CSR in sport (and beyond). 
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4.5. Avoiding harm
Complementary to developing the positive side of CSR (i.e., being more strategic about 
it), scholars must be more serious about addressing the negative side (i.e., organizational 
misconduct and immoral leadership) of (CSR) management. Our results indicate that 
relatively few CSR engagement is needed to be perceived as a legitimate organization. 
As mentioned earlier, future research may bene�t from a more critical view on social 
responsibility in sport (Breitbarth et al., 2019). From our work and existing literature, 
we identi�ed multi-disciplinary research, organizational learning and innovation as fruitful 
future avenues to critically investigate CSR management in sport. We brie�y outline each 
of these aspects below.

In their attempt to increase knowledge on simultaneous societal and organizational 
value creation, sport management scholars could consider and carry out collaborations 
with di�erent disciplinary �elds to develop more holistic CSR programs (Weems et al, 
2017). Kinesiology departments contain the necessary disciplines and expertise to create, 
implement, manage, and measure, for example, health interventions. A multi-disciplinary 
research approach can realize programs that provide su�cient physical activity to be 
bene�cial while reducing the risk of harmful health e�ects. In accordance to what Doherty 
(2013) described in “it takes a village”, we suggest that multi-disciplinary collaborations 
are critical to support the change from traditional CSR approaches, that stem from and 
arise within global neoliberalism, towards strategic CSR approaches that are much more 
complex and multifaceted.

Changing organizations to manage sport, business, and CSR in an integrated rather than 
siloed manner takes time and requires organizations to tap into the values, knowledge, 
and capabilities of many. We agree with Zeimers et al. (2019) who argue that studies 
fall short of investigating the role of knowledge and organizational learning to fully 
understand how strategic CSR unfolds in sport organizations. Managing the complexities 
behind strategic CSR entails substantial learning processes for the organization and 
its stakeholders (Fortis et al., 2016). �ese learning processes can be found inside the 
organization (learning from within), outside the organization (learning from others), and 
through collaboration with stakeholders (learning with others) (Zeimers et al., 2019). 
Especially the latter may provide the sport sector – heavily dependent on stakeholders – 
with additional insights. Future research may, therefore, build on our network analysis by 
shedding light on learning processes within the broader net of stakeholders (i.e., learning 
with others). An organizational learning perspective could help sport managers adopt 
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new ways of managing CSR (e.g., balance between doing good and avoiding harm), as 
well as embedding into the organization what has already been learnt (e.g., managing 
di�erent stakeholder demands) (Husted & Allan, 2007; Vitolla et al., 2017).

Related to knowledge development and organizational learning is innovation. Innovation 
is particularly relevant for attaining strategic CSR levels, as it requires companies 
to profoundly rethink their business model and even their principles (Prahalad & 
Mashelkar, 2010). �is implies changes in corporate branding, culture, and the creation 
of new capabilities (Vishwanathan, van Oosterhout, Heugens, Duran, & Van Essen, 
2020). Future research might focus on the role of innovation and innovative capability 
(i.e., the extent to which new knowledge can lead to new services, products or processes 
(Damanpour, 1991)) in advancing towards more strategic CSR in sport. Nagel et al. 
(2015) noted that innovative capability can enable a “transformation of goals and values” 
and a “diversi�cation of the activities”. As with organizational culture and CSR, the 
relationship between innovation and CSR is also likely to be two-sided (Zeimers et al., 
2020). In that sense, other scholars mention that strategic CSR can be considered a means 
to reinforce innovative capability and create change (Husted & Allen, 2007; Winand & 
Anagnostopoulos, 2017). �e relationships between innovation, organizational capability, 
and economic bene�ts are well established in the strategy literature (Tsai, 2001; Zahra 
& George, 2002), but there is increasing evidence for the presence of these relationships 
in the strategic CSR context as well (Vishwanathan et al., 2020). Innovations resulting 
from an organization’s CSR engagement can enhance both economic and social returns 
by means of product/service di�erentiation, optimizations in the value chain, and by 
creating entirely new business models (Rangan et al., 2012). Future research could shed 
light on the causal relationship between innovation and strategic CSR management in 
sport.
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5. Practical 
implications and 
recommendations

