Sponsorship and the Internal Audience: 

Examining How Corporate Sponsorship is Related to 

Organization Identification and Job Satisfaction

Abstract


An investigation of the relationship between corporate sponsorship activities and human resource constructs was conducted through an online questionnaire with employees of a southern U.S. energy provider. Specifically, three sponsorship-related constructs, fan identification with a sponsored sport property, employee involvement with the sponsorship, and employee attitude toward the sponsorship were hypothesized to be positively related to employee organization identification and job satisfaction. 

Structural equation modeling (SEM) was employed to evaluate the path of predicted relationships. Assessment of the measurement model fit for the entire model showed that all but one indicator, for involvement with the sponsorship, loaded on latent variables as expected. A competing models approach to SEM analysis showed that four nested models differed only marginally on a couple goodness-of-fit indices. The principle of parsimony was thus utilized to select and evaluate the fit of the appropriate model. Evaluation of the hypotheses showed that fan identification and involvement with the sponsorship did not exert direct effects on employee organization identification and job satisfaction, but did influence these human resource constructs in an indirect manner. 

Introduction

In an early investigation of sponsorship perspectives conducted by Gardner and Shuman (1987), the authors suggested that sponsorship activities would continue to grow in the foreseeable future for the following three reasons: a) sponsorship cuts through the clutter of traditional advertising channels, b) sponsorship assists organizations in dealing with consumers’ changing media viewing habits, and c) sponsorships can aid corporations relate to and reach consumer and non-consumer audiences. In the 20 years since this article was published, both industry expenditures as well as academic interest in sponsorship as a marketing tool have increased exponentially. 


In large part, because sponsorship is a flexible marketing communications tool with the ability to accomplish the three aforementioned outcomes, research has shown and suggested that corporations aspire to achieve a plethora of business objectives by employing this growing marketing medium. Some of those objectives include creating brand awareness and recognition 


(Cornwell, Humphreys, Maguire, Weeks, & Tellegen, 2006) ADDIN EN.CITE , accessing specific target markets (Doherty & Murray, 2007), developing goodwill (Meenaghan, 2001a, 2001b) with a variety of audiences, increasing sales (Choi, Stotlar, & Park, 2006), improving employee relations and motivation (Daellenbach, Davies, & Ashill, 2006), enhancing brand image (Smolianov & Shilbury, 2005), and positioning the brand (Ferreira, Hall, & Bennett, 2008). 
Despite the fact that Grimes and Meenaghan (1998) stated that “corporate decision-makers are increasingly recognizing the benefits of simultaneously directing the focus of their sponsorship activity inwards at their corporate staff,” (p. 51), the impact of sponsorship on this particular audience continues to be overlooked. This oft-cited objective of sponsorship activity has been the focal point of only two published studies during the past decade. Thus, one of the goals of this study is to expand sponsorship related literature with regard to the internal or corporate employee audience. 

Purpose of the Study

As noted, little research has been conducted to support such notions of increased employee performance. Grimes and Meenaghan (1998) reported that employees of a national bank in Ireland construed that sponsoring two national events influenced perceptions of firm size and engendered a national or Irish appeal. Interestingly however, while the employees responded as having increased pride in the bank as an organization because of the sponsorship activities, they did not report that these activities made the bank a more desirable place to work. 
More recently, Hickman, Lawrence, and Ward (2005) examined two distinct relationships with regards to sponsorship serving as an internal marketing tool. For the employee audience, they found among other results that identification with a sponsored sport team was positively correlated to organizational identification, organizational commitment, and ultimately employee willingness to satisfy customers. As such, this study laid the groundwork of investigation as to how corporate sponsorship activities potentially influence the internal audience, but failed to explore additional desirable employee outcomes. Therefore, the purpose of the current study was to examine the relationships between a) employee identification with a sponsored sport property, and b) their attitude toward the sponsorship, along with the resulting influence that these attitudes may have on c) employee identification with the organization for which they work, and ultimately on d) the level of experienced job satisfaction. More specifically, the following research question guided this study.

What relationships exist between the employees’ identification with a sponsored sport property and attitude toward the sponsorship with their organizational identification and job satisfaction?

