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Sports Marketing Ethics
in Today s Marketplace

Cene Leczniak, Marmneile

Abstract

Sports marketing 15 4 (asl-growing
busiiess endeavor. However, cer-
Lain aspects of it have drawn riti-

L [SMs Irom ‘i(‘\r‘!_‘.rrlf COrNers (e.18..
media, government, coaches, and
tanst. This paper raises a number of
cthical guestions aboul various di-
rnensions of sports marketing. Ad-
vice for addressing somoe of the ethi
cal problems that occur is provided.
The paper speciitcally asks if orga-
nizations using professional sports
associatons as a promotional lever
for increasing sales can be hurt by a
fack of ethics on the part of the
leagues, leams, or players. It alse
implies that sport organizations, re-
gardless of economic benefits de-
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deliver an entorceable ethical code.

Introduction

A commaon denominator underlies
the prowth of iy mrke*lm'«., associated
with sport. It is that leagues, leams,
the medix, and sponsors realize
they can create beneticial associa-
tions with the implhicii values ie.g,
teamwaork, toughness, courage, en-
durance, winning; inherent i vari
ous sports. Through such atfiliation.
sponsors enhance the image and at
tractiveneass of their branded procd-
ucts and services. In this context, i
bocomes important to exanting pre-
cisely what are the values inherent
in professional sports marketing
praclice. Moreover, as in all areas of
marketing, it hecomes crilical to
evaluate the level of athics present
in this increasingly important eco-
nomic sector. A literature examining
the athics of other rast-growing mar-
keting endeavors including political
masketing, prolessional service mar-
keting, and tund-raising already ex-
ists (see Laczniak & Muarphy, 1993
Fhese topics repr esent controversiad
s and their .1“.1%—
st has gener; Ied suggestions for
cthical improvemenl, A simifar ex-
amination of sposs markeling
ethics, excepting a few limited is-
sues such as ambush marketing
(Meenaghan, 1996; OFSuflivan &
Murphy, 194985, is nolably lacking.
i book devaied (o
sports markesng (3Chiossherg,
1996) fails to mention ethics o its
nearly two hundred pages.

areas of m

i tact, one rece

An impetus for more sensitivity

oy ethics by sports marketers is the

prospect for preater governmental

£ 17 the var-

aversight or in
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inus oreanizations involved in
sports marketing do not address
their etbucal fand even sogictal) re-
sponstbilities, one result may be
more government regulation. This s
an outcome Tew sports marketers
would desire. An incident surround-
ing the 1997 Super Bow! in New
Orloans indicates what could occur,
Philip Morris was pressuied o re
move some fegally contracted signs
for s Marlboro brand i the Supetr-
dorne hefare the telecast of the
game. These biliboards, which
might have been briefly seen during
the broadcast, were interpreled ta
technically fail under the Uinited
States Cigarelte Labeling and Adver-
fising Acl of 1965 (effective: lan. 1,
19711, which prohibils tobacco ad-
vertising on ULS, television. Al-
though this incident may be viewerdd
as g somewhat extreme example,
ihe cigarette industry and its historic
stonewalling techniques regarding
the safety of its products, have
likely led to more severe regulation
aned ageressive enforcement. There-
fore, sporls marketers shouid for-
malize their ethic al |'<=~pnr1sii:ihtics
via ethics codes and other mecha-
nisms {discussed latern) to raise ethi-
caol standards rather than have their
creativily and marketing initialives
turther constrained by restrictive
regulation or challenged by an in-
creasinply sepivsticated media.

As an orgamzing vehicle for the
analvsis of sports markeling cthics,
we hinve selected a dedision-making
madel (Lacznige & Murphy, 194945
that is often used in cthical analvais

The stages:

1. fs the
2 \What issLes can be dentified
that relate w the problem?

3. What stakehaolders aro ar-

fucted by e 1saued

¢ a problem¢?
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4. What organizational mecha-

nisms can assist in soiving the

oroblermd
3. What solutions are available
o sulve the problems?

fo start, we turn our sifention 1o the
auestion of whether sportisj market-
ing has inherent ethical problems
associaied with it. Then we exam-
ine three areas of the traditional
marketing mix — praduct, pricing,
and promotion — and the ethical
issues pertaining (o each of them,

late in the 1996 baseball season,
occurred when Baltimore Orioles
star Ruberto Alomar spat in the face
of a major league umpire and then
complained about his mild suspen-
sion. This behavior, combined with
the lingering sentiments created by
the strike, confirmed in the minds of
many sporis fans that too nany pro-
fessional athletes are pampered,
overpaid millionaires (Amonen,
1997). This viewpoint was further
reinforced in December 1957 when
then Golden State Warriors basket-

is the prospect for greater governmental 0vérsight'or involve-

ment. If the various organizations inv(

ed in sports market-

ing do not address their ethical (and even societal) responsi-
bilities, one resuit may be more government reguiation.

An impetus for more sensitivity to ethics by sports marketers

Next, we discuss the imporance of
viewing the various publics served
by sports marketing as stakeholders,
We ihen identify several orpaniza-
tiana! approaches that sports mar-
keters may use in raising the ston-
dards of ¢thics within the firm.
Firally, we challenge sports mar-
keters to think creatively about the
ethical problems they face and to
develon solutions to ongoing con-
cerns that stakeholders may have
about them,

Does Sports Marketing
Present an Ethical Problem?
It spoarts marketers do not realize
the ethical dirmension of their do-
miain, they may fan the flames of
public cvnicism already directed to
certain aspects of profossional sport
iBarra, 1997). For instance, popular
support for Major League Baseball
(MLEBj rebounded n{.‘tami\; during
the 19948 historic (and record-
safting) homerun race bebwvesn
Mark MeCiwire and Sammy Sosa.
However, this positive fun aware-
ness took place more than 3 vears
after the bitter and acrimanious
1995 labor contract settlement be-
tween baseball’s team cawners and
plavers. One unfortunate incident,

ball star Latrell Spreweli fiest
choked and then threatened to kill
his coach (DuPree, 1997}, The fall-
out from this incident would make
heacllines for the next 2 years. In
England, despite protest from
waomen’s groups, the English na-
tional team managei refused fo rule
out soccer superstar Paul Cascoigne
of the Glasgow Rangers 25 a se-
lecten to-their 1998 World Cup na-
tional team affer accusations of
spousal abuse {“Marality in Pri-

