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ABSTRACT

The purpose of this studwyasto investigate how corporate sponsorshight
contribute to Olympic sustainabilitincludingeconomic, environmentand social
sustainability The research focud®n the partnership management strategies
VANOC (the VancouveR010 Olympic and Paralympic Winter Games Organizing
Committee)andthesix national Vancouver 2010 corporgi@tnerswith an emphasis on
the role of social responsibility imperatives in shapiogporatanvestmers in the
sustainability of the Vancour010 Games

The researchollowed an interpretive approaciMy research focused on how
decisionmakers endeavored reduce the potentially negative impacts and to enhance
the benefits of the Vancouver 2010 Ganidgeresearch followed a case stualypoach
focusing on the key relationshifmedin the sustainability area. Data collection
included document analygi$28 documentsandsemi-structured interviews with 26 key
informants identified by VAIOC and the corporate partners.

The results of thstudy showthat VANOCwas the firstOCOGto fully integrate
sustainability into its vision statement adapplysustainability principles in all aspects
of GamesO planning, operations and deliv&hese measures were a direct response to
the Vancouver 200 bid commitmentsas well as aesponse to thEDCOs (International
Olympic CommitteeOs) adoption of sustainab#ityng with sport and culter as a
central element of theghilosophyof the Olympic Movement

Althoughthe motivations for corporatiorte enter Olympic sponsorshigere
typically not for sustainability objectivess suchtheyconsidered sustainability a key
componentn forming the Olympic partnershifponsorship activation on sustainability
for the corporate partners was aidebughthe 2010 Sponsor Sustainability Initiative
and 2010 Legacies Nowor the most part, the corporate partners were very satisfied
with their role in contributing to the sustainability of the Games and with VANOCOs
management strategies. Nevertheless, a feasaf tension were identified. One was
that VANOC did not have an activation budget for promoting the sustainability program
and the contributions of the partners to the sustainability of the Games. The other key
point of tension occurred when VANOC stiigssistance in areas that were outside of
their corporate expertise or core business interest.
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CHAPTER 1

INTRODUCTION

Orhis wauld be something Fiow can you as a student make the most
importantimpact to inspirefiture organizing committees] to be a change
agent for sustainable initiativ€¥Interview with RONA, 2008)

1.1 Sustainability and the Olympic Movement

OnFebruay 1, 2007, the Internation@lympic Committee (I0OC) and its
president, Jacques Rogge, were awarded the OChampion of the Earth 20070 distinction by
the United Nations Environment Program (UNER)is honor recognizethe 10COs
commitment to raise awarenasfthe importance of sustainaldevelopment in sport.
Rogge commentedToday, from the beginning of a cityOs desire to stage an Olympic
Games, through to the loigrm impact of those Games, environmental protection and,
more importantly, sustainabilitare prime elements of Games planning and operationsO
(IOC to be honored, 2007).

The Olympic Games have played a significant role in the development of sport
and sportevents in the past century, howeubg celebration of athletic performance
wasonly everone componentnd culture formed an important second pitiathe
Olympic production (Barney, Wenn & MartynQ@2; Masterman, 2004). Todahe
cultural and sustainability roles of the Gamesharth essential to the success of the

Olympic MovementThe Games can be a significant catalyst for urban economic and



social development as well as for globttention viamedia coverage (Essé&xChalkley,
1998; Pruess, 2004); Despite thise Game@managementelated problemsf the past,
such agost oerruns, environmental damage, and the diversion of public funds te event
related expenditures have contributed to a history of unfulfilled economic promises a
negative social impacts thabntinue to be concerns for host countries (Lenskyi, 2000;
Simon &Jennings, 1992). Community resistance to hosting the Olympic Games can be
extremely powerful, as seen in the case of Denver citizensO rejection of the IOCOs offer to
host the Olympic Games in 1972. The economic shortfall of the Montreal Olympic
Games in 276 culminated in £A%$1.5 billion debt that Montreal taxpayers were
required to pay off over the next 30 years. This debtneasleared unti2006
(www.cbc.ca 2006; Payne, 2005). In response to a public referendum $id®vhich
citizens of Los Angeles voted against the use of public funds to support the Games, led
by Peter Ueberroth, the L@ggelesOlympic Organizing Committee (LAOOG@dopted
an entrepreneur model fetaging the 1984os Angeles SummdbamegLos Angeles
and the 1984, 2004; Payne, 2004/th a strategy of Oless is moreO in the recruitment of
corporate sponsors, LAOOC generatddS$225 million surplus for LAOOC.His was a
turning point forthe I0C and future OCOGs and supported a new approach wherei
financial responsibility for hosting the Gamesd as a result the economic sustainability
of the Games;ould be ensuretthrough corporate suppqRayne, 2005; Reich, 1986).

The Lillehammer Winter Games in 1994 were considered to be the first

envirormental awareness Games. The Lillehammer Olympic Organizing Committee
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(LOOC) set up an environmental framework and invited Project Environment Friendly
Olympics (PEFO) to draft an environmental policy and action planGraening Our
Gamesconcept listeanore than20 environmentally concerned projects, including
innovative construction, use of recycled materials, efficient transportation and
environmentally sustainable solutiofiswas praised for the efforteadeto increase
environmental awareness andimote environmental responsibility (Chernushenko,
1994).

In 1994, the 10C added concerns abthg environment to the Olympic Charter
as the third pillar to the Olympic Movement, alongside sport and culture. An IOC
Commission on Sport and Environment wasated in 1995 to promote environmental
protection. In 1999, the IOC adopted its version of the United Nathayestda 2,
namedSport for Sustainable Developmettt promote sustainable development through
sport. According to th®lympic Movement@gend 21, the definition ofsustainable
development is t@satisfy the needs of the present generation without compromising the
chance for future generations to satisfy thefpsQ7). It haghree objectives: 1) improve
socioeconomicconditions in host comnmities; 2) prote¢ the environment through sport;
and 3)combat social exclusion. This wa fundamentaolicy shift that identified
general actions to be undertaken when hosting the Games, as deflhasthe role the
Olympic Movementvould endeavora playin the improvement of community and
environmental welbeing Olympic MovementOs Agenda499). In addition e

controversy over these issues led the I0C to adignnial World Conference on Sport
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and Environmenbeginning in 1999, in whicthe government, ngovernmentsport,
legal andndustrysectors gathered to participate in the debate.

The conflictbetween the costs of hosting the Games and the limiteditseio a
host community is aentral issudor organizing committees and hodies alike.Sport
megaevents have significant capacity to shape the image of theityoahd offer
opportunities to stimulate economic growth (Manzenreiter & Horne, 2005). In particular,
heightened awareness of the host city through media coveragacesases iourism
and inpromotion of sporaind physical activity, hawaotivaed political and business
groups to view sport megavents likethe Olympics as a vehicle for urban economic
developrent (Emery, 2002). However, concerns remain atimactal benefactorsand
the potentially negativenpacts (financial costs, environmental and social consequences)
that may beff-loaded in thénostregion onto other groups

While the motivations foa cityto host the Games often parakberporate
sponsosO expectationsuch adbusiness opportunities and brand awareness (Barney et al.,
2002), urban social prtdms are increasingly important as wglenskyj, 2000; Lenskyj,
2002). The latter raise questions abehb will pay andwho will benefit?Although

global awareness, economic gain, national pradel image enhancement arajor

11n 1999, the Olympic Movement adopted Agenda 21 for the sports community, addresssdqiss
challenges, to ensure sustainable development of sport. In cooperationteritiational Sports

Federations (IFs), National Olympic Committees (NOCSs), Organizing Committees of the Olympic Games
(OCOGs), and the United Nations Environment ProgfidiMEP), the I0C has launched a series of

programs and activities raimg) from organizing a biennial World Conference on Sport and Environment to
organizing local activities during the UN World Environment Day that is held every year oB.June
http://www.dympic.org/uk/organisation/missions/environment/sustainable_development/index_uk.asp



factors that stimulate corporations to link their names and products to the Games, local
politicians and business leaders often do not take adequate action to fulfill ©lympi
promises of dramatic urban improvememizde during the bid phaleenskyj, 2000, p.
111). Research shows that host cities often fall short of solvingsbese concerns
such asantipoverty programs dheinclusion ofpublic participation during therocess
(Andranovich, Burbank, & Heying, 2001). Some host citi@gemade promises for the
inclusion of norelite interests in their bid plans, yet social impact studies conducted after
several Games reveal that hundreds of homelesdepeepe subjectetb relocation or
wereexpelled from the host city to create a Ogood imageO (Lenskyj, 2000).

For the host city, economic opportunitiesided from the Games are often a
primary goal of an Olympic bid. These opportunities include job iorgaburism
revenues, and global media exposure as a Oworld classO city (Aiddra al., 2001;
Preuss, 2004 Howevereven thoughhe Olympicrelated economic boom may bring
shortterm employment opportunities, it may also brangse in the cost of livingind
disadvantagefor the poor(Burton, 2003; Preuss, 2004&qually important, hostg the
Olympics typically leads tsocial pressures to relocate homeless people and rehabilitate
youth at risk (Lenskyj, 2000).

The environmental side of the Games has recaidased attention since
Lillehammer 1994, and there has been success in mitigating environmental impacts and
using the Games to enhance environmental awareness and initiated environmental

programs. The same has not been true of social programs, althaughchanging.



The Sydney 2000 Olympicéor examplepioneered the OGreen Gar@ewhich
made great progress towards fulfilling the commitment to stagere environmentally
responsible Summer Olympics (Chernushenko, van der Kamp,#§tA001). Dspite
this success, howevekboriginalissuesand homelessness prebis left criticisms of
what was actuallpchieved I(enskyj, 2002). Sydney 20@femonstrated that pursuing
sustainable development can be achieved through successful stakeholder engaggment
a system approach emvironmental protection. To illustrateynvéronmental groups,
especially Greenpeace, not only assisted in developing a bidaaged environmental
guidelinesbut also served as independent monitors to evaluate and critiquarttesG
performance. Through integrating water conservatiormasiemanagement practices
into all planning and implementation, for example, Sydney 2000 sehew a@lobal
standardor evaluating the sustability of future biddChernushenko et al., 2001

The Beijing 2008 Games madepnacedented efforts to prepare and stage
OGreen OlympicsO (one of its three key th8rireterms of largescale environmental
improvements in the host city. As the first developing cquiathost the Olympics,
China irvested a total of US¥ billion on environmental initiatives for tiBeijing
Gamesnot only to fulfill its original promises in its hithut alsato achieze ambitious
commitments tenvironmental sustainability (UNEP, 2009). Based on a recent

evaluation onducted by Greenpeace (2008), the Beijing Organizing Committee for the

2 Three themes of Beijing Olympic Games were O Green OlympitschiOlympics and
PeopleOs OlympicsO. Retrieved March 10, 2009, from
http://en.beijing2008.cn/90/95/article212029590.shtml




Games of the XXIX Olympiad (BOCOGand the Beijing municipal government created
a positive legacyn terms of environmental initiativder the city (Greenpeace, 2008)
More importartly, the 2008 Games raised the environmentablgancluding public
transportation, waste treatmeand green Olympic venues, according to an independent
assessment by the Uait Nations Environment PrografdNEP, 2009). As a result of its
achievements ihosting the Gamethe Beijing Municipal Environmental Protection
Bureau and BOCOG won the firgter IOC Award for Sport and the Environment for
Asia at theBth World Conference on Sport atfie Environmenin Vancouver on March
30, 2®M9 (Benjamin, 2009)l attended thevaard cererony and witnessed the historic
moment that night ithe Vancouver Convention Centétevertheless, some
shortcomings®nd missed opportunities also waighlighted by Greenpeace. These
included the lack of mandatory guidelinesrfethical procurement and construction
materials used fahe Gamessuch ag-orest Stewardship Cocih(FSC) certified timber,
and tre lack of engagement with nongovernmentghaizations in terms of usineir
environmental expertise to help preptoethe Games (Greenpeace, 2008; UNEP, 2009).
Realizing that hosting an Olympic Games has a significant impact on the host city
and community, the IOC launched the Olympic Games Impact (OGI) stadp2to
encouragéost cities to improvanpacts thouglprofessional planning processelaed

to staging the Game# total of 154 indicats were originally proposed to measure three



dimensions of sustainabilityeconomic, socialand environmentdlLeonardsen, 2007).
In 2003, the 10C required all futur@@licants and candidate citigsconduct an OGI
study inpartnership with an independent research institute. Vancouver 2010 and London
2012 are the first Winter and Summer Games, respectively, thalblagated to submit
an OGlI report as part of their BloCity Contractsvith the 10C. Beijing 2008&oluntarily
produce anOGI report in partnership Wi Renmin UniversityBeijing to be 15t2004).
VANOC is the first Organizing Committébat has integrated sustainékiinto
its mission statemerind apgded sustainability principles in all aspects of the GamesO
planning, operationsgnd delivery Yancouver 2010 Sustaindibj Report 20090 06).
Detailed commitments for theeltivery of social, economj@nvironmental outcomes and
benefitswere incorporateth the Host City Contract with th®C in the Candidature
phasgVancouver 2010 Bid Book, 2002 major challeng for VANOC as a result was
how tofulfill the promises made during the bid, meet the expectations of the community
and the IOC, and stage astainable Games with minimal negative impact.
This raises th@mportantquestion of hovthe opportunities of the Olympic Games
can best be mobilized to support sustainable legacies in theityctd communityOne
clear possibility is to examine th@mortunities presented by the Olympic Partners and

their own corporate social responsibility (CSR) progrdmsther words, these problems

3 A total of 126 indicators were used in the first Olympic Games Impact (OGI) study for the
Vancouver 2010 Olympic and Paralympic Winter Games conducted by the UniaéBittish Columbia
*UBC). Retrieved December 5, 2010, frdrtip://www.publicaffairs.ubc.ca/2009/12/04/pgeamesimpact
study-for-2010-olympic-winter-gamesfinds-modestbenefits/




must be solved through the pursuit of economic goals in parallel with social and
environmetal objectives linked tgustainability (Chernushenko et &001). While

Owen (2005, p. 1) argues, Oempirical research does not find evidence of statistically or
economically significant positive impacts@rtmegaevents like the Olympic Games

and the FIFA World Cup have ireasingly been viewed as tools for social development
in urban communities aral platform forthe reduction of social exclusion and crime
(Chalip, 2006; Manzenreiter & Horne, 200B).essence, this conceptognsistentvith
theoretical frameworks of CSRhich is defined as Oa commitment to improve
community welbeing throughdiscretionary business practices and contributions of
corporate resourcesO (Kotler & Lee, 2005, pn3)ractice, CSR has become an
increasing priority for corporations to integratecial issues into the strategic
management of their businesses to obtain a wide range of benefits. The following quote

indicates the important development of this trend.

For many years, community development goals were philanthropic
activities that werseen as separate from business objectives, not
fundamental to them; doing well and doing good were seen as separate
pursuits. But | think that is changing. What many of the organizations that
are represented here today are learning is that cugtigg inmovation and
competitive advantage can result from weaving social and environmental
considerations into business strategy from the beginning. And in that
process, we can help develop the next generation of ideas and markets and
employees.

Carly Fioring HewlettPackard, at the Business for Social Responsibility
Annual Conference, No 12 2003 (Excerpt from Kotler & Lee, 2005, p. 1)



Given the critical importance of the impadf staging the Games, adopting a
CSRapproach could assist with achievingipoe, sustainable outcomés the host city
and community. In order to stage a successful reggat like the Olympic Games, it is
argued that the host city must focus on how to achieve economic, environraedtal
social responsibilityvhich is also ciéed the Otriple bottom lineO as opposed to the
traditional financial bottom line (Elkingtod999 Savitz & Weber, 2006and more
importantly, integrate these sustainability goals into the planning and opseadtihe
Olympic Games.

Since the 1984 Sumer Olympics, corporate sponsors have played an
increasingly central role in financing and hosting the Olympic Games. Organizing
committees, like VANOC, invest considerable effort in recruiting corporateguvaramd
managing the ofteaomplex relationshipthat result. Given the significant financial
support provided by corporate sponsors, building partnerships and managing the
relationships with these corporate partnersihagasingly becompart ofthe solution to
sustainability for host cities. Publ@mmercial partnerships can create positive changes
for both sides (Kanter, 1999).

For a megaevent organizer, partnering with corporations, governnaemt the
community could be an effective way to achieve these goals because some Ocorporate and
nonprdit organizations want to increase their CSR impacts and be perceived as good
corporate citizens by stakeholdersO (Babiak & Wolfe, 2006, p. Ri&}ebate on this

matter is not limited to the realm of sport but has been taken up Withstrategic

10



manaement literature. While sport sociologists raise criticisms of the side effects of the
Olympic Games, sport management theorists/scholars are exploring stoitiesolve

these challenges. Chalip points out that:

[1]f the occasion is a sporting evertetsport may be the catalyst, vehicle,
or rationale for the felt sense of importanioet is neither the object nor
the causé&[T]here is more going on than Obrkand circusesO in sport
events(Chalip, 2006, p. 110111)

This point raises questions af\u social issues are identified in relation to sport
events and how to use theent to generate sustainablécomes. The landscape
concerning Olympic impacts has changed over the past two decades, shaped by politics,
economic impactsand social issuetndeed, it could be argued that the Olympic
Movement of the 1980svith the growth of sport niketing and, more recently, gravg
concers over social issuesire just some dhefactors that researels shouldaddress.

The Olympic Games are about morarttathleticism and celebration, they have also
created opportunities for legacies throymiblic-private partnerships thptovide
benefits beyond what eacinit could do separately (Baki& Wolfe, 2006; Kanter,
1989).With this view, it is important toxamineinter-organizationatelationships
between sport and business regarding best CSR practatéswarsuch knowledge is
usedwithin the networks of various relationships.

Theunderlyingthesis of my study is that progressive management of sponsorship
relationships has the potential to link fhdividual CSR programs @&ponsors with a

broad range of sustainability (economic, environmental, social) initiatives, undertaken by
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the organizing committee and add to the potential for positive and sustan&dnenes
from hosting the Olympic GameBhe Olympic GameSfinancial health and
environmental and social impacts are important concerns for the future success of the
Olympic Movement and underscore the need to come to terms with how hosting the

Olympic Games can have a sustainable paslitive outcome.

1.2 Research Objectives and Questions

The purpose of this study w#o investigat how corporate sponsorship could
contribute to Olympitsustainability(i.e., economic, environmentand social
sustainaility, also called the Otriple bottom line®he research focuseu the
partnership management strategies between VANOC and six national Vancouver 2010
corporate sponsarwith an emphasis on the role of social responsibility imperatives in
shaping corprate investment in sport and social developmEme. overall goal of the
study wa to examine how these relationships sapport the sustainability initiatives of
the Olympic organizing committees in host countries. The best pracijmeactof the
study was intended to providebetter undestanding of how the Olympics coulte

operated, in terms of corporate sponsorship, to achieve sustainability goals. The results of

*While VANOC was responsible for the Winter Olympic and Paralympic Games, this study only
focuses on the Olympic Games. Additional research is required to determine how sponsorship relationships
were tied to sustainability for the Winter Paralympic Games.

° Drawing on industry languageuse the tern®best practicesO in this dissertatiaii,realize
that insufficient research has been done to determine whether they really areS@begi@is in finding
chapters.
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the study are meatd helpOlympic managemenmtractitioners and policynakersengae
economic, environmental, asdcialresponsibility issuesiore effectivelyin planning
and staging the Olympic Games, identified by th®©lympic organizers and the
corporatesponsors themselves.
To focus the study and help accomplish the study dbgs:the following
research questions were developed:
1. What werethe strategic motivations for VANOC to establish sustainability goals
for Vancouver 20107
2. What were thetsategic motivations of corporations to enteo the Olympic
sponsorship in relabin to sustainability?
3. How couldsport sponsorship relationships be managed to achieve the Vancouver
2010 Winter Olympic GamesO sustainability goals?
4. How wereVANOC and the corporate sponsors planniagvaluate the
attainment of Olympic sustainabilitygls?
5. How couldcorporate sponsorships be activated using Corporate Social
Responsibility programs of the sponsors to support the sustainability goals of the
Organizing Committee?

6. In what way(s) can corporate sponsors work together to facilitate thisssfbc
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1.3 Significance of Study

This project makes several contributions to the understandingeof
organizationatelationships, sport sponsorship and CSR in sport everdagearent. First,
while there is a significant literature on intaiganizationbpartnerships among
commercial organizations (e,&hild & Faulkner 1998 Culpan, 2002; Huxha&
Vangen, 2005; Kanter, 1989; Lorange & Roos, 198&re has been little investigation
of therationale and processassociated with establishing partngostbetween nonprofit
organizations and business sectéisspy, Thibault, & Kikulis, 2004)In particular, there
is a lack of research focusing on relationships between the Olympics and corporate
partners in relation to sustainability goals. A qualiettdy oforganizing committe®
sponsorsustainabilitypractices is timely and can hdlpexpand our understanding of
how social responsibility imperativean helpshape corporate sponsorship andnt
sustainability outcomes.

In addition, although aetationship approach to sponsorship emphasizes the
importance of understanding the mechanics of corpefaié relationships (Cousens,
Babiak, & Bradish, 2006; Urriolagoitia & Planellas, 2pdittle research has been done
on how to manage the relatiofshin terms of appropriate structures, proce e
evaluation strategies. Recent research shbatssponsorship can operate as a strategic
investmenfor both sponsors and sports entities (Amis, Pant, & Slack, 1997; Yang,
Sparks, & Li, 2008and thatunderstanding the mechanicsspbrtsponsorship

relationshipss critical for sponsorship succe®3lkkonen, 2001; Urriolagoitia &
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Planellas, 2007Yang et al., 208). Neverthelesghere is a lack of research focusing on
relationships between event orgaars and corporate partners, particularly with respect to
how CSR motivations might be relevant to organizing committee sustainability goals as
now mandated by the I0C, includiegonomic development, social inclusiand
environmental footprint reductio This study identified the major relationship factors

that influence corporations to be involved in both Olympic sponsorship and
sustainability.

Finally, this research project has practical implications. By studying the
collaborative relationships linkgo accomplishing sustainability goals, it identifies ways
in which social leverage may resonate with economic leverage (Chalip, Z8@&tudy
specfically examined how corporate sponsors can support grassroots sport and social

developmentranging fran local tointernational programs.

1.4 Structure of Dissertation

The dissertation follows a traditional structure with chapters organized to provide
an introduction and rationaleeview of literature, methodology, a report of findings and
finally a discission. Thixhaptethas summarized thevolution of sustainability in the
Olympic Movemenbver the past thirty years, and has provideatianat for
undertakinghisresearch, anohvestigatinghow corporate sponsorship can contribute to

Olympic sustaiability.
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In Chapter 2, théheoretical and substantive literature is reviewed. The work of
scholars who have developed theoriemtdr-organizationapartnership (including
knowledge of collaborative advantages, cooperative giratend strategic adéinces) and
partnerships between sport and commercial se@msliscussed. Following this, |
describe theoretical frameworks of sport sponsorship, paying special attention to the
concept of sponsorship relationships in the Olympic context. lpatsade a discussion
of the CSR literature, and previous research that focuses on managing padmeciitp
link to CSR initiativesDrawing onthese theoriesncluding partnership, sport
sponsorshipand CSR, | conceptualize a theoretical framework thatectualizes my
analysis forthe findings chapters. In particular, Frisby et al.Os (2004) framework of
manageriaktructures and processes providdmsis fomy framework and helps to
identify gaps in the existing literature.

In Chapter 3, thenethodolgy and methods that were used to address the research
guestions are discussed. A detailed ratiorsapgovidedfor choosing the researchsea
and an explanatiois givenof the data collection proced2otential problems of this
approach are discussed.

The indings in relation to my sikesearch questions are presented in Chagter
5, 6 and 7, respectively. Chapter 4 presents motivations for VANOC to establish its
sustainability objectives and motivations for corporate sponsenstén into Olympic
patnership.Chapter 5 explores the three phases of partnership management. In particular,

by examining the managerial structures and processes, key elements that influence

16



partnership success in relation to VANOCOs sustainability objectives are iddntified.
further refine the theoretical model described in Chapter 2 to make the connection
between corporate sponsorship and Olynspistainability, and | offer eonceptual
model for managing sponsor partnerships to achieve sustainability in this clespiesr.
around sponsorship partnership including tension between VANOC and media relations
are presentedhapter Gresents the results about the relation between sustainability and
CSR, the governance structure through which VANOC proposed to achieve its
sustanability goals, and the method that VANCO used to evaluate its sustainability
performancefollowed by a discussion of issues around VANOCOs sustainability
objectives Chapter tlescribes the Vancouver 2010 Sponsor Sustainability Initiative (SSI)
as a cdhborative network for corporate sponsors to activate their Olympic sponsorship
on sustainability. | provide evidence thatamgational learnings a useful framework to
help account fothe sponsorship activation phenomena in the contettie¥ancouve
2010 Winter Games.

Chapter 8llustrates how a nefior-profit organiation2010 Legacies Now
actedas a unique entity to leveratiezlegacy of the/ancouver 2010 Winter Games.
This notfor-profit organization, in partnership with different levefggovernment,
Olympic corporate spons@rand communities, capitalized opportunities presented by
the partnershipt help build sustainable legaciesthe host communities.

In Chapter 91 synthesize and summarize the findings of the case dtuly,

in Chapter 10l discuss the contributions and possible implications of this study for
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future event organizing camittees and corporate sponsors. The limitations of the study
are acknowledged in this chapter. | also offer $dfea future research e area of

Olympic sustainability in terms of corporate sponsorship.
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CHAPTER 2

LITERATURE REVIEW

In this chapter, | eXpin the theoretical approach of teiidy, drawing on
research on partnerships, sport sponsoysimng CSRI start with a brief disussion of the
concept of sustainability. In the secas®ktion, the literature related to partnership
formation, management, and evaluation and their uses in sport contexts and sport
sponsorship is discussed. Thitbdeories and research that examine @B®its use in
sport are presented, followed byiacussion of the potential links between CSR and
partnershipsFinally, an initial conceptual framewoik providedthat situates the study

within the literature.

2.1 Concept of Sustainability

Sustainabity is a concept that hasrange of differentneanings in different
contexs and disciplinegCrew, 2010)The lterature on sustainability is extensiva.
Google search in December 20i€ngthe term OsustainabilitgBulted in32,300,000
entries, ana search on Google Scholar, 2, 250, 800ies Even thoughhis
dissertation focuses on sustainability in gpert area alone, theigestill a large volume
of work that addressesport andsustainability both conceptually and empiricalfyor
exampe, a search on Osustainability in sportO turned up to 2,430,000 neSualts)le

and 53,800 resulen Google Scholar
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A milestone in the application of sustainability to sport was the introduction of the
termin the Brundtland Commission repof@ur Comnon Future at the 1987 World
Commission on Environment and Development to UNEP®&averning Council
Sessiorwhere it waglefined as Odevelopment [that] re¢leé needs and aspirations of
the present generation without compromising the ability of fuyererations to meet
their needsO (Brundtland Commission, 1987, pTh& reportwent on to specify thaOlt
is not only a new name for environmentally sound management, it is a social and
economic concept as wellO (Our Common Future, p. 4, 195i8¢p1987, he concept
hasbeenfurther developetb encompaseconomic benefits, environmental protection
and social responsibiliyand now comprises an integrated paradigm widely known as the
Otriple bottom lineO (see Elkington 1999).

The sport managemeliterature offers a variety of frameworks and perspectives
on sustainability. Chernushenko (2001), for example, emphasizes the importance of
Otriple bottom lineO practices in sport event management in hiStstaknable Sport
Management: Running an Branmentally, Socially and Economically Responsible
Organization Lindsey (2008, p. 279y comparisonglaims that sustainability Ohas
become ubiquitous in sports development policy and practicés@he result that a key
definitionalchallenges toprovide a frameworkhat is sensitive tssues in sport
developmenitself. LindseyOs framework identifies four forms of sustainalility
individual, community, organizational, and institutioBdb help address these

definitional issues. Despite thavdrse meanings of sustainability, Krysiak (2000) argues
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that any viable definition of sustainability needs to include the Operspective [of] the future
consequences of present actionsO ( p. 483). This implies that responsible-decision
making in sport margement needs to consider the future impacts of present choices, a
point which effectively elevates the Otriple bottom lineO to a functional component of
day-to-day planning. Such an understanding means that an organization that wants to be
sustainable musveigh the potential tradeffs of shortiterm versus longerm benefits of
business decisions and strategies on an ongoing basis (Crew, 2010; Lindsey, 2008).

The usevalue of any particular definition of sustainability depends on its scope
and applicatia to the particular case being studied (Reilly, 2009). As described in
Chapter 1, sustainability has been one of the three pillars of the Olympic Movement since
2002, and was an important part of the Vancouver bid for the Winter Games. Given this
connedbn, | have elected to use VANOCOs working definition of sustainability
Omanaging the social, economic and environmental impacts and opportunities of our
Games to produce lasting benefits, locally and globallyO in this dissertation. The reason
for choosirmy this definition was to help focus the study on VANOCOs operations and
sustainability objectives and thereby to help fulfill the main objective of the research,
namely to identify the key partnership management strategies between VANOC and the
six nation&corporate sponsors with an emphasis on the role of social responsibility
imperatives in shaping corporate investment in sport and social development.

VANOCOs definition of sustainability also provides a useful framework for

exploring the relationship beeen sponsorship management and sustainability. For
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example, a decision between VANOC and its corporate partners to support the costs for a
higher LEED building standard for a venue could potentially havelestang benefits

for the host community iretms of a reduced carbon footprint. Given the scope of the
Olympic Games, the Otriple bottom lineO approach has significant potential impacts.
Among its potential benefits is it synergistic emphasis on strategically planning and
managing economic, envimmental and social impacts to derive sustainable benefits
through sport, rather than on focusing on cost saving andtshareconomic benefits

alone (O'Brien & Chalip, 2008). Despite the merits of this definition, however, one
criticism of the Otriple tmm lineO approach is the tendency by some to view the three
areas as contradictory, with competing interests, rather than as complementary (Crews,
2010).

The focus of this study was on examining how organizing committees can build
synergistically on spwsorsO corporate social responsibility (CSR) programs and manage
sponsor relations to achieve mutual sustainability goals. It is important to acknowledge
that the concept of sustainability overlaps and intersects with organizational policies and
practicesn the area of CSR itself (Reilly, 2009). Further discussion of the CSR literature

is provided later in this chapter in Section 2.4 Corporate Social Responsibility and Sport.

2.2 Partnerships and Sport

Partnerships haveecome increasingly importaoter the last two decadés the

increasinglycompetitiveglobalmarkeplace The development of partnerships represents
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a paradoxical procegcooperating with other organizations but gaining a competitive
advantage against rivals (Culpan, 2002; Lorangeo&dR1992). Inthe sport context,
Babiak (2003) defines partnership @& longerm, planned strategic action between two
or more organizations with the objective of serving mutually beneficial purposes in a
problem domainO (p. 6). In this study, the mebdomain is Olymig sustainability
Indeed, partnerships reflecetdynamic interactions of int@rganizationatelationships.
Researchers and practitioners have focused on partnership formation and management as
a strategy through which organizatiar@n explore innovative ways to achieve synergies
(Child & Faulkner 1998 Kanter, 1989; Huxham & Vangen 2005; Lorange & Roo0s,
1999.

The rationale for an organization to seek partnerships with otganizations
stems fronintensified competitive pressaiin the international busss environment that
is changingrapidly because of political, economic, social, and technological advances
sweeping the world (Culpan, 2002; Kanter, 1989). The motives for forming sipe
(or alliances) includaccessing &w resourcespossibilities fo entering emerging
markets ppportunities foorganizational learning, arabtaining knowledge and slsl
that could not be accesseddnch unit individuallyChild & Faulkner, 1998 Culpan,
2002; Lorange & Roos, 1992). Adf thesemotives aim at sharing financial risks and
reducing uncertainties in a changing environment.

From a theoretical perspective, Faulkner and Rond (2000, p. 4) have found that

there is an absence of a generally accepted and unifying thebeyemgting literature
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on interorganizationabr partnership relationshipand that empirical studiesostly
have beerframed within either economic or @ngizational theories. The ofteited
economic theories include strategic management theory, transaasioanalysis, the
resourcebased view, agency theory, game theory, and real option the@ydition to
this, Faulkner and Bnd (2000) indicatéhat a number of explanations of cooperative
strategy exist withithe organizational theory literature, emapassing resource
dependencgeorganizational learning, social network theory, the ecosystems view, and
structurationist perspectives. Among these theoriesemircebased viewsocial
network perspectivandorganizational learningheory have shown ¢hmost promise in
context and arasedto provide a conceptual foundation for tthesis (Figure.1).
Figure 2.1 A Theoretical Framework for Conceptualizing Sport Sponsorship

Relationships

Organizational Leamning Approach
* Knowledge transfer

* Sharing experiences

* Improving performances

Sport Sponsorship
Relationships

Resource-based View Social Network Perspective
* Lasting relationships * Dyadic relationships or

* Imperfect imitation Interactive networks

* Distinctive competence * Bringing in value adding
relationships
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According to Faulkner and Rond0@0), theresourcebased viewakes the
approach that a company can achieve and sustain a competitive advantage by having a
bundle of unique resources and relationships that are durable and difficult or impossible
to imitate or transfer perfectly (p. 10)o illustrate the unique resources that VANOC
and different corporate sponsdmsng to theirsustainability effod aregood examples of
unique resources. In particuldneir sport sponsorghrelationships cannot lmkiplicatel
by othercorporations thiaare not Vancouver 2010 sponsdtg to the exclusivity of
Olympic sponsorship (c.8Zguin & Reilly, 208).

The concept ofocial networkss defined ashe Opersistent and structured sets of
autonomous players (persons or organizations) who operé#te basis of implicit and
openended contracts, which are socially rather than legally bindingO (Faulkner & Rond,
2000, p. 20). This perspective provides a theoretical framework that underpins empirical
studies focusing othevalue creation process thrdug/hichthe workingdynamics and
evolution of collaborations came examined. While a resourbased view explains why
VANOC and its relationships with corporate sponsors are durable and can be cultivated
as intangible assets, a social network perspeetiptres how the valise relationships
are created.

Organizational learningefers to Othe capability of organizations to acquire,
disseminate, and retain new knowledge so as to improve future performance (Child &
Faulkner, 1998), and is of particulatarest if each partner possesses a different set of

capabilities and experiencesO (Faulkner & Rond, 2000, p. 19). In the case of VANOC and
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its corporate partners, organizational learning appedraviebeen of significant
importance in their collairativeprocess. VANOC is a nonprofit organization whose
mission and objectives were stage a sustainable Winter Olympic Games. By
comparisongorporations might seek profitaking opportunities through spomisg
Olympic Games. A key question is how can thesework together to attain VANOCOs
sustainability goals? Learnirapout how to enhan®istainabity could potentially
benefit all parties inMeed (Senge, Laur, Schley, & Smitk006). More importantly,
organizational learningn a network obrganizatbnshas potential to create value by
strengtheimg and achieving efficiencies along with better redhltsugh effective
management of partnerships (Child & Faulkner, 1998).

