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A Conceptual Model to Understand  
the Impetus to Engage  

in and the Expected Organizational 
Outcomes of Green Initiatives

Brian P. McCullough and George B. Cunningham

The purpose of this paper is to articulate a conceptual model of how and why sport 
organizations engage in environmentally-friendly business practices. In drawing 
from multiple theoretical frameworks (i.e., institutional theory, upper echelon 
theory, identity theory), we argue that functional, political, and social pressures 
are likely to positively influence an organization to adopt green management tech-
niques. These relationships are thought to be moderated by the top management 
team’s disposition toward environmentalism. Possible outcomes of these changed 
business practices include cost savings, increased competitive advantage, goodwill 
perceptions among consumers, and increased fan identification.

Environmental sustainability is one social cause that has taken root and main-
tained itself from being an annual reminder or fad, such that it is now engrained 
into some sport organizations’ business cultures (King, 2008). Environmental 
sustainability, commonly referred to as “green initiatives,” is concerned with the 
“aspirations and values that continue to inspire public and private organizations 
to become better stewards of the environment and that promote positive economic 
growth and social objectives” (Environmental Protection Agency, 2008). A select 
set of organizations have increased their budgets to develop and implement green 
initiatives that reduce or offset their impact on the environment (Frost & Sullivan, 
2008). Within these entities, the initiatives are not limited to a particular organi-
zational unit, but rather, are fully integrated into all of their business plans (King, 
2008). Unfortunately, these initiatives are not completely widespread and represent 
the exception more than the norm.

Not surprisingly, there is a lack of understanding and reasoning why organiza-
tions adapt green initiatives and, alternatively, why nonresponsive organizations 
abstain from adapting such changes. Indeed, a number of factors, both internal and 
external to the organization, might lead to such changes. For some organizations, 
the motivation might be primarily cost-related. For instance, programs instituted 
by the Philadelphia Eagles and the Seattle Mariners have been mainly motivated 
through economic means and the promise of future cost savings (King, 2008). For 
others, pressures from internal or external stakeholders have influenced their newly 
formed environmental programs. By way of example, at Ithaca College, both the 
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board of directors and college president pushed for environmental friendly prac-
tices during recent facility renovations and construction (Carlson, 2009). For still 
others, societal pressures and social climate might impact organizational efforts 
to adopt environmentally friendly practices. The environmental and “going green” 
movement has gained momentum in American society, and as this becomes more 
prevalent, it is reasonable to project that citizens will demand more responsibil-
ity and environmental awareness among its members, including corporations and 
academic institutions. And, finally, despite the aforementioned pressures felt by 
some organizations and managers, others have either resisted or remained nonre-
sponsive to the push for environmentally-friendly business practices. Thus, while 
not exhaustive, the abovementioned examples illustrate the potentially ubiquitous 
nature of the underlying motives for engaging in environmentally friendly orga-
nizational practices.

Given this ambiguity, the purpose of this paper is to articulate a conceptual 
model that outlines the antecedents and outcomes of engaging in green management. 
Specifically, we use institutional theory as a guide to understand the influences and 
identify the motivations of management to break away from institutionalized ways 
of conducting business (i.e., without a concern for the environment) to implement 
and adapt green initiatives. We also expound on the expected benefits of pursuing 
such a strategic path, and finally, identify moderators that are expected to influence 
the aforementioned relationships. In the following sections, we provide an overview 
of institutional theory and provide specific propositions. An illustrative summary 
of the model is presented in Figure 1.

Framework and Propositions

Institutional Theory

The foundation of institutional theory extends to the late nineteenth century and 
can be applied to many different areas of research including economics, political 
science, and sociology (for a review, see Bill & Hardgrave, 1982; Hodgson, 1994; 
Scott, 2001). The applicability of institutional theory to organizational research 
has been widely used to explain how “organizations acquire social acceptability 
and endorsement as a consequence of conformity to the norms and expectations 
of the institutional environment” (Oliver, 1992, p. 563). Studies using institutional 
theory look to examine the function and behavior of organizations from a deeper 
perspective than simply as a social function. The theory provides a strong frame-
work, “to help us confront important and enduring questions, including the bases 
of organizational similarity and differentiation, the relation between structure and 
behavior” (Scott, 2005).