Possible issues inherent in the
practice of sprmsmark&fi ng are le-

tiens: abm preva;img pract CBs in
spors mdrkenng can be posed.
Given the growing prominence of
sports marketing as a competitive
strabegy’in so'many promotional
campaigns, an ethical audit of these
practices secms both professionally
respensible and appropriate. A fail-
ure by sporfs marketers to conduct
such evafuations will risk contribut-
ing o several negative outcomes,
micluding

i Anincrease in public cynicism
abhout professional or Olympie.
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caliber sport and a lower credi-
bility for sports-related marketing
efforts in general,

2) A reduction in the brand equity
of the sport affiliated with the
guestioned marketing practice.
In other words, if a particular
sport fails to deal with its endur-
ing problems (e.g., excessive
fighting in the National Hockey
Leagus, site-selection issues for
the International Glympic Come

rittes), it will become signifi-
cantly less desirable as a mass
marketing vehicle.

31 A fueling of the general attitude
that 2l marketers are manipula-
s, plichmen, and cheaits inter-
ested oniy in bottomeline prot-
itabitity. This is especially true
when marketers are accused of
explofting the popularity of "win-
at-ali-costs” professional sporis.

Although many sporls nuarketers
surely aveid or condemn dysfunc-
tional practices, it appears that all
professional marketers have the
duty to examine their strategies in
order to hegin the ethical dislogue,
Sports marketers need to see how
ethical evaluations can provide in-
gight into the underlying raticnaies
of various marketing strategies that
shape the reputation of sponsoring
organizations. More imporiant,
sports marketers must begin asking
pointed guestions of themselves be-
fore the combined effect of dubious
practices poisons spofts as a premo-
tional component of traditional
marketing, In short, the fact that
sport propertics may be highly visi-
ble and exciting does not diminish
the necd for ethical integrity.
Admitiedly, some examplss men-
ticried here ralse more questions
shiout individual athlete behaviors
than about the marketing practices
associatea with professional sposis,
Mevertheless, such issues suggest
that vaiue gquestions and moral
judgments assecidied with profes-
sional snonts affiliation cannot be
divorced from ethical analysis
merely because some would char-
aeteri ve professional or amateur
sporls endeavors as “enterfainmeant.”
Simtarly, there should be no release



from responsihility because teams,
leagues, and sponsors regularly
“inok the other way”
lems arise with their plavers or or-
samizing commillees. Because
spotls marseting ethics is only in ity

when prob

infancy, the purpose of this paper is
to identtry some sports markeling
practices that deserve special con-
sideration. In essence, this exercise
is intended 1o rarse ethical quoes-
fions, An ethical guestion does nol
necessarily imply that. upon reflec
lion, the practice examined is
juched W be unethical. Rather, it
appears thal cerain spons-related
issues contain a level of ethical
conlroversy Lhat seems to require
iurther assessment. It is hoped that
this exercise will stimulale market-
ing academics and sporls marketing
practitioners lo examine current
practices and to provide guidance
for juslilying, modirying, or climi-
nating cerain tactics in the sporls
marketing field.

To anawer the firsl question posed
in the decision-making model (“Is
there a problemi¢”), the answer ap-
pears o be a resounding ves.

What Marketing-Mix Issues
Relate to the Problem?

Product Issues and Sport
Marketing Ethics

As g simiple illustration, cthical is-
sues related Lo the sport “product”
can stem from the tcam name and
how artitacts aszsociated with the
team are positioned in the market-
place as well as the behaviars of
professional athletes who serve as

product spokespersons. For exam-
ple, to what extent do sport rran-
chises contribute to sacial stereo-
typing by the team names they
choose, the team mascuot they uti-
lize, and the team logos that they
select? In the city of Washington,
DC, both major sports franchises
(professional toothall and basket-
balli had been long criticized be-
cause of their team nicknames. The
NBA's Washington Bullets used a
tearm name that referenced a vio
fent product, this in a city where
the per capita murder rale is ailen
one of the highest in the United
States. Ultimately, afier great
scrutiny, the club finally changed
their lethal-sounding name to the
Wizards t"Presto,” 1997, Mean-
while, the NFL rooiball Washing-

—— =

Although many sports marketers surely avoid or condemn
dysfunctional practices, it appears that all professional mar-
keters have the duty to examine their strategies in order to
begin the ethical dialogue. Sports marketers need to see how
ethical evaluations can provide insight into the underlying
rationales of various marketing strategies that shape the repu-
tation of sponsoring organizations. More important, sports
marketers must begin asking poinled questions of themselves
before the combined effect of dubious practices poisons
sports as a promotional component of traditional marketing.
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ton Redskins, presumably for pur-
poses of tradition, scem intent on
retaining their nickname despite
long-standing crilicism that it em-
plovs a derogatory stereotype. In
fact, the LLS, Patent and ITrademark
Office recently denied the feam
continued trademark protection for
its team name and logo (Recskinsi
because, as that orfice found, it is
otfensive to Native Americans”’
(halsis, 1999, Ad)