Research Design
This study, examining the specific order of relationships amongst the five variables fan identification, employee involvement in sponsorship related activities, attitude toward the sponsorship, organization identification, and job satisfaction is referred to as a path analysis. As depicted in Figure 1, this study examined nine direct effects relationships, as well as five indirect effect relationships. The direct effects of fan identification on organization identification, involvement with the sponsorship, attitude toward the sponsorship, and job satisfaction were examined. Additional direct effect relationships inspected included involvement with the sponsorship on attitude toward the sponsor, organization identification, and job satisfaction, as well as attitude toward the sponsor on organization identification. In examining the interrelations amongst these variables, job satisfaction ultimately served as the outcome variable of interest, with fan identification serving as the independent variable, and organization identification, involvement with the sponsorship, and attitude toward the sponsorship each alternating roles between dependent and independent variables, depending on the respective position and corresponding relationship being tested in the model. A depiction of the hypothesized and exploratory relationships is shown in Figure 1. 

Insert Figure 1 About Here

Analysis of Results

Of the nearly 2,000 employees receiving an invitation to participate in the study, a total of 427 chose to respond to the questionnaire. As shown in Table 1, demographic characteristics of the respondents included 54.1% were male, the majority (61%) fell in the 25 to 44 year old age range, and Caucasians were the predominant ethnicity accounting for 55.7% of participants, while Hispanics and African Americans represented 12.6% and 9.7% respectively. 

Insert Table 1 About Here

Measurement Model Fit


The purpose of evaluating the measurement model is to ensure that the model is accurately specified, with appropriate items being employed. Because the Cronbach’s alpha for the items indicating involvement with the sponsorship increased moderately when a third item was excluded from the scale, particular attention was paid to these items. As suspected, when fitting the model to the data in AMOS 16.0, the third item did not achieve a standardized loading weight (β = .43, p < .01), above the recommended .60 cut-off level (Chin, 1998). Consequently, the model was respecified with two indicators for the sponsorship involvement construct. These values, shown in Table 2, ranging from .69 to 93 were all above the recommended cut-off value of .60 (Chin, 1998). Both reliability and variance extracted scores were calculated for these constructs. The fan identification construct achieved reliability and extracted variance levels of .94 and .83 respectively. Involvement with the sponsorship realized values of .94 and .90, and organization prestige and identification scored respective reliability and extracted variance scores of .85 and .75, and .90 and .76. Lastly, employee job satisfaction achieved values of .93 for reliability and .87 for variance extracted. All five of the constructs exceeded the suggested .70 cut-off level for reliability as well as the .50 level for variance extracted (Hair, Anderson, Tatham, & Black, 1998). These two measures combined with the Cronbach’s alpha levels suggest that indicators used in this study were adequately reliable. 

Insert Table 2 About Here

Model Evaluation
When considering fit at the individual model level, four competing models (n = 427) achieved strikingly similar scores on all measures of model fit. In fact, as shown in Table 3, all four models realized the exact same scores on all measures, with exception to those indicators of parsimony. In this regard, Model A (χ2 118 = 328.96, p < .01, GFI = .92, RMSEA = .07, AGFI = .89, CFI = .95, NFI = .92, PNFI = .71, and AIC = 434.96), depicted in Figure 2, realized a slightly higher PNFI value than the other three models. However, Williams and Holahan (1994) proposed that differences of .06 to .09 constitute substantial model differences, suggesting no considerable differences amongst these models. Additionally, Model A, achieved a marginally lower AIC score, perhaps indicating slightly enhanced parsimony. Lastly, the change in the likelihood-ratio chi-square statistic was found to not be statistically significant between any of the models. This is not surprising as large differences in chi-square statistics are not expected within nested models, when only one or two relationships are being altered. 

Insert Table 3 About Here

Insert Figure 2 About Here

Model B, which was identical to Model A except for an additional direct relationship between fan identification and job satisfaction also showed an acceptable fit to the data (χ2 117 = 328.69, p < .01, GFI = .92, RMSEA = .07, AGFI = .89 CFI = .95, NFI = .92, PNFI = .70, and AIC = 436.69). Model C, which was also identical to Model A, with the addition of a direct relationship from involvement with the sponsorship to job satisfaction, and Model D, which contained both of these additional direct relationships, also showed acceptable fit to the data at (χ2 117 = 328.85, p < .01, GFI = .92, RMSEA = .07, AGFI = .89, CFI = .95, NFI = .92, PNFI = .70, and AIC = 436.85) and (χ2 116 = 328.24, p < .01, GFI = .92, RMSEA = .07, AGFI = .89, CFI = .95, NFI = .92, PNFI = .70, and AIC = 438.24) respectively. These results suggest that all four models have achieved an acceptable fit to the data. When such a scenario presents itself, Kline (2005) advised following the principle of parsimony. This principle states that when two or more models have approximately the same explanatory power for the same data, then the simpler model is preferred. Thus, Model A was retained for further evaluation.