Thesethree theories have been chosen because they araspetentially
synengistic and because in combination they providgeoae useful and compelling
frameworkthan other single emphasis moddlke primary purpose of this approaitiat
integrates the three theories is to create a better way to describe the value creatisn proces
of sport sponsorship relationships. Althougdmsaction cost theory also has based to
successfullyanalyze sponsorship transacatioroblems and benefits, this approach
focusessingularlyon the exchange costs involvadthe process of negotiationd
renewal of sponsorshifam, Batty, & Dean, 2005)ather than on collaboration to create
new value togetheaand therefore is not used here.

Recent empiricatesearch shows that ceasector collaboratiommcreasinglyhas

beenembraced by all types ofganizations (i.epublic, nonprofitand commercial
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units). For instance, Kouwenhoven (1993) argued that ppbiiate partnership (PPP)

has risen as a strategy to reduce governmentOs expeawiitiméng about more efficient

and effective governmeffiinctioning. In adition, Kanter (1999) suggestduhat

partnerships between business and public sectors have emeagei@svative wayo

Oproduce profitable and sustainable change for both sidesO (p. 124). Huxham and Vangen

(2005) illustrated thainter-organizational collaborations, such as the Oalliance for social

inclusionO and the Ohealth promotion partnersaipa@eful ways to fulfill social

missions. These studies focused on mawprofitorganizations and their corporate

sponsors are collabdhag to attain CSR goals. The keys to success involve actively

integrating social responsibility imperatives into their partnership agenda and effectively

managing the partnerships. In the management phase, some components including

effective communicatigrmutual trust, and learning to collaborate in order to overcome

complexities are critical to the partnership success (Huxham & Vangen, 2005).
Partnerships among organizations are now a familiar feature in the leisure and

sport sector. In terms of partséip management, Shaw and Allen (2006, p. 209)

examined sport development partnerships among three nonprofit organizations and found

that the level of intensity of partnership management, or balancinganeéunder

management, is the key to partnersfilpngterm success. Nevertheless, Thibault,

Kikulis, andFrisby(2004) revealed that the existence of both social and business goals

within publiccommercial partnershipseated tensions thatdéo complex situations for

managing these partnerships im@dian local sport and leisure departments. These
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research findings revealthat in a context of budget shortfadlad cutbacks, partnerships
generallyarecreated with positive expectations, which incldidapitalizing on
opportunities and access to moesources, improving provision of programs and
senices, and reducing uncertainty.

Despite the expected advantages of partnerships, there are a number of major
barriers to, and shortcomings partnerships. Some studies repdttigh failure and
termindion rates due tinadequate management of collaborative relationshipk as
inappropriate structusgineffective communication, arahunwillingness to learn (e.g.,
Kanter, 1989; Lorange & Roos, 1992). In contrast to collaborative advantages, Huxham
and Vangen (2005, p. 60) reat that collaborative inertia casccur when Othe output
from a collaborative agreement is negligible, the rate of output is extremely slow, or
stories of pain and hard grind are integral to successes achievedO. Significabift
al. (2004) found that in the local Canadian sport and recreation contextaaaged
partnerships can causerious problemfor all parties. For example, structural problems,
such as lack of policy guidelingsnsufficient human resourcesdinsufficient time
commitment to partnershipsimultaneously lead imadequate managerial processes,
such adifficult negotiatiors and communication, and a lack of proper evaluation. It is
evident that proactive attitudes toward dealing withehesries, trying to overcome
them collaboratively rather than avoiding them, can increase the possibility of achieving
partnership success (e.g., Huxham & Macdonald, 1992; Kanter, 1989; Mohr & Spekman,

1994).
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As a considerable numband kindof organizationainteractionscanoccur,
partnerships can take on a multitude of forms. In general, partnerships were widely
adopted in the OhypercompetitionO businesses (e.g., the IT industry) and emerging
markets (e.gthe Chinese marketyarious brms ofinter-organiationalrelationships
have emergedncluding strategic alliances, joint ventures, outsourcsupplychain
partnerships, R&D joint projects, licensing agreementsnadketing alliances, and
sponsorships (Culpan, 20Q2arrelly & Quester, 20@G5 2005b; Hxham & Vangen, 2005;
Kanter, 1989). In the casd crosssector collaboration (e.qapnprofit and business),
thereusuallyaremore complexities due to competing values and different professional
mindsets Thibaultet al.,2004) In order tounderstand &w partnerships can be managed
creatively to tackle complex social problems within the sport context, the following
section examines the ways and extent to which sport sponsorship relationships can be

managed as partnerships in terms of &R practices.

2.3 Conceptualizing Sport Sponsorship Relationships as a Partnership

Recent developmenis sponsorship theory and practice suggfestcorporate
sponsorshifis a strategic investme(mis et al., 1997, Yang et al., 2008nd that
partnership area sophisticated wayo approach sponseelationships in a global
environment (Farrelly & Quester, 20052005b Hecox, 2005; Roy, 200%rriolagoitia
& Planellas, 2007Yang et al., 208). These developments include the growing use of

sponsorship agartnerfipsthrough which parties to the sponsorship agreements share
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resources, skilland knowledgén the pursuit of competitive advantages in the local and
international marketplac®espite these developmenitt/e research has been done on
how such spors partnershipsnight contribute to sustainability goals.

Traditional sponsorship theoritend toview sponsorship as a communication
tool orpart of amarketing mixfor corporations to increaggand awareness and enhance
corporatémagewhicheventally drives sales €.g.,Cornwell,1995; Cornwell, Roy, &
Steinard II, 2001Farrelly, Quester, & Burtor,997; Meenaghari,991). In this sense,
corporations pay sponsorship fees to buy title rightor advertising right¢e.g., to
placethe corporate namer logo on the venue or play@s<lothinp to obtain media
coverage and public exposuyidullin, Hardy, & Sutton, 2004)However, aelationship
approach to sponsorship significantly broadens the scope of the functions of sponsorship
to include strategiactivities, such a®ng-terminter-organizationatelationship building
and stakeholder relationship management (Chadwick, 2002; Olkkonen, 2Za&bhift
invites are-conceptualization gbresent understandings of the investment value of
sponsorshiphat istypically set in terms of marketing and public relations, and to
considerthe value okponsorship as a strategiartnershign more global and
fundamental termgn this sense, sponsorshymdualy hasbroadenedts uses to
encompasgartnershipin whichthatboth partners create collaborative advantages or
synergies in addition to their marketing transactions. For example, recent research shows
that community involvement and social responsibility, as well as improving employee

relations, were Ighly rated reasons for corporations to get involved in Olympic
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sponsorship (Apostolopoulou & Papadimitriou, 2004). It is argued that CSR initiatives in
conjunction withcorporate sponsorship can be part of this paradigm shift, creating value
beyond sponsship exchanges.

According to Urriolagoitia and Planellas (2007), Oa strategic alliance is a close,
long-term, mutudly beneficial agreement in which resources, knowledge, and skills are
shared with the objective of enhancing the competitive positionctf gartnerO (p. 158).

A strategic alliance&an be constructed either as an equity alliance, an independent
business unit in which alliance partners share equity, or-&quity alliance, which is a
distinctinter-organizationaéntity without requiring stre of ownerships (Culpan, 2002).

Sponsorshipypically is Othe acquisition of rights to affiliate or directly associate
with a product or event for the purpose of deriving benefits related to that affiliation or
associationO without transferring owngrsB{Mullin et al., 2000, p. 254). Based on this
understanding, sport sponsorship is a-aquaity alliance (Farrelly & Quester, 2005b).

Like any other norequity alliancemostsport sponsorshiparea loose, mutual benefit,
contractual agreement often aut formal organizational structugearrelly & Quester,
20058h. Sport sponsorship relationships can be operated as a strategic alliance (or
partnership) and are recognized to possess typical attribiagsofequity alliance
(Farrelly & Quester, 20052005b; Uriolagoitia & Planellas, 2007).

Strategic management & emerging areia the sponsorship literature and
provides logical insights that have furthered our understanding of the dynamics and

complexities of sport sponsorship relationshigg.,Amis et al., 1997; Urriolagoitia &
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Planellas, 2007)Adopting strategic managementahies, Amis et al. (1997) arguleat

with a resourcebased viewsport sponsorship offetee potential to build strong and
lasting relationships that could provide ammetitive advantage for a company. This
theoretical framework was taken further in an examination of the iwayhichhigh
functioning and successfobrporate sponsodevelop distinctive competenaethe
selection, execution, and management of spohgoisvestments (Amis, Slack & Berrett,
1999). The significant contribution of the two studies is the recognition of the strategic
investment value of sponsorship relationships when they are viewed as a resaurce th
can be evaluated based on tradility to provide a company with competitive advantages.
Moreover, the finding from the two studies indicatieat companies are more likely to
obtain success when they integrate their sponsorship arrangements within their overall
corporate strategy (Amis et al.997; Amis et al., 1999). Although the two studies

provide a number of important insighteey do not address how to further understand the
relational process underpinning interactions between or among corponaserspand

sport organizations.

By adting a broadesocialnetwork perspectivesport sponsorship can be
undestood as dyadic relationships anteractive networks, through which relationships
are established, developed, maintajreed! terminated between sport organizations and
their corpaate sponsors (Olkkonen, Tikkanen, & Alajoutsijarvi, 2000). The application
of this perspective to sponsorship emphasizes dynamic and comtelesrganizational

interactions that happen in a corperaport relationship. Thitheoretical framework was
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tested in a case study of the NNHPS internationbsport sponsorship arrangement that
demonstrate that Osponsorship relationships involve interaction between various kinds of
organizations: public and private, profit amohprofitO (Olkkonen, 2001, p. 312)
Significantly, Olkkonen (2001) argued ti@tlifferent network actors britgthe
arrangement not only their own resources and capabilities, but also their own networks of
value adding relationshipg@ 309). Nevertheless, issues, sucascess to the
sponsorOs network of contacts, enhanced competitive advantages through asymmetry over
similar or competing organizations, and increased visibility or legitimacy were
overlookedO in OlkkonenOs (208tily according to Cousens et al. (2006, p. 3).

In addtion to these sponsorshgssociated cases that occurred in Western
countries and market contexts, Yaggparks, and L{2008) investigated sport
sponsorship relationships in the emerging Chinese market. Their research revealed that
forming strategic parerships between corporations and their sponsored sports is a
developing trend in China. They noted that forming strategic partnerships with sport
propertieds an effectivevay for multinational corporations to overcome cultural barriers
and maximize theisponsorship investment benefits (Yang et al., 2008). Although mutual
leaming appears to bienportant for bridging ctiiral differences and fostering
integration between international corporations and the Chinese sport organizations, the
authors did notraploy organizational learningheory to explain this phenomenon.

Organizational learnings an emerging theory that has not begtensivelyusedto
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explainsponsorship practiceNevertheless, corporatport partnership management fits
well with interorganizational learning and network theories.

Evidence of practices underpinned by partnership principles is found among
contemporary corporatgport relationships, wherein the general developmental stages of
sponsorship relationships are considered de aycle model moving tough phases of
formation, operation, and outcome (Urriolagoitia & Planellas, 2007). By tracing general
patterns of a strategic allianceOs development process, Urriolagoitia and Planellas (2007)
illustrated how the key characterestiof sponsorship relationships evolve over these
different stages. Although their life cycle model is a useful analytidoool
understanithg the development of sponsorship relationships, Urriolagoitia and Pknella
(2007) did not address issues suckxagusivity, contextthe partne selection process,
andcomplexities of managing such partnerships. Thus, there is a gap in the existing
literature regarding the justification for mutually beneficial relationships involving sport
properties and their coopate sponsors, particularly with respect to how CSR motivations
might be relevant to Olympic organizing committee sustainability goals.

In contrast to the mainly positive eviderioenuch ofthe sport sponsorship
literature, other researchdraveaddresed ethical dilemmas that may arise when sport
sponsorship is considered by both corporations and sport organizations (Howard &
Crompton, 1995; Slack & Amis, 2004). Several negative effects of sponsorships have
been idenfied as commercial benefiesxpeced by corporationgzor examplesocial

concerns of sport sponsorship include unbalanced sponsorship funding distribution
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between higkprofile sports and less popular ones, and disadvantaging fans who suffer
from alack of reasonable pricing and availabéating, which often brirggegative
social impacts on host cities (Slack & Amis, 2004). Moreover, there are contradictions
with sport being associated with tobacco or alcoholic beverage corsietiause
negative consequences, suctlidamk driving deathsdomestic violenceand physical
deteriorationpftenareseen to be related to sport sponkigrgHoward & Crompton,
1995).

In response to these critics, Margolis and Walsh (2003) drifna¢ Othe
challenge facing those who advocHte] corporate sdal initiatives then is to find a way
to promote what they see as social justice in a world in which this shareholder wealth
maximization paradigm reignsO(p. 273). They proposed a OhybridO strategy through
which publieprivate partnerships may be implemashto solve economisocial
dilemmas, by finding convergence and then building links between corporate social
responsibility (CSR) and financial performance (Margolis & Walsh, 200389). This
creates the possibility for integrating CSR approacheswdat managemestrategies
(eg., Olympic sustainability) isport sponsorship applications. In the next section,
mainstream CSR theories and practicesraviewed and their application to sport is

discussed.
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2.4 Corporate Social Responsibility and Spu

The notion that business has a responsibility to society is increasingly accepted by
both academics and practitioners in many fields of study (Lantos, ZD&gepts, such
ascorporate citizenship, corporate philanthropy, corporate community invatheme
corporate responsility, and sustainability all anatilized to describe CSR practices
(Kotler & Lee, 2005). Sice the 1970s, CSR hasolvedgraduallyand expanded from
corporate citizenship to sustainability, growing to encompass economic, enuitahme
and social responsibility or thériple bottom lineO as criteria measure corporate
performance (Sasse ®ahan, 2007). This idea specifidmt a susiaable business is
one that creates profit for its shareholder while protecting the enviroramemtproving
the wellbeing of the communitias whichit operatesSuch a business stands a better
chance of being successful in the future than one that foongest Oone bottom lineO,
for example, economics or finaatprofit (Bansal, 2005; Saxi& Weber, 2006)CSR
practices havlelped shift focus frorshareholdepriented perspectigghatemphasize
business management decisitmschieve profit maximizationo stakeholder
engagement that seeks to integsitkeholdersO interests ibtsiress operations where
corpaate and societal interestgersect (Cawll, 1991; Davis, 2005; Savitz & Weber,
2006). Given the complexities in an Olympic cont&xivever, the latter poses a number
of potential issues particularly in the environmental aulas areas

Also, the meanings and role of CSR have changed over time,aitidiam of

the CSR literaturés the lack of consistency amg researchers in definitige concept
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(Lantos, 2001; Lodge & Wilson, 2006; Sasse & Trahan, 2007). The fact tRataR&s
many different forms and is den by many different motives cwibutes to this lack of
consistency. Examples tfe range oforms of CSR includeold-style Ocorporate
citizenshipO framework (Caroll, 1979) to Onew corporate philanthropyO (S64th, 1

and GtrategicCSRO models (Lantos, 2001) to Osustainab(ity@nfeld, 2008; Speth,
2007). This makes conceptuaid empirical consistency difficult and can affect
interpretation and measurement of the legitimacy of CSR practices and results.
Furthermore, many of the definitions reviewed appear to lack key ingredseicts as
economic, environmeal, and social responsibility that would encompass the
relationships under investigation in this study. Thus, components of several definitions
providedin the extant literature were reviewed to develop a more comprehensive notion
of CSR.

Emerging from the management literafudasse and Trahan (2007) argued that
onerationale for companies to engage in CSRésmutually beneficial solutions it
provides forboth social needs arlde business sectdn order to obtain corporate
competitive advantages, companies have to improve the community environments in
which their businesses operatéhile encompassing several important varigldaesh as
tying socal needs with corporate strategy, thiglerstanding is missing a few critical
componentsike theconcepts of sustainability and sustainable developr@SR is not a

single strategy; it is @rocesghat evolves over time and requires a consideration of
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temporal effectsln addition, the notion of human rights in the workplace or marketplace
is not included in Sasse and TrahanOs (2007) definition.

According toBusiness for Social ResponsibiliiSR),a nonprofit business
associatiorthatprovides socidy responsible business solutidias its membersCSR is
defined asOachieving commercial success in ways that honor ethical values and respect
people, communities and the natural environmeB8R (Staff, 2006)CSR includes
issues related to busineshies, community investment, environment, governaand,
human righs inthe marketplace and the workpld&SR Staff, 2006). This definition,
while including key dimensions outlingateviously does not address a crucial element of
the international effarto foster balancing relationships between economic,
environmentaland social impacts (i.ethe Otriple bottom lineO). The Global Reporting
Initiative (GRI) Guidelines(2002, 2006) have developed this further and claimed,
OAchieving sustainability reqas balancing the complex relationships between current
economic, environmental, and social needs in a manner that does not comfuturgése
needs.O This conceptrrentlyis the most widely accepted approach to defining
sustainability GRI Guidelines2002).

More recentlySenge and his colleagues expresssithdar understanding in
their new bestselling bodkhe Necessary Revolutiandstate Qhe termsustainability
is widely used to express the need to live in the present in ways that do nadipoiie
futureO(Senge et al., 2008, 9;emphass in original). Ehrenfeld added to this with the

idea thasustainability is the possibility that human and other life will flourish on the
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planet forever@Ehrenfeld, 2008, p. 6; emphasis in originBsed on this approach,
more sophisticated stakeholder engagement is looking to rationalize the deciog
processaround Otriple bottom lineO.

In addition, companies realize that socially responsible performancestdhin
enhanced brand image argputation because a good reputation with the public and the
business community helps to attract capital and trading partners. According to Business
for Social Responsibility (BSR§ 2001 Environics International CSR Monitor survey
showed that the fact®most influencing public impressions of companies were social
responsibility (49%), brand reputation (40%), and business fundamentals (32%).

The besknown argument for a profthiased position on CSR was made by Nobel
prize-winning economist Milton Frieman in his article, OThe social responsibility of
business is to increase its profitsO (Friedman,, J2723. With the economioriented

CSR position, Friedman asserted that:

There is one and only onecsal responsibility of busineddto use it
resouces and engage in activities designed to increase its profits so long
as it stays within the rules of the game, which is to say, engages in open
and free competition without deception or fraud (p. 122).

While FriedmanOs (1970) view on business respdhsilvis to make profit for
shareholders, his recognition of legal and ethicgpoasibilities for businessxemplified
fair play by the rules ahebusiness environment. This was important because he

indicated a range of legal and moral obligations biginess must observia
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participating in free and fair competition, although he believed that solving social
problems is part of the role of governmemit business (Lantos, 2001).

Attention subsequentishifted froma profit-making orientation to a baaler
notion of CSR when Carroll (1979) argued that corporations should be measured not only
by economic criterigbut alsdoy non-economic ones. Carroll (1991, p. 42) suggested that
CSR is composed of four types of responsibilities:

Level 1: economild the foundational responsibility to provide goods and services
to society in profitable ways and to support the other three

Level 2: legal the responsibility is to obey the law,

Level 3: ethicall the obligation to perform in a manner consistent with social
justice and avoid societal harms, and

Level 4: philanthropilil the activities contribute resources to community and
charity and being a good corporate citizen.

The four components of CSR were framed in a pyramid with economic
responsibilities aabase(Carrol, 1991, p. 42. The popular pyramid of CSR has been
used widelyto analyze CSRelated issues patrticular in sport. For example, Babiak and
Wolfe (2006) utilized CarrollOs (1991) theoretical framework to investigate CSR
initiatives through Super Bowl XL iDetroit. Focusing on the ethical and philanthropic
aspects of CSR, Babiak and WolfeOs (2006) empirical study revealed that engaging in
CSR activities helped sport organizations to reduiticism and build a stronger brand

image. They found that the C3fttiatives of sport organizations are more likely to
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inspire public enthusiasm for social issues around health care for children, envi@nment
protection, and community welleing than other types of businesses because extensive
media exposure of megaents with celebrity athletes influences public perceptions. This
advantage may lead to Ononprofiganizations wanting to increase their CSR impact and
be perceived as good corporate citizens by stakeholdersO (p. 216).

In order to clarify the boundaries CSR, Lantos (2001) suggested three
distinguishing forms of CSR: ethical, altruistic, and strategic. Given that this framework

functions as parameters for diregt CSR practices, Lantos argued

[F]or any organization ethical CSR (avoiding societahigris obligatory,

for a publicly-held business altruistic CSR (doing good work at possible
expense to stockholders) is not legitimate, and that companies should limit
their philanthropy totsategic CSR (good work that édso good for the
business)2001, p. 595)

The debate over the ltighacy of CSR hasaken ongrowingglobal significance.
Tracing the trend of CSR practices in the business world, sonoeiiganies
increasingly have integrated social expectations into their corporate strategiggpudds a
by Davis (2005) in his famoudcKinsey Quarterlyarticle OWhat is the business of
business?0 (a.k.a. OThe biggest contract: Business and societffodndhmssy, the
relationship between business and society in this respect can be viewed @l a Osoc
contractO with obligations, opportunitiaad mutual benefits for both sid@savis, 2005).
Whereas someontengdthat the role of business is to maximize shareholdersO value in

terms of individual contracts, social pressures often dattatcompanies,in addition
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to governmentare imperative to providing solutions for unmet social needs and
satisfying new consumer preferences (Kanter91.99

Indeed, some companies demonstthéthey gain advantages by providing
these needs before their cortifes. For instance, Daviss (199%. 28&80) found that
Marriott International Incset up a 2our multilingual hotline to solve employeesO
personal problemthatused to be handled by social aid agencies. The project cut
MarriottOs turnover rate to BBrcentcompared with thaotel industryOs average of 100
percentor more. As a result, this CSR initiative has saved Matd8#3 million a year
for training and recruiting workers, while running the hotline costs $1million a year. Such
a CSR practicéhat helps improve corporate financial performance is not isolated. Ray
AndersonOs cardetn Interface IncsavedJS$76 million from 1995 to 1997 when he
adopted the Orecycling everything possible, releasing no pollutants, and sending nothing
to landfillsO paty, and hence his business bmea23% more eifient than his
competitordDaviss, 19930

These cases illustrate that botttime benefits can be gained through the socially
responsible performance of corporations and as a remfitsgand sociatesponsibility
are becoming inseparable (Daviss, 1999; Esty & Winston, 2006, Z2D8®)panies
should understand the fundamental trafe between business and society, which are
inherent in the social contract. Thus, it is imperative for business taC&fRknitiatives
to accrudo its shareholder value rather than to react to debates about whether or not to

take CSR initiatives. Moving from a limited shareholdeented perspective to the
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broader stakeholder approach, corporations may take sociatm®bk opportunities to
reinforce their social contracts in order to help secure, for the long term, the invested
value of their shareholderB#vis,2005; Reinhardt, 1999).

Nevertheless, the challenge facing companies is how to systematically incorporate
an awareness of social issues into their core strategic denisking processBonini,
Mendonca& Oppenheim, 2006)This challenge is critical becautte realization of
CSROs advantages for business per se can reshape the way of doing Badiwess

(1999, p. 33) arguedour trends are redrafting the contract between business and society:

(1) Good work and financial gain must balance; (2) Activists gain
leverage by becoming advisers, not adversaries; (3) Corporations will be
awdited socially jusas theynow are financially; and (4) Corporate social
identity will be as important as brand identity.

Bonini & al.Os (2006) approach triggeaskvolution in CSR practices because
the $ope of the social contraicicreasinglyhasextended from dirdcstakeholderdike
consumers, employers, regulators, and shareholders, to a wider range of stakeholders
such aghe communities where companies operate, the media, academics, citizen groups,
government, and theonprofit sector. &cial responsibility irperativesnow helpmany
organizations shagbeir way of doing businessdsor example, Nikeesponded to
criticism of its outsourcing by establishing a Code of Conductdinbids child laborin
its oversea factories (Nike Code of Conduct, 2007). Consaaomeern abouglobal
warmingis leadingauto companies taethink their product lines in terms of green energy

and fuelsln fact, research shows that the quicker a company responds proactitredy
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social pressures in relation to its competitors falséer it moves toward profitability.
ToyotaOs success with Prius is an example: theredu©sd use of fossil fuel through
hybrid technologyhas enabled a higher unit price for the car because gftomang

interest in environmerftiendly products (Bnini et al., 2006). Nike has recently initiated
a program to educate workers on their human rights and working conditions in the
contract factories ideveloping countries (Nike Corporate Responsibility Report, 2005
06). As a resultNike is recognizedsaa CSR leader in the sport apparel industry, among
the top threeorporate citizens ithe Best 100 Corporate Citizens 20@D0 Corporate
Citizen, 2M@7).

As notedalready these cases demonstrate that value creation within the broader
social contract pncipally needs to work on lessening environmental impacts and
aligning their business activities bettth social considerations (Crook, 2005; Esty &
Winston, 2009; Lodge & Wilson, 2006; Wheeler, Colbert, & Freeman, 2003). The goal of
CSR embraces sotieauses while pursuing profascompanies are asked to protect the
environment and fight for social justice (Crook, 2005). This is apparé¢mé positive
reaction ta2007 Nobel Peace Prize winrdrGoreOs documentaty Inconvenient
Truth, as the plaet may cease to exist if consureeiented practices continue unchecked,
including those associated wigtobal sport evestlike the Olympics(Thibault, 2009).

Smithand Westerbeek (2007) suggested that sporplegna role tdhelpbridge
social and eonomic gaps and act as a vehicle to de@&R in a number of unique ways

These include enhancing health benefitdincreasing sustainability awarenesbey
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integrated CarrollOs (1979) four essential elements of CSR¢oaomic, legal, ethical
anddiscretionary) into what they called Odifferent means of deploying corporate social

responsibilityO (p45). Smith and Westerbeek (2007, p. 52) addguether that

Sport possesses the power to captivate and unite individuals within
communities and creaemvironments for contributing to social capital.
Equally, the corporate world can mobilise mudeded resources to be
deployed through sport to meet its social responsibilities. ECorporate
managers and sport managers alike can enhance the economictprospec
of their organizations and maximize the social benefits that they deliver to
society by better harnessing the power of sport to deliver on social
community objectives.

This point of view is consistent with the main theméhef 8h World Conference
on Sport and the Environme(R2010)DInnovation and InspiratioBharnessing the
power of sport for change. Some Olymppossors like Coc&ola announced its
Olympic sustainability plan and presented ways such as water neutrality (performance on
responsiblavater use) and zero waste (recycle and reuse 100% bottles and cans that they
used), thathey can reductheir environmenral footprint in support of the Vancouver
2010 Winter Games (Kettlitz, 2009jhese also showcase Ce€alaOs global
sustainability dbrts through the Vancouver 2010 Games.

Despite many benefits of adopting a CSR approach to management strategies,
some of the most common limitations are the setup and maintenance costs, available data,
inconsistat reporting, and administratilmirdensFor example, Nike hakb0full-time
employees who are CSR specialists (includiaigpr health and safety compliance,

community engagement, law, corporate communications, environmental health, human
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resources, product sustainabilignd strategic develomnf) working onits sustainability
programgNike Corporate Responsibility Report, 200devertheless, these cesteed to
be offset against risks of not taking such an approach because poor sustainability
performance and weak stakeholder engagement veewiously damage an
organizationOs reputation, value and stakeholdersO interests, making the costs even greater
(Hawke, 2004). There is a trend that leading companies view CSR reporting as a means
of increasing their transparency and hence addahggv

At an operational levelhe GRI Sustainability Reporting Guidelinesethe most
usedframework for setting uglobal standards in sustainability reportii@RI
Guidelines 2002) Sinee their inception in 1999, more thaA00 organizations
worldwide from all sectors have used the GRI Guidelines in their reporting practicds
about 20,000 people habkeeninvolved in this network. The GRI was initiated by the
U.S. nongovernmental organization Coalition for Environmentally Responsible
Economies (CERES)a the United Nations Environment Program (UNEM}h the
goals of enhancing the quality, rigor, and utility of sustainability reporting. The GRI is a
not-for-profit foundation and relies on its membersO financial akishdhsupport to exist.

These partns, for example, include Nike and Microsoftww.globalreporting.org/

2007).
The GRI framework is not a management system, but it is a starting point for
organizations to enter into the sustainability arésaan effective way of managing risks

to protect reputation, incraag transparency, and reporting sustainability is crucial to
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highlighting an organizationOs commitments to CSR prachgé&srnally, reporting is a

key process to open meaningful cersations with an organizahOs various

stakeholders, whichtherwise would not occur. Following the GRI Guidelines, an
organization couldvalk the talldin the field of sustainability development (Hawke,

2004). Internally, sustainability reportifggneits organizations because such

measurement is central to helping users assess their CSR performance. The GRI provides
reportchecked services for all organizations, and is free for its members

(www.globalreportig.org. Furthermore VANOCOs corporate partners, RBC and Petro

Canada, registered their reports on the @R¥w.globalreporting.orp

Although mainstream CSR theories and practices originated from and are
cemanted in the business sect{@radish & Cronin, 2009)a CSR approach to
managemercan be adopted by sport megents such abhe Olympic GamegGodfrey,
2009) The organizational purpose and domaithafOlympic Movementas described
in Chapter 1, arebviouslydifferent from a ér-profit corporation that is able to adopt
industry-customized cases for creCSR practices (e.gCSR indictors for oll
companies)yet, CSR approaches can be adapted to suit the needs of-teghoriot
for-profit organzation like VANOC.CSR extendghe concept of sustainable
development across three dimensions: economic, saadlenvironmental responsibility.
In this sense, CSR can biewed as a comprehensive set of policies, practares
programs that are integped into business operations, supply chains, and decis&img

processes for current and past actions as well as future impacts.
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2.5The Link between CSR and Partnerships: a Conceptual Framework

Kanter (1999) noted that partnerships between compamigsoaprofit
organizations have emerged as an innovative way to tackle social Skadsrmed this
phenomenom®corporate social innovationO and argued that strong partnerships could be
managed in a way that produces pusitthanges for both the nongtatnd commercial
sectors. In thease of VANOC, the challenge @SR initiatives and partnerships is how
to make the corporatgport sponsorship relationships work to achieve sustainability goals.
According to the sport sponsorship literature, knowing tmmake the partnership work
requires understanding the different stages of the life cycle of sport sponsorship
relationships (Urriolagoitia & Planellas, 2007). In order to explore the processes and
factors deemed critical to gaership success, this destationresearctdrawson Frisby
et al.Os (2004) theoretical framewfankpartnership management and incorporates
previous research on relationship approaches to sport sponsorship by Olkkonen (2001)
and others into an initial conceptual framewa&d kgure 2.3. This framework was
used as an initial concteal map to synthesize and buildon previous literature in the
area of sport sponsorship anter-organizational relationships, atmshed light on the
interconnection of each phase through whgahtnerships progresas discussed below.
Babiak (2003) identified thatpartnership has three developmental stages:
formation, managemerdnd evaluation. Similarly, in the sport sponsorship literature,
Urriolagoitia and Planellas (200@joposed a lécycle model approach to sponsorship

relationships, in which they are analyzed as a dynamic process that follow a logical
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sequence of three phagémmation, operation and outcomes) of development, and each
phase has its particular characterisfidsey enphasized that Oa sponsorship relationship
cannot move to the next stage unless certain characteristics are presentO (p. 160).
According to a lifecycle modelrriolagoitia and Planellas (200@jgued that the three
phases of sponsorship relationships aonhecessary characteristics as follows:
¥ A formation stage: in which partners are identified and a formal agreement is
signed (p. 61);
¥  An operation stage: in which both parties actively engage in leveraging activities,
and Oknowledggharing routines arestablished and nurturedO (p. 62);
¥ An outcome stage, in which Othe sponsorship relationship stabilizes and becomes
mature, adapting to changes on a continuous basisO (p. 63).
Extending this line of thought, this study airogggin a better understandiof
some of the critical reasons why corporasialecide to enter into Olympic sponsorship. It
also examinghe focal organizatinOs (e.g., VANOC) principlesselecing corporate
partnerginitiation phase)the structural angrocessuatlements thatra perceived as
critical to successful implementation of sponsorship agreements (management phase),
and the evaluation strategies that can be used to assess effectiveness of sponsorship
relationships (evaluation phase). Drawing on the theoretical appsoackdabove, the
studyexamine and analyzethree phases of sport sponsorship relationships: initiation,

management, and evaluation.
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These principle frameworlare used to explain corporatport interactions
including theresourcebased viewWAmis etal., 1997) social network approach
(Olkkonen et al., 2000, Olkkonen, 2001), amdanizational learnindChild & Faulkner,
1998 Senge, 1990, 2006). It is useful to consitherthree theoriemgetherto explore
potential synengs that could be missefithey are takeindividually (Child & Faulkner,
1998).In the next section, a more detailed description of each phasepzrtnership

framework used to examine the sponsorship relationships will be discussed.

2.6 Three Phases of CorporateéSport Partnership

From a managerial perspective, it is crititmalnderstand the motivation behind
partnership formation, and subsequently, how it affects the management of the
relationship. With regard to the Olympic Games, it is useful to rettet the Olympis
are one ofhe worldOs best known brar{@ayner, 2005). Whemsport entity (event,
team, and athlete) likdae Olympicsachieves a positiveeputationjt is more likely to
attract sponsorship such that the sport organizatiosaraen them in accordagwith its
own standards. The potential corporatemensO resources and competenckesréo
selection (Culpan, 2002). From a corporate perspective, the most commonly cited
benefits that sponsors expect to attain from Olympic sponsorship are theeanbahof
corporate reputation and chasge brand imageA brief introduction tahe Olympic
sponsorship progragan help explain thiactorsthatguide the relatedusinesgo-

busines activities and interactions.
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2.6.1 Olympic Sponsorship

Since 1984when Peter Ueberroth created the concept of exclusive rights for a
limited number of corporations to associate with Olympic properties, Olympic
sponsorship has become one of the most dynamic forms of partnerships, offering
potential mutual benefits for dotorporations and the Olympic Movement. In 1985,
following the Los Angles Games, thedC established the TOP prograanfouryear
exclusive marketing package for compartest gave therglobal Olynpic involvement.
Thename TOP originallgtood for OTh®lympic Prograr®; however, in order to
reinforce the partrship element, it was renamefficially as OThe Olympic PartneiisO
1985(Payne 2005). As Redgate (2002) argu€dympic sponsorship is seen as Oan ideal
partnership supporting and leveraging @lympic valueO iRortune Magazin®$2002
Februaryl8issug. The twelve TOP VI (20082008) sponsors contribute US$866 million
to the Olympic Movement, which is a nif@d increase over the $95 million merated
by the nine TOP | (1984.988) sponsorglympic Marketing Fact File, 2008, p. 10). The
IOC allocated approximately 50 percent of Tf@P quadrenniatevenue to suppothe
OCOG for the OlympiSummer and Winteeamesand the NOCs of the Olympic host
countries Qlympic Marketing Fact File, 200®, 11).