The continued use of Native
American names has been hoth
popular and controversial in Ameri-
can sporl {e.g., Atlanta Braves,
Cleveland Indians, Chicago Black-
hawks, University of llinois Fight
ing Hitmi, Florida State Seminoles).
In response to the argument thal
team names can loster sterentyping,
several prominent American univer-
sifies responded, with Stantord Uni-
versity leading the way in the 1970s
by changing its team nickname
frarn the Indians to the Stantord
Cardinals Syracuse Liniversity (Lhe
Orangemen) tollowed suil in the
early 1980s but did so by dropping
their use of an Onondaa warrior
and replacing it with an orange fthe
fruiti. In the 1990s, despite an out-
cry from its alumni, Marauette LUini-
verstly recast its leam nickname
from the Wirriors to the Golden Fa
glos, St John's Universily dropped
.ll_
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the moniker Red Men for Red
Starm. Nevertheless, some ques-
tivnable team nickrames stitl ve-
main, such as the Alcom State Lint
versity Scalping Braves. Professional
sports teams in the United States
have beers much slower to react
fhan universities have reacted. A
pafticulariy troubling example in-
volves the basebal! Indians whose
smiling, red-faced, caricature (Chief
Wahoo) embaodies a top-selling icon
for basebail regadia. Interestingly,
cther passibly controversial
names/mascots have received mini-
mal social criticism over the vears,
For examypie, the University of
Notre Name's depiction of its mas-
cot the Fighting lrish as a diminu-
tive, pugnacious, and bellicose lep-
rechaun has heen relatively
insulated from criticism. Notably,
however, that mascot did receive
some negative comment in the
press in trefand whern the University
of Notre Dame foothall team played
a 1996 roothall game in Dublin.
This criticism came not only he-
cause of a possible stereotyping of
the Irish cuiture, but also because
the “fighting” descriptor was a grim
reminder of the centuries-long
struggle with the British and among
various Irish factions.

Another product ethics-related
guestion involves whether profos-
sional athleles hold 4 special re-
sponsibility to serve as role madels
for their nation’s vouth, NBA super-
star Charles Barkley generated sig-
nifican notoriety some vears ago
when he announced in a Nike com-
mercial, “1 ain't no role model” and
later argued that he had no personal
responsibiity to provide a positive
imaga or behavioral wdeal fur young
people. His enduring excelience on
the hard court, mixed with off-court
legal incidents foften nvelving
physical violence), has continued o
keep him visible 1o basketball fans
overvwhere, A nursber of yvounger
NBA players resonate with Barkley's
view and opine that the expectation
of any special aspivational responst-
bilitles concerning their behavior is
unreatistin, unfounded, and a waste
of their valuabie time.

Numerous olher prominsnt pro-
tfessional athletes, however, includ-
ing baseball superstar Cal Ripken
and basketball Hall of Famer Julius
Frving have taken issue with
Barkley's view. They posit that in-
deed there are special and obvious
responsibilities concerning role
modeling that come with the re-
sponsibility of working as a high-
profile and well-paid professional
athlete. Judgmentally, this latter per-
spective probabiy holds for the ma-
jority of professional athletes, ai-
though more plavers, especially in
the NBA, seem to be gravitating 1o
the Barkley position. For example,
three superstars of baskethall (the
recently retired Michael jordan,
Karl Malone, and even Charles
Barkley) see trash talking and the
lack of team play inhibiting atten-
dance at pro basketball games.
“Each of the three have complained
vigorously about younger
plavers . . . who have no respect tor
older stars, for teammates, coaches,
opponents and fans” (Gleason,
1997, p. C71. In fact, the NBA and
NBC Sparts had consciousiv (during
the late 1980s and early to mid-
19905} attempted to personalize
NBA games as superstar versus s
parstar {e.g., The Mailman versus
Shaqi. But “their larger than life per-
sonas made these plavers [and the
league] an even bigger target . . .
and a marketing liability if some-
thing goes wrong” (Bandyopadhvay
& Bottone, 1997, p. 10

The ethical queslions for sporis
franchises and their sponsors be-
come o what oxtent should such
role-model obligations be specitied
by league rules and/or individual
performance contracts, and to what
degree should nonperformance in
taifing to meet such role-mode! ex-
paectations result in financial fines
andfor nonparticipation penalties for
the athletes involved? Are “morals
clauses” in endorsement contracts
desirable? Some would question,
based on mterpretation, whether
such clauses are legally relevant,
The resolution of such issues means
coming to grps with several other
questions. To what measure is a pro-
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fessional athlele a public personage?
What public responsibilities are in-
herent in such a rale? Are public
obligations contractuatly enforce-
able? Do superstars have social du-
lies thal go bevond those of a
run-of-the-mill plaver?

Still another product-related ethi-
cal guestion involves the prolifera-
tion of changes in team colors, uni-
forms, and logos. Consider the
fotlowing. Because of their interest
in spon, supporters of professicnal
teams spend significant money fo
culfit themselves in uniform repli-
cas and other clothing items of their
favarite sports franchises. Cialdini et
al. 11976, p. 368 called this activity
“basking in reflected glory (or BIR-
Ging)” and suggested it influenced
consumer behavior relative 1o sport
merchandising and licensed sales.
Passibly bearing oul the work of
Cialdini et al. is the faci that com-
bined team licensing for the 4
major LS. sports (NFL, NBA, MLB,
NHL} is thought to exceed $11 bil-
Lo (LLS.) in revenues { Teani |-
censing Business, 19971 British
soccer club Manchester United, al-
though changing their home and
away uniforms annually, increased
ils merchandising revenue from
$3.1 million 1o $37 million (LS} in
the past 4 years alone (Clifford,
1996], In recenl Himes, an increas-
ing number of sports franchises
have changed the color, logo, or de-
sign style of their unitorms, thus
pressuring their most avid followers
to purchase new versions in order
to remiain fashionably current. The
prasumed, but usually unstated,
reason for the changes is o add
merchandisability potential to these
items. In several cases le.g., The
NBA Chicago Bulls, MEBs Milwau-
kee Brewers), ieams have generaied
several versions of home and away
anitorms, even further complicating
team identification for thelr most
loval fans. it has been reported that
the Arizona Diamondbacks in their
short MLB history have had as
many uniform variations as the
Now York Yankeos since 1927, Arc
inere ethical guestions inherent in
such product-appare! proliferation?




soime would say, “Perhaps not,” but
certainly the frequency of this prac-
tice should be examined from the
standpoint ot the principle of fair-
ness to consumers. These queries
may be especially appropriate
when they impaci very yvoung tans
who exert economic pressure by
cajoling their parents to buy the lat-
et uniform variations.