There are three common factors within institutional theory—political, func-
tional, and social—that serve as major themes to the strengthening or erosion of 
commonly held traditions, beliefs, or values within an organization. Economists 
and rational choice theorists focus on the use and influences of political factors 
(e.g., Moe, 1984; Williamson, 1975; North, 1990); sociologists focused more on 
functional influences (Hughes, 1939; Parsons, 1934, 1990; Selznick, 1949); and 
organizational sociologists and cultural anthropologists emphasize the social norms 
(e.g., Zucker, 1987; DiMaggio & Powell, 1991).
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Collectively, these approaches have been used to examine how activities or 
practices become institutionalized in nature—that is, the manner in which they 
become habituated, taken-for-granted, and commonly seen as “the way things are 
done” within the organization (Scott, 2001). We maintain that, while exceptions 
certainly exist (see King, 2008; Porter & van der Linde, 1995a, 1995b), organiza-
tional practices that demonstrate a disregard for the environment are institutionalized 
in nature. This is not to suggest that sport organizations have actively sought to 
damage the environment. Rather, sport managers have focused on other outcomes, 
such as managing stakeholder expectations, producing winning athletic squads, or 
generating a return on investment, rather than the potential impact that their actions 
and the activities of their organization as a whole have on the environment. This 
disregard has taken place over time, become an accepted practice, and is common 
among organizations in the sport industry, resulting in industry homogeneity or a 
dynamic known as isomorphism (DiMaggio & Powell, 1983). As such, deviations 
from these practices, such as demonstrating a concern for how the organization 
impacts the environment, are seen as outside the norm and contrary to accepted 
industry standards.

If a disregard for the environment is institutionalized in nature, then how does 
change take place? That is, how do organizations, such as the Philadelphia Eagles 
or Ithaca College, break this mold? Institutional theory also provides answers to 
these questions. Specifically, institutional theorists point to deinstitutionalization, 
or “the process by which institutions weaken and disappear” (Scott, 2001, p. 182). 
In the context of the current discussion, deinstitutionalization serves to break down 
the taken-for-granted nature of organizational polices, values, and practices that 
demonstrated a disregard for the environment. Oliver (1992) argued that three fac-
tors—political, functional, and social—serve to break down institutional practices 
and policies. Each of these pressures and their application to the deinstitutionaliza-
tion of a disregard for the environment are presented in the following space.

Political Pressures. Political pressures occur when there are mounting 
performance deficiencies, the presence of conflicting interests among key stakeholder 
groups, pressures for organizational innovations, and altered relationships with 
key external agents (Oliver, 1992). Any or all of these issues have the potential 
to result in questions surrounding the legitimacy of institutionalized practices 
and activities. As Dacin et al. (2002) explain, political pressures “result primarily 
from shifts in the interests and underlying power distributions that have supported 
and legitimated existing institutional arrangements” (p. 46). These problems and 
pressures can include the introduction of environmentally sustainable programs 
within the business’s practices.

Political pressures can come from a variety of sources, both external and inter-
nal to the organization. As one example, Greenpeace has provided considerable 
pressure on the International Olympic Committee (IOC), the host Olympic cities, 
and Olympic sponsors to provide better care for the environment while hosting the 
Games (Greenpeace, 2000; Campbell, 2004). This pressure worked, as organizers 
of the Sydney Games promised the IOC to be the “greenest games” to date (Len-
skyj, 2000). With new sport facility construction, infrastructure development, and 
the hosting of thousands of athletes, coaches, and spectators, the Olympics have 
the potential to inflict considerable harm to the environment. In recognition of 
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this potential and response to outside pressures from entities such as Greenpeace, 
the IOC included environmental protection in its official goals, and host cities are 
required to provide evidence of steps that will be taken to protect the environment 
in their bid documents (Hums & MacLean, 2009). Such changes have made been 
successful, and as a result, the IOC was formally recognized in 2007 as Champion 
of the Earth by the United Nations Environment Program—a distinction given 
annually for transformational environmental leaders who make an impact at policy 
level (IOC wins environmental award, 2007).