Despite the TOP worldwide partners, companies, edped@mestic companies,
have achance to participate in Olympic sponsorship at lower levels in the other three tiers:
the national partners, the official sponsors, and theiaffcppliers. Wile IOC manages

TOP partners at the international level, each OCOG has the right to generate its own
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revenue by selling sponsorships at the natilavel. For example, VANOC signesix
National Partners: Bell, HBC, RBC, GM Canada, R€amada, and RONAringing
approximatelyCA$600 million cash and #ind support in exchange for the Olympic
brand marketingights. In addition, VANOGQlso signed the other two categofies
official sponsors (tier 2) and suppliers (tieEBp help finance th&¥ancouveWinter
Games. In light of the unprecedented financial investment of the corporate sponsors,
VANOC endeavored to protect theixclusive association with the Olymgicand and

the Canadian Olympic teaduring thestagingof the Game$2010: WhoOs sponsoring
what 2007) Given the increasing dependence of sport events like the Olympics on
corporate sponsorship, especially on national level sponsors, this study focuses on the
strategic management process between the focal organization (VANG@)e six
National Partners, similar to BabiakOs (2003) work in which she examined the
relationship between a focal sport organization and its various partners including
corporate sponsors.

There are some differences between national and TOP spoRsst, most TOP
spasors arénvolved in relatively longerm partnerships with the IOC. For example,
CocaColaand the I0C have extended their partnership agreement until 2020 since the
companybecame a chtar member of the TOP Program1986(CocaColaexclusive
product,2007). In contrast, mi@anal sponsors often develoglationshig with the
Olympic Game®ver a shorter term (typically foyear tenure). Secon@iOP sponsors

are abldo renew their memberships so that they can keep their TOP identity as long as
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they want, wheeas national sponsors cannot ddeoause their sponsorséigxpireat

the completion ofhe Games they sponsored. Third, the communication scale is different.
While TOP sponsors can utilize the Olympic symbols and ideals to activate their global
marketing activities worldide, national sponsors can omigpitalize on Olympic
opportunities within the host nation, even though gmyetimepay higher sponsorship
fees than the TOP sponsors. For instance, Bell, the first national sponsor for Vancouve
2010, paid CA$200 million, nearly triple the amount offered by a Beijing TOP partner
(2010whoOs sponsoring whaf07; Wang, 2004). Nevertheless, thes®nat sponsors
make importantontributions to the organizing committee as their expertise apdrtup

in infrastructure development helpeet the challenges facing the OpyimGames
organizing committe@Apostolgoulou & Papadimitriou, 2004).

Given the strategic nature of Olympic sponsorship (in terms of scale and time),
adopting a strategic managem approach to understanding the motivations for a
companyOs decision to become Olympic sponsors can provide valuabls ingight
processsof soliciting and maintaining corporate support. According to Child and
Faulkner (1998), a strategic managememspective emphasizes three themes: the
motives for forming alliances, the strategic fit for selecting partners, and achieving
compatible goals between partners. This themaketiew draws attention texternal and
contextual fators which playmportantroles in forging cooperative relationships (rather
than competitive org, and underscotbeimportance opartner selection to ensure

partnership success. However, these factors may be defined differently depending on
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partners involved and may change iotime (Child & Faulkner1998; Lorange & Roos,
1992).In order b gain more reliable insights intmw stated objectives are linked to
achieved results in the context of Olympics, this study examines three phase

sponsorship relationships: initiatiamanagementand evaluation in the next section.

2.6.2Phase OnePartnership Initiation
Starting with theifst phaseChild and Faulkner (1998) claimed that Ostrategic fitO

and Ocultural fitO atlee determinants for selecting appropriate partnessy pbsit that

an ideal Ostrategic fitOmost likely to occur between partners who possess
complementary assets, a similar degree of nugsaurces or skills, ammbngruent

objectives so that potential mutual synergies can be created. Although devaslaped a
framework to describe the conditions of relationship formation between companies in the
business sector, these fundamental preconditions can be applied in a sport context.

In thesport sponsorship literature, Farrelly and Quester (2005b) chtigaiethe
Ostrategic fitGetween sponsors anplost properties comprisesx elements of strategic
compatibility, including shared vision, compatibility, importance, complementary balance,
added valugand maket acceptance. It is significathtat Farrelly andQuester (2005b)
approached these drivers of sport sponsorship from a relationship perspedheecase
of VANOC, it can be argued that a good Ostrategic fitO with the core values of th
sustainability components of the Vancouver 2010 Winter Gamesocarsidered when
selecting corporate partners. This point was confirmed by the results of thisastwdilf
be demonstrated later
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From a sport organization perspective, VANOC hkedr and defined strategies
for partnership formation and management.riteo to stage a wetirganized and
financially successful Winter GamesANMOC selected corporate partners based on
product categories, including telecom services (Bedlipking (RBC) and automobile
manufacturing GM). The principle that VANOC applied wahat product categories o
national level sponsors could ramnflict with TOP partners. Moreore/ANOC
endeavored to select partners who traicapability to help achieve VANOCOs
sustainabiliy goals. This is seen in the fact that VANOC sgttainabity as a criterion
for selecting business partnehsvwjood, 2007)Of course, the potential partnersO abilities
to provide cash, technology, products and services for staging the Glamssre
consdered as key components

From a corporate sponsorOs pertive, a study conducted during the Atlanta
Games revealed that the reasons companies decide to become invohaetl in sp
sponsorship, particularly ehe Olympics, are hospitality opportunities, increasing sales
and market share, media coverage, and @madnancement (Payne, 2005). In addition to
these four major motives, Apostolopoulou and Papadimitriou (2004) found that
community involvement and social responsibility, as well as improving employee
relations, were highly ratereasons for sponsorshiwpben they examined the moétions
of the 2004 Athensational Olympicsponsos. Interestingly, they also indicated thathe
notion of national obligation, rather than anticipated financial returns, could be the main

reason for becoming an Olympic sponsithe national levé€)(Apostolopoulou &
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Papadimitriou, 2004, p. 191). Their findings are consistent with the notion that sport
sponsorship serves as a vehicle to achieve CSR benefits (Holmes, 2000). In a study
conducted in China that examingak sponsorsp investment of international and

domestic corporations, Yang and Sparks (2005) found that being a good corporate citizen
in the community in which companies operate is a clear motive for becansipgyt

sponsor.

The fact that the stated motivations acenewhat different from businedsven
exchange relationships reinforces sport sponsorship as an independent foategitcst
alliance. Thditerature on sponsorship helps uncover the motivati@hind the
formation of partnerships not only for the &organization (i.e VANOC), but also for
its multiple corporate sponsof3orporate sponsorsO motives and objectives may change
during the three phases of partnership interactigtisthe organizing committee, as
sponsorship orientation and prioritiée altered along with the developing relationships
(Amis et al, 1999; Urriolagoitia & Planellas, 200Apwever, they serve as a starting
point to explore the potential links between the corporationsO objectives asdf@ffort
Olympic sustainability.

By focusing on a CSR approach, this studysaimexamine how progressive
managemerof sponsorship relations has the potential to link individual CSR programs
of the sponsors (e.g., six nationakmers) with thdédroad range of sustainability
initiatives undertaken by the organizing commit{ge., VANOC). To explore how

sustainable synergies can be created r&ionship factors in partnership management

56



areidentified inthe nextsection which focuses on the ngktase of partnershgpnamely

partnerfip management

2.6.3Phase Two:Partnership Management

The second phase of sponsorship relationships is the partnership management
stage Babiak (2003) cocluded that theoretical understandinggartnership
managemenoth business and in spaire les well developed thaior the formation
phase. Empirical research reveals that unsatisfactory parineestiormance ranges
from 4070 percent (Culpan, 2002). Although establishing successful sponsorship
relationships dependargely on understanding tipeeconditions for forming such
relationships (Farrelly & Quester, 2005b), it is argued here that managing the
relationships istself a key step toward satisfactory outcomes, a@afigdor corporate
sponsors thahvolve activation or leverage of their@psorship. In realitysenior levels
of management afompanies usually underestim#te importance of partnership
management. In research conducted on partnerships between asnianter (1989)
found that seniomanagement spends up to 50 percetheif time launching a
partneship, 23 percergetting up strategic partnership maand only 8 perceaictually
managing the partnerships and maintairihrgrelationships. One possible reason for
partnership failure is that managers pay more attentitimetcreation of a partnership
thanto itsmanagement.

In addition Frisby et al. (2004) found that inadequate capability leads to
unsuccessful partnership management because of the complexity and dynamics of cross
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sector partnerships in Canadian leisseevce departments. They emphasiteat

effective management not only requires managepos$sess the necessary skills and

competenciesbut also fio] devote sufficient time and other resources to partnership

relationsO (Frisby et al., p. 11Theydeveloped a theoretical framework that shows a

number of structural and procedural problems that cause the poor management of

partnerships, and they labeled this phenomenon Goaderged partnershipsO (p. 109).

Babaik (2003) found that Oambiguity in repreativenessO also Oimpacts deeision

making, negotiation, and other fundamental aspects of partnership managementO (p. 209).
Despite many negative factors that can lead to partnership failure or

ineffectiveness, some critical factors contribute to swefakpartnership management. A

common theme suggests that trust and commitment are key attributes to achieving

valuable outcomes for the parties involved (Bghiak, 2003Child & Faulkner, 1998;

Farrell & Quester, 2003; Mohr & Spekman, 1994; Mor§ardunt, 1994).

Communication islsoconsidered to be an important component of protdeing to

achieve partnership success (eBgbiak, 2003Farrell & Quester, 2005ohr &

Spekman, 1994Shaw & Allen, 2006), although this becomes complicated wheindea

with different professional norms and discourses across sectors (Frisby et al., 2004). As a

partnership may brintpgetherpartners who have different experiences and capabilities,

organizational learning is required for bridging differences and dpwe integration,

which is essential for creating collaborative advantages (Kanter, 1994).
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BeyondFrisby et al.Os (2004) findings of undenaged partmships, questions
how corporate sponsors define and realize sustainatslityalso be asked aboutho
specificeconomic, environmentahnd social responsibility objectives can be reached
through managingartnershipsn terms ofboth business and social perspectives.
Elements ofFrisby et al.Os (2004) model caratlapted as counterparts for improving
partnershipmanagement through targetinggsbebjectives andelements, such as
transparency and flexibility that particularly fittiwithe Olympic context also warrant
inclusion in this framework
2.6.31 Elements of Partnership Structure

Sport sponsorsp can be understood asnonrequity alliance, a distinéhter-
organizationakntity or contractual agreement, in which partners share resources and
skills without sharing ownershig-arrelly & Quester, 2005b). Like other requity
alliances, such as cmarketing alliances, this entails the pooling of resources and
complementary skills by alliance partners, and implementing common cooperative
strategies to obtain competitive advantage (Farrelly & Quester, 20@®ed) sponsorship
is oftena loose, mutuét benefcial, contractual agreement often without formal
organizationbstructure (Farrelly & Quester, 2005b). Previous research conducted on
alliancesfoundthatOclear, welthoughtout organizational arrangemepnand the
dissemination of iformation wthin the allianceyere associated with alliance successO
(Child & Fadkner, 1998, p. 176). Optimallyt is necessary for partnership management

to have strategic planning and guidelines, clear roles and reporting channels, and an
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appropriate control anelvaluation system (cFrisby et al., 2004). Event organizing
committees like VANOC dependrgely on sponsorship money to fulfill their goalad
they neecefficient sysems and procedures for joint decisimaking andchegotiationn
orderto optimallymeettheir objectiveswith their sponsors (Babiak, 2003). Such
structural considerati@nashavingcompatible goals with corporate partners, human
resource management, control and-gontract support, as well as flexibility arrucial
for the partershipmanagement stage. These are discussed below.

Compatible GoalsLorange and Roos (1992) found that in the formation of a
partnership, objectiveetting processes must enstir@t goals are congruent among all
relevant parties. Achieving shared goals wditierent types of organizations involves
elaborating particular business objecsiamonglternatives.

Human-Resource ManagemenEnteringinto partnerships, partners need to
divert time, energy, and expertiséstaff, including top executivesto jant activities to
managehe partnership. The failure, or undeanaging, of partnershigsn result in staff
dissatisfaction and burnout, due to insufficient training and time devoted to the
partnerships, or difficulties negotiating competing values tifiout the process (Frisby
et al., 2004). Appropriate humaasource management policies and practices can foster a
shared corporate culture in the pursuit of multiple partnersO strategic objectives (Child &
Faulkner, 1998). Nevertheless, the different pizgtional cultures, valueand practices

that each partner has can make sustainability decisions difficult. Human resource
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management issues like recruiting and training staff also complicate partnership
managementBabiak, 2003)

Control (Legal Contrat). Huxham and Macdonald (1992) found that insufficient
control results in the reduction of partnersO ability to protect and effectively use the
resources they provide to the partnerships. Loss of control may seriously damage the
confidence of partners. €hcontrol of financial and human resources is a critical issue in
joint ventures and other forms of equity alliancethbusiness sector (Culpan, 2002;
Lorange & Roos, 1992).his is also applied in the public and +fot-profit sectors
(Babiak, 2003Huxham & Macdonald1992.

Support (Nonrcontract Support) As many firms have learnedepending on
legal contracts does not alygawork well in creating synergieSloncontract support
refers to the provision of production expertise, marketing assistarar@gement system
and operational training without any contract or fee in the areas oWvgitare
management. This strategy has the most impact on operational activities (Child &
Faulkner, 1998). Until recently, this concept has received rathemlitédetion in the
sport sponsorship literature. Howevére phenomenon is quite visible in the case of the
Beijing 2008 Olympic Games Partrelub. Established in February 2005, thishciues
BOCOGOs new approach to strengthening not only its coopewittidhe Beijing
Olympic partners but also facilitating the process of experience exchange and

collaborations among partners themselves (Beijing 2008 Olympic Games, 2005).
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BOCOG used the clubOs quarterly events to advance CSR practices. For instance,
BOCOG and the host, China Mobile, a Beijing Partner, organized a théismussbn of
how corporate partners couddpport the Beijing 2008 Games further by undertaking
economic, social, and environmental responsibility in order to buridr@harmonious
sockety. To realize this objective, BOCOG requegtet all partnersign a social
respondbility agreement that encouragearporate partners to addreisadvantaged
people, protect the environment and baiklistainable development plan in their
businesse (12thBeijing Olympic Partner Club event, @D). This process involved
Olearning for sustainabilityO, as Senge et al. (2006) argue, which requires pooling all
membersO resources from a variety of industries to create synergies.

Flexibility (Non-equity Alliance). As illustrated by the above example, because
the development of partnerships brings new organizational structures to handle the new
relationships, partnerships should maintain some degréexibility to meetthe
changing needs of the involvedrtners. Partnerships, particularly cresstorinter-
organizationalnteractions, are subject to change, complexitiedinter-organizational
dynamics Babiak, 2007 Thibault et al., 2004), arttierefore rarelarestatic (Huxham &
Vangen, 2000; Kaet, 1989. Rather, they continually changger time to meet new
objectives. In practice, a concern may arise about the approlaval®f flexibility. To
address this question requires a balanced approach to partnership management, as low

level intensiy (undermanagement) leads to problem®r failures of partnerships, while
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high-level intensity(overmanagement) can limit thgotential to create synergy for high
achievement (Shaw & Allen, 2006).

In reality, however, while achieving collaborative adtages is the goal of
partnerships, collaborative inertia oftesults which slowshe rate of output (Huxham
& Vangen, 2005). Moreover, the difficulty of reconciling partnersO interests frequently
results in conflicts within alliances. In order to avoiertia and solve conflicts, Huxham
andVangen (2005) suggested that partnership actors must nurture the collaborative
processes, iwhich communication, commitment, mutual learniagdtransparency are
essential component® achieve mutual bendfitProcesses identified Byrisby et al.
(2004) include commitment, camunication and consultation, @alination and
supervision, as well ggoper evaluation strategidsor Olympic organizing committee
like VANOC, making fast responses to external pressand changes are prerequisites

for meeting the stricimeline to stage a successful Olym@ames.

2.6.32 Elements of Partnership Process

Kanter (1989) argued that process is more effective than structure in making
partnerships work because most tiotg can be resolved during déyday operations.
The process considerations in this study can be conceptualized in terms of five main
determinants: communication, commitment, organizational learning, transparency and
trust, although others also are imant. The following sectiondiscuss each of the five

factors in relation to spogponsorship, and suggest appropnmagmagerial actions.
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Communication.Communication is a critical attribute to partnership success
because it underpins most aspectsp#rational and managerial processes, through
which collaborative advantages can be achieved (Farrelly & Quester, 2005b; Mohr &
Spekman, 1994; Shaw & Allen, 2006). Without effective communication, the success of
crossorganizational partnership is placeddoubt (Frisby et al., 2004).

In the sport sponsorship literature, edgr and Quester (2005b) argued that
Ocommunication was seen as vital to bridge what were often quite contrasting
organizational cultures between the sponsor and the propertyO)(pVR886 formal,
structured communication is identified as an essential factor to explore key issues and
opportunities (Brrelly & Quester, 2005b), #lsois seenashindering Othe partnership to
fully achieve the possibilitiesQitifis not accompaniedylinformal communication (Shaw
& Allen, 2006, p. 223). Informal communication thereforeassiderediseful and
necessary foranflict resolution or tensionasing within the partnership. In contrast to
the reporting procedures, informal communicationluding casual conversations,
telephone callsand emails, ifrequently utilized as an important vehicle to help build
trust and maintain partnership rateships (Shaw & Allen, 2006).

Along with the relational construdhere always is the potentiarfconflicts to
exist withininter-organizationatelationships due to partnersO different professional
perspectives and expectations (Frisby et al., 2004; Mohr & Spekman, 1994). Another
reason, as Shaw & Allen (2006) specificafigicated, is Othe lack formal

communication dynamic within the managerial structure of the partnershipO (p. 220).
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Given that conflict is inherent in collaborative relationships, an understanding of how
effective communication strategy can be used to solve these conflic{soitant.

Commitment. Morgan and Hunt (1994) demonstrated that commitment is the key
to making relationships work. Commitment refers to the partnersO willingness to dedicate
time, effort,andbr money to relational bonding for perceived benefits in thg term
(Mohr & Spekman, 1994). In the sport sponsorship literature, Ocommitment to the
alliance in the form of leveraging expenditures was a basic requirement from both
partiesO (Farrelly & Quester, 2005b, p. 236). In particular, Chadwick (2002) ndted tha
sponsors continue to capitalize on a sponsorship contract by building, maintaiming
developing the relationship with sport properties in a reciprocal way. The partnership
commitment, Chadwick (2002) argued, is more likely to generate broader r&dgion
benefits than exchange for the placetadra company logo in return.

In the cae of Vancouver 2010, the issue was how VANOC caolatribute to
partnership management to maximize the opportunities afforded by the Games to achieve
VANOCOs sustainattyl goals. Both VANOC and the corporate sponsassre likely to
be motivatedo use opportunities afforded by the partnershipautually beneficial
ways Because ofime pressurg mutual learning about thgotentialbenefits of
sponsorship packageasguably need to beart of the relationship management process.

Organizational Learning.Successful partnerships widely employ organizational
learningas a managerial process to help adapkternal environments and enhance

internal capacity (Child & Faulier, 1998; Lorange & Roos, 1992). Such a process is
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extremely important for developing and maintaining a competitive advaasagell as
an effective relationshifAmis, 2005). There are three approaches to organizational
learningin a partnership contexEirst, such learning involves access to the partnersO
technology, managemeknowledge, and skills. Such collaborative learrypcally is
seen in the business sectors where two companies implement mutual learning through
technology or knowledge tramsf(Lorange & Roos, 1992Another is to expand
collaborative capaty by learning from theiexperience abduow to manage the
partnershig{Child & Faulkner, 1998). Thdl, such a process involves membersO
dedication taconstant improvement through sygistic learning (Haak, 2004).

In the case of sport sponsorship, organizational leatgpigally involves coping
with cultural differences and tackling managerial complexity irethergingglobal
business place (Amis, 2005). Although the benefits fragamizational learning are
increasingly significant, some barriers to such an approach are idemifiadnerships.
Theseinclude low priority of learning activities and a lack of mechanism to stimulate
learning within alliances (c.f. Child & FaulkneiQ48, p. 300). In order to handle these
problemsan increasewvillingness to learn is crucial to partnership management
(Lorange & Roos, 1992). The key is to build a learning mechanism that motivates
partners to learn and achieve synergistic effactesdraditional business functions
Senge (1990, 2006) has termed this systemic thinking process as Othe fifth diggiplineO
addition to planning, organizing, lead and contral)stress the importance of

organizational leaing in the management field. ldtated
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Without a system orientation, there is no motivation to look at how the
disciplines interrelate. By enhancing each of the other disciplines, it
continually reminds us that the whole can exceed the sum of its parts
(2006, p. 12)

This mindsetsg particularly important for a®@lympic organizing committeesuch
as VANOC wherdhe concepbf sustainability adopted by ti@COG is unprecedented
(Vancouver2010 Sustainability Report 20086). AdoptingOtriple bottom line®
principles, VANOC and its margement team were forced ¢onsider not only economic
responsibility to the host cityncludinga balanced budget and business opportunities
created by the Games, but also social and environmental impacts. These considerations
require crossunctional colaborations, sophisticated approaches, and transparendy on al
related issues in tHelympic context.

TransparencyUntil recently,transparencyssues arising in strategic alliances
have received little attention, despite evidence that many performeniterps in
alliances stem from inadequate transparency. According to ChilBHaarkiner (1998)a
lack oftransparency results in increadmdriers to organizational learning. Less
openness of one partner to the other(s) and a lower degree of willinghesssfer
knowledge are identified assues that delathe trustbuilding process in partnership
management (Haak, 2004). Increasing trar&spzy is the key to the smooth functioning
of such collaborations.

Transparency ialsoconsideredn essentiatlement inCSR practices and

reporting.GRI Guidelineg2002) claimthat full disclosure of progresprocesses,
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proceduresand assumptions in CSR practices and reporting preparation iwvital
credibility, although thiglsohas potential teause conitts where standards are not met
The GRI Quidelines(2002, 2006) provide a generally accepted framework for economic,
environmental, and social performance disclosure.

In bold termstranspaency of reporting affects all aspects of interactions between
partnes and stakeholders, because performance areas seichirammental and social
impacts,become a focal point and cannot be overlooked or avoided. This empasis
informationcan stimulate new thinking amegw solutios. Indeed, transparency catadgz
learning in a situation in which innovation and chaageseen as necessary and desirable

Trust. Researctasfound that trust is Oa basis for mutual benefitO and it is
significantly associated with satisteon and with desired expectations, suclprdit or
norreconomic outcomes (Child & Faulkner, 1998, p. 58). It usually facilitates the process
of cooperative relationships between organizationthdsponsorship literature, Farrelly
andQuester (2003, p. 536) defined trust as Oa psychologiatation comprising the
intention to accept vulnerability based upon positive expectations of the intentions or
behaviour of the other party in a sponsorship dythis sensegorporate sponsors
believed that the sponsored property could fulfill itsrpises and meet their expectaton
for the sponsorship relationships (Farrelly & Quester, 2005b).

More specifically, they argued that trust has two researched attributes: credibility
and benevolence (Farrelly & Quester, 2005b; also see Ganesan, 1¥9ddedibility

component of trust in sponsorship relationships demonstrates that partners understand
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each otherOs objectives and strategic rationale behind the relationship. In their research,
corporate sponsors stressed being confident that the O[spbpsopedty had both the

intent and the ability to meet their obligations and fulfill their (promised) contribution to

the allianceO (Farrelly & Quester, 2005b, p. 236). The benevolence component of trust in
sponsorship relationships refers to the Osdadsinf the relationship, where partners have
Oshared mentality and cooperative chemistryO to serve each otherOs best interests (Farrelly
& Quester, 2005b, p. 237). Overall, they argue that trust is vital to the sponsorship

relationship.

2.6.4Phase Three:Partnership Evaluation

Thethird and final phase of the sponsorship relationghipe evaluation stage
Assessing outcomes htaditionally reliedon how well the partnership achieves the
expected objectives and goals set by the partners at the farrsttge (e.g., Babiak,

2003; Mohr & Spekman, 1994In conjunction with sponsorship relationships, corporate
sponsors initiate a sponsorship agreement, which identifies and has the potential to fulfill
corporate goals and objectivéSornwell, Roy, & Steiard Il, 2001) The evaluation of
sponsorship becomes a case of how well the sponsorship agreecanplished

sponsored organization and corpomldgectives(Babiak, 2003; Stotlag004).

In the sponsorship literature, from a corporate sponsor statdip@nmeasures of
effective sponsorship based on marketing objectives include increased sales and market
share, image enhancement, media exposure of sponsor image, recall, and purchase
intention which are commonly associated with impacts on satgspett, Went4,
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Tomcza & Henkel2009 Crompton 2004; Meenaghan, 2008tiyazaki & Morgan,

2001). In addition, Olympic sponsors also rate employee moral enhancement, community
engagement, and social responsibility as main objectives for sponsoring the Olympics
(Apostolopoulou & Papadimitriou, 2004). This implies that the measurement of
sponsorship also needs to consider whether or not these goals are achieved ecause Ot
usefulness of an evaluation to a company will be strongly influenced loyigfireal

specifcation of its sponsorship objecti@{Crompton, 2004, p. 269)

From an organizing committeeOs perspective, research conducted by the I0C
reported that sponsors activities related to the Games had provided a positive impact on
spectatorsO Olympic expeies during the 2002 Salt Lake Winter Games (Stotlar, 2004).
An OCOG like VANOC has multiple sponsorship relationships with its corporate
partners, and the identification of critical factassociatd with the success of these
partnershipsignificanty affects the development of effective relationships in the
evaluation stagd-arrelly and Quester (2005a) argued that strategic compatibility and
goal convergence are crucial factors that influence the outcomes of sponsorship
performance and are key attribstfor assessy what the sponsorshipill accomplish
Synergistic effects are part of this frameworls ®#h sponsorship, theorists and
practitioners form a symbiotic relationship where joint efforts aratgréhan the sum of
the parts (Stotlar, 2004, 63).As Urriolagoitia and Planellas (2007) suggested, at the
outcome stage of sponsorship relationships, the conditions may change from the

formation and operation stages, as the characteristics sponsorship relationships appear.

70



If the relationship pyceeds normally, however, the synergistic potential
attainable through a sponsorship relationship is realized during the
outcome stage. Indeed, goal congruence and synergistic benefits can
effectively be generated since sponsor and sponsored organiteti@ns
learnt how to interact and apply their knidnaw mutually (p. 163).

In addition, the relationship value is viewedaasintangible asseat isdifficult
to measure by profit (e.g., Amis et al., 1997; Farrelly and Quester, 2005b; Yang et al.,
2008).Building on this, a particular consideration is wietor notan organizing
committee like VANOC and its sponsors both perceiveshaergistic benefits can be
identified andtheir congruent goals can laehieved through the relationships they have
formed. One way to represent thists define the evaluation dimensiangerms of
Return on Objective(ROO) which means measuring success based on the mutual
objectives set by the sponsorship partn€ne purpose of pursuing tHise of criteria is
not anly to measure empirical effectiveness of partnershpsto probe what elements
wereconsidered to be importartt makethemsuccessful.

With increasing sensitivity to environmental and social issue®lyrapic
Games have become platf@for somecorporate sponsors &howcase their
commitment teenvironmental and social issues and the efforts they are malsngort
related goals in the way they Basiness (Payne, 2005). As already notedthtiez
phasef sport sponsorshipresented in thishapter provide an overview of the essential
steps and factors involved in the process of assessingongi@nizational relationships

and interactions between sport organizations and corporate sp(seoFgure 2.2)
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Figure 2.2 A Conceptual Framework of Managing Sponsor Partnerships to

Achieve Sustainability
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3. Partnership Evaluation

The sponsorship relationship life cycle can be managed through a partner
satisfaction feedback loop for adaqgfito changes. Both a sport organization and its
corporate partners need to consigach otherOs feedback and adjust their objectives and
strategies to achieve sustainability goAls VANOC CEO John Furlong statesVith
any project that takes seven years to delidenges are inevitable. Each dew
information becomes available. \identinue to assess and analyze, find innovative ideas
and make informed decisic@/ANOC Business Plan and Games Budz@®d?). The

structural and procedural elements outlinethia chapter are considergte most
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important factorsn the literatureha may influence the evaluation abrporatesport

partnerships.
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CHAPTER 3

METHODOLOGY

This chapter reviewthe methodologyised to address the research questions.
The chaptebegins with a discussion tiferesarch traditions that informed the study
and then provides an explanation of the methods inclustamgpling data collection and

analysis. Finallylimitations and ethicarealsodiscussed.

3.1 Interpretivism

Relationship management and inteéganizational goal setting and achievement
are all brms of human interactions. To appreciate as well as account for these
interactions, it was helpful to conceptualize the study at the outset in interactionist terms,
which is to say in terms of an interpretivist framewadnkerpretivism is a qualitative
research approach that has emerged Oin contradistinction to positivism in attempts to
understand and explain human aodial realityO (Crotty, 1998, §6-67). It shares the
constructionisview of human subjectivism that claims€anings are constructey b
human beingas they engage with the world they are interpretingO (Crotty, 1998, p. 43).
This methodological approach aims to Ostudy things in their natural setting, attempting to
make sense of, or to interpret, phenomena in terms of the meaningsho@apte themO
(Densen & Lincoln, 208, p. 3). Building on Max Webginterpretivism aims to

understand human sciences in real ways rather than to seek isolated variables in
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decontextuated situatiors (e.g., experimental lab). Positivist approaches astheme
people are relativelynsulatel from the social phenomena under investigatiod search
for facts and causalitgntirely independent of peoplesO opinions abouthantbhtexts
of, thesepheromena (Neuman, 2003)o8§itivist research methodsnd torely on
guantitative data, hypothesis testing, and statistical arsalggescriberelationships
between variables (Densen & Lincoln, 2005; Palys, 2003; Silk, Andrews & Masds), 200
In contrastjnterpretivismwhich isquintessentiallya qualitative aproach,
emphasizes the intimate relationships between researchers and their subjects, as well as
the contexts that shape the inquiry (Jackson & Verberg, 2007; Neuman, 2003). It involves
capturing a wide range of empirical materi&lattinterconnect withnterpreive practices.
Suchpractices, which are embeddediired experiences, can be identified usang
number of research methods including case studies, interviews atectsbservations
(Crotty, 1998; Densen & Lincoln, 2005).
Although the positivisparadigm has dominated social scienseaech for
decades, interpretivisnitswell within the broadecontext of sport studigSilk et al.,
2005) and organizational studies (Wolfe et al., 2006)eed, according tSilk et al.
(2005),the developmemf qualitative methods in sport studidiaws on two main
insights frominterpretivism The firstis the manner in whicthe Gnterpretive projec
constructs and constitutes social relationknowledgeor a subjectMore specifically,
interpretivism @monstratethat the complex network of political, econopaad social

linkages shapes the sportiogntext and peopleOs understanding of that coffitet.
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second insight concerns th@e of human agency in this process. Interpretivism invites
us to exarime Qhe particular behaviors, meanings and realities of individuals within
particular social settinggSilk et al., 2005, p. 7)n order to bringa more concrete
understanding of the roles ioidividuals & social subjects

According to Silk etl. (2M5), theinterpretive paradigm in sport studies
recognizes the complexity tiesocial world,and the importance afualitative value
and meaningsf knowledge generatioat both the individual and collective levelhie
case is similar with organizatiahstudiesFor example, Frisby et al. (2004) reveal the
organizational dynamics and complexities of untk@naged partnerships in leisure
service departments of local governments by using qualitative interviews with managers
and staff from ten large Canad cities. Significantly, it is at the level of initiual
practices that internal institutional and exterervironmental changes may ocduor,
exampleasa result of problematic practices being identified and correbtddis sense,
qualitative apppachegake an analytical perspectitteat underpins Frisby et al.Os (2004)
inductive theoretical framework for examigi undermanaged partnerships.

More importantly, interpretivism can avoid the liatibns or pitfalls of positivist
approacheswhichoften provide overhsimplistic accounts of spoosship relationships
and ignorghe complexities of such interactions (Slack & Amis, 20B4y.example,
such research commonly employs consusueve\s of sponsorecognition and recalb
measure effectivasss of sponsorshie.g.,Boshoff& Gerber,2008 Smith, Craetz&

Westerbeek?2008). Survey sponsors are then statistically analyzed based on social
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demographical and physiographical variables of the respondents. Although this is useful
to inform sponsotdp communication strategies, recall and recognition measures have
real limitations because of the complex interplay between memory of the event of the
sponsor, their insensitivity to the social networks of the consumer, and their social
interactions wittthe sport, the sponsor and the ev8eing a companyOs signage on

site, for example, is unlikely to trigger awareness of the sponsor in and itself. And state of
arousal during an event may positively or negatively affemmddmemory (Pham, 1992).
Sponsaoship is platform for multiple actors and communication tools to deliver messages,
and it isachallenge to examine sponsorship relationsimpscontrollable environmest
(Crompton, 2004)as wth peopleOs association with their social context duringviret

(e.g., Chalip, 2006; Parent, 2008; Parent, 2010¢ application of an interpretive

paradigm in sport management studies recognizes the complexity of social networks and
relationship interactions between consumers and sport events, just asi¢ithoesen

sport event organizations and the eventOs corporate partners. It is primarily the latter case

that is of interest in this dissertation.

3.2 Case Study Approach and Unit of Analysis

A goal of this research was to document and analyze the managgmiahch
taken by VANOC to build on the CSRlated objectives of its sponsors to help achieve
sustainability goals set jointly by the OCOG and the sponsors themdalvekmentally,

this entailed capturing therganizational knowledgend practices, arthe multiple
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perspectives, relationship contexaadgroupingshpartnerships at playetweerthe
organizing committee (VANOQCand corporate partners overtiigiéartley, 2004; Stake,
2005).This means that the study fit the criteria for a case study d&&ig(2003) argues
thatthe case study haglstinct advantageshen Oa OhowO or OwhyO question is being
asked about a contemporary set of events, over which the investigator has little or no
controlO (p. 9).

Hartley (2004) stated thaDThe case studyparticularly suited to research
guestions which require detailed understanding of social or organizational processes
because of the rich data collected in contextO (p. $28f2003, p. 13) defined the case
study approachsaOan empirical inquiry thisvestigate a contemporary phenomenon
within its reallife context.O It is particullgruseful to exploréiow organizational
activities influencesocial processes (Hartley, 2004).