Ethical Pricing in Sports

The pricing of prafessional sports
tickets, team-aftiliated athletic ap-
parel, and stadium concession
itenss is one of many practices that
raise ethical questions in this tact-
cal realm, For exemple, many jour-
malists have complained that sports
tickets have become averpriced. In
a recent speech, Comimissioner
Doug Logan of LLS. Major League
Soccer lamented the financial pres-
sures driving the construction of
fuxury boxes and causing the exor-
hitant pricing of the best seats, In-
creasingly, decent seats ta some
sparting evenls are availahle only to
the rich or well connected. “Sports
and entertainment used lo be the
great democratizer,” said Logan.
“Sports is supposed to be where
averyone can root for a commaon
purpase or feam” fquoted in
Truedell, 1997, p. 20). Of late, reg-
ular attendance af certain profes-
sional sports matches has possibiy
become the privilege of the affluent,
For example, more than 35% of the
aftendees al the 1999 Super Bowl in
Miami were on corporate expense
accounts, Major Leaglie Baseball,
lang having the repulation of being
the most affordable of professional
sporis for its tans, i3 another case in
point. it now costs well over

LS. $100 for a family of four to ai
tend a single baseball game based
on a *hreadbasket” calculation in-
volving tickets, parking, snacks, a
game program, and a small sou-
verir (Wolfe, in pressi. Several
megdia nhservers have raiserd the fil-
lonvwing questions:

& [ igve professional sports toams
priced themselves ol of the
tvpical lower and middle.cisss
narket?

& Are muost premium reserved seats
serving as {lax-subsidized) give-
aways for corporate promotions
and entertainment?

* Do most spoits teams syslemati-
cally increase ncket prices after a
winning year, regardiess of the
econormic health of the franchise?

Are such pricing practices ethical,
especiatly in such cases where ncal
taxes have been used 1o subsidize
the protessional sports franchise
{i.e., in helping build a stadium or
secure desirable land)?

One of the mos! insidious mani-
festations of dubious sports-ticket
pricing has come m the form of
“seat licenses,” which are sold to
future fans of certain sport fran-
chises. in these instances, such as
when the NFL Rams moved from
l.os Angeles lo St. Louis, a payment
of & several thousand-dollar sum
was required in order to secure the
rights license 1o even purchase a
season tickel. Al many ULS. univer-
sities, obtaining the best season’s
tickets for men's basketball and
foothall games is dependent on a
substantial donation to the univer-
sity. At many colieges, this donation
must be earmarked for the athletic
department in order to quality, The
questions here invalve whether
such pricing strategies are exorbi-
tant and discriminatory.

A related pricing guestion has fo
do with the extremely steep prices
of ancillary items at sporling
events, For example, 1996
Olympic souvenirs, such as ball
caps and T-shirts, were priced al
much higher levels at event ventes
than was the Olympic merchandise
avatlabie at relail stores throughout
metropolitan Atlaniz and the
Uinited States, Similarly, the price of
i cup of Coca-Cola at the Atlanta
Olympsic Stadinom fak.a, Ted Turner
Fietd) was $4.00 for 2 20 02, con-
tainer. Al some congession stands
this was the only size available. An
cquivalent amount of cola at a con-
vemience store located within one
ite of the stadium would cost a
dollar. Was this high price due ta
the monopoly position of the venue

and cola vendaor? Could such prices
be justified by the multimillion-
dollar sponsorship fee paid by
(nke to become an Olympic spon-
sar or by higher disiribution and
promotional costs? Are such pricing
practices exploitive?

Porhaps the most controversial
pricing practice of all involves the
premium pricing of certain brands
of sports appare! associated with
professional superstar athletes
and/or professional sports teams.
For example, is it ethical for Nike to
charge approximately $180 for a
premivm pair of basketball shoes
(AT Jordans; when one major target
markel for that item is low-income,
inner-city youth? Similarly, Stader
jackets, especially those associated
with professional foothall teams,
were cammaonly priced in the
$100+ range and partially targeted
at a similar markel. Disturbingly,
there are documented reports that
these particular iterns inspire crime
and that oll too often vouth gangs
attack others who are wearing the
coveled items. In some instances,
Starter jackels (hefore the company
declared bankruptey in early 1999;
were recognized as de facla gang
colors for groups of city youth, The
problems of youth viclence aver
sports apparel is, unfortunately, a
long-standinyg issue that even gener-
ated a Sports Hlustrated cover story
(Telander, 19901,

The abave commentary is pot
meani {0 suggest that the manufac-
turers of various sports apparel are
morally responsible when their
product is the targel of, or is used in
conjunction with, the commission
of a ¢rime. To a cerlain degree, onc
could argue that Nike and Starter
are no mare responsible than a cul-
lory manufacturer whose scissors or
knives are used in a stabbing. In
othor words. iLis noi the product
per se but how the product is used
hy individuals that is ethically o
Guestion. Nevertheless, if these ap-
parel manufaciurers recognize that
their products are being improperly
utilized hy a particular demo-
graphic group — one which has
beon specifically targetad in some
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of their advertising — then perlaps
special marketing responsibility is
required or-accrues 1o that organi-
zation. When the premium price of
a product contributes fo its exciu-
sivity, and when it mav be a facior
in the commission of crimes, per-
haps these companies bave a re-
sponsibility to repatriate a poriion
of the profits to specifically address
s social problem,