Internal political influences can put pressure on an organization to make envi-
ronmental changes as well. These internal pressures were seen at Ithaca College 
as the institution became more environmentally friendly (Carlson, 2009). More 
specifically both the former college president and provost pushed for sustainability 
during their tenures at Ithaca. “In April 2001, President Peggy R. Williams approved 
the Comprehensive Environmental Plan, which was developed as a guiding frame-
work by the Resource and Environmental Management Program (REMP)” (Ithaca 
College, 2010). The REMP consists of various stakeholders within the college 
community including students, faculty and staff. As a result of these pressures, 
programs were developed through grassroots efforts, ultimately leading to the Ithaca 
College Institutional Plan. Currently, the college is the only higher education insti-
tution with “two platinum-rated buildings in the popular Leadership in Energy and 
Environmental Design Program” (Carlson, 2009). Organizations or institutions can 
push for change as well. Organizational political pressures can be illustrated again 
at Ithaca College with its commitment to brand the institution with green values. 
The college has further required occupants of the institution’s two platinum-rated 
certified buildings to change their behaviors, including shutting windows on humid 
days or wearing a sweater during the winter months. These behavioral changes 
allow the building to be as energy efficient as possible (Carlson).

As these examples illustrate, political pressures, both internal and external to 
the sport organization, can influence change and the adoption of environmentally 
friendly business practices. Considering these factors, we propose

Proposition 1: Political pressures from external stakeholders, internal stake-
holders, and/or professional organizations will lead organizations to develop 
green initiatives.

Functional Pressures. Functional pressures represent the second antecedent 
of deinstitutionalization. Seen as less political in nature, functional pressures 
take place when perceived problems occur with regards to an organization’s lack 
of efficiency or utility of certain institutionalized practices (Dacin, Goldstein & 
Scott, 2002; Oliver, 1992). Inefficient or futile practices can result as a paradigm 
change in the function and ultimately the performance of the organization. In this 
case, there is a disincentive associated with continuing the institutional activities. 
The pressures might also be associated with factors in the organization’s distal 
environment, such as competition for scarce resources (Dacin et al., 2002). In this 
case, alternative programs and strategies gain legitimacy and prestige because 
they create positive separation from competing organizations (Oliver, 1992). To 
illustrate, Cunningham (2009) found that the sport organization in his case study 
implemented a number of diversity strategies in hopes of improving their recruiting 
of African American athletes.
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In the case of the current analysis, there are several examples of functional 
pressures that could possibly result in increased emphasis on environmentally 
friendly practices, but perhaps the most salient are those that are economically 
motivated. University athletic departments, for instance, routinely run deficits and 
are forced to rely on university aid, state monies, or student fees to supplement their 
operations (Fulks, 2008). These financial difficulties could be potentially offset by 
implementing more “green” business practices. Marcus and Fremeth (2009) spoke 
to this very argument when they noted, “as observed in numerous accounts . . . many 
firms no longer resist green management. Rather they try to incorporate and profit 
from it” (p. 19). Profitability is this motive that drives separation and competitive 
advantage for implementing green initiatives.

This literature suggests that, as with political pressures, functional pressures 
have the potential to deinstitutionalize organizational policies and practices that 
demonstrate a disregard for the environment. Thus, we propose

Proposition 2: Functional pressures for deinstitutionalization will lead sport 
organizations to develop green initiatives.