5.1. A blueprint for strategic CSR 
management

�e �ndings of this research on CSR in professional sport organizations help managers 
to (a) build their CSR strategy, (b) implement CSR in line with strategy, (c) set up and 
manage CSR collaborations, and (d) advance to more strategic levels of CSR management. 
Ultimately, the four studies in this dissertation provide sport managers with new and 
additional insights on how to build sustainable CSR approaches that result in win-win 
outcomes for the organization and society at large.

Speci�cally, the typology developed in the �rst study provides sport managers with a 
guiding scheme of how to manage the dual outcome behind CSR. Findings show that it 
is complex yet possible to attain both increased revenue and organizational legitimacy, as 
well as augmented impact on society from engaging in CSR. �e second study depicted 
the barriers that can arise in the translation from CSR strategy to implementation. It 
o�ers sport managers some pitfalls per CSR type to take into account when executing 
their strategy. Sport organizations that have a social CSR strategy, for example, should 
be cautious that stakeholders do not take over their CSR agenda. �e third study 
o�ered a unique insight into the networks of two di�erent CSR approaches. It provided 
knowledge on structural rather than functional mechanisms behind CSR collaborations. 
In knowing which stakeholders are more powerful, central, and peripheral in the network, 
managers are better equipped to target collaborations that are supportive of the CSR 
strategy envisioned. Finally, the fourth study suggested an entrepreneurship perspective 
to transform traditional CSR attempts into more strategic ones. It taught managers to be 
conscious about the role of culture and logics in attaining shared value creation. 
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We bundled the outcomes of the four studies in an encompassing process model 
(see Figure 16). �is model provides managers with a holistic view on strategic 
CSR management and helps them to make informed decisions about CSR strategy 
development, formulation, implementation, and evaluation. It may serve as a touchstone 
for professional sport organizations to consider the implications of their unique context, 
market, and position in society. On the one hand, we suggest that understanding the 
processes underpinning strategic CSR can help managers in recognizing and handling 
tensions, collaborating, and ultimately in developing value for their organization. On the 
other hand, the strategic management framing also prompts consideration and thinking 
about the ethical and moral foundations of CSR (Walzel et al., 2018). As such, our 
work will not only help teams to operationalize CSR in practice (e.g., Kihl et al., 2014; 
Trenda�lova & Babiak, 2013) and maximize organizational bene�ts, it will also bene�t 
society as more critical views will develop. Having a balanced CSR strategy and an aligned 
strategic management process can assist a more legitimate and sustainable CSR approach, 
with lasting impact for the organization and society. Moving from traditional to strategic 
CSR management (see Figure 18) allows (sport) organizations to do good, do well and 
avoid harm in a simultaneous and e�ective manner. 

Figure 18. From traditional to strategic CSR management
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5.2. Rome wasn’t built in a day
We do recognize, however, that attaining strategic CSR and simultaneous economic and 
societal betterment does not happen overnight. Our �ndings showed that the vast majority 
of the professional sport teams studied is evolving from altruistic towards strategic CSR, but 
that they have still some barriers to overcome and some organizational growth to realize. It 
seems that these teams are aware of the end goal (i.e., strategic CSR), but that for various 
reasons they are still struggling with �nding a balance between instrumental, relational, 
and moral goals behind CSR management. In order to assist organizations and managers to 
evolve towards the strategic type, we drafted a typology of CSR approaches (see Table 16).

�e �rst type seems to be simply doing some CSR activities, but based on the initiative 
of some individuals and without a clear vision. �en a vision is de�ned, and based on 
that, the organization starts to think of why it makes sense to engage in CSR and what 
bene�ts/returns they can expect. �at is where social and commercial types are located. 
Organizations in the integrative type try to embed CSR in the organization and align CSR 
activities with core business operations, by identifying the area in which CSR generates 
signi�cant value for the company as well as for its stakeholders and society. Organizations 
in the strategic type not only integrate CSR into the business, they even change products, 
processes and cultures in order to co-create business and CSR. 