Promoticonal issues
in Sports Marketing
No sector of sports marketing is
more rife with ethical issues than
the arca of promotional strategy,
Consider the following as an illus-
tration. Professional sporting events
in the United States and worldwide
are regularly sponsered by produc-
ers of alcoholic beverages, espe-
cially brewers. The heavy involve-
ment of beer companies through
their television advertising on pro-
fessional sports raises ethical gues-
tions in light of the lasge number of
voung viewers who are a part of the
audience for sports programming.
Simiply stated, does such advertising
stimulate youngsters ta hecome
more accepting of alcoholic hever-
ages or more predisposed to try
siich beverages belore voung pedo-
ple are of legal drinking age?
Eaually probleratic is the spon-
sorship of sporting evenis by alco-
holic beverage producers when
these events appeal to college stu-
dents, Given the widely publicized
health statistics concerning binge-
drinking problems on college cam-
puses (Levy, 1994} and knowing the
exposure of these adveriising mes-
sages to vulnerable scaments (e,
college students and other yvoung
adoiescentst, 1s it appropriate for
these companics to engaze in such
sponsorship? Related 1o this issue is
the commaonplace parinsrship of ai-
cohol marketers and car racing
evenis, Given the farge number of
alcakol-related deaths on road-
wavs, is it ethical to link alcohol 1o
fast automobile driving even in the
cantext of a sporting event?
Another promotional question
has o do with the journalistic in-

tegrity exhibited by the television
netvorks that hold hroadeast rights
to various sporting events — a right
for which they often pay » hefty
economic tarifr, Too frequently, an-
nouncers for television events be-
come one-sided shilis tor the sport
that they are assigned to cover. Are
they afraid advertising revenues will
suffer if their sport receives negative
pubiicity? For example, Dallas
Cowboys wide receiver Michael
irvin returned to professional foot-
bail in 1996 after a multigame sus-
pensicn involving drug and morals
charges, vet he was greeted by net.
work announcers as a greatly
missed, conguering here. Such
electronic hera worshin is not
unigue to the Linited States. A simi-
iar reception of adulalion greeted
French soccer superstar Eric Can-
tona when he rejoined the game in
1995 after a ene-vedar stuspension
for entering the stands to atiack a
heckling fan at a FA Premier League
match (World Soccer, 1997, p. 65).
One can ask whether these network
commentators have a responsibility
o condemn 2 player’s deplorable
ofi-field behavior? One wonders
why there is little moral outrage
among network TY announcers
when professional athletes engage
in tlashy, exhibitionist celebrations
or itlegal behaviord Why is it that
masi television coverage only fos-
ters a climate of unexamined cele-
bration for the athietes and sports
thev cover? Is objective, journaiistic
commentary suppressed because
advertising is paying the biilst

As in other sectors of the econ-
ormy, sports marieters are soma-
tines willing to engage in manipu-
fative and deceptive adveriising
campaigns. One case in point in-
volves the debut of the golf phe-
nesrnenon, Tiger Woods, who te-
cetvad a $40-mitlion endarsomoent
contract from Nike prior 1o playing
in & single professional golf tourna-
ment. Although i quickly became
clear that Mr. Wouods's golf talent
was extranrdinary and abundant,
the Nike advertising campaign asso-
ciated with his eniry to the profes-
sionat golf world was somewhat
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disingenuous, The Nike “Hello,
World” advertising campaizn im-
plied that Tiger Woods was a
unigue challengs to the (mostly af-
fluent, suburban) golf establishiment
because, as an African-American,
Mr. Woands had theoretically faced a
lifetirne of discrimination and a pro-
hibition from playing at various re-
stricted membership golf courses,

Indeed, various journalists
checked with Nike headauarters to
establish it Mr. Woods had been de-
nied access o any specific golf
course, It turned out the references
in the ad campaign were 1o hypo-
thetical discriminations that might
have been suffered by other
African-American golfers over the
years. Interestingly, Mr. Woods is a
Stanford-educated, middie-class
voung man. For those who think
racial fineage is important {as Nike
apparently does), Mr. Woods's blood
lines are al least equally Asian as
they are African-American. Mislead-
ing advertising? Fach individual
must make a personal judgment,
but we would place this message
on the misleading side of the line.

Another promotional practice of
professional sporis that holds ethi-
cal implications is the pervasive use
of scantily dressed cheerleaders/
dancers at professional sporting
events. This trend, likely rooted in
the cammercial and (figuratively)
seductive success of the Dallas
Cowbovs cheerleaders tor the
NBA's Laker Girls), raises some
provocative questions. Perhaps
these queries are overly prudent
and reactionary. Yet, aone may rod-
sonably ask: Do these dancers (who
often perform erotic or suggestive
routines! serve as negative role
models for young women? Do they
send the message that women
should be stadium amusements
rather than participants in sports?
just because most laige sporting
events are largeted toward a male
auchence, does that mean that dec-
orative waomen shauld gvrate on the
sidelines? To the extent that such
cheerleaders are sometimes viewed
as sex objects, does that contribute
to a climate where women are




mote likely fo be the taigel of do-
mestic violence?

The issues examined and gues
tions posed in this section are
racant to be ilustrative of the range
of ethical concerns facing sports
marketing. Our position i that ask-
i tand reflecting oni these ques:
tiens are as imporiant as the ult-
mate answers We now lor our
attention o an examination of the
stakeholders influcnced by sports
arketing.

what Stakeholders Are
Affected by the Issue?

1he foregoing discussion sugpestod
severial groups — athietes, ieams,
fans, agents, governing bodies, etc.
— are intluenced by sports market-
ing decisions made by sport organi-
cations, 1Y Sultivan and Murphy
11998) defined and discussed the
concep! of stakeholder analysis as it
relates to ane cthical fand highly fa-
miliar) issue in sports marketing:
ambush marketing. That activity (“a
planned effort by an organization to
associate itselt indirectly with an
event in order to gain at least some
of the recognition and benefits that
are assac iated with being an official
sponsor”; Sandler & Shani, 1984,

p. 11 s found frequently i and
around major sport events.