However, one of the most challenging endeavamfpcase study researche
concers the selection of the appropriate unitamfalysis. Babiak (2003, p. 61) argued that
Othe choice of units and levels of analysis must be carefully and consciously made and
not left to the beliefs and habits of the researcher, or to empiricatci@mcedYin
(2003, p. 24) emphasizélat selection of the appropriate unit of anaydg#pends on the
primaryresearch question§he process of selection is simplified when the scope of
research questions is clearly and accurately speci@tbwing these principles, thenit
of analysis in this study wgadefined as theport sponsorship relationshigsetween

VANOC and its & National PartnerBell, HBC, RBC, GM Canada, Petfoanada, and
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RONA, relating to sustainability and CSR.order to betteunderstand thimter-
organizationatelationshipsunderlying the sport sponsorsO support of sustainability, the
study examinethe governance of the foaalganization (VANOC) and the partnersO
corporate CSR practices relating to VANOCOs sustainabititg.go

Theprocess of partnership initiatipmanagementand evaluatiomvith respect to
fulfilling these goals werthe main areasf emphasisSince | was not abl® be involved
as a participant observer in fgeprocessesny point of viev is that ofan independent
researcher who investigated and evalu#téisponsorship impmentation using
information obtained from interviews and document analysis

Although thecasestudy design for this research was developed in relation to the
research questiorasYin (2003) suggested, the case study appraésdallows for an
emergent and evolving research design (Hartley, 2004). This is advantageous because
new informationmay arise during the process of sample selection and data colkbetion
influences the idection and focus of the study. As a result, a deliberate effort was made
to remain flexible during the research and open to new interpretations, with the goal of
capturing the full range of experiences and decisiaking by the various actors and
organkations involved (Stake, 1995)sAoted byOrum Kavanaugh, aninafl (1991
because a case study idedgrovides information from a number of sources and over a
period of time, a good case study can provide a full sense of actorsO motives that

eventuag in specific decisions and eventpll().
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3.3 Case Context

A casehat is studieds not an entity isolated from its environment. On the
contrary, it is Oa complex entity located in a milieu or situation embedded in a number of
contexts or background¢Stake, 2005, p. 444). It is important to identify internal
features within the cases avell as significant external features, suckhascontext. As

Hartley (2004, p. 332) argued:

The key feature of the case study approach is not method or data but the
emphasis on understandipgpcesses as they occur in their context. EThe
emphasis is not on divorcing context from the topic under investigation
but rather to see this as a strength and to explore the interactions of
phenomena and context.

To understandhe complexities and unigueness of the case, the context and the
nature otthe unit of analysis need be clarified and pres¢ed in an understandable way.
In this section, the context and the nature of partnerships established by VANOC and its
six corpaate national sponsors atescussed.

As noted, he focusof this researcis the relationship between the Vancouver
Organiing Committee for th@010 Olympic and Paralympwinter Games (VANOC)
and the nationakevel corporate partners, with specific dmapis on how the partnersO
CSR programs were mobilized to help support VANOCOs sustainability fuaecal
organization, VANOC, waresponsible for preparing and staging2@&0 Winter Games,
which wereheld in February and March in Vancouwaerd Whigdler, British Columbia,
CanadaVancouver 2010 wathe first Winter Gamesbligated to submit an Olympic

Games Impact (OGI) report as part of its Host City Contracts with theD@@iled
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commitments for thealivery of social, economic and environmertatcomes and

benefitswere made ithe Host City Contract with th€C in the bid Yancouver 2010

Bid Book, 2008 Major challengse facing VANOC included how it coullfill the

promises made during the bid, meet the expectations of the community #0¢€tlad

stage a sustainable Olympic Gam&salyzing how itrealizal these sustainability goals

with corporate sponsorship support was a core questidhisostudy.

To examinehe role corporate partnersO CSR programs played in achieving

VANOCOs sustaability goals and to account for the intgganizational relationships

that underlay them, it was necessary to specify the key actors and to delimit a reasonable

scale and scope of inquiryhe rationale foselecting the national partners wamspart,

to be able to considé@lympic sponsotsp at a national level, and to take into account

therole this particular group of six corporations playeglanning ad staging the

Games. Abrief profile of the six National Partners is listed in Table 3.1.

Table 3.1 Profiles of National Partners

Company Sponsorship Fee | Investment Project
Name (Canadian Dollar)
Bell Canada | $200 million In-kind provision of telecom, broadcast supp
(including $90 Internet portal
million cash)
RBC Royal $110 million In-kind banking services, investments,
Bank (including $70 Paralympics support, First National commun
million cash) development and Olympic brand marketing
The HudsonOs $100 million Commitment to outfit 20082012 Canadia
Bay Company Olympic Team and sell licensed merchandis
Rona $68 million $7 million contribution to sport initiatives:
Rona Youth Aspiration program, Own the
Podium program
Petro Canada | $62.5 million $35.5 million in petrochemical pradts and $9

(including $18

million in athlete support
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Company Sponsorship Fee | Investment Project
Name (Canadian Dollar)
million cash)
General $53 million Contributions to Own the Podium and the in
Motors Canadg (including $14 kind provision of vehicles, servicing and
million cash) marketing support.
Total 593.5 million

(Adapted from 02010: W sponsoring what@ncouver SurFebruary, 2007)

According to the IOC principle of Olympic sponsorship exclusivity, the six
companies represent six different industries in Canada. As such, this diversity of the
nationalpartnes afforded an opportulyito capture a wide range of potential interests,
programs, andhotivations for entering Olympic sponsorship in relation to VANOCOs
sushinability objectives and a diverse ranggefspectives on managing relationships

with VANOC.

3.4 Data Collection

As noted, an interpretivigipproach to data collectismnd analysisias employe
in this study. This approach waelected becauséits emphasis on meanings and social
interactions, and its ability to capture the rich qualitative character of peoplte@sests
and written materialdn addition,such arapproach is considered ideal to provide
insights intocomplex social processes (Den&irLincoln, 2005). The methods of data
collection for this study included document analysis and-sénuctured irdepth

interviews.
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3.4.1 Document Analysis

The first step in the researstvolved the review and analysis of relevant
organizational and policy documents. Basedh@research questions in ttady, the
materials collected related YANOCOssustainabity goals itsO national partnees)d
their corporate sponsorshjpogramsThese documents includlerebsite materials,
strategic plans, corporate responsibilgystainability reportgrogress reports, brbares,
internal files, andhewspaper article¥'{n, 2003). | collected similar documents frahe
focal organization\((ANOC) and each of the partner organizations wherever possible for
document triangulating (Stake, 199B)total of 128documents were obtained through
diverse channelsncluding persnal exchange, industry workshops, library newspaper
archives, andhe InternetThe analystk of these documents contributedhe
identification of specific sustainability objectives, sport sponsorship spending, and CSR
practiees concerning the organizatis.

The document analysis had two goals. One wadetatify specific information
about the programs as well @stermining whether there wetfeematic consistencies
across the programs and practices. A second related goal was to identify information in
order to prepare me to conduct the interviews. After the interview, | compared the
document information to the interview data.

The document analigsproceededby grouping related texts on Vancouver 2010
and sustainability and then isolating key themeasfamdings through repeated readings

83



(Neuman, 2003). In addition to reviewing organizaaicemd policy documents, |

undertook a retrospective analysis of media coverage that combined a keyword search
with readings in order to collect information about VASOs sustainability programs in
relation to the corporate partners. This encompassédaieouver Suand the

Canadian NewsStandkatabase for the period from Janua®®8 to December 2007. The
start date corresponds to the period when Vancouver waseel right by the

Canadian Olympic Committee (COC) to make a bid to the 10C for th@ @0nter

Games, and encompasgbd bid and subsequent implementation of the sustainability
initiatives promised in the bid (VANOC backgrounder, 200Htendedto establish a

basis from which to discuss Olympic sustainability objectives with the interviewees in
terms of media and public attention. This data triangulation, a process of using multiple
sources of evidence and multiple perceptions to clarify meaninmgdebrroborate the
findings and situated them within the case study (Stake, 2005; Yin, 2003j. | use
documentdbothfor initial analysisandasa resource to substantiate findings from the
interviews which were thprimary source of databout partnershgprior to the

interviews In particular, | reviewed materials such as corporate responsibility reports and
related information that was available on their websites in order to show interviewees that
| had done my OhomeworkO before conducting the intetviereby increasing my
credibility. Ths assisted me to use the limited time with interviewees to my best

advantage and build rapport to start the conversation.
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These separate document searches were condbotdda structured key word
search with théerms OVancouver 20100 and OsustainabilityO was conducted using the
Canadian Newstandatabase for the period from Janua®@8 to December 2007. This
source generated 36 articles. Each article was printed out and placed in chronological
order in a databas

Second, contents from tMancouver Suyra local major daily newspaper, were
collected from February 13 to December 13, 2007. This yielded 143 newspaper articles
relevant to Vancouver 2010, among which 62 clippings were reviewed and considered as
related to the topic being discussed and then entered into the dafE@$eo sources
achieved data saturation because same information repeated appeared in multiple articles.

Finally, 23key documents from VANOC websites were reviewed, including
VANOCOs hsiness plan, sustainability reports, bid book, quarterly reports, and feature
stories pertaining to sustainability managet&even corporate responsibility reports
from sponsor websites were aksmalyzed. A total of 128 documents wendlected,
grouped and analyzed to better undarsd how VANOC intended to useCSR
approachand its relations with its corporate partner$ielp accomplish its sustainability
goals.Document passages amddrviens contained in media coverage walsoentered
into thedatabase. These results wenbsequentlgrosschecked with primary data
(interviews).

Importantly, the document analysisldiot provide a clear pictud how

partnerships were being managed by VANOC and its corporate partners in terms of
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achieving Vanouver 2010 sustainability goals, and interviews with those who were
actually workirg in the sustainability area wemeeded to obtain this infmation. This

was in keeping with theverallgoals of he study which wereto integrae real world
informationfrom the case study wittb€stpractices@search to contribute new

knowledge aboutow to manage corporagportrelationships optimally in terms of
appropriate structures, processes, and evaluation strategies in the sustainability field. The
results ofthe study are intendeah part,to helpOlympic managemenmractitioners and
policy-makers engage sociasponsibility issueshore effectivelyin planning and

staging the Gameas identified by th€©lympic organizers ancorporate sponsors

themselves.

3.4.2 Interviews

The second approach to data collection invosehistructuredn-depth
individual interviews. As a principal method of data collection for qualitative researchers,
interviewing can be Oan extremely important source of dataO begaogelés access to
formation Oboth about the events descréetabout the perspectivasd discursive
strategie® (Hammersley & Atkinson, 1995, p. 13Hffective semistructured irdepth
interviewingemploysopenended questions that cgn Obelow the dace of the topic
being discussed, explore what people say in as much detail as possible, and uncover new
areas or ideas that were not anticipated at the outset of the research® 2Bfiiep. 13).
Yin (2003) addedhat case study interviews are nallyrapenended so that the
investigator can ask key respamtiis about the facts of a casewell as their opinions
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3.4.2.1 Interview Rotocol

For this study, the interview protocol svdesigned based upaninterpretative
paradigm and thussemistrudured approach to interviewing was selectethasmost
effective meanso elicit participant responses (Amis, 2005b¢cause it provides a loose
structure of opeended questions in order to pursue an idea or response ligptin
detal (Britten, 2000) However, it wa alsoimportant to keephe interviewselevant and
broadly consistent with the corporagport partnership development and Olympic
sustainability practiceshich were the focus of this study.

A semistructured intervievprotocolwas designed to insuréhatkey themes and
topics are raised consistently in the questions askall iotervieweesat the same time
thatspecific idea can be explored. In other wardt Ocombinfel] strwcture with
flexibilityO (Legard, Keega®, Wardet, 2003, p 141).This combination was achieved
by using thanterview protocol as a templatéile also allowing the intervieweés
pursue particulalines of thoughtand the interviewer the opportunity to probe for greater
detail and understandinlyloreover, alithe questionsiere operended taallow
intervieweesg@esponses to influence the directions ofittterview and therotocolitself.
This entaiéd adjustingthe protocol of the interview or creating new questions that
emergé from the data, which in tunrequired meto actively participateral interact with
respondents{vale, 1996). This supports the view thaterviens areOnegotiated
accomplishments of both interviewers and respondents that are shaped by the contexts

and situations in which they takapeO (Fontana & Frey, 2003, p. 90).
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The interview guides for VANOC, the corporate partnangl third parties were
different ee Appendix I). The general aim of the guide for the VANOC executives and
staff was to examine their perspectives on the inapod of sustainability objectives and
how these goals could be achievkbughcorporate sponsorstipMore specifically, the
guide includd questions about how these goals weomnected to a CSR approach, how
to collaborate with sponsors to achieve ttiseistainability goalsand how to evaluate
their sustainability performance.

The primary purpose of trerporate sponsor intervieguidewasfor me to gain
insight into how theyntegrated VANOC sustainability goals into their current
sponsorship investent. Tley wereasked whether they incorpordt€ SR/sustainability
into their strategy, and whether VANOCOs sustainability goals motivated them to sponsor
sustainability programielated to the Games. The thjpdrty guidenterviewfocused on
guestionsabout how they perceivedANOC sustainability objectives and performance,
particularly based otheavailableVancouver 2010 Sustainability Repfot 2009206

and 200807 when the interviews were conducted.

3.4.2.2 Interview Sampling and Access

A purposivesampling technique that aiméxto generate strategically chosen
samplesO (Palys, 2003, p. 142) was used to recruit potential interview participants. As
Palys (2003, p. 144) has arguepyiosively sampled accounts provide rival or
competing explanations group processes that researchers can use to probe further.O

This technique also hed®maximize richness of information obtained pertinent to the
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research question®i{ler & Crabtree, 2004, p. 191 his method alswas appropriate
for the sample sizen€1-2 individualsper organizatiorfor a total of 26 interviewegs

Access to these interviewees was expected torhewhat challenging, because
they O[were] used to be treated with a considerable degree of deference in most of their
daily interactions@ue to Ohigh status (such as senior managers and professionals)O (King,
p. 19). Therefore, inade this a focal point of my activities during thega collection
period. lattenakd all available conferences relatedOlympic sustainability in
Vancouver, pdly because these occasions provided fresh information and insights into
Olympic sustainability, but also because they offered opportunities to identify and contact
key interviewees. For example, having been invited to attemd BC Olympic
Susta@nability Conference held in early March 2008, | met the VimsEentof
Sustainabilityat VANOC, as well aother members dhe VANOC sustainability team.
This person, who gave tlkeynote speech at the conferersigggested that | conduct
interviews after Apt 1, 2008 when VANOGwas to releasis second sustainability
report. | followed her advice and sent out a first group of interview invitation letters on
April 4. This was followed by a second wave of invitation requests on April 7. | also used
contact iiormation from corporate wedites to reach potential interviewees, but this had
limited success. Most of the participants were recruited through contacts | made at the
conferences attended. The rest were foutidough the network of contacts that

develged from the initial people | met
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Participants who wersuccessfullyecruited offerednultiple points of view
related to the sustainabylibbjectives of the 2010 Wint€&amesThe interview
participants includedfe executives and staff from the VANG:Qstainability group and
marketing departnm, six senior Olympic marketing managers and a sustainability
manager from the six National Parteieas well as a manager from Teck Cominco.
Although Teck is a tier two sponsor, it was included in the studsulse of the important
role it played in organizing the 2010 &psor Sustainability InitiativéSSI) meetings, a
network through which 2010 sponsors discussed sustainability issues and actions around
the Vancouver Winter Games. | will discuss this in déta@hapter 7. Finally, a third
party group consisting of 1Bdividuals with positions that gave them insights into
sponsor relations alsgasrecruited. This groupncluded senior managefrom 2010
Legacies Now, the City of Vancouver, Municipality of \Mtter, Province of British
Columbia, the I0C, Impact On Community Coalition (IOCC), David Suzuki Foundation
and an Olympic reporter frothe Vancouver Sum viewedthese as important individls
to speak with as they werexpetsQOn the field of sporsponsorships and Olympic
sustainability, and becauseesthprovided constructive advice ab@iympic planning
and staging strategies that shdfgesocial, economic, and environmentapactsof the
Games

Twentythree individuals were interviewed fatteface in Vancouver, and two
corporate executives were interviewed by telephone because they were not available in

Vancouver. Another two corporate executives were interviewed first by telephone and
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subsequently faet-face in Vancouver. In glfour paricipants were interviewed twice
because they only were available 30 minutes during the first interemvagictedn May

2008. This happened because theyddakscretionary time for a nebusiness task (like

aresearch interview) when the Beijing Gameagavapproaching. In these cadesas

able to conduct a second interviewlate 2008. Repeat interviews and telephone

interviews were already included in the UBC etlapproval.

Table 3.2 A List of Interviewees and Timé&

Date/Time | Gender | Organization Method of Group # | Code
Interview
Apr. 16, 08 | Male IOCC Faceto-face 3 |P1
Apr. 22, 08 | Male Bell Canada Faceto-face 2 |P2
Apr. 23, 08 | Male 2010 Legacies Now Faceto-face 3 |P3
Apr. 24, 08 | Female | City of Vancouver Faceto-face 3 |P4
Apr. 25, 08 | Male Olympic journalist, the | Faceto-face 3 |P5
Vancouver Sun
Apr. 25, 08 | Female | 2010 Legacies Now Faceto-face 3 |P6
Apr. 25, 08 | Female | 2010 Legacies Now Faceto-face 3 |P7
May 1, 08 | Male PetreCanada Telephone 2 |P8
Dec 4, 08 Faceto-face
May 2, 08 | Male 2010 Sponsor Faceto-face 2,3/P9
Sustainability Initiatives
May 5, 08 | Male IOCC Faceto-face 3 | P10
May 5, 08 | Female | VANOC Faceto-face 1 |P11
May 7, 08 | Female | VANOC Faceto-face 1 |P12
Nov 25, 08 Faceto-face
May 7, 08 | Male VANOC Faceto-face 1 |P13
Oct. 29, 08 Faceto-face
May 7, 08 | Female | VANOC Faceto-face 1 (P14
Oct. 14, 08 | Female | I0OC Faceto-face 3 | P15
Nov. 4, 08 | Male BC Olympic and Faceto-face 3 | P16
Paralympic Secretariat,
Ministry of Finance BC
Nov. 6, 08 | Male Resort Municipality of | Faceto-face 3 |P17

® Group #1 stands for VANOC participants, Group #2 corporate sponsor participants, and Group
#3 for the third party participants. Code P 1 stands for the first participant, P 2 is the second participants,
and so on. P 12 and P @-2 refer to two participants came to my interview from the same organization.
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Date/Time | Gender | Organization Method of Group # | Code
Interview
Whistler
Nov. 13, 08| Male RONA Faceto-face 2 |P18
Nov. 28, 08| Female | Royal Bank of Canada | Conference 2 |P191
Female call P 192
Jan. 9, 09 | Female | One of the above two | Faceto-face P 191
Dec. 1, 08 | Male General Motors of Telephone 2 (P20
Canada Limited.
Dec. 16, 08| Female | VANOC Faceto-face 1 |P21
Jan. 6,09 | Male Teck Cominco Limited. | Faceto-face 2 |P22
Jan. 15, 09 | Male HudsonOs Bay Compan| Telephone 2 | P23
Dec. 09, 09| Male David Suzuki Foundatiof Email 3 | P24
Mar. 27, 09| Female | 2010 Legacies Now Faceto-face 3 | P25

The length of thenterviews ranged from 4® 90 minutesOne respondent from
the third party group answerety interview questionby email. A list of intervievees is
presented imable 3.2The interviews were conducted in two separate periods: the first
was from April to May 2008 and the second from October 2008 to March 280%hted,
the split occurred becaudeetsecond group of subjects wagolved with the Beijing
Games fom June to September, and it was impossible to conduct research interviews
during that period even though | made contact with them in Be{jing. major
disadvantage of this was the unexpected possibility of access to potential interview
subjects, becauskey were committed to the Games business and did not have

discretionary time to commit research interviews.

3.4.3 Research Ethics

This study received ettal approval from BC's Office of Research Services and
Administration Behavioral Research EthicsaBd (BREB) on January 16, 2008 (See

Appendix I1). The guidelines of the BREB ensured that participants were aware of their

92



rights before voluntarily deciding whether to participate in the stBayorethe
interviews were conducteén Initial Letter of @ntact and Invitation (see Appendix IlI)
and informed Consent Form (see Appendix IV) weraadled to all interviewees. All
participants agreed to conditions of confidentialitg anonymity, as ensured by the

consent form @e Appendix V).

3.5 Data Analysis: Coding and Theme Building

The interviews were recorded using a digital audio recorder. The digital fites we
loaded onto a computer fornscription of the interviews. Each of these MP3 files was
markedwith a code (see Tabk2) before transcribm | transcribedach interview
verbatim and each transcription sueviewed three times to ensure aacyr At the same
time that | wadranscribing the interviews, | compared and contratitednformation
against the document analysisrrent websitenformation and available sourceghis
method of crossomparing thelat usingmultiple sources of evidenegas animportant
step and helped to corroborateinformation from interviews, overcoming some of the
limitations of single source interviewsted above

After | completedhe transcriptions, doded the data. Coding is a method of
categorizing andorting qualitative data thatvolves systematically identifying themes
and grouping the data into categories and subcategories (Neuman,T2@G8)alysis of
data followedhe regarch questions describedGhapter 1 and the conceptual

framework for managing sport sponsorsidgientifiedin Chapter2. | created a code list as
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a starting point, and then assigneteiview passagerrespondig codes The process

of coding was iterative and the list of codeswaodified several times thugh the

course of the analysis (see Appendix VIlgreated tables, matricesnd extensive

guotations. Organizamnal documents were treated in g@me way as thiaterview
transcripts. Once all interviews, document passages, and notes were coded, | organized
them into themeand subthemes that revealed the patterns. The categories from the
theme buildingverethenscrutinized foitheir relevance anlihks backto the research
guestions and the initial concepti@menork of sponsorship managemekitajor

themes regarding the motivations for VANOC to establish sustainability objectives, sport
sponsorship relationship management, and perceptions about goal evanation
achievementvere drawn from the dat@his was an iterative procesd used MS Word

for this tasknot dedicated software, since the sample wiae relatively small and could
easily be accommodated usingapy andpaste word processing techniquetganize

the data thematically.

Having acquired concrete categories and patterns for organizing thettata, |
examing and clarifiedhe rdationships and linkages amotigem. At this stage, some
thematic conceptaere generated alomgth specificatims for what constituted
appropriate indicators for these concepts. Major themes and concepts regarding
motivations for VANOC to establish sustainability goals and motivations for corporation

sponsors to enter Olympic sponsorship in relation to sustaiyajmlals were extracted
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from the data. These concepts and themes therechecked againgte initial
framework in the literature review.

The results of the analysis arganized under major themes and@esented in
this dissertation chapters dedated to the research questioAsiumber of direct
guotations from the interviewees are selected to explicate the themes because these
representative quotations helped to anchor the data and illustrate theadievant

concepts and theoriegere idenfied in the discussion.

3.6 Potential Problems

Although case study interviews are naturally epaded at thesame time, they
inevitably also encounter the common problem of bias on the part of both the interviewer
and interviewedYin, 2003) One factorfor example, is that case study interviews
amount to an uncontrolled intervention in the lives of others (Walker, 1983), and this can
lead to adverse reaction and expression. To reduce this risk, each subject is promised total
confidentiality, consistenwith WalkerOs (1983) suggestions. The informatimained in
the interviewscan help refine the research design as well as provide primary data for the
study. As such, if evidence is found adverse reactions to the interview setting or questions,
these ca be changed to et accommodate the interviewee.

| anticipated a number of potential problems relating to the potential proprietary
nature of the information | was collecting and the content of the interviews themselves.

The interview questions wedesgned to avoid requests for proprietary information
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related to business strategies that might threaten the interview relationship or result in
untruthful responses. Bddition, given mygeographic location (Vancouver) and the
various locations acss Canda of the corporate spongumarticipants, telephone
interviews were emplaed when facdo-face interviews we not feasible.

Another ppblem was that some interviewagsderstandably wei@autious in
revealing detailed information about their sustaingbgrojects before they announkce
the information to the media. For example, the VANOC representatives and the corporate
participants both expressed concerns that the sustainability progranstilvarehe
planning stages and could not be discussedlpjrethe firstinterview (April to May
2008). They advised me to conduct the interviews in September or later when they
thought the sustainability projects might be refmhypublic release. ook their advice
and conducted another round of interviewsa agcond phase of data collection (October
2008 to March 2009), as noted above

A further problem was thdkhe interview method imposed limitsn my access to
informationof how Olympic sustainability goals couloke achieved through corporate
sponsorkips. | was able to obtainformation from thosénterviewees who were willing
to talk tome, but | did not have an opportunity to attéimd meetings and obsezv
VANOC sustainability decisiomaking processes in action. The laclpafticipant
observatiorimited my sense of context and my ability to fully interpret the interviews,

however, interview data were still a very useful source of information.
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The Imitedtime for some interviews was a furtheonstrain. For example, it
usually took about 60 mimes to conduct a successinderview, and it was very difficult
to obtain all thenformation | reeded during shorter interviewslthough the interview
guidelinecoveredall thequestions | wamtdto ask the limited time constrained my
ability to exploe thequestiors more deeply. This was another reason | condusgednd
interviews with four participants who were only available for a short time in the first
interview.

Finally, thelimited number of participanti& particularmay result in a more
narrav range of perspectives. For example, interviewing only one person from a
corporate partner did not permit me to crosscheck the information from an additional
source. In practical terms, this limitation was unavoidable as it was very difficult to
access thse individuals. Nevertheless, 26 interviews are fairly robust and | felt data
saturation was reached. Guess, Bunce and Johnson (2006) pointed out that data saturation
is an OelasticO concept, it represents the point where oneOs research objectives are
acheved. By the end of the interviews, the same themes and subthemes were being
repeated by interviewees and little new information was being presented. As such, the
interview data obtained became sufficient to answer my research questions and achieve

my regarch objectivedarshall& Rossman2006).
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CHAPTER 4

SUSTAINABILITY MOTIVATIONS AND ACHIEVEMENTS

In this chapter, the main research findings rel&aetie first tworesearch
guestiors are presented. Spécally, the chaptepresents the motivatis for VANOC to
establish its sustainability goatee motivations for corporate partners to enteo
Olympic sponsorship and representative sustainability projects through which the

corporate sponsors helped achieve VANOCOs sustainability goals.

4.1. Motivations for VANOC to Establish Sustainability Goals

The results of this study revealed thgirimarymotivation for VANOC to
establish its sustainability goals was to meetatamitments in the bid. VANOC
establishec vision to Obuild a stronger Cdaavhose spirit is raised by its passion for
sport, culture and sustainabilityO (VANOC vision statement, 2009)vitfas isthe first
by anOlympic organizing committee to fully recognize sustainability. VANOC strove to
apply sustainability principlesotall aspects of the Olympic Gameséhping, operations
and delivery according to most interviewees (Skiers may have to, 2006). In addition to
targeting the bid commitments, this also embrabedOlympic MovementOs adoption of
sustainability (along witlsport and culture) as a dead element of its philosophiBkiers

may have tp20069.
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Oneinterviewee explained why ti@lympic Movement should incorporate

sustainability into its values.

[I]t is very important. E It is central for the Olympics to adopt
sustainability as a core operating and delivery principle. We believe
sustainability is much more important than only restricting it to the
environment wing, because sustainability is more than just the
environment; sustainability is economic and socsalvall. We think it is a
different discussion; it is a different way to look at the Olympics.
(Interview with Municipality of Whistler, 2008)

Severaktudy participantbelieved thaplacing an emphasis @ustainability is
how Vancouver won the bidhey indicated that bth Vancouer and Whistler had a
historical record of sustainabtfevelopment before VANOC was formed. From the
CityOs perspective, the representative of Vancouver indtbate@[as the City of
Vancouver,we were important instrumenitsthe development of the sustainability
agenda as part of the bid and we are very involved in jileimentation.O The person

clarified what this meant, as follows:

We look at cultural aspects, social aspects, environmental and economic
aspects; all argery important to us and were critical to winning the bid.
WeOre very involved in the VANOC Board @ménsuring that

[everything] is done to translate sustainabitiégponsibilities through the
city programs as a whole city. (Interview with the CitpMahcouver, 2008)

From WhisterOs perspective, the leadersiithe Municipality also played a key

decisionmaking role in terms of integrating sustainability into the bid commitments.

This was prior to VANOC. As a Councilor, | was very clear that thg on
term under which Whistler shild agree to be the partnerthe Games
would be if VANOC and the partnership followed the principles of
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sustainability, beause Whistler has very stronglues. 8stainability was
something [whereyVhistler had initiativeshat were subsequently
adopted by VANOC. (Interview with the Municipality of Whistler, 2008)

These examples reveal that the focal organization VANOCOs sustgimaiils
strategicallywerealigned with both of the host citiesO sustainable developnesTitaag
As sustainability was a core value #éancouver and Whistler, thmplementation of
these goals waapplied at the most fundamentaldéin planning the 201Games. For
example, many r@@ndents recognized that VANOC sveommitted to making all ¢h
venues conform to Leadership in Energy and environmental Design System (LEEDS)
certification.

From the 10COs perspective, it was noted that the City of Vamdteleput
sustainable development at the forefront. Also, the IOC interviewee clarifiethéh
Olympic Games Impact (OGI) project, which was an 10C initiative, did not impact
VANOCOs sustainability agenda because the Vancouver 2010 bid committee had already
decided to put sustainable development into its bid commitment pribe formatiorof
VANOC.

Given the cleamotivationto support sustainabilifthe issuebecame how these
goals could be realize ANOC made its operating definition of sustainability Oto
manage the social, economic and environmental impacts and opportunities afrtae G
to produce lasting benefits, locally and globally@ncouver 2010 Sustainability Report
200906). All interview participants were aware thaAMOCOs sustainability goals had
three pillars: economic, socjand environmental sustainability. The feliog quote
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from the interviews serves @mphasize these goals and clarify some of thegsaks

that were developed.

The sustainability goals are in three pillars. One is on environmental, one
of them on social and one of them is on economic. And al§®isocial,
theyhave a large participation obariginal, innefcity and women and
youth. And in environmental, they have a variety of jawironmental]
indicators to look at. (Interview with 2010 Legacies Now, 2008)

Within this broadesustainabilityplatform, a number of specific projects that
incorporatel economic opportunity, social responsibiligd environmental protection
were implemented through corporate sponsorshipples of how the six riahal
corporate partnetselped to achieve ANOCOs sustainability goals gmesented ithe
following three subthemes: economic opportunity, environmental proteatioisocial

responsibility.

4.1.1 Economic Opportunity

Under economic opportunity, several programs were identified by VANOC and
the caporate partne as innovative ways to engageonomic developmeittiroughthe
Vancouver 2010 Winter Garaen the VANOC sile, for example, the Buy Smart
Program was established with a mandate to identify sustainability attrisutdsas
innercity disadvantaged inclusiveness, ethical purchasamgl Aboriginal participation
in the localy-based businesses that weedected as licensedgaditionally, such
business selectian prior Olympicswent to multinational corporations (Inwood, 2007)

The Buy Smart Program was designed to incorporate ethicaloauting and human
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rights policiesinto VANOCOs ethical Licensee Code of Conduct in partnership with the
HudsonOs Bay Company (HBC), one of the National Partners. To fully implement
VANOCOs ethical purchiag policy,theyset up a number of requirements tioe
licensees of merchandibearing the Olympic mark to meet credible standards for ethical
and social complian¢éncluding that they had twomply with safe, healthyand
environmental workplacesr internal and outsourced contracts

VANOCOs Buy Smart Program was identified as a visible economic opportunity
for local small businesses. The 2010 Commerce Centre, an initiative of the Province of
BC Secretariat, was established in 2006 under the BC t4irisFinance, with the goal
to educate, equj@and prepare businesses with the proper tools, knowladde
awareness of hothey could take advantage ©fympic Gameselated opportunities
(2010 Commerce Centre, 2008). Specifically, it was reportedib&010 Commerce
Center created the 2010 Business Opportunities Workshop in which thousands of
businesses participated to learn how to maximize their involvement in thebitialti
dollar Olympic Gameselated opportunities. The workshop functioneagmagducational
tool in relation to promoting VANOCOs Buy Smart Program across the Province of BC

andCanada. The following quotkustrates this point:

That is the education part. The legacy of the Games is that now when the
Games [are] over, not onliie person that won the contract learns more
about social inclusion components and sustainability components, but the
subcontractors introduce it as well. That was important for the economic
benefits. (Interview with BC 2010 Winter Games Secretariat, BGskiyn

of Finance, 2008)



Another critical aspect of this initiative was that the 2010 Commerce Centre
helped VANOC and the corpate partners select licensees antcontractors by
identifying businesses with sustainability features and Aboriginal patimipa the
biddingprocesses. As the next quote demonstr#tes2010 Comnree Centre helped
create businesgpportunities fothe sponsors and facilitated realizing benefits from the

Games

The responsibility that | personally have with corporate sprerasre when

2010 sponsors want to use our facilities, when 2010 sponsors contact us
and want to learn more about how they can buy products and services that
are local. We speak to sponsors about how they can get involved in
leveraging the Games. (Interwiavith BC 2010 Winter Games Secretariat,
BC Ministry of Finance, 2008)

The 2010 Commerce Centre partp@nscooperation with the various 20
sponsors, in particuldhe Royal Bank Canada (RBC), created the 2010 Business Guide
calledStriving for excellece: Your guide to business opportunities for the 2010 Winter
GamesTo help businesses connect with the opporemiif the Olympic Games, RBC

undertook several initiatives, as described in the following quote

Small business is the engine of Canada@®aty, so RBC is dedicated to
ensuring that the small business community can take advantage of
opportunities for fighting for the 2010 Games. Q040 Business
Development Initiativegicludes seminars, information, and guides for
business opportunities the 2010 Games. WeOve made it available in all
our branches across Canada and online. (Interview with RBC, 2009)

In its implementation, RBCOs approach twasork through the Olympic Games

related Request for Proposals (RFP), a docuthahsolicitedbids fromsuppliers as part



of the contract process. RBC helped adsgisall and medion sized businesses about the
sustainability requirementa preparation for thesubmission tadhe RFP. While the

2010 Commerce CenterOs workshop introduced the prodesspdained why it was
important and he the 2010 Olympic Games affectttiem, RBCOs seminassich as
ODemystify the RP Bid Process WorkshopO taught companies how to writERuhoRit

the bid. Morespecifically, the workshop worked the following way

It comes to a breakfast meeting, | spoke about 20 minutes, explained to
them what the Vancouver organizing committeeOs role is, and gave them
ideas of what types of goods and services they are going to egdok

as we get closer 010. Talking abut Olympic family, what are

hospitality agencies they might look for? What are they going to need to
help work with the sponsors? Torch Relay business opportunities as well,
potentially. | really help educate businesses about the opportunities. And
then what | also do is to sit down with a business-on®ne, and

understand what that business offers, where theyOre trying to go and we
will help them make connections within the Olympic family. So | am the
contact because we are an Olympic family membel.ietp them with

the contacts. (Interview with RBC, 2009)

The quote reflects how a bank sporiselped businesses raise their awareness of
sustainability and leverage economic opportunities as a result of the Olympic Games. In
turn, these activitiegereintended tdelp businesses before, duriagd after 2010. In
January 2009, when the interview was conducted, RBC had held abédts@bninars
since D05 with 4050 attendeegach Over this timethe 2010 Commerce Center had
built a business database4tfO0 plus firms through the 2010 Busss Opportunity
Workshop. hterestingly, the Minister of Finance BC said at&tteWorld Conference on

Sport andhe Environment 200&hat without 2010 in its title, there mighéave been
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fewer people interested their sustainability workshops. This statement implies that the
Winter Games were an important impetus in promoting sustaibableess
opportunities in an innovative waglthough future research would be required to
determine if the businesses that ggrated thought they benefitted

An example of supporting VANOGsusténability goals, particularly with
respect to economic growth, candeen irthe case of the HudsonOs Bay Company
(HBC). As the mai contributor to the Smart Buydyram, HBC, a Nabnal Partner in
the oultfitting category, helped provide economic opportunities by working with domestic
manufacturers and making sure that the products they provided wefreeaddy. At the
same time as emphasizing environmental sustainability, thistive supported
economic sustainability. On the latter pomsenior executive from¢hHudsonOs Bay

Company explained

One of the things around economic growth or economic health, | guess, of
the Vancouver market is something that weQOre doing in atmtfg. We
partner with manufacturers to help improve the economy in Vancouver.
(Interview with HudsonOs Bay Company, 2009)

It was reported thaisan outfitting sponsor and through its contract with
VANOC, the HBC was involved ithe design andupply d the uniforms for alk5,000
volunteers, 12,000 torchbeareasid support staff for the Olympic Games and torch relay,
as well as all the Canadian athletesO unifdforsexample, since it \g@mportant for the
Canadian athletesO uniforms to be ma@aiada, the intervieweiedicated that 90% of

the athletesO uniforms would be miagéocal manufacturers, amther ahlete related
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items that HBC hadffered to the sponsorship prograrowid be 100% made in Canada,
if available. He also explainebat somatems would not be made i@anadaecause
there were no Canadiamanufacturers that could produce the required products.