Social Pressures. Finally, social pressures within the workplace can influence 
and change traditionally held beliefs within the organization. Unlike the functional 
pressures, which result from the efficiency of technical functions, social pressures 
can result from normative fragmentations within the organization (Cunningham, 
2002b). According to Scott (2001), these pressures could arise from a number of 
factors such as differentiation among groups, disruptions in the organization’s 
historical continuity, or changes in legal mandates or the presence of social 
movements that disrupt the continuation of an institutionalized practice. For 
instance, an influx of employees with varied backgrounds and thought processes, 
which would occur in the case of increased employee diversity or due to a 
merger, might result in traditionally held beliefs and practices being called into 
question. Further, changes in social expectations and legislation can impede 
the continuation of organizational practices (Dacin, Goldstein, & Scott, 2002; 
Oliver, 1992; Scott, 2001). The uncertainty surrounding these practices can then 
lead to their delegitimization and ultimately the initiation and implementation of 
new organizational forms (Cunningham, 2002b). Similarly, public expectations 
concerning environmentally friendly practices might also change institutionalized 
organizational activities. As Marcus and Fremeth (2009) eloquently note:

Green management matters for many reasons, but fundamentally it matters 
because people expect managers to use resources wisely and responsibly; 
protect the environment; minimize the amounts of air, water, energy, minerals, 
and other materials found in the final goods people consume; recycle and reuse 
these goods to the extent possible rather than drawing on nature to replenish 
them; respect nature’s calm, tranquility, and beauty; and eliminate toxins that 
harm people in the workplace and communities. (p. 17)

This quotation illustrates the considerable expectations consumers have for green 
business practices. Much like other instances of pressures can be perpetuated until 
the needs or demands of social groups are satisfied (Cunningham, 2008; Greenwood 
& Hinings, 1996).
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There are several examples of how social pressures have influenced environ-
mentally friendly business practices. Social pressures can be seen with the outcry 
of customers in Atlanta with Enterprise Rent-A-Car demanding for more environ-
mentally friendly vehicles. In response, Enterprise Rent-A-Car has designated four 
Atlanta locations as the company’s first “Green Branches.” At these Green Branches, 
“fleets will be composed of approximately 30 percent hybrid gas/electric vehicles 
and 30 percent fuel-efficient vehicles that average a highway fuel efficiency rating of 
at least 28 [miles per gallon]” (Business Wire, 2008). Likewise, legal mandates can 
lead to change ultimately changing social attitudes, as seen when Irish Parliament 
in 2002 implemented a six-cent tax on the use of plastic grocery bags. Following 
the introduction of the tax, the use of these plastic bags fell nearly 94%. The legal 
mandates inspired social change making the use of plastic bags to be a socially 
unacceptable practice (Subramanian, 2008).

Finally, social pressures are those pressures from within the organization that 
can influence and change previously held beliefs that have been traditionally held 
within the organization. As the environmental movement grew in the 1970s, public 
focus shifted on the environmental impact of large corporations and even events, 
like the Olympic games. Protests by Citizens for Colorado’s Future in 1972 focused 
on the impact of the 1976 Winter Games on the land use and ecology (as cited in 
Lenskyj, 2000). The positive impact (i.e., social and economic) of the Olympiad 
was taken for granted by the public until the detrimental impact that hosting the 
Olympics would have on the environment were demonstrated. As a result, the 
citizens of Colorado voted to rescind the bid to host the 1976 Winter Games. This 
example demonstrates that social pressures, from social movements to changes in 
legal mandates, can bring about change to more environmentally friendly business 
practices among sport organizations. From these examples, we propose

Proposition 3: Social movements, legal mandates and differentiation among 
groups will lead sport organizations to develop green initiatives.

Moderating Effects

In addition to considering the main effects functional, social, and political pressures 
on adopting green management practices, we also propose a moderator: top man-
agement ideals and values. Consideration of moderators, or boundary conditions 
(Bacharach, 1989), is important for both theoretical and practical reasons. From 
a theoretical perspective, one criterion of good theory is the clear specification of 
when a given effect is thought to be strong or weak (Whetten, 1989). In the cur-
rent context, we are interested in specifying when the effects of functional, social, 
and political pressures on deinstitutionalization might (or might not) be pervasive. 
Practically speaking, failing to recognize the potential contingencies in the rela-
tionship between pressures for deinstitutionalization and the implementation of 
green management practices can result in poor decision making and unfounded 
expectations. Thus, absent these considerations, a complete picture of how and why 
organizations adopt green management practices is unattainable.