�e main complexity with managing CSR seems to revolve around recognizing and 
handling the paradoxes and tensions. We recommend managers to adopt an entrepreneurial 
and innovative mindset and open constructive discussions on responsibility. �is involves 
de�ning a CSR vision, explaining how this vision is aligned and connected to the 
organizational culture, and accepting some of the tensions and contradictions this process 
generates. Managers are especially encouraged to consider avoiding harm in addition to 
doing good and doing well. 

Top management commitment to ethics appears to be required if more integrated – instead 
of decoupled – practices are to develop (Weaver et al., 1999). However, in addition to sport 
managers, board members, coaches, players and beyond should receive su�cient guidance, 
training, and incentive as well. Respectively, we endorse the call made by colleague 
Constandt (2019) on the need to develop speci�c ethical training on behavioral norms 
in sport management. Business schools, sport faculties and universities in general have a 
responsibility in planting the root for more ethical and responsible cultures and integrated 
approaches in (sport) organizations and should organize their programs accordingly. Other 
stakeholders’ in�uence in improving CSR in sport are discussed in the �nal section below.
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5.3. Stakeholders’ stake in improving CSR in 
sport

Alongside the practical implications for professional sport organizations, we also depict 
some implications and recommendations for their most important stakeholders. As 
indicated earlier, many stakeholders in�uence and are in�uenced by a professional sport 
team’s CSR approach. 

At the regional level, international governing bodies and network organizations can 
further advance CSR management through sharing best practices and tendering 
cross-country initiatives. �e European Football for Development Network (EFDN), 
for example, is an international platform in which a large amount of knowledge and 
experiences regarding CSR in soccer is shared during conferences and online systems. 
Despite the value of such platforms, there are some improvement areas to be noted. 
First, especially best practices are shared and showcased, whereas challenges, problems, 
and failed projects are hardly discussed. Second, the main focus is on implementation, 
rather than on strategy development and managing (contradicting) stakeholder needs. 
�ird, the focus is mainly on community initiatives, rather than on the broad spectrum 
of responsibilities (e.g., employment, ecology). Fourth, mainly individual initiatives are 
conducted and shared. Opportunities remain to develop cross-national and/or cross-
organizational collaborations. Pan-European projects can provide larger scale insights 
and learnings for teams to further develop their CSR management from. Finally, the 
audience mainly consists of CSR managers. �e involvement of other club members such 
as, commercial managers, team owners and chairmen would advance the discussions and 
increase commitment of internal stakeholders. 

At the national level, governments, leagues, and sport federations have an important role 
to assist CSR in professional sport organizations. In Belgium, for example, a government 
initiative called “Open Stadium” was initiated in 2007. �e federal government “donated” 
money to professional football clubs for engaging in CSR. �is money was not spent the 
way it should have been, ending up in increased commercial initiatives at the sake of 
improved CSR engagement. When the government stopped funding this initiative, CSR 
disappeared again from the Belgian football scenery. Rather than donating money to 
clubs, we suggest that governments should support existing projects and structures and 
amplify community departments to move from good to great. An existing auditing tool, 
“the Sustatool”, developed by the Flemish ministry to support CSR management of small 
and medium enterprises could, for that matter, worthily be adapted and translated to the 
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sport sector. Containing the phases and elements of our proposed model, such a practical 
tool could provide a platform for development as well as control of CSR practices in 
sport. 