By January 22, 2009, half of the VANOCOs spending went to locally based
suppliers in Vancouver and the Sea to Sky Corridor. An additi43% went to BC and
other noRBC Canadian companies. In total, approxima$8.8 million of the contracts
wereto Aboriginal businesseaccording to document analy$\8ANOC Adheres to
Rigorous, 2009).

Another example often mentioned by the participamthis study was that Bell
invested $2 million into a program called OBuilding Opportunities with Business Inner
City SocietyO (BOB) as part of its Olympic sponsorshipmitment. This program
focusedon the economic development of the Vancouver DowntBastside, by
providing business mentoring, employment trainergd small business loar&me
interviewees thoughts financial contribution was the most important determining factor
in strengthening the social wdiking, healthand security of thdisadvantaged people
like innercity residents and atsk youth who otherwise do not have such opportunities.
As an executive of Corporate and Olympic Marketing in Bell Canada, stated in an
interview, OWe try our best in the Downtown Eastside to useolarsito facilitate
economic growth job creation, opportunities for training.O In addition, he indicated that
it was not just a sponsorship, Bell Canadated to add social value as tfiis with thar

shared goals witi ANOC.
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Both Bell Canada and VNOC saton the BOBOs Board of Directors to ensure
that a wide ange of social benefits were generated March 31, 2009, the BOB set a
target of 800 innecity individuals forskill training opportunities. This was sponsored by
the business developmennéuthat encompassed $2.6 million, grdvided employment

opportunities for 590 people (Building Opportunities with Business, 2009).

4.1.2 Environmental Protection

In relation to environmental protection, WOC was committed to making all the
venues and bldings conform to the Leadership in Energy and Environmental Design
(LEED) Green Building Rating Systeaertification.RONA, a National Partnan the
construction category, helped VANOC achiégd EEDS standards in severaysas

noted in the followig quote

So environmental standartike LEEDS, weOre providing ntOC’

paint; there are newolatile organic compounds in the pgiso that assists
VANOC reaching its LEEDS standards. Some other great stuff weOre
doing, weOre providing semrojects FS certified lumbeK Forest
Stewardship Council certified lumb&€entrally, what that means is that
lumber came from the sustainable management of forests. (Interview with
RONA, 2008)

In addition, VANOCstrived to avoid the destruction of biodiversity e tverues
construction, so that it coulgéduce the impacts on thentiscape. A couple @xamples

were presented in the interviews and documents that illustrate the high value of the native

"[Non-VOC=non Volatile Organic Compounds]

8 About the Forest Stewardship Council (F&2he FSC is an independent, rgovernmental, not for
profit organization established promote the responsible management of the worldOs forests. November
18, 2008 from http://www.fsc.org/aboutsc.html




biodiversity. One example is where the Olympic alpine courgeaMhister-Blackcomb
ski resort washifted away fronBoydOs creek in a couple of pgdeecause the coastal
tailored frog, listed as a special concern by the Canadian Committee on the Status of
Endangered Wildlife, lives in the creek adjacent to thma course. Another example
wasthat plans to cut down a number of trees on the ski run were delayed until wildlife
experts confirmed that all i©s nests were no longer in (Mertl, 2006, July 28).

In terms of corporate sponsors who contrioutio theenvironmental
sustainability goals, both VANOC and the corporate partners most frequently reported
that General Motors (GM) of Canada, which providaiithe vehicles for VANOCOs
transportation requirements, workledrd in the reduction of carbon esiors. The

following quoteillustrates this point:

| would say that welssolutely have [a lot of effdrtn respect to the

Olympics doing a tremendous amount of researatdevelopment

regarding how we can make our vehicles more-éfigtient; how we can
minimize the emissions. We [have been] work[ing] on that for many many
many years. So itOs certainly the environmental piece in reducing our
impact on the environment. It is one of our key goals. E When it comes
to the Olympics, we ensure that we minimize thotprint through the
vehicles that we supply them. (Interview with General Motors of Canada,
2008)

Accordng to information obtained throughe interviewGM had beemnvorking
on environmentally friendly vehlies since the 1970s, and has focusedhereduction of
greenhouse gases. In particular,tfte 2010 Olympic Games, GM hadarget to provide

4629 vehicles to VANOC durinthe Games. GMOs goal iasuppy 30% of the fleet
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with hybrid vehicles. GM waalsoinvestigating alternative fuelsuchasbio-diesel. As
the representative from GM stated, Owe also supply a larger portion of other vehicles
which are E85 ethanol compatible, which means vehicles can run on gasoline or they can
run E85 ethanol. E85 is [essentially] 85% pure ethanol in gasolin

The GMexample illustrate theimpactsan automobile sponsor can have on
environmental goals, in their case on VANOCOs carbon neutral t&igetsthe
transportatin sector has a major impamt carbon emissions, GMOs contribution to
environmental ptectionwas potentially important fot ANOCOsarbon neutral
objectives. This example also suggestat GMsupports alternative fuels and reduced
dependence on fossil fuels. Nevertheléss portion of hybrid vehiek was still
relatively small (30 pe&ent of VANOCOs fleet), and it was not cleaw muchthe
environmeral impacts wouldactually be reduced durirgames time.

Another example oénvironmental sustainabilitincluded in this case study was
therole of PetreCanadaas a National Partner the oil and gas catego Its

responsibility was outlined as follows:

Our responsibility as a sponsor, first and foremost, [is] to what | call
OFuelling the GamesO. We are providing all the fuels to the organizing
committee that they are going to requetheir fleet or light trucks, also
for all of the various buses and all the other fuels that are required for
sponsors, broadcasters, aitder people that arssociated with the
Games. (Interview with PetitGanada, 2008)

While GM provided th&Games th environmentallyfriendly vehicles, like those

that wereE85 compatible, PetrG@anada supjid the ecdriendly fuels, such as ethanol



E85 and biedieselfor VANOCO4leet. In addition, Petr€©anada also supplied a clean
gasoline that was intended taueecarbon emission#\s an exeative from Petre

Canadalescribed in one interview in 2008:

We do have a number of things that we work with VANOC on that fit

under our corporate responsibility realm. We are supplying them with the
very best fuels that wieave, so they use super clean gasoline, which is a
gasoline that has the highest clean property in any fuel we make. And also
it burns cleaner than the other fuels wik §dney have a 50 percent

reduction of emissions, because they use our very besflfuerview

with PetreCanada, 2008)

Contributions to VANOCOs sustainability objectives from these National Partners
varied according to the naturetbkir business, but thgoal was the same: support the

Vancouver 201@ustainability goals

4.1.3 Saial Responsibility

The participation of some Vancouvanercity residents and Aboriginal peoples
in the Vancouver 2010 Winter Gamessaaghlighted asn integral component of
VANOCOs sustainability mandalteterviewes from the I0C, VANOC, Municipaljt of
Whistler and the corporate sponsdms example, emphasizelde importance of the
official partnership witlthe Four Host Fst Nations (FHFN). Commentsom the Resort

Municipality of Whistler representative supporteds perspective:

On Aborigind participation, | think that it is the first Olympics where the
local Aborigind groups have had statusfadl partners. And they are
[achieving] significant economic opportunities and celebrationisedf t
culture and arts as well. (Interview with Muipality of Whistler, 2008)
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Indigenous peopleOs involvemiarthe Gamesndthe promotion of their culture
wereregarded asnportant elements of VANOCOs social responsibility progfe.

IOC representative described this as follows:

It is fabulous. | tink [VANOC] has a really good relationship with Ehe]
Four Host First Nations, and a lot of things we have done with them
including the athletesO support. | mean VANOC works with them to
highlight their culture. An exhibition of culture site is goindot | think

it is currently constructed, up on one of the lands in Whistler which
belongs to one of the Four Host Nations. They are definitely inclusive.
And E a lot of [their gifts] come from the Four Host Nations. They have
been made by the Aboriginalggae. (Interview with the IOC, 2008)

The national sponsors facilitated VANOCOs programs. In a collaborative,project
for instance, Bell Canada contributed $3 million to the Whistler Squamish LilOwat
Cultural Centre to advance Aboriginal culture and traddl knowledge on the world
stage, according to the interviews who though the Cultural Cengelaisting legacy for
these communities

Another example is that Petf@anada donated twgieces of land in Vancouver
and Port Moody respectively (worth $3 haih) to the Urban Native YoutAssociation
to build facilities, includinga dropin center fordisadvantagedboriginal youth, to learn
skills. Also, a Totem Pole project with the Four Host First Nations was underway, as

described by the representativenfr PetreCanada:

We have a watterful artist, whose name is Kle-Bhi®, who is building a

¥ PetreCanada has commissioned British Colurdésed Aboriginal artist Klati&hi (pronounced Cloth

Bay) to carve a 2200t totem pole. The totem pole will commemorate R&amada's sponsorship of the Games, and
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25-foot Olympic legacy totem called OSes®kyO. That totem pole will
be displayed at the Four Host First NationsO Pavilion in Downtown
Vancouver during the Games. [T]hat will help profile the Aboriginal art
community in BC and their ability and potential to generate some
economic benefits for therfinterview with PetreCanada, 2008)

This quotation reflects some projects originaigirted to generate a positiv
social impacthat alsceventually created economic benefitstfoe host community. This
caseis not isolated. Many examples show that the three areas of sustainability often
interact and interweave in one j@at on a basis of the Otriplattom line@latform.

Last but not leastn weltknown program wathe RONA Vancouver 2010
Fabrication Shop in the Downtown Eastside of VancouWeis shop provided carpentry
training opportunitiefor some atisk youth. It was designed to enaktiem to gain work
skills, obtain employmenand cotribute to the Gameg his point is illustrated irhe

following interview quote

If you look atthe Fabrication Shop, it is aligning with a number of

initiatives that VANOC has. Number one primarily is the social agyfect
sustainability. And our commitment there is, | believe, over $3 million
working with VANOC on that Fabrication Shop. These young men and
women get the training; they get the Olympic experience, and are building
their own podium, making a better life fdremselves. When they work

out there, they get skills and they can go and work in the construction side.
(Interview with RONA, 2008)

This program also illustrates how the three aspects of sustainability are

interrelated and reinforce one anoth¢owever the actual numbers of people involved

promote cultural and economic opportunities made possible by hosting the 2010 Winter Betnegd March 11,

2009, fromhttp:/www.petrecanada.ca/en/olympics/189.aspx



in the program are small (e.g., 64 students in RONA Vancouver 2010 Fabrication Shop in
2009) compared to the OproblemO-os&tyouth (e.g., estimated 87,000 children in
poverty in 2008Y in Province of BC (Olympipartners take social responsibility, 2010;
BC child poverty rate, 2010).
In the opinion of the interviewee$igsesustainability initiatives showhat
VANOC and their corporate partners adaptangiblesocial initiatives that beneéitithe
socially andeconomically disadvantagedho otherwisavould not havehadthese
opportunitiesA brief summary of sustainability programs is presented in Figure 4.1.
Figure 4.1 illustrates a flow chart of VANOCOs sustainability agenda, beginning
with the fundamental plosophy that underpinned its major goals under which a number
of operational programs were developed to deliver targeted outcomes. As discussed
earlier, their three components of sustainability were economic opportunity,
environmental protection, and sakresponsibility. In keeping with these objectives,
interviewees reported that BOB (with Bell) and Buy Smart (with HBC) provided
economic opportunities for local small businesses and disadvantaged inner city residents.
Next were activities intended to nmmize environmental impacts, including venues with
LEEDS standards, accommodating wild life habitats, and alternative fuels to help reduce

carbon emissions. Finally, VANOC and the corporate sponsors supported social

10 An analysis of the latest figures by First Call: BC Child and Youth Advocacy Coaktiowed a drop in the BC
child poverty rate froni3 percent in 20070 10.4percent in2008. The number of poor BC childrerodped from
108,000 in 2007 to 87,000 2008.Retrieved June 29, 2010, From

http://www.firstcallbc.org/pdfs/currentissues/press%20release08stats.pdf



development through the Aboriginal cuttucenter and fabrication shop. This
demonstrates systematic thinking about and activation on the Gealatesl
sustainability plan and on sustainable management practice.

Figure 4.1 Summary of Sustainability for Vancouver 2010
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4.2 Motivations for Corporations to Enter into Olympic Sponsorship

From the corporate sponsorsO perspecthesnotivations for corporations to
enterinto Olympic sponsorships were not abthé sustainability objectives, as such.
They indicated thatustainability characterizes how they do business, luasinot their
sole or main objective. Rather, they affirmed that their Olympic sponsorship investments

have a strong branding and busineg®nale. As a corporatenior executive indicated,
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OWedonOt have direct sustainable objectives for being an Olympic sp#somber
of corporate motivationslentified in the interview quotations are shown in Table 4.1
which included:

1) Showcasing environmentally friendly technology and products,

2) Empoyee engagement (including volunteer opportunities in the Olympic Games),

3) Community engagement and social responsibility,

4) Taking/showing a leadership role in sustainability,

5) Brand differentiation by sustainability initiatives,

6) Corporate Hbtory of Olympic engagement,

7) Raising awareness of sustainable living, and

8) Providing partnership business opportunities with other sponsors.

Table 4.1Corporate PartnersO Representative Quotations for Motivations

Showcasing environmentally friendlytechnology and products:

1. We look to the Olympics as a platform for us to showcase our environmenta
friendly vehicles, our advanced technology of vehicles, and our alternative fi
vehicles. (General Motors Canada)

Employee engagement and voluntearpportunities in the Olympic Games:

2. It provides us an opportunity to really engage our employees. There are 6,0
our employees. They like that weOre an Olympic sponsor. It is something g
PetreCanada is all about. And it also provides us an oppitytto differentiate
ourselves from other oil and gas companies, when they come to attracting a
retaining really good people and really good talents within our company.-(P€
Canada)

3. The fourth pillar of our sponsorship is the volunteer program shettuctured
through the Vancouver 2010. We got all of our employees across the countt
involved and then we have 100 volunteer positions as part of our sponsorsh
will be providing 100 of our employees from across Canada the opportunitie
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leave tkeir jobs in RONA for three weeks, come to Vancouver, be part of the
Games here in Vancouver and be volunteers of the Games in Vancouver. R
will pay their salary, travel costs, accommodation costs, and all the fees
associated with it. Those 100 employesi be working at the Games and
leaving a truly Games experience. (RONA)

Community engagement and social responsibility

4. We also have a program called OMaking Dreams PossibleO, which is a play
program we developed, which provides funding grémtecal community sport
organizations across the country. We give out 100 grants per year for local
communities to help them with the development of coaching staff and we al
provide grants to high performance athletes as well. (General Motors Canag

Taking/showing a leadership role in sustainability:

5. We will be a leader in sustainable development that is not only across the
environmental standpoint but also the social and economic, all of these thre
pillars. (RONA)

Brand differentiation by sustainability initiatives:

6. The next pillar of our sponsorship is what we called the RONA Vancouver 2
Fabrication Shop. The fabrication shop is a unique partnership for both RON
and VANOC, and the ITA, the local agency. (RONA)

Corporate history of Olympic engagement:

7. One is that we have a 3@ar history of legacies for being a sponsor because
played a very premier role back in 1988. We were the Olympic Torch Relay
sponsor and organizer. The sponsor actually organized the Torch Relay. It
extremelysuccessful relay, considered the best in its time, the best all the tin
after that. E We think that our connection to the Olympics has played a big r
in the stimulating of our reputation that Pe@anada can enjoy. (Pet@anada)

8. RBC has been spoméing the Canadian Olympians since 1947. (RBC)

Raising awareness of sustainable living:

9. Ithink there is an opportunity for the Games branding themselves and raisin
everybodyOs awareness around sustainable living. (Teck)

Providing partnership businessopportunities with other sponsors:

10.We have a chance to do business with other sponsors, both nationally and
internationally. 1tOs opened up doors that would not otherwise perhaps be o
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today, for example, | have a Blackberry that is a Bell. Befarddllympics, it was
a Rogers. All the Bell vehicles West Canada drives around haveGatemia
fuel. Before the Olympics, they didnOt have P€anada fuel. (PetrGanada)

In addition, some corporate participants emphasized that they have made some
tangible investmentssuch asn venue construction and infrastructure building, based on
the nature of their businesshé@ seven corporate partners (six National Partner plus Teck)
that | interviewed are leading companies in the area of sustainability ad&andall of
themexpressed the view that they weially responsible corporate citizens and
wankedto give back to the communities in whidtey operate.

All the participatingcorporations providitannual corporate responsibility reports
(PetreCarada, GM), CSR reports (Bell, RBC, HBC, RONA) or sustainability reports
(Teck), respectively. VANOC and the corporate respondents indicatedANs2COs
sustainability goals wer@absolutelyO connected to CSR. This is consistent with SpethOs
(2008) discussin on the topic of sustainabilithat emphasized sustainability and CSR
are interchangeable in industry practices. The findings that revealed how VANOC
initiated, managed and evaluated the partnerships with corporate sponsors to help achieve

VANOCO sustaability goals are presented in the next chapter.



CHAPTER 5

MANAGING CORPORATE -SPORT PARTNERSHIPS

This chapter presents the main findings related to partnership initiation,
management, and evaluatidrnese findings are intended to answer the rebaprestion
number three in Chapter Hiow couldsport sponsorship relationships be managed to

achieve the Vancouver 2010 Winter Olympic GamesO sustainability goals?

5.1 Partnership Initiation: Selection of Corporate Sponsors

When ths studyinterviewsconmenced in April 2008the six National Partners
had already beerhosen antheir sponsorship agreemeritad beersignedwith VANOC.
Each of those agreements included programs features relating to sustainability.
Responsibility for sponsor selection wasedated primarily to the director of marketing

as noted in the following remarks by a VANOC interviewee.

[VANOCOs marketing director] is responsible for finding sponsors. When
heOs got on it and talked to the sponsors, he is very much engaged in those
who areinterested in our vision déames that are sustainable. He

completely influences whom we choose as a sponsor. And the sponsors
who are chosen arettjag involved with many of [our sustainability

objectives] so they can highlight the innovations lretarea of
sustainability(Interview with VANOC, 2008)

Despite the advantagef Olympic sponsorship;orporateparticipants indicated

that their sponsorships ditbt change the way tha&lid businessaround sustainability and
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corporate social responsiliylj as captured in the following interview statement from a

corporate sponsor:

[The] Olympics [were]a partnership where many people had interests. E
think the sustainability questionsore around how we operate. When we
look at our business objectivds we operate with that partnerstapan
example of making sure that when we did our agreement with VANOC
that certain components of our agreensattallyhaveadded value to the
economic, social and environmentalllteeing in our communities where
we ae operating(Interview with Bell, 2008)

When they entered the partnerstBg]l made sure that their relationship with the
Games would add value to their existing programs. In this sense, their approach insured a
good Ostrategic fitO betw#encore vales of the sustainability components of the
Vancouver 2010 Witer Games and their corporate social responsibility objectives. This

was true for the other sponsors as well.

5.2 Partnership Management: Partner Satisfaction Feedback Loop

During the interview, VANOC and the National Partners were in a partnership
managementhase. In this section, | descrittee key managerial factomsvolved in the
sport sponsorship relatidmps between VANOC and its partners using constructs from
Frisby et al. (204). | dso describghe efforts made through these relationships to

achieve VANO®sustanability goals.

5.2.1 Elements of Partnership Structure

The reserh findings demonstrated a series of structcwatponentsn the

relationship between VANOC and the pets, including shared goalssigned



personnel, a welbrganized structure under contractual relationsiyo-contract supert,
as well as flexibility

5.2.1.1 Shared ®als

According to Lorange and Roos (1992), one of the key aspects of partnership
management is shared goals among the partners. In this study, this was a prerequisite
when starting to work togethers a corporate partner described in an interview in

December 2008:

| think [you] have to start with a clear derstanding and appreciatioh o
what is in your agreement. | think you have to have a relationship with the
peopleDthe managers, the directors, and all the people you work with in
VANOC. They started to understand each otherOs businesses. You also
understand what each other is trybogaccomplish and at your

objectives are; you beconagvare of wher¢hereis a kind of common

ground where you can work tager to create some initiatives and
activitiesthat will become kind of wikwin for boh parties. his helps

them achieve theirlgectives and helps achieve our objectives. | think it
has always been proactiv@ok for the right opportunitie®. Yothave to

do that through a good relationship. You need to understand each otherOs
businesses and objectives. (Interview with GenerabkdaCanada, 2008)

This study also found that the management phase dasain where tension,
disagreementind confusion could arise regarding each otherOs expectations. Even
though the sponsorship agreement was signed, negotiations between VANQOC and it
corporate partners in terms of usihg Olympic marks were always an ongoing process
before and leading up to the Olympic Gamésdig @ommon groun@in managing the
relationships wa perceived to be one of the key elements to fulfilling corporate

sponsorship goals.
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In the area of sustainability, fexample, Bell gave VANO© S$200 million to
become one of the Vancouver 2010 natigraatners, and its main purpose was to
capitalizeon the Olympic brand and marketing opportunit@sthat amount, $éillion
wentto VANOCOssustainatiity initiatives (Phinney, 2007). VANOC aimed to stage a
sustainablé&sames so itonsidered options of spending the sponsorship money in support
of First NationsO educatiopost and economic development andirmmer-city residents
of Vancouver, in addition to environmental goals. The challenge was how to aittgeve
goals without compromisingome for the sake of others

The 10Cdoesnot allow advertising inside of ti@lympic venuegPayne, 2005).
Traditional sport spnsorship relies on venue advertisisgch aglacing corporate logos
on bannersrink boards and other internal and external signageontrast, Olympic
sponsorship has no commercial signs in venues. This fepoesomarketiry
executives talevise hnovative programsutside the venues, some of which could
potentially build onCSRopportunities.

Given that CSRBromisingpractices can contribute to brand image, investment
in CSR initiativeshad the potential to yield positive return for ajparties.For example,
Bell invested $2 million irthe Vancouver Downtown Eastside to help develop
employment opportunities fat least somanercity residents. This was part of their
corporate philanthropy to add to corporate refanaaccording to the intersw with Bell
The corporate sponsor reported that this was one way they made a community investment

thatcontibuted to its corporate objectives. The representative from Bell stated that the
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firm would continue to make such investments in the communitesgerved. Thyshis
case exemplifies that key factor in the successarfhieving these objectives st
manage the relationships between the organizing committgmrate partners, and the

diverse community in which they operate.

5.2.1.2 fssignedPersonnel

Research has found tHaiman resource management functjdike recruiting
and training staffcancomplicate partnership managerhérisby et al., 2004).
Neverthelessin this study, it was found that assigned personnel, who are dedicated,
proactive and professional with respectriationship management, could contribute to a
successful partnership in the pursuit of each partnerOs objectives.

From the VANOC side, a Marketing & Client Services Division was set up within
the Departmendf Revenue, Maketing & Communicationsand a professional account
mana@ment team was formed within the Client Services Divisldrese account
managers (nine of them in total, when ihierviews were conducted) waresponsible
for building and reinforcingalationships with corporate partners to ensure their
satisfaction. The two accoumanagers that | interviewed haéry strong sport
marketing backgrounds and Olympic marketing experie@oeespondingly, companies
had their Olympicsgelated division andtaff as well. For instance, Bell haddivision of
Corporte & Olympic Marketing, RBC haan Olympic Business Devglment division,
PetreCanada a®lympic & CommunityPartnership, General Motors @hympic

Partnershipand RONA hadusiness Developmernifthe Olympics. Each partner,



therefore, had a functionalructuraldivision with a head and group of professional staff
to deal with Olympic relationships.

To put VANOC sustainability objectives into action on a daily basis, the Human
Resources and Cgransation Committee was converted into the Sustainability and
Human Resources Committé@&HR Committee)n November 2006The VANOC
Board Committee on Sustainability and Human Resourcesnaeeresponsible for
reviewing VANOCOs sustainability performanké&ustainability Team of ten, headed
by the Vice President of Sustainabilityas establishednder the Sustainability and
Human Resource Department2005 to promote sustainability within VANOC and the
corporate sponsorOs family. All corporate partitiatated that they knetive Vice
President of Sustainabilignd the operation of the sustainability team weBoard
Advisory Committee orsustainabilityPerformance (BACSP) held regular meetings
(twice a year starting 13 June, 201®pbtain exterranputs on VANOCOs sustainability
policy, commitments angerformancavith respect to meeting VANOCOs sustainability
objectives, and to make recommendations to the VANOC Board of Diréetamsouver
Sustainabiliy Report 200806, p. 18)

From the corpate sponsorsO side, it was noted that success could be achieved by
a dedicated group of peomssignedo manage the Olympic partnership. In addition to a
relatively small group of dedicated professionals who mahtgeOlympic partnership,
it was repored that eachfdhe six National Partnetsad approximately 100 people

working with VANOC at the beginning of 2009. Ake 2A.0 Olympic Games



approachedhey said that there woulte more corporate support staff and volunteers
joining in the regimealuring Game time to make the Vancouver 2010 Games hapgen
such, human resource qualities, like staff interpeaisskills and expertise that were
contextrelevant, could assist witlhhe management of partnerships and in controlling
operational aras where panersO interests wengested, similar to ChildndFaulknerOs

(1998) findingsreported on earlier

5.2.1.3Well-organized Sructure under Contractual Relationship

VANOC introduced an arimbushing law in March 200&laiming thatit had
contractial obigations tothe 10Cto preventambushingpractices in Canad#ts website
containeddetails @ related policies that highlightatie importance of protecting the
Olympic Brand against unauthorized use, as part of its effetage a welbrganized
and fnancially successfubamesindeed, to guarantee theatusive use of th marks,
symbols and phrases by its corporate sponsors, VANOC set strict limitatioas on
number of termsincludingTOP, Sea to Sky, Driven by Dreaand 143 other items (Lee,
2007).By the end of 2006, VANOC hatkalt with approximately 250 cases of
infringements of the Olympic Brand Protectiéct, and over 80% of them had been
successfully closed (Shaw, 2006). Unless ambushing disappears, Olympic brand
protection is unlikely to sfm

For VANOC, antiambushingneasures$o safeguard their corporate sponsorsO

identities and rightsvere part of their management stratégyachieve their sustainalbyli
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goals. Internally, VANOC satlear guidelines for using Olympic marks for caiqte

sponsors to follow, as an Accountaagerat VANOC stated in an interview in 2009

Anytime the sponsor wants to use any aspect of the Vancouver 2010
Games brand or Canadian Olympic Committee brand, we have to approve
the use of that property. EFor exampkmny use of our brand in any kind

of marketing whether itOs radio, TV, print, PRsE | approved it based on
the guidelines we setffitn, and all the Account Bhagers try to follow the
same guidelines, so we will give the same directions to all the sponsors.
(Interview with an Account Manager at VANOC, 2009)

This demonstrated that VANOC hathintained very stringent procedures to
protect corporate sponsorsO rights and benefits undesrgatiized contractual
relationships with corporate partners. It is paticly important to avoid unnecessary
conflicts and the misuse of Olympic property when corporate sponsors work together
under the control of VANOCOs authority.

Another aspect of thgartnership management structures\itaat corporate
partnersvould be aisked withrespedng one anotherOs rights in terms of using Olympic
property in the process of sponsorship activations. A representative fronCReada
described ha they accommodated the 20thdch relay sponsors whilstill promoting

the glasswaréromthe 1988Winter Games

The things that we want to do to promote and sell our new glasses that
VANOC wonOt feel comfortable with, because those glasses were sold
largely as mementos for people from Calgary in 1988, but they carry a
logo that is a torckhat PetreCanada bearfsom the torch relay back in

1988. We have to be very careful how we promote our neweglasday.

| am not trying to imfy that, because we did this before, because they
were called torch glasses, people would think that we wesetually a
sponsor of the 2010 Relay. Because we are not, we have to be mindful of
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that. We have to be respectful for RBC and Coke and their lines today.
(Interview with PetreCanada, 2008)

This example shosthat corporate partners wezencerned with mtecting the
interests of VANOC and ber corporate partners. This could be present in éoinens of
brand protection and is not unique to partnership manageftemempirical evidence on
brand protection frormmbushing couldchoweverbe made moreompicated in an
Olympic partnership by the presence of multiple partners. This finding supports SZguin
andOOReillyOs (2008) argument, which emplsasiaethe |OC and its corporate
partners should Oclearly define the roles and responsibilities of eacin ua&jing with

ambush marketing® @1).

5.2.1.4 Noncontractual Support

The findings in this study revealed that raontractual support, likdhe 2010
Sponsor Sustainability Initiativésgl), could help realize Olympic sparship potential.
The 20D SSI wa a collaborative network for all Vancouver 2010 sponfuait was
external to VANOC bubperated by sponsors for sponsors. HowdterYANOC
sustainability group waalso deeplynvolved in the progress of 2010 SSI, as the

following commentillustrates:

| am the senior person at VANOC who engaged with the 2010s8p®
Sustainability Initiative ETo this point, we have consulted with them

about our programs. We should inform them of any of our programs. Now
moving forward, we are consulting withem about how they want to
activate around sustainability in order for them to activate [successfully]
on sustainability around the Games. We need to make sure that what they
do links to one of our sigustainability performance objectives.

(Interview with VANOC, 2008)
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Although it was optional for corporate sponsors to participate in this initiative, all
six National Partnersere advised to beconaetively involved. Both VANOC and the
corporate intervieweesheved that this network served a catalysb explore
opportunities and create synergies in teofnachieving both VANOC and corporate
objectives througlan ongoing relationship. More detailed examples and empirical
findings on how corporations capitalizen this netwdk are presented in Chapteér
5.2.1.5Flexibility

The researckindings show that flexibility was a key element foaintainng a
successful partnership. From WWCOs perspective, flexibility was demonstrateen
collaborative communications between different functional deyarts within VANOC

to address issues or concerns that corporate partners mayauhve

It is very collaborative. El meaiit is a formal process that we need to be
flexible and adaptive, so something might come to me [sustainability
team]. | know | shouldalk to [the marketing team], so everybody knows
what is going on or vice versa. We need to establish thigbkly

meeting process. It just makes sure that we were touching base regularly
enough, but if something comes up between that, Ewe just sendseonai
have phone calls, and say, ODid you know about this or what we should do
about that?0 So it is an ongoing relationship and explores opportunities
and operation issues. (Interview with VANOC, 2008)

This statement of the role of collaboration and whateant to VANOC fits with
HuxhamandVangenOs (2005) concept that partnership actors must nurture their
collaborative processes to obtain mutual benefits. Stielxiale approach also enabled

VANOC and its partners to respond rapidly to changing ciomdit twas an effedve



vehicle for disseminatingnformation withinthe partnership family in order to capture

opportunities to reduce uncertainty and create synergge€hild & Faulkner, 1998).

5.2.2 Elements of Partnership Process

The process coigerations in this study were identified in terms of five main
determinants: communication, commitment, sharing learning, open relationships and a
willingness to determine a solution. Each of these elementsdgéayimportant role

related to the connectis with others in the process of partnership management.

5.2.2.1 Communication

Interviewees emphasizéidat communication was an essential element in
maintainng a good relationship with thgartrers. In general, while officiagtructured
meetings suchasthe Vancouver 2010 Sponsor Workshop (once a year), and Marketing
Club Meetings (three times a year) were held regularly to gain a better understanding of
partnersO objectives and promote VANOCOs sustainability policies, it was noted that
many oneto-one communications were held daily.

Corporate partners stressed that two levels of communication occurred between
VANOC and the corporate sponsaitsthe operational level. One svihe senior level
(decisioamaking at the VP level), and the secondswiiae aily operatioml levelbetween
account managers and correspondiogrporate sponsorship managers. However, in some
cases, corporations with a small Olympic partnership team combined the two positions
into one. That is, while some corporate senior executieeld directly contadhe

VANOC CEO or senior Marketing Executives if needed, they also dealt with the daily
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operations with VANOC account managers. Respondents stressed that thm accou
managers were the first lireé contact by corporate sponsors, dgse VANOC was
trying to set up a single point of contact. The following two quotes from the interviews

captured the main process of communication:

We were both the goalkeepers for our respective companies. Behind the
scenes, it gts big, right? Of couesyouOve got all operationOs people in
VANOC needing to talk to operational people in P&lamadaAfter they

met a few timesheygat to know each othreand theystared dealing

directly with each other. But [the VANOC account manager] and | are all
involved in almost all E conversatiortiat take place. So [the VANOC
Account Manager] would know we have a high level of knowledge of
everything PetreCanada is doing with VANOC and | have knowledge of
everything that Petr@anada is doing. (Interviews WwiPetreCanada,

2008)

| am the matchmaker. | connect people internally with our external clients
depending on what their need is. EYeah. | introduce the sponsors to the
different function groups depending on what thneied is. (Interview with
VANOC, 2009)

Proximity was considered important to build and maintain strong relationships.
The communication methods included phone calls, emails amelgon meetings.
Emails were regarded as a formal communication devicaulse they are written
records. Interamgly, in this study,nformal communicationsuch agamily dinners or
other social gatherings between senior management, were regarded as an effective way to
determine innovative solutions to business issues in casual and relaxed circumstances.

This agproach was widely shared among the partners and VANOC.



5.2.2.2 Commitment

Commitment in the sponsorship relationship was investigated alongtsvitio
most commonly associateéimensions: 1) time spent on the relationship and 2)
sponsorship activatior(@round sustainability) through the Olympic Games. When |
asked, Bow much time do you spend on managing relationships with corporate
sponsors?@ANOC account managers expressed a dease of their commitment to

accommodate their clienBsponsorsO pectations.

All of my time. Elt is 24/7. Technically, | am available at any time. You

do work from home, and you do work on the weekends now. Certainly we
get calls because you deal with international partners, so the hours are
different. You simply makgourself available. That iwhat | do.