Stakeholder analysis occurs
when a manager examines the im-
pact ol a decision upon a wide
range of indtviduals or groups. The
analogy that is often used is that of
a poker game, Plavers have a stake
iin the game when they participate
in i Simitarly, many plavers
iroadly defined} have a stake in
the behavior of any corporation o
sport organization. A distinction can
tie made between primary and sec-
andary stakeholders, Frimany stake-
hldders are those who have a for
mal, officiat, or contractual
retationshio with a firm, wheteas all
others are classilied as secondary
stakeholders (Carroll, 19973,

The spensars of the event, offi-
cial corporate sponsors, athletes
participating in the event, and fans
in aflendance make up the primary
stakeholders. The cvont owners

have a tormal relationship with the
official sponsors and grant them
rights. The athletes either are under
contract with their team {in profos-
sional sports) or are representatives
for their country (in Olympics and
World Cup situations) or universi-
ties fas in college athletics:. The
fans i attendance buy tickets,
which sive them an opportunity io
attend the event, The righis of these
various constitiencies must be
taken into account in conducting
the stakehnider analvsis,

In the case of sponsarship activ-
ity, it is usetul to define a category o1
indirect stakeholders who have
some of the characteristics of the
primary stakeholder group and
imight be usefully regarded within
this aroup. These indirect stakehold-
ers include the nonsponsoring com-
panias {i.e., ambushersi that do not
have a contractual relationship with
the event and its sponsor, and yet
their actions are usually “well
planned” (Sandier & Shani, 1989,

p. 117 and ongoing. Thus, they are
not secondary stakeholders as de-
fined by Carroll (1993}, Further-
mate, the fans viewing television for
listening to radio) represent another
indirect, bul important stakeholder.
In fact, il often is this larger group
rather than the fans attending the ac-
tual event who are the targets of the
ambush marketing efiorts. Addi-
tional indirect stakeholders are

sports agents who reprosent athletes,
coaches, or broadcast announcers,

Secondary stakeholders include
the media. 2encral public. other
conpanies (NONSEONSoOrs and non-
ambushers), and activist groups.
Decision makers need 1o be aware
of these stakeholders and their po-
tertial impact on the event. Al-
though the focus shouid largedy be
on primary Gncluding indirect)
stakehalders, the media and their
investigative reparters can infivence
the general public with negative
statements about any international
evenl. lgnoring public sentiment
and the views of companies that
might be potential sponsors in the
future will hikely have a long-term
detrimental impact. Interestingly, al-
though many sport organizations
rely on media coverage to serve as
a “free” murketing arm, they are un-
prepared when those same media
investigate disturhing praclices, The
recent Salt Lake City Olympics con-
troversy represents a prime itlusira-
tion of the impaortance of such sac-
ondary stakeholders.

An excellent example of a stake-
holder analvsis that can be applied
io a recenl situation is the lockoul of
NBA players by the owners in the
199814999 season. Figure 1 depicls
ihe relevant stakehaolders as they
were described above. This iffus-
trales the situation in which the
views of two stakeholder groups
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{owners and plavers) largely ex-
cluded those of other legitimate
stakeholders. As Figure 1 shows, the
arenas twhich employ hundreds of
people in ushering, foad service,
mainfenance, security, and a host of
cther positionst where the NBA
teams play were loft to scurry for
possible replacement events during
the 3-month fockout. The socioeco-
nomic levels of the aflorementioned
venue emplovees stand in stark con-
trast to the multimillionaire status of

that might be generalized to other
markeling situations:

* Do the rights of the most power-
ful primary stakehalders alwavs
trunp those of indirect or sec-
ondary stakeholders?

¢ How can fans provide a voice in
such spotts debates?

= Should lcagues and governing
bodies conducl angoing stake-
holder analysis?

Stakeholder analysis occurs when a manager examines the

impact of a decision upon a wide range of individuals or
groups. The analogy that is often used is that of a poker game.
Players have a stake in the game when they participate in it.
Similarly, many players (broadly defined) have a stake in the
behavior of any corporation or sport organization.

most plavers and all NBA owners.

Indirect stakeholders harmed by
the lockout were the apparei/shoe
mianufacturers that saw demane for
their products literally drv up. Some
critics view this predicament as
ironic; others see it as “live by the
INBA, die by the NBA." Furthermaore,
the agents for the players were
shori-term losers (as locked-out
players were denied pavchecks).
Other affecied parties were the sur-
rounding businesses {i.e., holels,
restaurants, aulo rental groups; in
the NBA cities that have grown ac-
customed to these revenues, Other
indirect stakeholders were 1efevision
networks INT and NBC which were
forced to schedule alternative pro-
gsramming and saw losses in ratings
and advertiser satisfaction.

A larger question surraunding this
epocentric/oconomic batife between
players and owners is how the sec-
ondary stakehoiders will react in the
fonger term., Will socicty at large
view these tself-serving individuals
with ongeing disdzin, or will people
guickly return to supporl thelr ta-
vorite teams? (The carlv retumns cer-
tainly supported the latter view.}

Several potential ethical ques
tions arse regarding the rights of
stakehelders in the NBA iockout (or

the Sall Lake City Olyinpic scandali

What Organizational
Mechanism Can Help
Solve the Problem?

Several proven mechanisms are
available for sports organizations to
use as templates in their quest for
improved ethical standards. The fol-
fowing approaches — ethics state-
ments, ethical audits, and instifu-
tionalization of ethics oversight in
sport advertising — appear to offer
promise.

Ethics slatemenis. Just having 2
code ot ethics or a brief, written
ethics policy is nol a major con-
cern. Ninety percent of all farge
U.S.-based corporations, including
the major shogfapparel makers,
have an ethics code in place. Many
codes have historically heen criti-
cized tor being too general and
serving mostly as a public refations
“crutch.” Recently, such codes have
been increasingly recognized as
providing at least minimal guidance
in signaiing that ethics malter fo the
firm hecause of the erzanizational
welf-reflection required in their con-
struction. Nike, in particular, has
been crticized for not foliowing its
code regarding workplace satety
and conditions (Muwphy, 19981 It
has learned, through a flood of neg-
ative media coverage, that potential
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customers care passionately about
whether a code has been honored,
{See Nike.com for such a response.)
Rather than rely on a code, some
companies are now developing a
“corporate credo” or values state-
menl. A credo is a document several
paragrashs long that stipulates the
philosophy of the organization. A val.
ues statement lisis those qualities on
which a firm places the greatest em-
ohasis. B usually includes both ethi-
cal and businessfeconomic values.
Sport franchises, especially those that
value customer {i.e., fan orientation,
propably already have an implicit
corporate credo or values statement,
if they do not, they may be unpre-
pared for the new millennium.
ideally, the following criteria
should be followed in developing
and implementing an explicit ethics
statement (Murphy, 19981

Write It— [he management of any
otganization should write down
the guiding philosophy of the firm,
The most important reason for
doing this is to convey this idea to
stakeholders, especially fans.