Hypothesis Testing
Hypothesis 1 predicted that employee fan identification would be positively related with organization identification after controlling for prestige of the corporation. While the two constructs were found to be positively correlated (r = .14, p < .01), the SEM analysis showed the relationship was not statistically significant (β = -.03, p > .10). Not only did the hypothesized relationship not hold, but the sign was also in the opposite direction of what was expected.
Hypothesis 2 predicted that employee fan identification with a sponsored sport property would be positively related to involvement in sponsorship-related corporate activities. Bivariate correlations show the two variables of interest were correlated (r = .44, p < .01), and the model analysis supported this positive relationship (β = .48, p < .01). Fans highly identified with the sponsored NFL football team tended to be more involved with the sponsorship.

Hypothesis 3 also predicted a relationship between fan identification with a sponsored sport property and employee attitudes toward the sponsorship relationship. Particularly, employees with high levels of fan identification were hypothesized to develop more positive attitudes toward the sponsorship. This hypothesis was supported as evidenced by the statistically significant levels of correlation (r = .51, p < .01) and more importantly by the standardized regression coefficient (β = .40, p < .01).

Hypotheses 4 and 5 were concerned with the relationships that employee involvement with the sponsorship had with two additional variables of interest. Hypotheses 4 and 5 predicted that employee involvement with the sponsorship-related corporate activities would be positively related to both attitude toward the sponsorship and organization identification. While bivariate correlations show positive relations resulted for involvement with the sponsorship with attitude toward the sponsorship (r = .45, p < .01) and organization identification (r = .27, p < .01) respectively, standardized regression coefficients produced in fitting the model demonstrated that involvement was significantly related to attitude toward the sponsor (β = .28, p < .01), but not with organization identification (β = .09, p > .10). Thus, employees who were more involved with the sponsorship developed more positive attitudes toward the sponsorship, but this behavior did not necessarily increase their identification with the company in which they are employed.
Similar to employee fan identification and involvement with sponsorship-related corporate activities, attitude toward the sponsorship was predicted to have a positive relationship with organization identification. Analyses revealed the two constructs were positively correlated (r = .38, p < .01) and that the hypothesis was supported as standardized regression coefficients were statistically significant with the predicted direction of sign (β = .28, p < .01). Employees with positive attitudes toward the sponsorship reported higher levels of organization identification.

The final theorized hypothesis predicted that organization identification would be positively related to employee job satisfaction. Bivariate correlations revealed the two constructs were positively related (r = .59, p < .01). Regression coefficients from the SEM analysis showed that this hypothesis was supported (β = .38, p < .01). In other words, employees with high levels of organization identification experienced higher levels of job satisfaction. The overall results of this analysis are depicted in Figure 3 below.

Insert Figure 3 About Here

Table 4 also contains a summary of the standardized direct and indirect effects of study variables on organization identification and job satisfaction. 

Insert Table 4 About Here

Discussion & Implications
This research has used structural equation modeling to discern the path of relationships existing between the five constructs of interest: fan identification, involvement with the sponsorship, attitude toward the sponsorship, organization identification, and job satisfaction. As was discussed above, the results showed that several of the hypothesized relationships were supported, while a few others were not. Such results provide theoretical as well as practical implications.  

The first theoretical contribution of this study substantiates the relationship between fan identification with a sponsored sport property and organization identification. In a recent study with employees of a transportation company, Hickman, Lawrence, and Ward (2005) found that employee identification with a sponsored car racing team was positively correlated to organization identification. While these researchers found a considerably higher correlation between these two constructs, the current study enlightens readers to the concept of fan identification influencing organization identification through the construct of attitude toward the sponsor.  

A second contribution of the current study is the role that involvement with the sponsorship has on organizational identification. Speaking about the consumer audience, Meenaghan (2001a) has previously posited that fan involvement acts as a mediator between the sponsor and the sport property. In the context of this study, when employees were the audience of interest, involvement appears to have dual roles. First, as with fan identification, involvement was shown to have significant indirect effects on organization identification through attitude toward the sponsor. Second, it also partially mediates the relationship between fan identification and attitude toward the sponsor, allowing fan identification both a direct and an indirect path of relation to attitude toward the sponsor. In summary, not only does involvement exert a direct effect on attitude toward the sponsor, but it also allows fan identification to transfer indirect effects on this same attitude. 

This discussion leads to the influential role of attitude toward the sponsorship. Speed and Thompson (2000) have previously reported attitude toward the sponsor to be among the most influential factors in determining audience response to sponsorship activities. The results of the current study support this notion and suggest that attitude toward the sponsor appears to be the central tenet in a corporate sponsorships’ ability to influence employee organizational identification.  