(Interview withVANOC, 2008)

Corporate sponsors also stressed the importance of personal time commitments to
the sponsorship relationshippaly with corporate commitmetud establish and nmatiain
rapport, and to ensaithat bilateral goals are achievétie following interview passage

illustrates this point:

Personally, 100% of my time is committed to supporting the Olympic
Movement, RONAOs activation on Olympics, putting on the Games. You
know, we invested a lot of mey, as you said, $68 million. We need to
ensure that weOre doing everything that we can to get obir R&lirn on
Investment and also to make sure that VANOC gets everything they need
and puts on the best possible Games. (Interview with RONA, 2008)

According to Farrelly and Quester (2005b), sponsorship commitments require

boththe sportandthe sponsors to contribute to activation expenditures. The findings of
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this study revealed that some sponsors felt that the lack of an activation budget on the

part of VANOC limited VANOCOs role. In the words of one of the corporate respondents:

They have no activation budget. El wish they could do more to promote
the Games themselves. And | wish they could do more to promote the
roles the sponsors play. You know, | fitidat is not as good as | thought it
could be. El think it is very much like up to the sponsors to do that for
themselves. And by doing that, they also help promote VANOC. It needs
to bealittle more at least a twavay street in my point of view.

Corpoiate partners also examined the possibilfiiesreating synergies through
sponsorship with VANOC on a number of social initiativasch ag\boriginal
involvement and innesity engagement. The findis@f this study revealethatboth
VANOC and the corpratesponsors were motivated to use opportunitiegedfey
partnerships in an innovative wayhich includedactivations on sustainabilitiutual
learning about the benefits of sponsorship packages can become part of the relationship

management process

5.2.2.3 Sharing learning

As noted previously, partnerships create learning opportunities, especially if
partners like an Olympic organizing committee and different corporate sponsors possess
somewhat different knowledge, experiences and capacitiesl (&lraulkner, 1998;

Lorange & Roos, 1992). Respondents noted that the mutual learning, or inter
organizationalearning process,between VANOC and different corporate partners

could convert partnersQO distinctive knowledge into collective respsuctas

131



sustainability practices or initiatives. The following two quotes illustrate the nature of

sharing learning betwegrartners

| believe it is tweway learning. The corporations have been doing a lot of
things for a long time compared to the Olympicamiging committee. If

you look at someone like RONA, Bell, which have existed for years. They
have programs going around sustainability. So they learn from each other
because VANOC comes, they are time sensitive and Games specific, and
they have specificaeds. Corporations can bring their history of learning,
so they put it into that context. So they are learning from each other. The
meetings IOve been at with the sustainability group and the corporate
partners, it is definitely a dialogue of sharing anal\dng together.
(Interviews with 2010 Legacies No2008)

Because of corporate sponsors being around for a lot longer than we have,
you know, you deal with various very experienced people, so clearly we
learn from them. Because we have the Games colttteytcan also learn

from us about what is possible and what a good idea around the Games is.
So again, it is very mutual, exchanging information and learning things. It
is definitely a tweway street. (Interviews with VANOC, 2008)

The corporate sponsorsalfelt that sharing learning was a natural attribute of
their relationship with VANOC, because they are critical to delivering the Olympic
Games. As an example, onetoé interviewees stated thah&t share learning because
the more time you would bekiminded talking together, the more likely there would be
something that comes up with value.O To do so requires an open relationship, as

repeatedly pointed out by many of the interview participants.

5.2.2.4 Open Relationship

While there are barriers many partnerships to sharing or organizational

learning, as described in the literature (cf. Child & Faulkner, 1998; Lorange & Roos,



1992), participants in this study hightigd that an open relationshipsvan extremely
important feature in the partnaip between VANOC and their corporate sponsohe
following two quotes from the interviews illustrate these aspects of the relationship

process:

So it is the open relationship. The open element is the key. So you can
actually exchange information if ydwave a good discussion with all
information you need. So you can achieve mutually positive outcomes for
whatever the project initiative might be. Open relationship. EI mean we
have to work together on this. Without the corporate sponsors, we cannot
put onthe Games. The organizing committee cannot do it on its own. So,
as evidenced by people who actually work in our offices, you have to
work as one team. It is really about being aaant. It is one team.
(Interviewwith VANOC, 2008)

There are no issues,daise we have a very open relationship. We have a
great deal of trust in each other. IOve found that when | bring logic to my
debate, we get what we want. We were successful. Likewise, they need us
to look at something differently. If it is logical, we dbis a great

partnership that way. Very open, both at this level [daily operations] and
this level [decision making]. They are always trying to make us happy.
WeOve spent a lot of money. They try to find ways to please us and they do
a very good job abhgt. (Inerview with Bell 2008)

When | conducted interviews with the VANOC participants, | found that many
corporate sponsors (e.g., ROMAd PetreCanadahad set up offices in the VANOC
building. VANOC and the sponsors worked side by side as one pregut This finding
is new in the sponsorship literature. Although some issues arose in the implementation of
sustainable practices, on the whole, respondents from both VANOC and the corporate

partners felt that an open relationship was vital to a smoathvarkable partnership.



5.2.2.5 Willingness to Determine a@&ution

In this study, the willingness to determine a solutiorsponsorship activatiomas
perceived as a critical element to facilitating the partnership by a majority of VANOC
and corporatgarticipants. From the VANOC side, account maamadelt that they
shouldbe proactive in bringing opportunities to the corporate sponsors as an ongoing
relationship, rather than negotiai@ntract arrangementgth them. For examplen the

words of one bthe VANOC participants:

| wouldnOt call it negotiating redflyWe are here to find solutions. We
donOt want to put up our roadblocks. We are looking for any way possible
for them to activate and let them tell the story. So it is our job to help
facilitate that. | didnOt propose to make it difficult farth so | wouldnOt

use the word Onegotiatd@tOs really not [accurat@hterview with

VANOC, 2008)

In some cases, the corporate sponsors mentioned the challenges facing them when
VANOCOs decisions doupotentially make it too difficult for them to activate their
objectives. In these situations, the corporate sponsors had discussions with VANOC to
help determine the best sotuis. The corporate sponsors felt that VANOG wavery
good organization tawork with. They thoughthis meant thathis was avery important
aspect oftonflict resolutionwhendisagreements occurred.

Surprisingly, transparency was not mentioned by either VANOC or the corporate
sponsors when looking inside the relationship, dlengh it was identified as one thie
key processes in the literature (€hild and Faulkner, 1998; Haak, 2Q00%he document

analysis, on the other hand, suggested that, publicly at least, VANOC was sensitive to
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media pressure to be more transparemd,endeavored therefore to release-non
proprietary information about their business plan and performance where possible
One reasotransparency to the public wdescribed asnportantwasbecause the
Olympic Games were seen as an opportunity for a gtmavcase of sustainable
solutions by the host city Vancouvdihus, transparency of the operatinrpartnership
management playearole as an indicator and a monitor to facilitate this prodesa

result, transparency endag being a centerpiece afcountability (GRI, 2006).

5.3 Partnership Evaluation: Return on Sustainability

The findings of this study demonstrated tregtproprate structures and processes
wereessential to create and maintain productive interactions between the focal
organizatiorand their corporate partners. As discussed preljion Chapter 2putcomes
are best assessadainst objectives set up at the formatiothef partnership stage and
typically can serve as the basis for partnership evaluation. However, one difficulty in
evaluating effectiveness is that new possible outcome that may not have been anticipated
at the formation stage can emerge throughout the process that can also be evaluated
(Babiak, 2003)During many of my irdepth interview, the discussiofocused on ta
method VANOC was usingo evaluate their staff servigeskey factor in the phase of
partnership evaluatiomn the organizational documents, | reviewedWaacouver 2010
Sponsors Worksop presentations bthe VANOC marketing director, which were

offered as evidence of how effectipartnershipsnd service excellenaeere identified
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by thecorporate partars. | then solicited the intervieweesO perspectives on evaluation
usingtwo questionsO you have any measurement to assess whether or not ¢erpora
partners are satisfied with VANOC?&hdODb you have any measurement to assess
whether or not VANOGs satisfied with your company?0O In the following sectios
method used by VANOC to evaluate partnerships egldtedissuesare discussed

As meda relations weressentiafor VANOC, tensions between VANOC attiae
mediawere a key area of interestspecially when the mediaemselves were a sponsor

of the Games. | will address th&sue in the last section of this chapter.

5.3.1 Partner Satisfation Review

Thefindings showedhat VANOCused a partner satisfaction survey conducted
by a thid party to evaluate their partnershipghathe corporate sponsors beginning in
2006. This oncearyear survey helped ANOC improve its services with the goafl

keeping theicorporaé sponsorfappy.

We do partner survey research every year. We go out to survey our
partners and ask them about their satisfaction with our services. Elt is
called the Partners Survey Review, avaldo it every year. (Interview
with VANOC, 2009)

There is a survey that we fill out on VANOC and on the relationship and
our account re. They ask us questions abobib® do you feel if ar

person serves you?0O OWiaatwe do better?0 And they take that stuff
very seriously. (Iterview with Bell, 2008)

The responses from the other partners were similarly suppdCivporate

sponsors perceived VANOC as responsive and attentive to any concerns they had,
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indicating that their service waxcellent. For example, onerporate sponson ian

interview in 2008said

| have an example where there have been areas that heedofted the

way | wantedthen | would send anmail saying Ohave a little bit of

concern about thisEven a little tiny eméiof concern opens up the
floodgates, ad theytake it so seriously that likev® have a meeting

about it everybody todleer at 6 o'clock in the nightThey take our

concerns very seriously. It only happens once. But when we have an issue,
they are very responsiv@nterview with Bell, 2008)

According to the findings from 2006 Partner Satisfaction Review, corporate
partners defined Service Excellence as proactive, responsive, undegsianat
business, delivarg/over deliveng on promises, and excerd expectations (Shaw,
2006). AlthoughvANOC geneally received positive feedbadtom corporate sponsors,
theycould also get negative responses, such as dissatisfaction and sdraarn
corporate spaors.When | asked, ODid you hear that corporate sponsors are not happy

with VANOC?0 The sér manager of VANOC answered:

Yeah. We had different sponsors at difig time, they would express,

Qve arenOt hapwith certain sorts of thingsAhd the marketing manager

is usually the one that takes the lead with the account manager tolkget bac
with that sponsor and trg get @st the problemwe donOt see that result
when next time we do the survey. That is how they use the survey right
now. (Interview with VANOC, 2008)

This quote shows that the evaluation of partnership relationship coordjnation
using thePartner Satisfaction Survey once a year, likantributedto overall outcomes.
It served as an important means to enhaocdlict resolution and servica hesurvey

wasconducted througtelephone intervies/by a consulting compankach coporate
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sponsor appointed one or two persan representative(s) to respdadhe survey

interview. For example,

Each sponsoratlicates one or two peoplettee interview. In our case, it
is [a marketing assistant] and myself because we may have differen
opinions. VANOC take it very seriously because they kitbe
importance offservies E They need to make sure that you feel we get
the most value as possible on their team. (Interview with Bell, 2008)

We have ability to provide feedback to each othtaild them if they wer

not doing something welthen | certainlywould tell them. TheyOll tell me

if | am not doing something well. | donOt have any formal measurement
process whereby | ask them how we are doing. (Interview with-Petro
Canada, 2008)

Similar to VANOC, this show thatcorporate sponsors also toibks survey very
seriously andvere willingto give their opinion to help VIWOC improve its services. It
was reported that the survey wdmne througtthe marketing department. Although this
surveyplayed an important role to heypANOC improve their services, one account
manager reported that this involveadonsiderable amount of monayd led to increases
in VANOCOs operational cesin some cases, corporate partners (e.g., RONA and GM)
also condcted a sefevaluation to help make thelationships operate more smoothly
and productivelyNevertheless, they did not have a formal measurement process whereby
they asked VANOC how they were doing.

In addition tothe Partner Satisfaction Sury@yANOC also sent out
guestionnaires to solicit feedbadirectly from sponsors at the end of every Marketing

Club meeting based on corporate sponsorsO recall.
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Personally] have donene of those always aftédre meetings that | go to
with VANOC. The MarletingClub meeting in November is an example;
was participating in evaluation dfdse sessions. They ask for feedback
on the session whethielis valuable or whether theshoulddo it
differently. Every time they ask, they want to continually improve how
they operate. (Interview with HudsonOs Bay Company, 2009)

These examplesupport he conceptual model that | formulated in Chapter 2
Figure 2.2 which illustrates a feedback processulating throughout a partnership
lifecycle in order to better achieveeih objectivesWhile most of the previous Qtypic
organizing committeesvaluated the success of the Olympic program in terms of image
and economic impact (cf. Owen, 2005; Pre@8894; Reich, 1986), VANO@cused on
assessintheir performance based dretsix sustainability objectives. As such, the
partnersip evaluation became defined by Wilhelm (2009¥deturn on SustainabilityO.
Despite VANOCOs promise deliver a fiscallyresponsiblédlympic Games based on the
VANOC Business Plan and Games Buadg@007 it also focusedn two other criteria,
their environmental and social responsibilities. This was stated in their annual
sustainability reportd/Nith increasing sensitivity to environmental and social issues, the
Olympic Games have become a platidior corporate sponsors to showcase their
commitment to environmental and social issues and the efforts they are taking to change

their way of doing busess Payne, 2005).

5.3.2 Issues around Partnerships

Even though both VANOC arttie corporate partnerspoke enthusiastically

about their experiences of working collaborativeéheyalsoreportedhaving to dealith



serious issues in order to achieve their goals. For example, corppoators sometimes
commentedn how difficult it could be when negating with VANOC about using
Olympic rings or logos in their sponsorship activatidriee following two interview

passages illustrate these issues:

[W]e do things around Making Dreams Possible or try to promote our
association with the Olympics or sustility or sporting initiatives that

we have. Therare a lot of issues arounding the rights you have, use of
athletesO images, those areas do get to become some issues. Sometimes it
is difficult and it is impossible teesolve. That probably pertairshkroad

issues other tharsustainabilitybut if you are doing things in sustainability,

you try to useparticular athletesO images; Susnetimes can be very
challenging.

Sometimes VANOC made decis®ithat | donOt agree with. That, | think,
potentiallymakesit too difficult for us to activate. As an example, Petro
Canada is the only gas spon, Ewhereasthey [VANOC] are going to

allow various licensees Etapproach competitive conveniersteres in
other oil and gas companies, andE sell merchandissisié their

stores. EBecause if Chevron can put their patron stores with a whole
bunch of Vancouver 2010 merchandise, and then if | were a consumer, |
would think Chevron was the Olympic sponsor because that stre is
Chevron store.

The issuedistedin these examples were just a small number of the myriad of
interrelated matters that fateorporate managers who were involved in manatiag
Olympic partnerships. On the one hand, VANOC was intended to have recruited as many
sponsors as possible to soppthe Gameswhile still respecting product category
exclusivity, on the other hand, corporate sponsors wanted to eliminate as many
competitors as possible. Obviously, such dilemmas would lead to tensions and conflicts

betweerthefocal organization (VANDC) and the corporate partners. Of course, a good
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relationship could helwith finding a way of resolving one issue, but this might lead to
the creation of another (Huxham & Vangen, 2005).

Another issue mentioned by both VANOC ahdcorporate partiparts was that
some of the Vancouver 2010 sponsors had made changes in their stafthiiring
lifecycle of their partnership with VANOC. For instane® account manager\@aaANOC

struggled with the issue of how to make her client relatiosshihin the netvork.

[HBC] has seem lot of turnover, so | see many different people being my
point person there. It is hard to build on that relationship drtriinst

when they have hasb muh turroverESo thatOs been challenging.
(Interview with VANOC, 2008)

They rdate pegple throughout. | think thahakesit more challenging.
(Interview with a corporate sponsor, 2008)

By contrast, th&/ ANOC account managdelt that the partners who piestable
personnel or contact persostraight from day one like Pet@@anada \wreeasier to
handle because of the wektablished relationship ahyhtrust level of the client.
Similarly, a senior manager fno PetreCanada commented theastable foundation of
people in aelationship washe key to achievinguccess of the Olynipsponsorship

partnership.

5.3.3 Tensions between VANOC and Media

Media exposure is widely used to evaluate sponsorship effeetisgMeenaghan,
2005), andylobal mediaattention is likely to attraatorporate sponsorship thfe
Olympic Games (Payn2005;Stipp & Schiavone, 1996However, the relationship

betweerthe Olympic organizing committee (VANOC) and medigaficouver Sunis
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complex and intriguing, especially when the media is one of its sponsors. The findings of
this study revealed that atyagiventime, paticular issues and tensions could b¢hat
front of thenews processwvhile others remaiedin the background.

As indicated in Chapter 3, an Olympic general reporter Wamcouver Surg
local newspaper, was interviewed. In the docuraealysis phase, | found that alshall
of the information regarding ANOC sustainability in th&/ancouver Suoamefrom this
reporterBecause othe important role the reporter played in the process of
communicating VANO©sustainability performancegtwas invited to participate in my
research. Becauske issue of media relationsdsntral to delivering news to the public, |
have paid attention to understanding the natutbexelationship between VANOC and
themediain acollaborative setting.

In this particular case, Canwe§tanadaOs largest media comghatowns ten
regional daily publications includinfpe Vancouver SunTheProvince Ottawa Citizen
Calgary Herald Edmond JournalThe GazetteNindsor Star, Regina LeadePost
Saskatoon StaPhoenix andVictoria Times ColonistbecaneaVancouver 2010 sponsor
as the Official Regional Newspaper Pshkr onApril 23, 2008. My interview was
conducted two days after tréponsorship agreement was announced. This sponsorship
provided VANOC withvaluein-kind allocation of both pnt and online advertising
spacethrough CanwestOs ten regional newspapers. Canwest, in turn, received exclusive
rights to publish Vancouver 2010 and the Canadian Olympic Team related products and

services in & ten ddy publications forBeijing 2008, Vancouver 2010 and London 2012
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(Canwest partners with VANOC, 2008he Vancouver Surof course, was questioned
about its standpoint regarding news reporting because it is one of the Vancouver 2010
sponsors. Keeping this mind, | formulated aeyies of questions to asike Olympic
reporterduring my April 2008 interview abowthether or not thisgonsorship
relationshipinfluenced news reportig. The interview questions and answers by the
Olympic reporterQepresentatie quotations arerganized and presented in Table 5.1.

Table 5.1 Questiorns and Representative Quotations for Media Relations

1. How do you get news about VANOC?

With some considerable difficulty. VANOC, this is a criticism thaad

for VANOC for quite a long time. Ethe information that VANOC wants

to give to me is not always the information that | want to get out of
VANOC. There is a natural tension that exists between the news media
and VANOC. EVANOC will control the informatia that it wants to give
out. They are trying to control the time of information when they release
it, how they release it, why they release it. And they would do it in a way
that as much as possible mitigates any of the problems they might have
when the mssage goes wrong. E VANOC would give me information
that they usually give to everybody all at the same time. And they give
them prepackaged sort of nice pleasant information through the media
relations group. EIf | want to get news from VANOC about isstieat |
think are important to the public, that is a lot more difficult because they
are always trying to make sure whatever they give to me has the least
negative impact on them.

2. Who is your key contact in VANOC?

My key contact in VANOC always has bettre Communications
Department. This is part of what | talked with you about, they try to
structure the relationships. For the media, theyOve taken a position that
any call by the media is directed into the Communications Department.
And from that point opany request for information goes to the
department, for example, if | want to talk[tbe Vice President of
Sustainability at VANOCHRbout sustainability issues, the first thing | do is
| call the Communications Department, and my contact there is the
[Director of Communication]. Another is one of his assistants.




3. How do you frame the story?

Every story that | do with VANOC is framed around what is the news of
the events. For me, the story always has to be hhidittell my readers
that is new, whais it that is important to my readers?

4. WhoOs the news media sponsor? Does it affect youritgjlstory if Vancouver
Sunis the sponsor? Why or why not?

It does not. It has no affect. This week Canwest announced that they had si
what they called ofiial supplier relationship sponsorship with VANOC, and tl
sponsorship means that the newspaper would provide some advertising spg
some marketing spaces for the Vancouver organizing committee. What that
not give VANOC is any control of our edrial department. They cannot tell me
that | want you to write a story about this or | donOt want you to write a story
about this. Ewe do not provide them with any kind of editorial support. EThe
is a very very long tradition in the western world ofépdndence of news medi

In the background, the notion of tension in the process of news reportin
practice reflects thatANOC wanted to control the flow of informatiq@uotation #1).
In the foreground, the reporter indicated that he often wrotetongthat VANOC did
notwant tosee in the paperh&se findings are similar to those Réich (1986)that the
head ofthe Olympic organizing committee for the 1984 Los Angeles Opracticed a highly
restrictive information policyE.Ueberroth personally@oved each news media
interview with an Olympic staff member, and, especially, any lunch involving a reporter
and a staff memberO (p. 16).

That a naturalensionor potential for tensioexists betweeanOlympic
organizing committee arttie media seemsbvious From the perspective tie media,
the approach taken by VANOC wasrecognize and work i the tensions rather than

try to resolve them (Quotaticgf? and #3). From thpublic standpointthe news contto
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VANOC appliedraises questios abait theimpact ofpre-packagediews releases and
how they affect the publicOs right to kn@vesestatementslsoshow thats a high
profile organizationVANOC operatedunder tremendous pressures from various
stakeholders and thayere averse toegative impats from public statements abatlieir
operations.

Finally, the findings of this study revealed thia sponsorship status tie
Vancouver Sudid not influence news mediaporting(Quotation #4). This statement
was reflecéd in their news announceme@The sponsorshipasnarketing and
advertising partnership and is independent of CanwestOs editeei@g®of the 2010
Winter Game®(Canwest partnensith VANOC, 2008). Even thougthis perspectives
supportedn the westrn media as indicatday the reporter, the structure thfe
relationship between VANOC artde mediasponsor likely influenced some the editorial
contents at least with respect to overall support for the Games. BeyondANROC was
able toinfluence what news resourcesre made\ailable and which were not. Given
thatstructured relationships play an important role in news production, it is interesting
that theywere used by ANOCO<Communicatios Department to control information
access and flowCoping with these tensions, tmeporter claimed in my interview in

2008that

| am not your friend; | am not VANO@driend either. VANOGI like
them. They aravery capable group of people. But | am a reporter. So
when they do something wrong, | would talk pulgliabout it. When thy
do something right, | would talk publjcabout it. | am not their partner. |
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am not even their friend. | am not an enemy eiitheterview with
Vancouver Sur2008)

This quotation showthat the reportavas following a professional codier
media pralucers. his part of the sponsorship relationship has been described by Darnell
and Sparks (2005). Journalists are typicatipscious ohow the complexensionsand
relations within their work environment serve to shape their activities and influence
outcomes, when at the same time they are striving to maintain independence. In the next

chapter, governance and issues around VANOC sustainability are presented.
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CHAPTER 6

SUSTAINABILITY EVALUATION AT VANOC

This chapter presents the main findings to retequestion number four: How
wereVANOC and the corporate sponsors planningevaluate the attainment of Olympic
sustainability goals® begins with the results about the relation between sustainability
and CSR, followed by the governance structure tjinomhichVANOC proposed to
achieveits sust@ability goals, and finally the methods that VANOC used to evaluate its
sustainability performance. The chapter ends widisaussion of issues around

sustainability objectives.

6.1 Sustainability and CSR

Therepresentatives frodAN OC and the corporate partnersraiborted that
VANOCOs sstainability goals were related corporate social responsibilitCSR). As a
manager from VANOC pointed out in one interview: OWe built this on the bid
commitments andn recognizeé global standards forocporate social responsibili&y
[which we transformed intajur VANOC [own] corporate scial responsibility.O In
response to the questidDAre these goals connected to corporate social responsibility?
How so?@here were aumber ofdifferent replies.

From the perspective of VANOC, it was essential to lealeoad scope of

sustainability programs, which wedesigned to leave positive impson the host



commurity, and that could also accommodate the realities of a varietyrporate
sponsorsO diverse CSR programs. An Account Manager at VANOC explained the
applicable principles undergirding the broad range of VANOCOs sustainability goals in

the following comment:

It is definitely connected to [CSRE It is so many difrent areas, but not
every sponsor is going to have the same programs built exactly like
VANOC does or has. But they are ggito areas where we think we have
enoughscope that we could probably connect with every corporate
sponsor in some areas if not fiple areas(Interview with VANOC,

2008)

The ways tha VANOC sustainability goals were connected to G8ked largely
on how corporate sponsors cobiest fit withVANOCOs sustainability ajtives. In this
sense, VANOC also needed to consider what Q@Btipes corporate sponsors had that

were applicable in order to find common ground. The Account Manager described,

| mean that this is really up to the sponsors, but they would have their
corporate social responsibility programs that they have in gdlasghen
the opportunities for sponsais see where fits in to what VANOC is
promoting like the platform weQve built on. And thaye opportunities
to pick upwith us and can drive that kind of agenda for the Vancouver
area primarily, but also caesd out to all Canada. So it depends if you
have a sponsor who finds theioriginal participation is the key
component of their corporate socsaistainability programs, [for example],
then therevould be some synergies with what VANOCOs doing. Or it
could be on employment engagemside or it could be on inneity
development(Interview with VANOC, 2008)

The idea of taking broader stakehold#erests into its business decisimaking
process (Crook, 2005; Lodge & Wilson, 2006; Margolis & Walsh, 20@3celer,

Cobert, &Freeman2003) as discussed in Chapter 2, was seen by VANOC
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representatives as a criterion to help promote corporate sponsorsO CSR effort at both local
and national levelAppreciating corporate motivations for CSR was also strafegic
VANOC because its corporate partners already had CSR programs before VANOC was

formed. The following interview passage illustrates this point.

Yes. | would say that corporations start with a mindset when people start
talking about Ogee, companies sthdel seencompanies should give
backO. They called it corporate social responsibility or CSR. EOur goals
are very much aligned to ensuteat we have positive or we have no
negative impact socially. We actually have positeeial legacies after

we left.We have found that the goals that all our sponsioysu take the

top sponsor®Bell, RBC, HBCE. they all have their own programs that
were easily able to fit with us. They are not all social, some of them are
more environmental, but certainly Bell hasen involved in the inner city.
(Interview with a senior manager at VANOC, 2008)

VANOC participants were aware that VANOCOs sustainability goals and agenda
werealigned with their corpota partnersO CSR efforts at a fundamental level. For both
the orgaizing committee and corporate sponsors, the interview responses demonstrate
that the principlesf CSRwere shared, even though VANOC tended to takeoader
worldview to developts susainability programs. The following interview quote by a

VANOC managereflecs the role of CSR in sustainability

Absolutely. You mean sustainability withrporate responsibilitis all

about being sustainable. Some of those are environmentally directly, some
of them are social directly, and some of them are econosuitseTo me,

| find those terms almost interchangeable. In effect, | think in North
America, we us€zorporate social responsibildand in Europe they use

the termGustainabilitmore. (Interview with a member of Sustainability
Team at VANOC, 2008)



The quote implies there were no essemlifiérencesin how CSR and
sustainabilitywere activated; the two concepts wasednearlyinterchangably.This is
consistent witlcurrent reports o€ESR researars and practitioner$§¢hSfer, 2005
Speth, 200).

Fromthecorporate sponsorsO perspectives, VAR®6ustainability goals were
inherently connected wittheir CSR efforts. At the intersection, tberporate partners
selected appropriate VANOQ&tainability programs to match their corpor@@R
practices in order taneet both their and VANOCOs goals. This, of coersgributes to
their own CSR objectives as wak VANOCOs. The following two quotes from the
interviews capture the importance of the link between corporate sponsors© CSR practices

and VANOCOs sustainability goals.

Because we have the same vision, we have the same goals, the goals that
VANOC has set are proactively aligneith how our company is
operated. | mean that is part of the reason why we work so clad3#ly. |
give you an example.ney are interested in edoendly products, things
like that. One of the programs we develdpveOre offering to the other
sponsorslt isamade in Canada 100% efriendly clothing Ine that is
BLUE sign approved. [tOs made in VVancoueit, belps theeconomyit
helps the environménThis is one of the ways vae trying to help the
environmentwe try to help the lkkal economy, and we try to livgto
VANOCOs sustainability goals. (Intew with HudsonOs Bay Company,
2009)

Yes, again because its our objective to make sure what we put iacel

to deliver the Gamdsgaves a legacy. It is done ithe most environmental
sense anwvay and that has benefits to the communiteshich we serve.
(Interview with Bell 2008
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Corporate sponsors consistiy reported thatitar primary intentwas to activate
their sponsorship through th&SRprogramsby sharing similasustainability goals with
VANOC, and eventually to leave a legacy for the host community. The results also
indicate that corporate spas chose CSR programs based on the nature of their
businesses. Corporate participants pointed oustirae 6 VANOCOs sustainability
policies, such asocial compliance and procurement policies, and LEEDS standards,
were implemented by theorporate priners before VANOC was formed. This suggests
these were a good fit between the corporate partnersO CSR practices and VANOCOs
sustainability goals and agenddis congruencgan turn, could potentially facilitate
synergies between VANOC and its corporataras. The following two quotes speak to

these compatibilities.

| would say absolutely...[For example], in vehgdleemselves, what

vehicles emission or our facilities, our buildings, our water usage, our use
of fuels to steam the facilities, waste geesandfill sites, we look at all
aspects how we impact d¢ime environment. It is certainly paof our
objectives to reduce impaaserywhere, anth everything we can. When

it comes to the Olympics, it is more specific to Eensure them to minimize
their footprint through vehicles that we supply them. (Interview with
General Motors of Canada008

Yeah. Absolutely. How it is connected back to RONA? Well, when you
look at social responsibility, all elements of what we do are conntxted
being a responiie citizen,a good corporate citizen. Whether it is an
element of hiring practices or element of purchasingigsl, all of those
are alignedstrongly with corporate social responsibility. (Interview with
RONA, 2009
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Both VANOC and the corporate partiaipts reported that their approach was in
keeping with the emerging CSR concept, knowledge, and best practices. While there
were apparent agreements between VANOCOs sustainability goals and their programs,

one corporate participant was careful to not egareralize.

I mean that some of them are. Some of the products that we usarhave
environmental psidetransmission fluid, whichOs been used for the
construction in Whistler that is connectedta goals. Their Boriginal
communty goals are very tightlalignedto ours. Some of the goals are
around social inclusion, which will be very much connected to ours.
(Interview with PetreCanada2009

This quote implies that corporate sponsors had their own CSR agendas, and
carefully chose some of VANOCOs progs that fit in with their own CSR practices.
Although the corporate participant felt that OsomeO of the programs were aligned with
their CSR agenda, corporate participants (including this one) felt strongly that VANOC
incorporate social responsibility askey component of its sustainability guidelines,
making an important first step in the implementation of itsO bid promises.

Corporde partners also emphasized the concepipé-bottomline in ther CSR
pradices. This supports VANOC@srking defintion of sustainability as Omanaging the
social, economic and environment impacts and opportunities of our Games to produce
lasting benefits, locally and globally@aficouve2010 Sustainability Report 20087, p.

1). One corporate sponsor spoke about shgoals and the triple bottom line.

| would say that many of the organizations share the very same
sustainability goals. We all mato operate with intelligenc&/e do want
to leavea small environmental footprint and we want to contribute to



communitiesn which weOre doing business. It doesnOtmfat@s

VANOC or Royal Bank or Coe&ola, or Teck Cominco, we all share very
similar sustainability goals. It is similar around the world right now. It is
calledQriple bottom lined It has thave a good@nomic impact, a good
environmental impact, good social impact. (Interview with one
representative from RBR00§

As potential legacies from ti@ames, capat investment in transportation and
communicatiorinfrastructureandin environmental improvemesntan be worthwhile.
However, thalegrego whichthese investments are worthwhile depseowl how useful
they are andto whom after the Games, and whether the benefits outweigh the costs
(Owen, 2005). While the Olympic legacy effects in previous Gamesasized three
areas: facilities, positive image, and community benefits (O2@05), VANOC focused
in additionon sustainability VANOCOgjovernance for sustainability devetoent and

implementation ipresented in the next section.

6.2 VANOC Governance Implementing Adaptive Management

According to the/ancauver Sustainability Report 20887, VANOC was
incorporatedas Oa nefor-profit companyO and wastrusted by the IOC to organize and
host the Olympic Games. In addition to the |@Masotherstakeholders that provide
input to its operation and planninghe Province of Btish Columbiaacts as the
guarantor to the I0C and is responsible for any financial sharfflANOC in hosting
the Games. As a projedtased entity, VANOC differs from mostrpmrations, because it

has a short lifespan and does not operate on an ongoing basis. In its lifespan of seven



years, there are four phases: planning, operations, convening the Olympig &aines
decommissioning evaluation.

VANOC does nohave formakhaeholders, but there astakeholders on the
Board to make decisigrat both local and global lexeVANOC is guided by a 20
member board of directors nominatedtbg Canadian Olympic Committee (seven); the
Government of Canada (three); the Provinceritidh Columbia (three); the City of
Vancouver (two); the Resort Municipality of Whistler (two); the Canadian Paralympic
Committee (one); a joint appointment by the Band Councils of the Lil'wat and Squamish
Nations (one); and one member nominated by therd9 members
(http://www.winter2010.com/

Interestingly, nanember othe boards selected to specifically represdine
financial interests of corporate partners. This is an important difference from shareholder
model corporationd/ANOCOs operati@hbudgets largely reliedn cash and #ind
support from corporate sponsors. Although the OCOGs can also get revenues from
broadcasting, licensing and ticket sales, these commercial activities are not directly
relevant to the topic discussed and ouhefdcope of this study. As such, this study
focused on how these nationertnerscould playimportantroles in decisionrmaking on
VANOCOs sustainabilifyrojecs related to planing and staging th2010 Games.

To address complex interactions with vagstakeholders and to manage the
changing process ithhe Olympic context, VANO@mplemented an adaptive

managememmodel that involvediecisioamaking via system monitoring to improve
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future management (see Ehrenfeld, 2008) in order to opsandtecalizats goals
including its sustainability goalés the provincial government hatgnificant
involvement n its financial affairs, VANOC waessentiallya hybrid projectbased
organization representirgprporate, government, dgmongovernmental entities
according to the intervieses. This adds layers of complexity to the case. During my
interview, a maager at VANOC discussed ttmplementation of VANOCOs social

responsibility goals in term of CSR this way

The implementation is that the corporate middesocial responsibility is
being used to implement the public commitments to sustainability that
came from the values of the citizens and communities of Vancouver and
Whistler. So [CSR] is an implementation tool, it itselhat the goal. |

think it is [an]important distinction in the Olympic context, because the
Olympic Games are a very unusual corporatfbrierview with VANOC,
2008)

In reviewing organizational documents and media repdASOC has delimited
its sistainability reporting scope tbe issues and activities where VANOC has the
authority to make decisions (Inwood, 2007, March 15; als&/aeeouver 2010
Sustainability Report 20@87). The Sustainability and Huam Resource Committee
(SHRC) hach mandatstarting in 20060 review its coporate sustainability performance
six times a year and produce an annustanability report. Afteconsulting wih
sustainability experts and its corporate partnéfSNOC formed a multstakeholder
Board Advisory Committee on Sustainability Perfornre(BACSP)in 2007. Theboard

members arendependent from VANOC (Table 4.3), and include representatives from
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three corpori partnersBell, RBC and Teck (Boarddvisory Committee, 2007Each
member participated in the BACSP meetings as individuals aintthe@ir sector
representativeRecommendations to the VANOC, 2008he BACSP plays an
important advisoryole by providing thirdparty inputs regarding VANOCOs
sustanability performanceThis was confirmed by the interview with the VANOC
manager.