According to upper echelon theory, managers act and make decisions based 
on their own biases, experiences, personalities, and attitudes (Hambrick & Mason, 
1984). Thus, “if we want to understand why organizations do the things they do, 
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or why they perform the way they do, we need to understand the people at the top” 
(Hambrick, 2005, p. 111). Furthermore, the top management team’s characteris-
tics, far more than those of a single individual, are likely to be reflective of the 
organization’s processes and outcomes. These personal characteristics influence 
subsequent actions by affecting managers’ filtering of information, including their 
field of vision, selective perception, and interpretation of events. The differences in 
the ways managers filter information also influences the way they construct their 
reality, the strategic choices they make, and ultimately, the actions and performance 
of the organization. Thus, given the same set of circumstances, managers with dif-
ferent value orientations that consider (or even disregard) the environmental impact 
of their organization will process those circumstances differently, and as a result, 
make varying strategic decisions (Hambrick, 2005; Hambrick & Mason, 1984).

Upper echelon theory has received considerable support in the strategic man-
agement literature (see Hambrick, 2005, for a review). As one example, Black 
(1997) examined the impact of the international experiences of top management 
teams. She found that the greater the international experiences and exposures of the 
top management team, the more likely the firm was to seek international business 
strategies and realize performance gains from those initiatives. In another study, 
Finkelstein and Hambrick (1990) found that the top management team’s tenure was 
predictive of persistence with a given strategy and conformity with industry norms 
and expectations. More recently, Chatterjee and Hambrick (2007) found that CEO 
narcissism (as measured by the CEO’s prominence in annual reports, prominence 
in media releases, use of first-person pronouns in interviews, and salary relative 
to the next highest-paid executive) was highly predictive of bold strategic moves, 
which in turn, were related to large gains and losses for the organization. These 
examples, and others like them (see Hambrick, 2005), demonstrate the importance 
of the top managers’ characteristics on subsequent strategic initiatives.

In drawing from upper echelon theory, we propose that the influence of the 
pressures for deinstitutionalization might be moderated by the top managers’ 
perspective toward environmental issues. For example, a top-level manager might 
have an affinity for or has previously worked in an organization that embraced 
pro-environmental behaviors. With that background, the manager can influence 
and push for changes in the organization’s environmental policies and practices. 
Top-level managers of various organizations, such as the Coca-Cola Inc., have 
actively sought to engage in greener business operations (Gunther, 2008). As a 
result, Coca-Cola has made strides in several areas to lessen the company’s carbon 
footprint. Such examples include updating the company’s refrigeration technologies, 
reducing materials used in packaging and bottling, and setting company goals to 
reclaim 100% of plastic and aluminum from bottling materials. On the other hand, 
sport managers might express indifference or even opposition to green manage-
ment, perhaps holding the beliefs that such concerns are overblown. For instance, a 
2009 Gallup Poll showed that 41% of those polled thought that the effects of global 
warming were exaggerated (Saad, 2009). Such perspectives held by top managers 
would likely mean that, even in the face of pressures for deinstitutionalization, 
green management initiatives would likely not be undertaken.

Collectively, this literature suggests that top management team characteristics 
are likely to influence the degree to which the organization responds to pressures 
to engage in more environmentally-friendly business practices. Thus, we propose
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Proposition 4: Upper management’s ideals and values towards environmentally 
friendly programs will moderate the movement towards either adapting or 
avoiding environmentally friendly programs, policies, and practices.