In addition to the aforementioned theoretical contributions, there is one overarching managerial contribution that comes from this study. This quantitative analysis has substantiated what managers have been claiming for years – that sponsorship does influence the employee audience. As such, managers may want to more conscientiously strive to employ this marketing tool toward their corporate staff (Grimes & Meenaghan, 1998). In this specific case, the energy company may want to decorate corporate offices with football-themed décor at the beginning of the NFL season. They may want to have some the teams’ star players or coaches visit the corporate offices to provide motivational speeches for corporate luncheons. Or, they may want to host a corporate gathering at the football stadium. All of these activities could potentially help the employees feel like they were personally benefitting from the sponsor relationship and gaining unique access or experiences that would otherwise be unavailable. In doing so, the corporation could facilitate positive attitude development toward the sponsorship. 

It is apparent that the majority of sponsorship activation will continue to be directed toward the consumer audience because of the sheer size of this audience and implications of reaching such an audience can have on the success of any business. In no way is this research attempting to divert this consumer-focused approach to practicing sponsorship. However, if managers truly understand the influence that engagement in sponsorship activities can have on their employees, it may well impact decisions on which sport property is sponsored and what activities are employed to leverage the relationships.  

Table 1 

Demographic characteristics

[image: image1.emf]Percent Frequency

Gender Ethnicity

Male 54.1 African American 9.7

Female 45.9 Asian or Asian American 5.7

Caucasion 55.7

Age Hispanic 12.6

18 to 24 2.8 Other 1.9

25 to 34 36.3

35 to 44 24.9 Tenure

45 to 54 20.8 1 year or less 9.7

55 to 64 6.9 2 to 4 years

5.7

65+ 0.3 5 to 9 years

55.7

10 to 19 years

12.6

20+ years

1.9

Percent Frequency


Table 2
SEM results: Standardized parameter estimates for the measurement model (n = 427)
[image: image2.emf]Indicators

Fan 

identification

Involvement 

with the 

sponsorship

Organization 

prestige

Organization 

identification

Overall job 

satisfaction

Fan ID 1 0.90

Fan ID 2 0.86

Fan ID 3 0.81

Involvement 1 0.93

Involvement 2 0.88

Involvement 3 0.43*

Prestige 1 0.69

Prestige 2 0.89

Org ID 1 0.76

Org ID 2 0.78

Org ID 3 0.84

Job Satisfaction 1 0.86

Job Satisfaction 2 0.90

Reliability 0.94 0.94 0.85 0.90 0.93

Variance extracted 0.83 0.90 0.75 0.76 0.87

Note. * was not included in model specification or calculations of reliability or variance extracted.

Latent Variables


Table 3
Comparison of goodness-of-fit statistics of four models 
	Models
	 
	Data with imputation (n=427)

	 
	 
	χ2
	df
	GFI
	RMSEA
	AGFI
	CFI
	NFI
	PNFI
	AIC
	∆ χ2

	Model A
	 
	328.96
	118
	0.92
	0.07
	0.89
	0.95
	0.92
	0.71
	434.96
	 

	Model B
	 
	328.69
	117
	0.92
	0.07
	0.89
	0.95
	0.92
	0.70
	436.69
	0.27

	Model C
	 
	328.85
	117
	0.92
	0.07
	0.89
	0.95
	0.92
	0.70
	436.85
	0.11

	Model D
	 
	328.24
	116
	0.92
	0.07
	0.89
	0.95
	0.92
	0.70
	438.24
	0.71


Table 4
Standardized direct, indirect, and total effects of study variables on organization identification and job satisfaction (n = 427)
[image: image3.emf]Study Variables Direct effects Indirect effects Total effects

Fan identification -0.03 0.20 0.17

Involvement with sponsorship 0.09 0.08 0.17

Organization prestige 0.59 0.59

Attitude toward the sponsor 0.29 0.29

Study Variables Direct effects Indirect effects Total effects

Fan Identification 0.07 0.07

Organization identification 0.38 0.38

Involvement with sponsorship 0.07 0.07

Pay satisfaction 0.24 0.24

Work satisfaction 0.25 0.25

Supervisor satisfaction 0.11 0.11

Promotion satisfaction 0.37 0.37

Co-worker satisfaction 0.09 0.09

Organization prestige 0.22 0.22

Attitude toward the sponsor 0.11 0.11

Effects on Job Satisfaction

Effects on Organization Identity
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Figure 1 

Sponsorship effect on organization identification and job satisfaction: Fan identification, involvement, and attitude
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Figure 2
Hypothesized model A
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Figure 3
Estimated standardized path coefficients of the best fitting model. * p < .05. ** p < .01. 
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