Table 6.1 A List of BACSP Members

Position Organization

BACSP Chair, Executive Director Fraser Basin Council

Assistant to the President BC Federation of Labour
Director of Planning District of Squamish
Student

Community Capeity Coordinator; BC Paraplegic Association;
Active Paralympic Athlete; Founding Disability Advisory Committee of 2010
Member Legacies Now

Hendrik Hoekema Executive Director, Vancouver Eastside
Educational Enrichment Society

PastPresident; AWARE (Association of Whistler Area
Residents for the Environment);

Co-ownerand Managing Partner Coast Mountain Photography

Executive Director Sierra Club of BC

President and Publisher Canadian Immigrant Magazine

Director Corporate Affairs and Sustainabjli Teck
Cominco

Director Corporate Responsibility Communications an

CEO Speaking Program, Royal Bank of Cana
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Position Organization

Manager Corporate Relations MetroVancouver

General Manager Olympic Services, Bell Canada

(Adapted fromo Board Advisory Committe&2007)

6.3 Evaluation of VANOC Sustainability Performance

Severalparticipans mentioned/ ANOCOgormal monitoring systerwhich is
usedto evaluate its sustainability performance annualhg which isbased on a formal
engagement with its partners and stake¢éws to ensure its sustainability goals.
VANOCOg/ancouver 2010 Sustainability Management & Reporting Sy§8MRS) is
based on the bid commitments and global standards, by integrating previous Olympic

best practiceévancouver Q10 Sustainability Repor200&07).

6.3.1 The Sustainability Management & Reporting System
VANOC used the&slobal Reporting Initiativ GRI) Guidelines, an international

method for assessing economic, environmeatad social performance, to create a
sustainability performance mitoring and reporting system. On June 5, 2007, the
VANOC Sustainability Report 20886 was released and becamefih& sustainability
report in the Olympic MovemenThe sustaability report waglescribed in an interview

in May 2008:

It is our Sustaiability Management and Reporting System. We have a
corporate sustainability policy, six performance objectives. They are based
on the bid commitments andogplal standards. We have d@rporate
systemprocedures. We have a system of integrated delivergsithne
organizations for outcomes in our business plan, structures, target and



procedures(interview with VANOC, 2008)

To date, VANOC has produced three sustainability reports, with the goal of
producing a total of five. Through the sustainability repg&NOC is monitoring its
sustainability performance against its goals. In other words, Owe are walking our talk and
people can see. ilt is not perfectEbut it is real,O according to the VANOC manager. In
terms of accountability, the sustainability repgetves as a benchmark to measure what
has been achieved. It wdsscribé by the manager as a platform and means through
which the VANOC sustainability team can obtain feedback and constructive advice from
the advisory board and stakeholder groups. BasdHebanalysis of these reports and
interviews, it was founthat the reports reflect a net positive accumulated impact of the
Olympic Games, because every later report is slightly improved over the earlier one. For
example, while the first report used GRlevel requirements, the second applied B level
requirements, meaning more GRI indara werereported'Vancouver 2010
Sustainability Report, 20@67). VANOCOs six corporate performance objectives and 10
SMRS implemented procedures in the last repostaay (200607) are listed in Table
6.2and Tabé 6.3respectively.

Table 6.2 VANOCOs Six Corporate Performance Objectives

Contents

Accountability

Environmental stewardship and impact reduction

Social inclusion andesponsibility

Aboriginal participation and collaboration

Economic benefits

OB IWIN|F-

Sport for sustainable living

(SourceVancouver 2010 Sustainability Report 2809
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Table 6.3 Corporate System Procedures of VANOC

Name Explanation of Contents

1 Sustinability Completion of biannual risk assessments, regular
Management Planning| reporting on compliance, and establishing
Procedure performance measures

2 SMRS: Roles, Implementation of sustainability management
Responsibilities and | requirements for the Executive Team, senior
Authority Procedure management and functional areas.

3 Sustainability Implementation of a workforce orientation training ¢
Education Procedure | sustainability values, issues and opportunities.

4 Sustainability Development of the plan, launch of the enhanced
Communications, sustainability website, annual Sustainability Report
Engagement and and engagement with stakeholders on the
Reporting Procedure | Sustainability Report and key program areas.

5 Sustainability Development of venue and service operations
Operating Poties, guidelines, management plans for the operations
Procedures and phase, Gamesme, and decommissioning or
Guidelines handover.

6 SMRSControlled Uploading of docments and records on VANOCOs
Documents and internal Intranet and posting of sustainability
Records Management | performance documents and records for #085and
Procedure 200607.

7 Sustainable and Completion of the pilot phase of the program and
Aboriginal Procuremen| completion of staiholder engagement on the Buy
Procedure Smart Program.

8 Sustainable Licensing | Completion and implementation of VANOCOs Cod
Code of Conduct of Conduct requirements.

Procedure _

9 Monitoring, Completion of tracking of VAKRDCOs 20066
Measurement, and performance information, and establishment and
Corrective Action tracking of 2006807 Sustainability Performance
Procedure Measures.

10 Sustainability Checking Establishment of 2007 internal checking activity an

and Management
Review Procedure

preparation for annual SMIRRManagement Review
slated for October 2007.




(SourcesSystem Procedures. http://www.vancouver2010.com/en/sustainaitity
aboriginatparti/accountability/sustainabiltsnanagemerandrepor/systerprocedures/
/32210/m2o0qg/index.html)

An advisory boaranember reported in Jaay 2009, Ol think the earlier [report]
was nore inspirational and lesscused on specific measures. TheyOve gotten better in
this sustainability report [20@87].0 More significantly, VANOCOs second sustainability
report won the @08 CeresACCA North American Sustainability Reporting Award,
becoming the first projediased entity to receive this honor (VANOC wins award, 2009).
This demonstrates the#lANOC, an Olympic organizing committee, haghde
sustainability reporting a systetitaprocedure like most sodiyaresponsible corporations,
even though further research should be conducted on examining whether or not this
system is effective.

Nevertheless, to be accountablNOC contracteda third party to assess the
final reportandensure whether or not they haglized their objectiveg\s a senior

manager at VANOGndicated in an interview in November 2008:

WeOre planning to have a third party validation of our final report, so what
that will do is it wonOt be just reportialpng how we are doing. It would

be a third party looking at how we report it to makkeesvhat we said we
were doing, [andjvhat we were doing hasnOt fallen down. So, that is how
weOQre going to make sure that we are holding ourselves accountable to
deliver all of our objectives(Interview with VANOC, 2008)

An additionalassessment will be an OGI report from the University of British
Columbia (UBC), since VANOC has contracted UBC to produce tsel@@C mandatd

OGI report (Loiacono, 2008An I0C official indicated in my interview, Owe ask for
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specific information over the 1year period, so the period is 2 years prior to when the
host city was selected to 3 years after the Olyr@aimes.O More specifically, tB&|
study will document and measueeonome, environmentaland social impactshathe
host community fron2001 to 2013 at local, regional, and naticsdles (Loiacono,
2008). The I0C oficial pointed out that the I0C walso monitoring VANOCOs work
from a risk assessment point of view and sufipg them when needed, in terms of

sustainable development and the Olympic legacy as a newly aligned mandate.

6.3.2 Evaluating Corporate Partners: Sustainability Star Program

To evaluate VANOC partnersO sustainability performances around the Olympic
Games VANOC launched theM@ncouver 201®ustainability StarO awards programs,
highlighting partner sustainability innovation in economic, environmgeauta social
initiatives in March 2009. The first nine winners included the RONA Vancouver 2010
FabricationShop, Teck Going for Gold employee engagement strategfCocaColaOs
carbon footprint and offset program (VANOC launches Osustainability star®, 2009). As
the interviews were conducted prior to public release of this prograticjgpemts did not
talk alout the progranand its influence on their sustainability practiceany detail So
far, RONA is the only National Partner to raeethis award. This program was intended
to run untilMarch 31, 2010, when the Wint€&ames ened, and to recognize the
achevements of the companies and put sustainability in the spotlight.

| have created a conceptual mottehelp summarize these findings (see
Sustinable Sport/Event Management in Figure.6The feedback loop of three stages

161



(planning, implementation arelaluation)of sport event management getplicated
multiple times during the evelitecycle. An important aspect of this modslthe
purposeful monitoringnd reflection that occurs by incorporating stakehdlgaut. This
framework exemplifies Obgstctices® the sport/event industry as some interview
participants indicated’he manager foW ANOC sustainability described the basis for

this approach imy interview in May 2008along with some of its implications.

This is a sort of corporate poji@crass organizations and integrates
organizatioal delivery and audits. We buthis on the bid commitments

and recognize global standards for corpate social responsibility, our
VANOC corporate social responsibilitylost of our partnershey also

are suppliersThese are global standalI&RI, ISO2001 and AA1000, all
thesearedescribé in the sustainability repoBthow these things are put
together. So this is for corporate social responsibility like on human rights
and stakeholder engagemg(hhterview with VANOC, 2008)

Figure 6. 1 A Conceptual Model of Sustainable Event/Sport Management

Planning
Identify potential issues and impacts, establish objectives,
and develop a sustainable action plan

Implementation
Deliver actions, record progress, communicate what you
are doing, and solicit feedback

Evaluation
Document outcomes, report performance,
and analyze feedback




Like every host city and Olympiarganizing committee, VANOC had a clear
timelineto beready for the opening ceremony B2 February 2010. In 2008e
VANOC Sustainability Team was formed, and produced the first sabikip report in
May 2006, whichdefined targets to be focused on. From-2086 to late 2008uring
the implementation staga,number of suatnability projects were itinted by VANOC
in collaboration wih corporate sponsors. Teponsorgublicly announcetheir
sustainabity initiativesin March 2009 when th&th World Conference oBport andhe

Environmentwas held in Vancouver.

6.4 Issues around VANOC Sustainability Objectives

Although some thid party participants felt that VANOC demonstrated promising
practicessuch asccountability and transparency, othidentifiedissues and difficulties
that hadarisen around sustainability. Firstly, VANOCOs sustainability goals were broad
ard somewhat vagu@articularly on the social side, although they were far reacfiimg

following interview quote captures sometbése issues:

One of the things | think [that] needs to be done is VANOC has to be a
little more clear in what their actuslistainability objectives are, what

they want to accomplish, what their communication plans are going to be
to communicate these initiatives to the public.

Secondly, VANOCOs sustainability objectivescfmporate sponsors themselves
were notas clear asome sponsors woulthveliked, and in sora cases, VANOCOs
objectives weraot aligned with the corporate partnersO objectives. One interviewee

explained, Ol think it is a challenge of [working] with VANOC. VANOC wants to



achieve a sustainability objectiteat we do not want to achieve.O The interviewee

explained this further:

As an example, the VANOC sustainigigigroup would like to really

promote the new bifuel. This is ethanol, [which] is made from those

trees in BC that have been destroyed by peetles. We donOt know
anything about the product; we donOt make this product. EWe donOt want
people to think that [our] sponsorship for the Vancouver Games is all
about developing a new source of making ethanol from dead pine trees,
because we donOt knatbout that or whether it would ever work or not.

This example suggests that VANOCOs proposed sustainability ideal in thi
instance was not a good fit fire corporate partner. All corporate partners indicated that
the Olympics could do more as a catatgspromote sustainabilitworldwide.

Lastly, one interviewee thought that VANOC could work with a watchdog group
to help meet its commitments. In terms of corporate sustainability, one corporate
respondent raised thesige of OGreenwashing,® which iswveheorporatioror nonprofit
organization uses markegjror public relations to createpositive association with

environmental issues for an unsustainable product, service, or practices.

There is a lot of Greenwashing. It is something that weOrewarg af

and weOre very concerned about. EWe want to be serious about what
weOQre saying and we donOt want to pretend to be something that is not true.
(Interviews with RONA, 2008)

This implies that the leading companies in the area of sustainabilitgigre v
cautious about the role they can play in achieving a sustainalddment agenda. This
also serves as a reminder to researchebg careful about the authenticity of corporate

or organizational sustainability programiben studyinghem In the fdlowing chapter, |
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present how corporate partners organized a net@@€kl0 Sponsor Sustainability
Initiative Dto activate their sponsorship around the Games, followed by a discussion of

issues around it.
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CHAPTER 7

OLYMPIC SPONSORSHIP ACTIVATION ON SUSTAINABILITY

In this chapterl shift focus from thgrocesof the partnerships of the focal
organization VANOGQo the collaborativédenefitsthis created for theorporate partners
as well as for VANOC through the sponsorship activation programs asogtainability
that were undertaken by the partndrdis chapteffocuses on the 2010 Sponsor
Sustainability Initiative (SSI) as a key site for knowledge transfer between the partners
and VANOC around how to build sustainability into their sponsorshigadizin and help
achieve VANOCOs sustainability godlse chapter addressessearch question number
five and six:How can corporategg@nsorships be activated using corporate social
responsibility programs of the sponsors to support the sustainability @fahle
Organizing Committeel what way(s) can corporate sponsors work together to facilitate
this process?

| use the concept of Oorganizational learningO to help account for the process
through which the sponsors Oworked togetifes@dicated in Chpter 2, organizational
learning isone of the three cotbeoretical framewoskthat underpin this dissertation, the
other two being a resourtmsed view and social network thedWy use of the term
Ooganizational learnin@is derivedirom PeterSenge€classic management bodke

fifth discipline: The art & practices of the learning organizatiarich describea
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Olearning organizatioa®a flexible arrangementherepeople are continually learning
together and their collective aspiration is nurturedrder to create desired results (Senge,
1990, 2006)

Activation in sport sponsorship refers to the strategies that sp@mplsyto
link their product or brand to event audien{@€hoi, Stotlar,& Park, 2006)It typically
involvesa series of commuation and sales activities, as well as events, and represents
a financial investment over and above the original sponsorship contract (Cornwell, 2008;
Yang et al., 2008)At the operational levelympic sponsorship has the potential to
achieve high casumer awareness levels armhsumer appreciation for thosempanies
thatfully leverage their Aympic associationGornwell, 2008 Miloch & Lambrecht,
2006;Yang et al.2008). Central teponsorshigctivationis the use ofhe Olympic
symbok and idealgo increase Olympic and corpor&tend equity. Spornegaevents
like the Olympic Games have increasingly beesedas a catalyst for social development
in urban communities (Chalip, 2006; Manzenreiter & Hog)5). \hereadraditional
sponsorship actation focus on marketing activities like crgg®motions(e.g.,Cornwell
et al., 2001; Yang et al, 20Q&urrent notions of activation emphasadditional
activities likeemployee engagement, community involvemsatial responsibilityand
businesgo-business partnership opportunitiasong others. The change invitesto
investigate how sustainability imperativean be incorporated into the broad possibilities

of sport sponsorshiactivation in an Olympic Games context



An overridingpurpose othis chapter is to explore hotlie corporate partners
activatal their sponsorship rights on sustainability in collaboration with the organizing
committee and other corporate partnars] to document hoeach sponsorOs individual
sustainability performandé with and helped advandbe overall sustainability agenda
of VANOC and the 10C

From a brand marketing standpointyanizational learnings understoods a
mechanisnthat carimprove performance arftelpbuild strongtransnationabrands in
competitve markes (Amis, 200%). There is dack of researcthowever, that applies
organizational learning principles to sponsorship performance itself, particularly to
sponsorship activation. This is especially true with respespidasorship activation

aroind CSR and sustainabilitwhich is a relatively new area of sponsorship activity.

7.1 The 2010 Sponsor Sustainability Initiative

The findings of this studyamonstrate that the 2010 S&lIped to realize
Olympic sponsorship activatiomeustainability. ie 2010 SSI waacollaborative
networkinitiated in 2007 bythe Vice President of Sustainability for Teck, a0
sporsor of Vancouver 2010. Its aim was to take a leadershiprr@emoting sponsorsO
collaboration around sustainable developmentuiinovancouver 2010. The
organizatioml structure of the 2010 SSI wdescribed bjim as followsOt is a

relatively loosely formed collaboration; it creates the space for sponsors to talk to each
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other, to talk about what they are doing and what thew keam each othe® In terms of

its operationhe explained,

| am the Chair. | am just the facilitator. | actually have somebody that does
the facilitating and organizing the meetings. | work with VANOC around
the agenda. But it is realthie sponsors@enda [in terms of] what it does.
Theinitiative is relatively flat in terms of [its] structure. ETeck covered
most of the cost of facilitating the meetings and creating a space.... There
is a website, an intranet website that VANOC hostpémple to put
information on. (Interview with Teck, 2009)

Evidence suggests that the participating organizations were able, in the context of

SSi, to identify and build on what hdeen successfébr their partner organizations. In

this way, knowledge was successfiglyared through the collaboration.

SSi really indicates howe cancollaborate and work together and [give]
sustainabilitya higher profile Some of the best practices weOre talking
about we can take back to our own organization, and modify what weOre
doing internally like whether it is looking at our own carbontfomt,

looking at reducing [carbonlooking at innovative ways. EWhat are the
best practiceand how can we make this as [optimasd]possible. Working
with partners, weOre working together.ok those things come out of the
SSI. (Interview with RONA, 2008)

Sponsor participatiom 2010 SSI quarterly workshopsas strictly voluntaryAt
the time when the interviews were conducted, abot&&8ponsortad attended ¢h
meetirgs. The VANOC sugainability group ananarketing representativegerealso
invited, as well as som@amesrelated NGOs including010 Legacies NowAs noted by
an Account Manager of corporate Partners for VANO@e 2010 SSI is operated by
sponsors fosponsors. W ANOCOsustainabity team reported that they hagternally

interacted with theorporate sponsors frequendly a result of the 2010 E¥YANOC



wasinvited to attend the 2010 SSI megsnhowever, one corporate sponsor reported,
OThere is [a time in theporsor sustaiability initiative meetings [whenjve ask
VANOC to leave the room and we sponsors can have our own conversation.O This
emphasize that 2010 SSI vgsa sponsorsO collaborative netwarki washot driven by
VANOC.

An important point wa that allthe participating companies hamlbe Vancouver
2010 sponsors because of the exclusivity of the IOC sponsorsigimpr. Since these
companies weraot competing with each other, but striving instead to create potential
collaborative opportunities betwetre sponsors for raisingdtbar in sustainability, this

meant that they could be more open about their goals, strategies and practices.

We were all under the tent of VANOC. We were not really competitors
with eachother. We are not running a risk ifraething is discussed,
maybe something internally, something is the best practice.oN®tdrun a
risk of throwingourselvesut by having a competitor, Ebecausdthere
are]a lot of these initiatives that come out of these [2010 SSI
meetings]. EYou look & that Fabrication Shop ithe Downtown Eastside,
very innovative. You bringn theorganizing committee, you bring in
different levelsof government, you bring in theorporate sponsors all
together to do something great. (Interview with RONA, 2008)

Thepossibilities for organizational learning were enhanced through&alse
the partners were essentially in roompetitive industries as a result of category
exclusivityin the sponsorship contractithe 2010 SSas a consequence resultedin
number ofsponsorship activation ideas and programs that not only levkcagaorate

brands but also add value to thesustainability goals of VANOC to thelympic brand.
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7.2 Business toConsumerActivation

The findings indicatéhat corporate sponsorship actiga on a unique
sustainability initiativenelped to creatbrand differentiatiorfior the partners ansponsors
thought this lead toompetitive advantage. As mentioned previously in Chaptemng|+
known program wathe RONA Vancouver 2010 Fabricatiom&p in the Downtown
Eastside of Vancouver that prdeidcarpentry skill training for atisk youth to gain work
skills andemployment and contribute to the building industry. In particular, as described

by a manager from RONA in my interview in Novembe®&0

The fabrication shop is a unique partnership for both RONA and VANOC,
and the ITA, the local agency. Thenues need a number of thidski

racks, hockey steel brackets, fencing and metal Paftimat have been
built in Fabrication. EThese young em and women frorthe Downtown
Eastside have gone through a training program there. They are getting
trainedin skills and all of those experiences of building these things and
bringing the venuet life. (Interview with RONA, 2008)

RONA, the largest Cadian retailer of renovation andiliing products, began
to emphasize its involvement in the Fabrication Shafsinommercials odune 2, 2008
when the Beijing 200&ames werapproaching (RONA is building Canad&snes
2008). Thesadvertisements (eaavas 30second) featurel a groupof studentavho
were undeiprivileged urban youth and facing life challesgacquiring skills and work
experience in th€abrication Shop. While building products for the 2010 Winter Games,

the ads claimed th#fteyalsobuilt selfconfidencghttp://www.youtube.com2009.

Thetwo RONA commercialemphasizethow the RONA Vancouver 2010

Fabrication Shop gawvatrisk youthGa second chan@and opportunities to participate in
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the workbrce The representative from RONA further indicated thhe€# young men
and womer@eiOthe trainingaspect], they get having an Olympic experieacd

building their own podiumandmakinga better life for themselvesl@terestingly, my

interview with the RONA representative helped corroborate this perspective (Box 7.1).

Box 71 RONA Vancouver 2010 Fabrication Shop A Sample Story

EKevin is the ingtructor of Fab Shop. He told nie was iraWest 4" Avenue
pubone day having drink. EThe pub was doing some renovations, and Kevin is an
instructor that worked on another social sustainability initiative in our workshop. He
entered this pub with his friends and had a bottle of beer. This guy walked by and
OHi, Kevin, how argou doing?0O At first, he didnOt recognize the guy. Atmbked at
him again, andaid, Ol remember you.O He said, OYeah, | was in your class Six ye:
ago.O The guy had a lot of probteat that time. He was addictexridrugs, and his kf
was as bad agu can imagin®homeless, living on the street,adrug addict hevent
to a program first before he went to KevinOs shop. Something you have cover of a
have a bed to go to, commitment to getting off the drugs, and then you need toEHe

said,

Aalr'S

house,

didnOt hava bank account, he didnOt have a skill to get a job, so he went into a trajining

program with Kevin. From the time when he started with Kevin, you know, it was ve
slow, shy and not very good and slowly working with Kevin, the instructor, our instr
in Fab Shop, he became a confident carpemteapility with his hands improved. He
gotall the carpentry certificates and now gears later, he has recruited eightyswho
areworking for him. He owns his construction company. This guy is contribtaitige
economy. He is employing people, and he is running a business. He owns a constt
company because seftmody gave him a chance whenrte=aeda secondltance,
because Kevin touched his life and worked with hilnngs are intangibleral hard to
measure. When you dalk to Kevin at our Fab Shop, youOll hear the story, it is so
moving because nobody follows the life of all the people that go through that shop.
even if you make differencefor a while, it is absolutelyorth it. If you make a
differencefor 10, 20, 50 years or 60 year§, ¥ears and 150 yeaitjs worth it. It is hard
to measure, butou know it is making a difference in peopleOs lifleserview with
RONA, 2008)

2ry
uctor

uction

But

This story idike others that occurred the RONAVancouver2010 Fabrication

Shop. Outside ahe Olympics, RONA habeendedicated to supporting young pd®



experiencing life difficultieghrough The RONA Foundation since 1998e following

interview passage explained how this works.

Ethe Fabrication Shop helpgoung men and womennderprivileged and
at risk youth inthe Downtown Eastside. RONA has RONA Foundation
that has been supporting Eyouth from 12 years old to 30 yefaage.

The focus of the foundation is giving youth a second chance, maybe
helping thenmet life back on track; it could be helping them get the
education and training they need to become a productiveberan

society. When you are déaj with youth, your success rate must be
greater thamvhen youOre wadrlg with someone else in their efd

years. E when you look at the value of RONA, the value of VANOC, you
can do a great project like the Fabrication Shop. It helps us to achieve our
target as well as VANOCOs. (Interview with RONA, 2008)

This quote demonstrates one waygorporate sponsolighcan be activated using
the CSR programs of the sponsoisupport the sustainability goals of the Organizing
Committee. Recognizing that corporate CSR practices likeettmmunitybased
initiative directly affected the livesf those who attended tk@brication Shop, this
evidencethat when companies positively respdac social calsuch as that set out by
VANOC, their response can leadrtot only intensifyng their commitmergto social
development, butanalsobe good forthe company and theommunity.

Fromamarketingperspective, the advertising campaign highligiR@NAOs
commitment to creating sustainability programs for the host commuragsiociation
with its Olympic ponsorship. The corporate participants though that the five iokantp
Olympic-rings arethe most recognized brand in the world aaste a high market

penetration and value (Payne, 2005). The combination of social benefits and Olympic



recognition meant the program stood to achieve higher awareness than might otherwise
have been possible. In the examples, therefore, RONA contributed to VANOCOs
sustainability objectives and to its own CSR programs and also achieved a higher level of

recognition because of the Olympic connection

7.3 Business to BusinesActivation

The findings show that business-busines€ompanies can achieve benefits
through employeengagement arcbmmunity relationsAn example of this point is
Teck, the larget mining company in Canada, whidbes not selflirectlyto consumers,

butfocused oremplogyee engagemeiass an importarfbcus for its Olympic program.

We are not trying to market our products udimg GamesWe are trying

to activate our sponsorship around engaging our employees and encourage
them to be the best as they can be as individodaeyms of health

awareness. Tose the example that the Olympics provides aarad

pursuing excellence, raiskee bar to find your own podium and going for

it. (Interview with Teck, 2009)

This point resonates with the subsequent decision made byspthesors to
emphasize employee engagemanpart of their sponsorship activation across Canada. It
is consistent wittApostolopoulouand PapadimitriouOs (200d)dings that employee
engagement is one of the major motivations for corporatmenter Oympic
sponsorship. Of course, the use of employee engagement like OGoing for GoldO initiated
by Teck is just one wathatfirms try to associate themsedweith the Olympics. As a
mining company wittobviousimpacs onthe land, Teckas to earn the sociense to
operate. Building good relationships witte communities in which it operates by
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emphasizing environmentalistainableommunity development is an important part of
the companyOs activation program. In this area, Teck was seeking opportithities
other sponsors to support youth sport development more broadly through the Olympic
platform. Also, this affords an opportunity to emphasize measures they are taking to
make the mining industry more sustainable

Last but not least, the findings denstmated thathe Olympics create social
marketing opportuniteto promote sustainable living, which is part of the Olympic
emphasis on the environmeAiccording tathe Olympic MovementOs Agendaicial
marketing of sustainability through sport hasgmial to go further and make behavior
changes, particularly with corporate sponsorsO saisiitinefforts. As the Teck
representativ@ointed out, Othere is an opportunity for the Games branding themselves
and raising everybodyOs awareness aroundrsistaliving. GAlthough this sounds very
positive, others may have different perspectives. Issues around the 2010 SSI are
discussed in the last section of this chapter.

The 2010 SSI was the first of its kind in the Olymklovement. Its impact will
potentally besignificant in driving the Olympic sustainability agenda forward in seof
corporate sponsorship. @WANOC sponsorthat attendethe 2010 SSI meetings and
shaed what they wereaing in sustainable development gained an edge through the
organkiational learning that occurred. As one corporate sponsor @Xdt, will become
smarter after you attdrthe meeting.O The sponsors learned from each other and

capitalized orOsynergiesO betwebadifferent companieand their respective
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sustainabiliy initiatives. Although the 2010 SSI was a pilot project, itpatential to
grow with future events and to become an important catalyst for promsistginats
living and healthy lifestyles. Some corporate sponpodictedin their interviews that
sponsorsustainability would be more fully realized by future Olympic organizing
committees, like London.

Despite its merits, there weesane issues associated with implementing
collaborative activitieshatinfluenced the 2010 SShgenda and the way it ddeped For
example, one sponsor indicated ttinet fact thaV ANOC did not takea leadership
positionconfused corporate sponsaisoutthe specificsustainability goals VANOC
wanted them to reach. The quateBox 7.2 demonstrates this concern

Box 7.2 Issues around 2010 Sponsor Sustainability Initiative

| think the thing was that VANCO wasnOt providing clear leadership in
direction in the vision for the sustainability initiative that we sponsors
could sustain and support. It wasglik putting the cart before the horse.

You have got to put the horse back to the cart: tell us what you want to do,
what legacy you want to leave, what mission and vision you have, what
message you want to convey, how you want this to work. From our
perspetive as a sponsor, how are you going to communicate all that?
Where is your communication plan? They didnOt have any. You can share
that with us; we would be there to support you all the way. They were

kind of scurrying a little bit. | think they need $tep up and say, OHere is
what we want to do, here is where we want to go, here is our vision, this is
how we are going to communicate, what can you help with?0 As the
sponsors, we can all get behind that and reinforce that, but the way that is
going is that the sponsors are kind of going all over the map because
VANOC hasnOt provided the direction and leadership that they should.
That is the issue currently about getting results and hasnOt been addresseq

The issues raised in the above quotation revehbtdne corporate sponsor felt
VANOC should have taken a leadership role in directing the 2010 SSI development.
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Nevertheless, there was no clear evidence in my interviews that VANOC wanted to do so
because they felt this was a sporearinitiative.

On the whole, e outcomes of this research have direct implications for cdepora
sponsors wanting to use sport megants as a platform to educate other orgdiuas
and the public about sustainability. It also points to the possibility of organiationa
learningas a means to develop expertise among corporate partners and the organizing
committee. This expertise, in turn, can be shared fwitire bid ciies and organizing

committees.



CHAPTER 8

LEVERAGING THE LEGACY: 2010 LEGACIES NOW

This chapterdcusesn 2010 Legacies Now recognition of the important role
this agency played in contributing to legacy planning prior to the Games and in working
with the sponsors and VANOC to support social development and programmatic
sustainability. | explore thnature of its partnerships wthPANOC and thecorporate
partnersand examine how it helped enhance the potential for producing legathes in
hostcity and region

2010 Legacies Now was established in 2000 by the Province of British Columbia
and the \ancaiver 2010 Bid Corporation isupport of VancouverOs bid for the 2010
Olympic and Paralympic Winter Games. In 1999, the 2010 Domestic Bid Society
provided $5 million and originated the idea of what was calie®Legacies No®
Sport PogramO in th8acietyOs proposal te bhe Canadian Bid City for the 2010 Winter
Games. later in 2002the societywas registered a independent, ndor-profit

organization\ww.2010andbeyond.ca/#/chistory). Its vision wa Oto create

sustainable legacies that will benefit all of BC and Canada as a result of hosting the 2010
Olympic and Paralympic Winter GamesO (2010 Legacies Moon\statement, 2009). It
soughtto leverage opportunities in key areastsfmandate, such &snding and

promoting sport devefmment from playground to podiyradvancing physicalctivity
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and healthy living, anbuilding community capacity leading up to and beyond 2010
(http:Mvww.2010egaciesnow.com). As a nfir-profit organzation 2010 Legacies Now
was intended to help brok#re opportunities presented by partnerimigh various levels
of government, other negovernment organizations (NGOs), ahd Vancouver 2010
corporate sponsors to leave sustainable legacies Rrawemce of BC and théost
communities. Although its partnerships with government and theN@®e not the
main focus of the researébr this dissertationtheir important roles helping VANOC
reach its sustainability goals could not be overlooked

The esuls show that corporate sponsdike Bell and RBC werable to help
support the legacy and sustainability goals of VANOC and 2@t@ties Now and also
pursuetheir own social responsibility objectives. Tiodowing section discussé®w
2010 Legacie®ow structured its partnerships with VANOC and the corporate sponsors

with the goal of developingustainable legaciessaxiated with the Winter Games.

8.1 Partnering with VANOC

The relationship between 2010 Legacies Now and VANOC is unique. As the first
of its kind, 2010 Legacies Now is not listed as an officialgaron VANOCOs website,
but couldleverage sponsorship opportunities associated with the Olympic Galnees.

following interview statemerntiustrates the particulars of its partnership witANOC:

| think that we are very important in the sustainability process in that we
work closely with the communitiesE throughout the province, and we
work with a variety of other partners who have similar goals. BecauseE
the vision of 2010 Legacies Now caraut of the bid, our values are



aligned with the values of the Games. So we are now seen from some
other countries, they akeery interested in our model for other bid

cites E They see an organization like us can really drive big benefits to
the commurty. (Interviews with 2010 Legacies Now, 2008)

The partnership with VANOC brought tangible benefit2@d0 Legacies Now
For example, althougB2000 wa a traémark of VANOC, Legacies Now hauh
agreement with VANOC to mairita020100 in its name, sodtild use the Olympic
Games to prometitself. At the same time, however, this also imposed constraints,
because it meant they could only assoaidgtk the IOC and VANOC corporate partners
as a resulof the excluwity of the Olympic contract

At the level ofday-to-day operatiog a participant from 201Degacies Now
reported that the VANO@ccount managdor 2010 Legacies Now also manages other
governmat partnersOWe have an account representative at V&N@t we work with;
weOre treatl like oneof their government partners{dwever, the person then clariie
gBut,] we are not considered as a goveent partner because we are ne,area
partner, our portfolio falls othe same perspshe does the government partners.O

At the senior level2010 Legacies NowOs senioeextive (syegulaty attended
meetings with VANOC and had direct lines of communicatuith almost all senior
executives from allunctional departments of VANOC.tRerLegacies Now managers
had alsovorked with VANO@s varicdepartments including sustainalyijimarketing,
the Torch Relay, andloriginal incusion.2010 Legacies Nownainly obtained

operating and program funding from the Provincial Government and from sponsors. It
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was not funded by VANOC and did not diverhéling from VANOC. Rather, its goals
were to add to the benefits of the Games. The following two quotestii®interviews

with 2010 Legacies Nowlarify this relationship

We deliver on things that are [linked tihle Games as well, but they are

not dollars towards the Games. EAny dollars we invest do not take/awa
from commitments the Games hdvem anoperatioml point of view. So

you would never see 2010 Legacies NowOs dollars reducing the cost of the
Games. We would leverage the opportunities. Whaz) ineet withthe

[VANOC sustainability team], we can talk about what we are doing.

[They] actually hgp us show our broad benefits fille Games.

We work with all o VANOCOs dicial] partners. | thinkquite often we
are a facilitator, and we bring tkeals together, so it can happen. | think
it is a lot because of the relationships, and trust, and also we have a
willingness to share. EWe can bring other resources to the table. We
leverage.

In addition to formal interactions betwetire two organizatios,one VANOC
respondent made a clear differentiation concerning the nature of relationships between
the focal organization (VANOC) and government with 2010 Legacies Now. She pointed
out that 2010 Legacies Now was Onot an arm of VANOCO but Oartlagefrofincial
Government.O Another VANOC respondent indicated VANOC did not rely on 2010
Legacies Now to develop sustainability programs, but had its own sustainability
objectives and programs instead. The important difference is that 2010 Legacies Now
was inended to carry osomeof theprograms that VANOC developedter the Games

and help to create lasting legacy. From VANOC@=rspective, 2010 Legacies Nowsva
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doing things for the Provincial Governmentt for VANOC, even though they had

collaborated n some projects. For example, in the words of one of VANOC respondents:

Legacies NowEwill be takingon a lot ofthemanagement of legacies
after wehaveleft. Certainly | did mention volunteers that do not normally
associate with sustainability, but peopld_egacies [Now] will be left.
Legacies Now will manage those volunteers afterare gone. They are
integrallyinvolved and have beam a number of initiativeqInterview

with VANOC, 2008)

The[VANOC sustainability manager] has very been involved whdm.