Outcomes of Adopting Green Initiatives

Oliver (1992) provided the antecedents of deinstitutionalization of business prac-
tices; we extend this framework by explicating the expected outcomes associated 
with the formation of new organizational practices. With regards to the context of 
this study, the outcomes of adopting environmental management practices within a 
sporting context are discussed. Researchers have identified a multitude of benefits 
associated with implementing environmentally friendly practices in various aspects 
of an organization (for examples, see Shrivastava, 1995). The benefits are economic, 
environmental, and social in nature. In our framework, we focus on four pertinent 
outcomes within a sport management context: cost savings, competitive advantage, 
goodwill perceptions, and fan identification. Both business considerations—cost 
savings, competitive advantage among other organizations—and goodwill percep-
tions are important to consider in any business context. In addition, fan identification 
is important within the sport business context to sustain a strong consumer base.

Cost Savings. Cost savings have been cited as one of the largest motivating 
factors to implement environmental initiatives (Graci & Dodds, 2008). With the 
ever-increasing operating costs, coupled with energy (fossil fuel) and waste disposal 
costs, companies have moved to examine ways to reduce overhead and improve 
their bottom line. Before making changes, these processes can be examined through 
an environmental lens (Esty & Winston, 2006). As these processes are examined, 
environmental initiatives can be implemented throughout organizational processes to 
reduce operating costs. Examinations of these departments and procedures can result 
in new streamlined and cost-effective procedures while also being environmentally 
friendly. Not all of these improvements will necessarily be seen by consumers, but 
rather can be seen internally, ultimately improving the bottom line.

There are concerns, noted by Marcus and Fremeth (2009) as well as Walley 
and Whitehead (1994), as to the initial investment of environmentally friendly 
business practices. However, these concerns can be trumped through strategic plan-
ning. Becoming environmentally friendly is a process of upgrading systems and 
procedures. However, an organization can deem the appropriate level of dedication 
to environmentally friendly programs. But these programs should not be seen as 
riskier than other organizational initiatives.

By developing a strategic plan after an examination of their facilities and opera-
tions, companies such as IBM and Adobe Systems reduced the negative impact 
on their bottom lines. IBM upgraded their HVAC systems to more modern energy 
efficient systems. Upgrading this system ultimately saved IBM $115 million (Esty 
& Winston, 2006). Adobe introduced recycling programs that have diverted 95% 
of their waste from landfills. Even further, Adobe installed drip irrigation systems 
and sophisticated technology systems that determine the opportune time to water 
their landscaping at three platinum LEED certified buildings at their headquarters 
in San Jose, California (Adobe, 2006).

Within a sporting context, the Seattle Mariners have introduced compost-
recycling programs at Safeco Field. Through these efforts, the Mariners recycle 
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30% of compost waste at the ballpark (King, 2008). Corn-based cups that are 
biodegradable are also used at Safeco Field. These cups were introduced in 2005 
by the Oakland A’s at the Oakland-Alameda County Stadium. As the Oakland A’s 
used the biodegradable corn-based cups, new cleanup sweeps had to be introduced. 
Dave Rinetti, vice president of stadium operations, said

We noticed a price of labor went up dramatically at first . . . but after we got 
our processes down and became more efficient, the labor prices came down and 
the benefit was balancing it all out. There’s a huge opportunity to save money 
there when you look at the outrageous costs of hauling trash. (King, 2008)

Implementing recycling programs through containers or food waste can reduce 
the costs associated with solid waste disposal into surrounding landfills. Through 
examination of managerial processes and practices we propose

Proposition 5: Implementation of environmentally friendly programs will 
result in cost savings for the sport organization.

Competitive Advantage. The social and governmental pressures to become 
environmentally friendly can also create opportunities for the organization. Early 
adopters can benefit from the differentiation from other noncommitting institutions. 
By being one of the first organizations in an industry to implement and organize 
environmental policies, a competitive advantage can be created by “finding and 
exploiting new product and market opportunities’” (Miles and Snow, 1978, p. 55). 
As Cunningham (2002a) notes, these prospecting organizations, “utilize high levels 
of environmental scanning so as to effectively identify opportunities in the market 
area” (p. 162). These organizations could be considered proactive in reducing their 
impact on the environment or prospectors by taking advantage of environmental 
management trends.