Tailor It— These statements should
deal with issues central to the
business (e.g., in sports market-
ing, those would be different for
sports apparel, sports advertising,
ar professional sport franchisesi.

Communicate It Lthics state-
menis should be communicated
10 both internal and external
stakeholders. Making such state-
ments available only to employ-
ees diminishes their value to
alher interested partics.

Promate lt— Maost companies ac-
tively publicize their ethics docu-
ments one or more of the follow-
ing ways: on the World Wide
Web, with framed copies in com-
pany offices, and through
brochure inserts aned faminated
cards. These activitics draw at-
fention to the strong ethical
starice of the organization,

Revise [t— The hest slatements are
revisiied periodically. To remain
current, they should refladi
changing worldwide conditions,
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communily standards, and evolv-
ing arganizational policies,

Live H— The lilmus tost ior any
ethics document is whether the
emplovers toliow it on a daily
basis. I the provious five criteria
are followed. a strone likelihood
ewists that the firm will adbere to
ity principles,

Eaforce/Reinforce — For credos
or value statements, reinforce-
mient should be the abiective,
For longer cades, enforcement is
necessary sc that it is tnllowed.

To overcome possibe ethicel trans-
grewsions, we advocate thal sports
marketers set down their ethics
principles and disseminate them
widcly according to the crileria oul-
iined above. For example, major
networks and professional sports
iranchises have an chlipation to
clearly demonstrate therr ethical
vaiues and outline their policies. i
s nol enough tor top management
i assume thal its employees and
customers understand the ethical
shilosophy and guidelines of the or-
sarization, For larger sport organi
zations, wriften ethics documents
are absolutely essential.

Fthical audit. Another tvpe of
eihics “atlitude check” that can he
pursued, especially by smaller or-
aanizations, is an ethical audit. This
activily represents an approach that
can assisl in measuring the impact
ialbeit in a general wav) on affected
slakeholders, This effort involves
posing a seties of ethical questions
aboul the social performance of
areas that the erganization regu-
Larly evaluates. For example, a firm
that is in the sporting goods busi-
ness would likely focus on product
guality. accuracy of selling mes-
sages, types of relail promotions
used, and consumers targeted, as
well as pricing strategies, Media
syndicates rght develop lists of
ethics quesiions to ne discussed
with its event announcers and net-
wark personalities from time io
tirnes, A potential ethical audit
might range rem a list of & few key
guesticns that could be discussed

neriodically at management retreats

or sales meetings to o much lenger
series of inguiries (1 aczniak & Mur-
phy, 19931 that could be analyzed
annually by the organization. It i
out belief that designing and asking
these questions (with regularity; is
sometimes more imporfant than re-
ceiving the exact answers. The
process suggests the arganization is
commilited. Appropriate aclion re-
intarces this commilinent,

Sparts marketing managers are

encauraged 1o consider institutional-

izing ethics statements within their
organizations. Tor instance, the
coaching profession and the North
American Society for Sporls Man-
azement already have ain ethics
code/crocd (De Sensi & Rosenberg,
19961 Similarly, the International
Olympic Committee (10C) and the
World Federation of Sporting Goods
Industries have previously coilabo-
rated on an agreement that provides
cthical guidelines for marketing dur.
ing the Olympic games. This code
includes pravisions that deline and
prohibit ambush marketing as well
as elaborate standards for the use of
Olympic athletes during the dura-
tion of the Games (“1OC," 19975,
Achvertising roview. The calcu-
lated advertising and promation of
sports teams and leagues have ied
to a [inancial windfall for many or-
sanizations such as in European
protessional soccer (Lchikson, Daw.
ley & Larner, 1996}, To oversee such
business success, soveral parties
must come together to archestrate a
promotional cunpaign tor a sports
tearm or plaver, As in any campaign,
the markster, advertising agency
and communications medium are
pll-imperrant coliaborators in this
process, Qur view is thal these co-
aperating groups often tend not to
police one another. Therofore, a
negalive othical impression of
sports advertising sometimes resylts,
Within professional soceer, far in-
stance, the media and the plavers
fand ther agents!, as well as corpo-
cate sponsers, wre all-imporfant
members of this cooperative agver-
tising provess. Yet, sumehow, Nike
appraved its infamous Good vs. Lvii
TV rommercial, a technically excel-

lent ad that feaiured many of the
world’s top plavers. but was per-
ceived by many viswers as glornify
ing saccer violence Jensen, (9963,

Oyur proposal is that each party
fponsorn, ad agency. spoits
teamfengue, media, orgenizing
cornmittec, etc) should delineate i1s
speciic ethical responsibilities and
engage in joint discussion regarding
advertising campaigns and prome-
ticnal events before they acouy. Eth-
ical audit questions and other con-
cerns need to be addressed prior to
taunching promotional campaigns
or it Anneuncing site oF venue so-
fections, For example, one st
srawth of some current sports imar-
keting promotions has been labelsd
“harmless” putting (DeScn &
Rosenberg, 19963, With this ap-
proach, adverisers such as shoe
companies depict their spokesper-
sans like lerry Stackhouse for FILA
or Eric Cantona (former Manchester
United siar as the hero i the Coed
v, Fyvil ad) for Nike as involved in
superhuman feals. The question the
marketer needs 1o ask is whether
such puffing and embellishment are
misieading. Such qgueries are espe-
cually relevant when targeting vul-
nerabie markets, such as children,
wha may not always be capahle of
making rational discernments,
Again, pernaps alf that exists be-
neath the bluster of social criticism
is ransparent “puffery,” Still, such
rjuestions need o be anaiyzed maore
systematically by sports marketers
and direct stakeholders.

What Solutions Are Availahle
to Solve the Problem?