Leagues have an equally important role to play in improving CSR management in 
professional sport. In addition to �nancial support, they should provide clubs with 
guidance in planning, communication, resource allocation, etc. In Belgium, for example, 
the professional football league assists teams in drafting their CSR plans, and developed 
a CSR practitioners guide in collaboration with a university. Referring to the prosed 
framework in this dissertation, we noticed that the league is especially good at supporting 
the CSR implementation stage. �ey could improve at guiding teams through the other 
stages of the model as well, particularly in making CSR an integrated e�ort, setting 
SMART goals, and measuring impact. Leagues could put more e�ort into helping teams 
install collaborative structures within and outside their organization. As evidenced in the 
third study in this dissertation, leagues are important actors in the CSR network as they 
are (or can be) an overarching body between the commercial department and the CSR 
department or foundation. �ey could go further in aligning resource allocation to more 
integrative CSR approaches as these are vital for the club’s – and by extension the league’s 
– long term viability and sustainability. 

Sport federations also play important roles in establishing CSR in sport. On the one hand, 
they collaborate with the league and the government to develop national CSR campaigns 
and initiatives that trickle down from the top to the bottom of the sport pyramid. �ey 
support and endorse initiatives such as the community sport program (described in study 
4) in which a professional sport club collaborates with grassroots clubs to create shared 
value. In this case, the role model status, power and impact of professional clubs is used as 
a vehicle to create change at the grassroots and amateur level. On the other hand, change 
can also occur bottom-up. In that sense, sport federations support member clubs (i.e., 
grassroots and amateur level) to take on a broader societal role in addition to organizing 
and playing games. An exemplary case of a sport club taking on its social responsibility - 
the word ‘corporate’ is less relevant here but the engagement ever more - is “City Pirates” 
in Belgium. �is club has won several awards (e.g., UEFA Silver Grassroots Award, UEFA 
Foundation for Children award) for its “more than football” approach. Other examples 
can be found in eco-soccer team “�e Green Pu�ns” and Rhinos Rugby Oudenaarde 
who focus on sport for all. Sport federations should empower these teams/initiatives 
and make sure knowledge and experiences are shared amongst clubs. Emancipated and 
innovative approaches at the bottom of the pyramid are likely to increase the sense of 
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urgency and legitimacy at the top of the pyramid. To that end, sport federations could 
include the shared value idea in tools and codes at the grassroots and amateur in order to 
improve the social responsibility awareness and climate in the overall sport sector. 

�ese practical implementations and recommendations are derived from �ve years of 
studying CSR in professional sport. Surely, fans, sponsors, non-pro�t organizations, 
and many more stakeholder groups in�uence and are in�uenced by a sport team’s CSR 
approach. �e recommendations mentioned above are not exhaustive, nor prescriptive 
of how CSR management can or should move forward. We can only hope that the 
developed model serves as a blueprint for the many parties involved in the quest for 
shared value creation. We hope this work contributes to the ongoing remake of business 
and capitalism, to putting ethics and business at equal levels, to change our understanding 
of sport management in the global world. 
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Corporate social responsibility (CSR) is underpinned by the belief that modern 
businesses have a responsibility to society that goes beyond profit-making and 
obeying the law. With growing public scrutiny related to professional sport teams’ 
operations around the world, CSR and the role of sport teams to contribute to society 
is becoming increasingly important. Professional sport organizations indeed face the 
considerable challenge of doing good, doing well, and avoiding harm.

Empirical work exploring the process of how professional sport organizations 
deal with the interrelated social, economic, and environmental pressures behind 
CSR remains scarce. This has resulted in myopic CSR e� orts that deliver discrete 
benefits, but fail to create lasting impact for both the sport organization and society 
at large. The purpose of this dissertation was to increase understanding on strategic 
CSR management and shared value creation. The four original studies included in 
this doctoral dissertation shed light on di� erent managerial aspects (i.e., strategy 
development, implementation, collaboration, and entrepreneurship) of strategic 
CSR engagement. Among other findings, this dissertation indicated the importance 
of handling tensions between instrumental, relational and moral logics, creating a 
strong and inclusive organizational culture, and collaborating with stakeholders in 
order to reach more sophisticated levels of CSR management. A process model was 
drafted to assist sport managers in doing good, doing well, and avoiding harm.
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