Within the hotel industry, Graci and Dodds (2008) indicated that “implementa-
tion of sustainability initiatives can also create a competitive advantage in the hotel 
industry due to specific market niche demands that require more environmental 
products and services” (pp. 259–260). By implementing such programs, new cus-
tomers can be attracted by the services that might not otherwise be offered within 
the industry. Furthermore, by being early adopters of environmentally-friendly 
practices, hotels are likely to see increased revenue streams and greater market 
competitiveness (Graci & Dodds).

Within a sport context, the Philadelphia Eagles implemented extensive manage-
rial changes and a marketing campaign surrounding the environmental initiatives 
the football organization was undertaking. The National Football League (NFL) 
quickly followed suit and introduced similar programs, as well as others, at Super 
Bowl XLII in Phoenix and in the Super Bowls thereafter (NFL, 2007). In addition, 
in Major League Baseball, the Washington Nationals implemented initiatives of 
environmental management in the construction and management of their new sta-
dium. Like the NFL, Major League Baseball implemented a league wide initiative 
for teams to follow on environmental programs (Major League Baseball, 2008). 
Following suit of these two professional leagues, the NCAA initiated their own 
programs and even included the “Green Teamers” (Hosick, 2009). All of these 
efforts were first instigated by the prospecting organizations that were the first to 
implement green management practices in their specific sport contexts.
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From this evidence of competitive advantage gained by being an early adapter 
or prospecting organization we propose

Proposition 6: As sport organizations embody the green movement, early 
adopting organizations can gain a competitive advantage, gain access to envi-
ronmentally conscious consumers, and can also influence others in the industry 
by demonstrating economic savings.

Goodwill Perceptions. Demonstrating an organization’s green initiatives to the 
public can also result in increased goodwill perceptions. As more organizations are 
introducing environmental programs and products, they are also seeking ways to 
further capitalize on their investment. Introducing and even involving customers in 
environmental efforts can further the organization’s reputation. Building and even 
furthering a strong reputation among customers, fans and a surrounding community 
is very important for any business. Building goodwill or moral credentials among 
customers allows organizations to strengthen these connections and relationships 
(Dore, 1983).

As one example, the Houston Astros introduced their “Astros Play Green” cam-
paign on Earth Day 2008. The program introduced several steps that the organization 
was taking to recycle yard waste, reduce paper products, and recycle containers 
within the ballpark. In addition, the Astros partnered with the city of Houston to 
educate fans on environmental initiatives within the city (Houston Astros, 2008). 
As part of the team’s recycling program, the fans can deepen their perceptions of 
goodwill toward the Astros and strengthen the sense of moral credentials of the 
organization. Considering these stronger associations for the Astros, fans might 
be less sensitive to on-field or off-field performance or incidents, respectively. 
Provided this initiative to create goodwill, new opportunities arose as well. Outside 
organizations, like Waste Management, have partnered with the Astros Play Green 
program and sponsored the recycling bins within the stadium (Houston Business 
Journal, 2008). Creating the association between goodwill and the host organization, 
sponsors might seek opportunities to capitalize on these environmentally friendly 
associations. From this sponsorship, the levels of goodwill can increase toward 
sponsoring companies like Waste Management.

As organizations enter into corporate environmentalism, organizations can 
increase their public relations and corporate image through goodwill (Shrivastava, 
1995). From these new opportunities for sponsorship and the subsequent increases 
in goodwill, we propose

Proposition 7: Sport organizations that adopt and initiate environmentally 
friendly programs can open new opportunities to sponsorships that will increase 
goodwill perceptions of the surrounding community and fan base.

Increased Fan Association. Organizations and firms have established themselves 
as socially responsible for many reasons. Organizations develop these programs 
to gain respect with the surrounding community and to establish a level social 
awareness, thereby leading to an increase in organizational identification. Similarly, 
within a sport context, the connections between organization and individual are 
described as fan identification (Sutton, McDonald, Milne & Cimperman, 1997). 
Socially responsible initiatives or community awareness programs are commonly 
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used to demonstrate community outreach. These programs can be used to “establish 
a social presence in markets and gain social legitimacy” within the organization’s 
surrounding community (Shrivastava, 1995, p. 995). In addition, these programs 
can strengthen organizational identification or fan identification.