We advocate that the sports muarket-
ihe qucstions raised carlior in this
paper be subjected to detalied ethi-
cal evaluation. The process of orhi-
cal reasoning, in its most rudimen-
tary tarm, invalves identifving an
othical issue, selecting an ethics!
standard, and appiving this standard
i the situation ( acsniak & Muar-
phy, 19931 The general topic evaiu
aterd here invalves whether publicly
controversial professional athletes
should be usod as product spokes-
people. The specific issie portains
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to whether it is ethical to use a
player like Dennis Rodman as prod-
uct spokesperson, given his known
pattern of dystunctional and some-
times violent behavior,

The decision to utilize product
spokespeople is a common issue in
sports marketing because so often
the essence of sparts-related promo-
tional campaigns mandates ({for au-
thenticity purposes) having a pro
alhlele serve as a company repre-
sentative, lranicaily, in Reehok's
case, the number of times basketball
all-star Allen bverson has been ar-
rosted or detained has added to his
street credibility and the value of his
endorsement for Reebok's teen male
target market (Wells, 1997). The
psychological rationale for such en-
dorsement connections, once again,
is grounded in the idea that charac-
teristics of the athletes and their
sport will be transferred 1o the prod-
uct at focus. The athlete will cause
the advertising tand ultimately the
product) to break through the in-
creasing commercial clutter. Unfor-
tunately, some organizations believe
“good” athletes are bland and “bhad
boys” will stand out (Burton, Far-
relly. & Quester, in press)

For example, the automotive lu-
bricant Pennzoil has effectively
used professional golier Armoid
Palmer because of his longevity and
commitment to excellence. These
are clearly attributes that the spon-
sOr wants consumers to believe
their product also possesses. Simi-
larly, Canon cameras has selected
world-class tennis plaver Andre
Agassi as an endarser because of
the creativity and free-spiritedness
of his game. If Canon cameras are
positioned in many consumers’
minds as having Agassi’s atiributes,
that becomes @ major marketing
plus, but do some major advertisers
increasinghy want their products
perceived in the same “attitude set”
with negative role models such as
Rodman? Apparently so.

Howe does the utifization of Rad-
man as product endeorser “evaluate”
using some basic ethical analysis?
Oine ethical siandard is the “profos-
sianal ethic,” which hasically asks

how would a panel of professional
peers (in this case advertising exec-
utives) perceive the particular prac-
tice? Applying this ethical standard,
the use of Rodman or Cantona as a
product spokespersan is likely ethi-
cal because numerous business or-
ganizations have seen fit to use
them despite {or perhaps because
of) their reputations for nondradi-
tional behavior.

Annther ethical standard is the
calegarical imperative. Thee arc
many similar formulations of this
Kanttan ethical dictum, bur basically
it suggests that a particular situation
should be trested as one would wish
all situations very similar in context
io be handted. The guestion then is:
Would it be a good idea to anoint
all professional athictes who have a
record of somelimes crazy. antisc-
cial behavior as major product rep-
resentatives? Using this line of rea-
saning, the answer seems as if it
would be unethical to generalize the
Rodman case and reward those ath-
letes who are behavior problems
with lucrative endorsement con-
tracts, Indeed, rewards for Rodman
(“let good financial outcomes ac-
crue to persons of poor characiter”)
would seem to be a flawed strategy
from an ethical standpoint.

Another ethical standard is the
[V test. This standard holds that ir a
manager would be comfortable in
truthfully explaining the motivations
for his or her actions ta a large TV
audience, then the action is proba-
bly ethical, Would the typical mar-
keting director of the companies that
have utilized] Rodman (Converse,
Carl's Jr., Pizza Hut, and Kodak. to
name a lew) feel at ease in this con-
text? Would the majority aof sponsors
(it forced to) probabily say something
like “We don't condone or approve
of many of Dennis Kodnran's public
actions. He certainly is not the best
role model for society’s youth. Not
even remotely. But his in-vourface,
over-the-top siyle of fiving, which
has generated multimillion-dollar
NBA contracts and Flavhoy photo-
spreads are the kind of recognition
that rmany in our society admire-es-
pecially those who identify with a
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rebel. Bottom line: Rodman cuts
through the clutter and helps sell
our product.” Assuming the above
fctional narrative is somewhat ac-
curate, would these sports marketing
executives be comiortable making
this quoted explanation? Our guess
is that such verbalized attitudes
waould be perceived as cynical, ma-
terialistic, crass, and unethical by
many listeners, Thus, many sports
marketing executives would likely
e hositant to publicty voice this as
their frue campaign motivation. in
that light, Rodman ads probably
fiunk the TV test,

Conclusion

A recent popular movie titled ferry
Maguire stars Tom Cruise as an
avaricious sports agent who oper-
ates in a world where piayer greed
and commercialism are the primary
factors driving sports deals. The
most memorable and overused line
from the film, and one that could
serve as a refrain for many sectors
of the sports marketing industry,
was “Show me the monev!” The
movie portrayed a sports waorld in
which honesty and ethics have all
but disappeared and the financial
benetits determine most of what
happens in sport iMontville, 1996},
As argued in the preceding pages,
there is evidence for a growing cyn-
icism among the public about the
wholesomeness of professional (and
in numerous instances, college and
Olympic) sports. Part of that senti-
ment is artistically captured in Jerry
Maguire, and some of it is cortainly
fueled by the cometimes dubions
promotional initiatives that sporls
marketers undertake. Most people
recogrize that protessional sports
can embody many of the noble
characteristics associated with the
“geod society” — commitment to
excellence, triumph over adversiy,
sustained offort, and {air play, o
name a few. It would be tragic 1o di-
minish these ideals because sports
marketers fzil to 1ake proper ethical
inventory of their practices, Perhaps
the decisions-making modef and
Guestions raised in this papor can
serve as 2 call to arms in the haltle



jor & more ethical sports markot-
place. Given lockouts (the NBA),
britery scandals ithe IOC and
SLOC) gambling investigations (the
MOAA), and various advertisements,
such a call might not come a mo-
ment 100 So0n.
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