Ultimately sport organizations wish to have low (social) and medium (focused) 
identified fans become highly (vested) identified fans. Vested fans are less sensitive 
to price and performance fluctuation or changes. Casual and focused fans’ iden-
tification can be influenced by community involvement of the sport organization 
(Sutton et al., 1997). Community involvement projects can involve green programs 
such as community clean-up projects, recycling programs, or rejuvenation proj-
ects of derogated natural environments. Sutton and colleagues also indicate that, 
“spectator sports… are deeply rooted in Rooney’s (1974) concept of ‘Pride in 
Place’ – meaning a key expression of community identification and expression” (p. 
15). Programs that involve the community, operations taken at a facility or within 
the sport organization should involve fans or customers. Sutton et al. indicate that 
increasing community involvement activities as one strategy to increase fan iden-
tification. This community involvement could give members a sense of belonging 
and satisfaction with being a part of such a movement.

These programs can also appeal to community members that do not necessar-
ily have an established connection to the organization. Promoting environmental 
programs not only as a main concern of the organization but also out of concern and 
appreciation for the surrounding environment and community can further build on 
the sense of community between the sport organization and its fans or customers. 
Considering this, environmental programs can further bring a community together 
while strengthening fan identification. Given the many benefits of having highly 
identified fans (Sutton et al., 1997), such activities hold great promise for a sport 
organization.

From this we propose

Proposition 8: As sport organizations implement environmentally friendly 
programs and practices, fan identification will increase with the association 
to the sport organization through those environmentally friendly programs.

Summary and Conclusions
As the environmental or “green” movement gains more momentum and becomes 
the standard rather than a luxury, there is a necessity to understand the causation 
and desire for early adapters to implement environmentally friendly practices. As 
others have noted (Dacin et al., 2002; Oliver, 1992; Scott, 2001), simply because 
there is a desire to change does not necessarily mean that previously held traditions 
and business practices will erode and give way to the new beliefs. There is a need 
to understand the antecedents and influences that an organization faces to imple-
ment environmentally friendly practices and business procedures. In responding 
to this need, our model presents a conceptual framework for understanding why 
sport organizations might adopt green initiatives, as well as the expected outcomes 
of such endeavors.

Further inquiry is needed to understand the processes and challenges that an 
organization may face while adapting such policies from a stakeholder, managerial, 
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subordinate, or consumer perspective. Understanding these challenges and perspec-
tives can allow managers to better identify and understand the consequences, both 
positive and negative, of adapting environmentally friendly policies and practices. 
Uncovering the wide array of benefits of introducing environmental measures 
could lend to different approaches to implementing such programs. Whether from 
a cost saving perspective, building goodwill among the community, or further 
enriching fan identification, benefits for implementing these programs can result 
in real, meaningful benefits. However, environmental programs are an investment, 
not only from a financial perspective of saving money but also through investing 
in the community and the surrounding environment.

Lastly, understanding the components that are needed to effectively create 
change to a more environmentally friendly consciousness will not only further 
institutional theory, but can also provide a strong guide for other organizations and 
even industries seeking to be more environmentally friendly. As standard business 
practices that ignore environmental impacts are deinstitutionalized, they can be 
substituted for more environmentally conscientious practices. Ultimately these 
green practices could become institutionalized and the impact on the environment 
from the sporting industry could be minimized. After these organizations have 
successfully implement such programs, there can be better understand in testing 
and measuring for the impact among management, stakeholders, employees, 
and consumers. Given the importance of engaging in environmentally friendly 
practices, our hope is that such an understanding will encourage more organiza-
tions to follow suit. These programs can benefit an organization not only from 
an economic standpoint but can also offer social benefits as well, such as the 
perceptions of social responsibility and consumer attitudes of goodwill toward 
the organization.
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