And they are helping us a lot on our public participation program and they
are helping us with volunteers and diversity. We have aqugteod

relationship with them. It is helpful because we know they will be here
afteeward So they ar@avery logial place for us to workKlInterview with
VANOC, 2008)

This exanple illustrates that VANOC was abie partner with 2010 Legacies
Now to develop a posbames legacy for the community adgass the 25,000 Olympic
volunteersoverto VolWeb.ca, a program ated by 2010 Legacies Now in 2005 in order
to Oencourage volunteerism and increase access to volunteer opportunities across Canada,
leading up to and beyond the Vancouver 2010 Olympic and Paralympic Winter GamesO

(http://volweb/aboutus.phpBeyond this, the interviewsdrom 2010 Legaciedow also

stated that thelgad creategrograms to support thed commitments to the Games, and
thatthey leverage these opportunitiethrough their partnerships with governmend an

corporate sponsors.



8.2 BusinessPlanning Approach to Operations

The results showhat a businesglanning approacto developing partnerships
played an importanble in securing mutually beneficial relationships2010 Legacies
Now with corporate spnors. The following two quotefrom one interview with 2010

Legades Now explore further how thedgproach to operations facilitateldis process:

We developed a process for our business planningE [using] a business
planning model. WeE have a markegirand communication department
which mostonprofitorganizations do not have. We track our investments.
We track when we provide any grants or investments in communities. |
can go on my computer and tell [clients] what we want, and vthen,
[benefits] hey got and what the impact is to that commuiityerview

with 2010 Legacies Now, 2008)

We have a strong business moéMdirst is the structure ahe organization
itself and seconde can track and measure. When we look at our
programs or our initiaties, we are trying to do slightly differently from a
lot of othernonprofits. Becaus&ve put things on a product lifgcle, a
business product lifeycle,we look at when we need to take it to the next
level or sit time for theproduct to be pass off We try to really look at
things weOre looking at line extensions. EWe believe it is a model and
we are still testing it(Interview with 2010 Legacies Now, 2008)

An important feature of implementingeir businesglanning approach vgao
measure and tre®@pportunities and prograny analyzing risks and benefits as done by
for-profit companiesThe key benefitat 2010 Legacies Now sought was whether
program/initiativecould make a differace. Three main risksvere identified by 2010
Legacies Nowvhen takingon an initiative or creating a program: 1) legal risk, 2)
financialrisk, and 3) if they couléfind a sponsor. The biggest barrier to implementation

of this businesgplanning approach wdhkat they were working in @onprofit



environmentand deahg with companies that had distinctive ways of doing busirass

example, the following quote illustratéhese issues

[1]f I look at our staff makeup, the majority of our staff comieom the
not-for-profit sector saveOre bringing tools to look ating business
differently. So it takes a while for them to understand why we take this
model.lt is a process and takes some tifdeople we partner with can
give us informatia to help them|[we need tope able to track the
informationandtheyall do things slighly differently. (Interview with

2010 Legacies Now, 2008)

Despitethe challenges facing them, representatives from 2010 Legacies Now felt
that theirmodel for nonprofit entities could facilitate working with corporate partners
more efficiently ad effectively tharwould otherwisebe possibleln many cases,

Legacies Now increaseaxpportunities by partnering wiflor-profit corporatiors.

8.3 Partnering with Corporate Sponsors

The participants indicatedahthe way 2010 Legacies Now brokered
oppotunities not onlybuilt on their sponsaelationshipgut broughimore partners into
the network, and also creatptbgramadesigned to help supp@C communities such as
physical activity, volunteerism, and capacity buildimpis approach also helped t
strengtherthe partnersO braratsd CSR program#\n example is the RBC 2010
Legacies Mw Speaker Series, which highlighted RBCOs role in BC communities, and at
the same time enabled tbemmunities to learn from international experts in the Olympic

andParalympic industry about how to build on opportunities providedh&yiympics.

We run a program called RBC 2010 Legacies Now SpeakerOs Series. We
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partner with RBC on that program. Bagigave invite international

expers to talk aboutpastGamesO expences. We hadpeaking
engagemestaround the province. WeOre also webcasting their
presentations to a langaudience. So all @C could benefit, all Canada
and all of the world as welbecause it is a webcast. ThatOs basically what
really focuses orhke economic opportunities around the Gafoes
businesses. So that was whatgpeakers talked abgutow small and
medium size businesses can engage in the Games and benefit from the
GamesO coming. So thatOs one of the economic sustaiimétizlityes
(Interview with 2010 Legacies Now, 2009)

This speakeprogram invited 10 speakers from the IOCstalia, United
Kingdom, Italy,and United States tdware their knowledge of the Olympics. All of these
speakers hadver10 ten years Olympic experienggarding legacy development
including community engagement, volunteerism, media relations, local tourism, sport
tourism, event marketing, business innovatemd procurement opportunities
(http://www.2010legaciesnow.com/rbc_speaker_series/). | attendmzbfithese
presentationand felt that this prograuid a good job o§haring knowedge and lessons
from previous Games experiences, even though it was restricted to a lecture format.

In addition,2010 Legacies Now was invited to attehd 2010 SSI metings, so
its executives coulthteract with all VANOC corporate sponso8everal successful
programs were undertaken under the umbrella of 2010 Legacies Now with corporate
partnersFor exampleChill, a snowboating program with Bell Canada, wa

community-based initiativdor atrisk youth between 10 tb8 yeas old.

Bell committed funding to the program and has been funding this program
since its inception. ECertainly with Bell, that was a link to 2010, [and]
having 2010 behind really helps us wit that connection. (Interviews

with 2010 Legacies Now, 2008)
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This example wanot isolatedZero Ceilingwith RBC was another program
undertaken to helpomeatrisk and underprivileged inner city youth participate in
snowboarding, with the goal of providj positive life experiences and employment
opportunitieseven though it was beyond the scope of this study to determine the extent
to which these benefits were achiev&tiese have the potentialdontinue in the post

Games environment.

| think Esomething like Chill, thatBell will stay involved with us after

the Games. | think thairound the Gameslot of spons@got involved.
Optimally, | think that they still have the same benefits after the Games
for many of them. | think that a lot of corpora@onsors have their own
objectives for corporate social responidipias well. (Interview with 2010
Legacies Now2008

At the time of my interviews, there weseven 2010 sponsors working with1®
Legacies Now in a variety @ommunity developmemtrograms includingRBC, Bell,
3M, BC Hydro, Teck, CTV and BC Lotteryinterviewed RBC, Bell and Tedk my
research.

TheMarketing and Revenue Generatibapartment within 200 Legacies Now
was responsible for managing the relationships with corporategparihwas found that
the busessplanning model workedffectively withcorporate sponsors because the
people who wer@volved came fronthe private sector and understood corporate
sponsorsO busiss models. @porate sponsofsom their sidehought hat 2010
Legacies Now was a Osophistidatetfor-profit organization@hat was able to identify

and measurdeliverables for corporate sponsors. The important finding here is that the

18¢€



people in 2010 Legacies Now did not think corporate sponsors wedbjusts, putting
philanthropy dollars ito a charity, but rather partners in a business relationship, which
neededo meet corporate sponsorsQ priorities and objectives. One of these objectives was
to provide a vehicle to help the corporatidmgld ther brand in the marketplace. €h
programffered a cebranding opportunity fothe corporate sponsorgith the program

through community egagement acrof3ritish Columbia Boththe corporate and 2010
Legacies Now participants felt that this relationshiierefd benefits the individual
organizations could not attaatone.

As discussegreviously, there weradvantaget being linked to the 2010
Games, but the senior marketimgnager thought that it was still very difficult to solicit
corporate sponsors support their programsbause thenarkeplace for norprofit
organizations was very competitivgodhsorship renewsiwere considereasign of a
successful partnership with corporate spondbisen myinterview was conductedith
the senior marketing amageliin April 2008 the persomeported that they kaachieved
100% renewal rate, but sFedt a lot of pressure to maintain current sponsorsfiziad
new ones because they hadre and more programs that neédponsors. Fduture
dewelopment, 2010 égacies Now would hope fiass their programs to their community

partners.

For us to be successfnl thelong term, we should not be owning these
programs that we creat@e do them with our partnersut during the
Games becausd who we are, we need play sometimes a kigr role
because athe Games association. But post the Games, there are certain



programshat need to go to communitiespse community groups and
partners who weOve been workinthwiVe were working on how we
transition those pragms. We have been working on some plans or testing
them, but we are not there yet. But that is why we see success of the
programs we created with our partners and carry on in the community
with whatever partners. That is, | believe, to create a trueylegac
(Interview with 2010 Legacies Now)

2010 Legacis Now essentially operated like a broker to put programs together for
localcommunities in British Columbia with sponsor and government funding. In his
sensethe organization helped bridgiee connectiometweeriV ANOC andlocal
communities, anglayed an important role in facilitating pantgleip initiation and
opportunities for creatinpgacies. Theefindings supporKouwenhovend$993) notion
thatan independent organization caat as a facilitataio open communication
opportunities for various parties to meet.

By the end of Marcl2009 over70 different programs were created and run by
2010 Legacies Now (Morrison, 2009hdanine of them werawarad theVancouver
2010 Sustainability Star, wtt is the same as the partner Sustainability Star discussed in
Chapter 6 The Sustainability Stgprogram highlightedcamesrelated sustainability
initiatives, with a focus on creating social, econgraitd erironmental benefits. 2010

Legacies Now itself wothis awardwww.2010legaciesnow.com/abeus). However,

guestions might be raised about what criteria were used to evaluate a sustainability star
program, so further research should be conducted tesas$ether or not such a program

is effective.
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The findings reportetiere arébased on the data | collected from the interviews
mainly in April 2008. Constricted by the timefraniee data might not reflect theirrent
status of 2010 Legacies Now. | vigit their website numerotisnes and watatd the
program videan November andecember 200Based on the videos, th&ommunity
based programend to bdocused on sociahnovation and change for targeted
populations, such a-risk youth and Aborigial youth. Thecurrent information is very
similarto the data | obtained frothe interviews in 2008. From avolutionary point of
view, some programsavedevelogd further, andapproximately 70nore programs were
created, compared to only about 10 pamgswhich existed when my interviews were
carried outin April 2008 In December 2009, 2010 Legacies Now announced thasit wa
working with over 4000 organizations and groups across BC in the areas of arts, literacy,
accessibility and volunteerism in adilin to sport and recreation and healthy living

(www.2010legaciesnow.com/abeus). Future research should evaluate the impact that

these programs had from the points of view of organizers and pantgipa

The findings showthat 2010 Legacies Now defined its target groups as: 1) youth,
2) youth at risk3) Aboriginal people, 4) innaiity residents, 5) people living with a
disability, and 6) womeaccording to a presentation by a manager from 2010ciesga
Now at theFirst Olympic Legacies Conferenae UBC School of Human Kinetics in
November 200@Qualtrough, 2006)n the point of view otheinterviewees, a priority
was to insure there were benefits for these groups that othevaige not benefifrom

or be touched by the Olympic and Pamapic GamesFrom the examples given by



participants, programs, such@kill andZero Ceilingprovided opportaities for several

of thesepriority groups to engagin Olympicrelated activities. Neverthelesbe number

of program patrticipants (e.g., 775 kids were recruitegdhitl program according to the
interview in April 2008) were small versus the actually number of these Opriority groupsO
(e.g., estimated 87,000 children in poverty in 266i8) Province oBC (BC child

poverty rate, 2010).

On the whole, this was the first of its kind in the history of a Games Bid. 2010
Legacies Now has played a unique role in building partnershipsdertake sports
initiatives incommunities across tHrovince of BritishColumbia. Its objectives wete
build a strong and lasti) sport system that ensuriedreasd participation from
Playground to Podium, and supportafe, healthy and vibrant communities contributing
to the praincial economy. Yet, since it was still its pilot phase, followup research will
be needed to examine its effa@ness and the impacts it had the host community, and

whether omot its objectives were met

1 An analysis of the latest figures by First Call: BC Child and Youth Advocacy Coabtiomed a dromithe BC
child poverty rate froni3 percent in 20070 10.4percent in2008. The number of poor BC children dropped from

108,000 in 2007 to 87,000 2008.Retrieved June 29, 2010, From
http://www.firstcallbc.org/pdfs/currenssies/press%20release08statk.p

19C



CHAPTER 9

CONCLUDING DISCUSSION

The findingsin this study have shed light several important theoretical and
practical issues in relation to how corporate sponsorship can contribute to Olympic
sustainability. Firstly, the qualitative case study of VANOC has expanded our
understanding of how the opportunities and resources of spega events, like the
Olympics, can be leveraged to help achieve the sustainable development agenda of the
host community. Secondly, the study documents a unique OhybridO organizational model
that can help facilitate this process for future bid and htiss cMore specifically,

VANOC fully integrated Othe triple bottom lineO into its daily operatiofinaintportant
waysput sustainabity at the forefront. Exemplary programs inclu@ 0 Legacies
Now, the Buy Smart Program and VANOGfiial partnerkip with the Four Host First
Nations. These initiativgsrovided a foundation for a sustainable legacy in the host
communityand region. Finally, the outcomes demonsttla¢epotential to use a CSR

sustainability approach in other event or sport managearganizations.

9.1 Olympic Sustainability: An Evolving Paradigm

Olympic sustainability is an evolving paradigm, partly becdheexpectations of
haost citizens have increaseghd partly because sustainabiliself has increasingly

become a globamperative. As discussed in Chapl, just 30 years ago, withdubs
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Angeles®id for the 1984 Summer Games, itsyaossiblethatthe Olympic Games
would no longer be able to continbecaus®f thefinancial burderthatwas left to the
host citizensThisissue wagxemplified by Montreal 1976 (Payne 2005; Payne 2008).
However this financial failure led to innovation and Olympic financial independence
later on. he siccess ofhe 1984 Los Angelesith its welkknownfinancial surpluswas
in part due to aeferendum in which 83% voters of in Los Angeles vagainst
providing any fundhg for the Games (Payne, 2008). This fact forced Peter Ueberroth,
President othe LAOOC, to rethinkcorporate sponsorship tife Olympicsalong the
lines of exclusivity whex sponsors would pay more money but would lexatusive
marketing rights. This avoided tlctutterandcompetitionof havingthe same product
categories withirthe Olympicfamily as discussed in Chapter¥et, this Olympic
marketing strategy did natise on its ownbu ratherevolved from previous Games,
particularlyfrom lessois learned athe 1976 Montreal whichttracted 628 companies
and among them 42 officiabensors paying an average of £#,000 each and
providing CA$5million in cash and anoth&@A$12 million in valuein- kind, just 2% of
the overallexpenditure (Payne, 2008t was not surprising thatithout protection of
sponsorsO exclusive rights, Oorganizers were often faced with numerous lawsuits from
companies who fetheyhad been cheatlO(Payne, 2008, p. 87).

During thepast 25 yearafter Los AngelesUeberrothOs originadodel has been
further developed to provide more economic growth opportunitighdéonrganizing

committee andhost community rather than jusmt emphasis on spoassO return on



investment. In this stugyspresentedn Chapter 4, it is evident that the Buy Smart
Program(encouraging local small business to get benefits from Olympic engagement),
Bell BOB, Building Opportunities for Busineggroviding job trainingprograms for
innercity disadvantaged groups), and RBQ10 Commerce Center (educating small
businesses tgetinvolved in Olympic sustaiability) are examples of initiatives that
reflect this trend. In chronological order, these examples demonsbsiiee changes in
response thenskyjOs (2000, p. 96) claim th@small business enterprisasy little
benefitsO according to a report by Miguelez and Carrasquer (1995).

Equally important is the shift away from the perception of economic benefits as
the ®le area of concern over Games impaotsn emphasis oenvironmenrdl protection
as a fundamental condition of how the Olympicsmepared and stagddating back to
the early 1900ghe expansion in scatd Olympicrelated construction has led to medi
attention to the damage to teevironment, particularly the Alpine landscape with the
1992 Albertville Winter Games in France (Mohan, 2007). The environmental disaster of
preparation for and staging of the 1992 Albertville became an important impethe fo
IOC and future bid and host cities to take environmental protection into consideration
within the Olympic Movementin response to the lessons of 892 Albertville Winter
Games, the 1994 Lillehamm@&amesnade a breakthrough in applying principtds
Ecological Sustainable Development (ESD) to sport management. David ChernushenkoOs
1994 bookOGreening our Games: Running Sports Events and Facilities That WonOt Cost

the EarttOdocumented and shed a light on what Olympics can do for the protection of

193



the environment. Consequently, when examining SydneyOs bid, Lenskyj (1998, p. 174)
commented, ldilehammer was probably the best model of a large international sporting
event organized on emenmentally friendly principlefin the 19905OFurthermorethis
provided empirical insights into the GamesO bidding and staging process, and in turn,
inspired the I0C to change its philosophy of the Olympic Movermeainbrace the
environment as a third pillar along with sport and culture, as disciurs§dthpter 1.
Equallyimportant asheeconomic and environmental impsof the Olympics
are the social impactbat the Gameaccrue in the host city, region and couritny
people from all sociajroups. WhileSydney2000highlighted a range of
accomplishments inneironmental initiatives, some of the socialuss, such as
homelessness amtiscriminationagainst Aboriginal peopldsecame the Omost significant
social problems confronting SydneyO (Lenskyj, 2002, p. 107). HefeskyjOs 2002
bookOrhe best Olympsever? Social impacts of Sydney 2@abcumented a number of
Olympic-related social impacts on the disadvantaged in the host comnitimtye are
indications that more explicit recognitiof these issues beginning taesult in
Olympic-related initiativeghat are intended to help address these conditions
In the casef Vancouver 2010, VANO@emonstrated social responsibility in a
number of areas, including a greater inclusion lbbrginal peoples and the inngty
disadvantaged, and a wider adoptadrethical sourcing and social compliance in its

practicesThe retrospectivpart of thisstudy shows that crisis or criticism can often
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become the starting point of progressive social changes as advocMeadjojisand
Walsh (2003).

As one corporateggticipant in this research indicate@vOlution is by the
timeline 2016, 220 or 2024every organizing committee will raise the bar.O Vancouver
2010 is part of this evolution. Although VANOC and its corpogeners, together with
many dedicated grogpandindividual, made extensive effort to achietreeir
sustaimbility goals, severaxamples of issues and problems with this Olymaies
presented in Chapter 5, Chapter 6 and ChaptdoWever, in the journey of Olynp
sustainability, there is ewahcethatshowsthe situdion is changing. As described by

Frisby,

We have seen examples of this with the Olympics because some
organizers have taken steps to build legacies that will contribute to sport
development over the long term, to run more envirentally friendly
games, to reduce athlete abuse, to make bidding and judging processes
more fair, and to involve aboriginals, athletes, and citizens in decision
making in more authentic way2d05,p. 8).

Thinking about the development of Olympic susthiligy through an
organizational learning lens (Senge et al., 2006; Senge et al., 2008) requires recognizing
that the Olympic organizing committee and its partners, particularly the corporate
partners in this study, are active in this ongoing processug@haut this process, the
ideals of the Olympic Movement are becoming transformed to emphasize the host
community and integrate economic opportunity, environmental proteatiohsocih

responsibility. In this way the Olympic Movement is indirectly addngsssues such as
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homelessness, carbonissions, and unemployment, even though much more can be
done in all of these areasvitence of this sffii is thatOlympic organizes andcorporate
partnersas seen in the case of VANO©Gw emphasize the role ofim@ssing the power
of sport as an agent for social change, instead of focusing on avoiding serious criticism of
Olympic wrongdoings.

Although the information obtained from my intervieisdimited by the
respective industries of the participants andt thgecific sponsorship programs, the
nature ofthe sustainability initiativéhat developed ultimately was seen to depenthen
respondentsO perceps of how these initiatives coutelp attain their organizational
objectives. The findings show thaketiancouver 201 sustainability initiatives weren
courseat the time of my researetith Vancouver and WhistlerOs sustainability plans, and

aligned with the corporate partners CSR programs.

9.2 Olympics: A Catalyst to Raise Awareness of Sustainability

The evidence provided from this study has demonstrated that the Olympics can
serve as a catalyst to promote global sustainability, because it is a platféoruiing
worldwide attention oi®lympic idealsand actionsThe new function of the Olympi
Gamescan be capitalized on &0 process levels: 1) educate companies on howdo
business in a sustainable way at an organizational level (e.g., VAXD Buy
program), and 2o educate people fmursuesustainable living at an individual level

(e.g., Teck employee engagement). More importantly, the stories provided by the
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participants in this study emphasized that leggmeans more than buildings and the
transformation of the environment. Leggaren partthe way the Olympic Games
continually povide people with new opportunities. This reflects on waystthat
Olympic organizers, together with various partners, particularly catp@artners in this
study,promotel sustainability at all levels. As discussadChapter 4 and Chapter 8,
corporatepartners reportethatthrough working with VANOCthear sustainability
initiatives (e.g., RONA Vancouver 2010 Fabrication Shop, RBC-Zaiting) thatwere
designed to help the environment and improve peopleQ<tivddalso increase
awarenessf sustinability becaus¢he Olympics could act as a platform to bring
sustainability issueisito the regional, national and international spotlight.
ConcerningOlympic legacies, Glym (2008, p.1126) found thhbst citieshave
focused on improvement in two mjar areas based on hamalysisof the kst 17 host

cities over 34 years between 1972 and 2006:

The intended legacies sought to improve two aspects of civic health: (1)
symbolic featuressuch adoosting a cityOs image, cultivating an
international repw@tion, or making the city an appealing tourist
destination; and (2) economic retursach asncreasing revenues,
developing industries, generating jobs, or strengthening the city
infrastructure of transportation, and public gathering spaces (parks,
buildings, sports venues). This increasingly commercial aspect seems to
parallel the shift in revenues over time Eas well as the aspirations of a
city-building growth model that was popular at the time.

In addition to the above two aspects, the findimgthis study reveald that

raising awareness sustainabilityand emphasizing positivepacts by creatg



economic, environmentahnd social benefits in the host community was an objective that
was embraced equally Ibiye Olympic organizef ANOC) and its coporate partners.

The corporationthat weremotivated by marketing outcomes also paid close attention to
the sustainability elements of their initiatives, even though those were not required in
their sponsorship contracts. In some cases, corporate gafikeMeck, wich initiated

the 2010 ISS, voluntarily playedleadership role in this proceBsomther perspective,
sustainability wa notsomethingOnice to doO for reputation,veasOneed to doO for real

change.

9.3 CSRApproach to Vancouver 20D: A New Paradigm in theOlympic Movement

The results of this study show that the corporate modeidcial responsibility
waseffectively used to implement a public commitmgmbugh VANOCto
sustainability. These commitments were determined by thewvalithe citizens and
communities of Vancouver and Whistler during the bid processclear that while
VANOC useda corporate model to run théy@pic Games, its primary goal, as a-ot
for-profit organization, was to host a successful Games. As moiedmission, this
meant that the Games were intended, at least in part, to benefit the cititenbast
city, region and countryAs discussed previousip Chapter 6, aadaptivecollaborative
management modelas found to ban efficient instrumerto run the Olympic Games,

becauseorporate sponsors watttogether on the Olympic platform.
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The 2010 Games marked the first timeGlgmpic organiing committee
managed th&ames with a set of comprehensive GQSRstainability principles. This is
corsistent with the argument that an organization should systematically incorporate social
expectations into all dimensions of its core decisiaking processBonini et al, 2006).
The studysuggests that the sustainability model represents a shift toagapgtve
maragement and a move away framtcome towards a process orientation. In other
words, the Olympics is not only a-tiay event, buan eightyear commitment and
potentially lasting legacy becausecoinsistent improvements in ggrategic planing
andpreparationThe model of sustainable sport / event management in Figure 6.1 could
serve as a guide in formulating criteria and procedures to assist sport / event
organizations in developing their position on various sport / enedatied social,
economic, and environmental issues. The net results could be more systematic attention
being given to the whole realm of sport / event management.

With the increased levels of accouritidy being experienced b@lympic
organizes and corpaaite partnerghese findings are potentially useful for identifying
some ofthe unique and complepportunities offered bgports mega evesnt
Sustainability initiativessuchasthe RONA Vancouver 2010 Fabrication Shop, RBC
Zero Ceiling and Bell BOB helped resohsone of the social problems describbey

Lenskyj (2000, p. 93):

The fact that men, women, and children living on the streets of Atlanta,
Seoul, Toronto, or Sydney may have had their own dridashs



accommodation, safety, employment, personal fulfilliNemad ro place

in Olympic rhetoric, except for the predictable promises that the economic
boost would help to solve some (but nd} af these peopleOs problems.

The myth of the pure athlete and pure sport ensured that the dreams of the
disadvantaged took low iprity in the public discourse.

As noted in Chapter, The RONA Vancauver 2010 Fabrication Shop helped at
risk youth who previously were homelesscame fromdisadvantaged backgrous)do
learn carpentrylglls. RONAOs two commercidtsatured a group byoung peopldrom
the Oharsh reality of the East Vancouver Stregtefyere leaning new life skills,
building about 8,00Gmall items for the 2010 Games, and working for their Olympic
dream (Chiasson, 2008). The last quote from the ad, ONot evergi©tmmam is an
athletic one@ pertinent to the issues raised by Lenskyj (2000), although it remains to be
seen what the lonterm legacies will be from this prografmww.youtube.com/user/,
2008).

Nevertheless, thiesearch into the Vancouv@amessugainability programs
provides evidence that CSR can play an appropaiadeémportantole insupporting the
sustainability goals of an organizing committ€&R resonatewith both Olympic
organizes andtheir corporate sponsdismanagement practiessdscussedilready in
Chapter 6This also supports Misener and MasonQOs (2009) argument that community
development initiatives through sport events can be linked to CSR assessment.

In essence, VANOC converted the traditiotiebe components of sustainatlyili
namely economic, environmental, and social responsihility,its six corporatevide
performance objectives includingj) accountability, 2) environmental stewardship and
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impact reduction, 3) social inclusion and responsibility, 4) Aboriginal ppatiicin and
collaboration, 5) economic benefiend 6) sport for sustainable living. More importantly,
it also create@n annual sustainabilitgport whereby it embracede accountabilityand
transparency of th@amesFor example, the Buy Smart Prograarfjrst for an Olymjz
Organizing Committee, applied a strict Code of Ethic3faNOC and its partnersO
procurements related to the Olympic GamesJéhn Furlong, CEO of VANOC stated at
the 7th World Conference on Sport and the Environmérith was hel in Beijing, in
2007, OWeOve further embraced the third pillar of the Olympic Movement so that our
sustainability objectivemcludecommitments to achieve unprecedented Aboriginal
Participation in the planning, hosting and legacy of the Games, and e@leaged to
stage Games that are fiscally responsible, socially inclusive and accessibleO (From action
to plan, 2007). Thenplication of this is that social development is being incorporated as
an implicit part of the Olympic Movement. It remains to berswhether the whole triple
bottom line will be added to the charter or whether the environment will be expanded to
include sustainability. Either way, there appears to be increased emphasis on social
development as an aspect of sustainability as clabyeanskyj (2008)

Theincreased emphasis on insights@®8R practices in sport management has
resulted in demand for a completely new type of information allowing sportinagians
like Olympic organizing committees to be evaluated basddpla botbm line
principles, which measumot only economic success but also environmental and social

performance. In addition, as the first of its kind, the Vancouver 2010 annual sustainability
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reporthas alsaestablished an industry framework for sport mega tsverevaluate their
CSR performancelhis patly addresses the concdiratthe Games lack @ammonly
accepted framework for evaluatig@rompton, 1999)

VANOC collaborated with thenternational Academy of Sportsi€nce and
Technology (AISTS) to creatbe Sustainable Sport and Event Too8ISET), a
guideline for sport organizations to incorporate sustainability practices into event
management. This initiative was launched at theNBorld Conference o8port andhe
Environmenin March 2009 in Vanaaver. It aims to give sport organizations the
knowledge and tools to plan and implemsmstainableport events by integrating
sustainability practices into their business. AccordinpésSustainable Sport and Event
Toolkit (2009, p. 2), this frameworkas established based on the following international
standards:

1) 1SO 1400114006 (Organization for Standardization)

2) GRI G3 (Global Reporting Initiative)

3) I0C Agenda 21

4) 10C Guide on Sport, Environment, and Sustainable Development

5) BSI 89008901 (British Stanards Institute)

6) UNEP (The United Nations Environment Programme)

7) Vancouver 2010 Sustainability Management and Reporting System

In order to make this become a comityoaccepted framework of sustainable

sport event management, the Sustainable Sport and Evelkit (SSET) Centre was



foundedand situated within AISTS, Lausanne, Switzerland, with the 10C as its principal

supporting partnethgtp://sustainablsport.org). It operatedy recruiting organizational

memlers. On its website, there asmember forum, blog and member wiki, which is an
online and evolving version of SSET for members to acaedsvhich featuresxtensive
resouces and best practices information

It has become cledhat a systematic reporgjrformat (e.g., Vancouver 2010
annualsustainability report) could be ustmincrease the reliability of the evaluation and
verification procedure. This is where an instrument, such as the SSET may be useful in
trying to develop an internationally acceppfeamework for sustainable development by
sport organizations. Beyond this, the current phase of development of CSR /
sustainability in sport and event management suggests a potential evolution of CSR itself.
As an extension of CSR practices, the sushdlitaprograms that VANOC and its
corporate partners developed open the door to a potential role for sporévesdsito

support sustainable development in host cities and countries.

9.4 Leveraging the Opportunities: Partnership

The findings of this sty revealthat when public and private objectives are
aligned, corporations ambnprofitorganizations (e.g., 2010 Legacies Now) can partner
around mutually beneficial initiatives to leverage the oppdrasthe Olympic Games
provide forcommunity deelopment. The documenté@nefits otthese partnerships seen

with the 2010 Games offer a precedent for corporations to pavitiea nonprofit entity,



such a®2010 Legacies Nownd other nonprofit organizatiqrts leverage their
sponsorship rights in theture.

As discussed in Chapter 2, the social netvagfroach t@ponsorship
relationships foundh the context of Vancouver 2010, VANOC, 2010 Legacies Nowd
2010 SSlyevealsacomplex collaborative webf Olympic-linked partnershipésee
Figure 91).

Figure 9. 1 A Conceptual Collaborative Network of OlympicLinked Relationships

Corporate
Partners
(2010 SSI)

2010 Legacies
Now

v

These partnerships involved interactions among various kinds of organizations:
public and private, profit and nonprofit as discussed previonsBhapter 4, 5, 7, and 8.
Each organization in this network brought new ideas and resources to form new

partnerships, so that the network became wider and covered more sustainability areas
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than each organization could encompass individually. The respfsiguhe conclusion
that the complex network of sport sponsorship relationships could drive wider benefits
(e.g., communitybased legacies) from sponsorship activities (Olkkonen, 2001; Olkkonen
et al., 2000).

Each actor in this wider network also was seehave formed its own flexibly
designed network, whicHuxham and Vangen (2005) hadefined as Oan umbrella
groupO. In this studymbrella groups were comprised of multiple layers of
collaborations attributed to the corporationsO partnership¥ MM C. While the focal
organization VANOC was located in the hub of these networks, 2010 Legacies Now
itself functioned as an umbrella group that initiated many commbaggd programs
though its connections with multiple organizations including communitypg,ovarious
levels of government, and the Vancouver 2010 corporate partners.

The corporate partners also formed their own collaborative network, namely 2010
SSiI, as described in Chapter 7. Each member of 2010 SSI had a formal partnership with
VANOC, andalso formed a partnership and in some cases collaborated with 2010
Legacies Now in building community capacity for sustainable living. Regarding
corporate sustainability, these corporate partners activated their Olympic sponsorships
following practices andpportunities identified at 2010 SSI meetings through which new
business opportunities were often generated by forming new partnerships between

sponsors themselves.
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A salient feature of these partnerships within this network was 2010 Legacies
NowOs rolas a broker to leverage legacies through their relationshipgegrnmaert,
communities, and sponsors. This was an added layer of interactions within the web, and
facilitated the process of leveraging the legacies of the Games.

The application of aocil network perspectivim this study to investigate
corporate sponsorship phenomena proved a useful way to gain insights into the sport
management field as suggested by Quatman and Chella2008a(2008b). My
research supports their work and shows tiygorrtance of evaluating the initiation
managementnd evaluatiophase®f partnerships betweanganizers and sponsors, in
this case betweelANOC and its corporate partne/hen the corporations entered the
partnership, both VANOC and the NationaltiRars considered sustainability to be a key
component indrming the Olympic partnership, creating a new basis for partnership
initiation.

In addition to examining the three phases of partnership in the Olympic
sponsorship context, this study also examhitiee internal sponsorship relationships to
reveal a number of key structural and process elements perceived to be crucial to
successful partnership management. Specificaligh componenias shared goals with
corporate partners, assighgersonnel, welbrganizationedtructure under contractual
relationship and neoontract support, as wedk flexibility, were found to be important
structural considerations when entering the partnership management stage. The process

considerations in this study weresidified in terms of five main determinants:

20¢€



communication, commitment, shared learning, open relationships, and the willingness to
seek solutionsThe findings uncovered necessary factors for successful partnership
management between an Olympic organizingimittee and its corporate partners. These
extend Frisby et al.Os (2004) framework on partnership management, which outlined a
number of structural and process issues contributing to umdeaged partnerships in the
context of Canadian sport recreatagpartments.

The findings also showed thdANOC used a partner satisfaction survey,
conducted by a third party, to evaluate their partnerships with the corporate sponsors.
This onceayear survey helped VANOC to improve gervices, with the purpose of
enablingtheir clientsbthe corporate sponsdfdo describe how VANOC could better
deliver its services and help them enhance the value of their investntentorforate
partners also conductself-evaluatiors to assist in making the relationships sittoand
strong.According to the model of managing sponsor partnerships to achieve
sustainability in Figure 2.2, both the event organizer and corporate sponsors need to have
a systematic framework for thinking through not only social, economic and
environnental issues but also the managerial response patterns contemplated around the
Olympic sustainability objectives. Throughout the feedback loop of partnership
management in Figure 2.2, the parties of Olympic partnerships are tasked with evaluating
their motvations, actions and evaluation strategies in their sponsorship activities.

Finally, the use of anrganizational learning approacto sponsorship activation

provided insights into knowledge transfer among corporate partners and the organizing
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committee.This framework helps to identify opportunities fearning new capabilities
from, and knowledge transfer through, parships among Olympic sponsors as
discussed in Chapter Equally importantly given the uniqueness of the exclusivity of
Olympic sponership, Olympic activation on sustainabiliffers potentiafor
corporations to enhance their brand equity and hence obtain competitive advantages
through emphasizing CSR in concert with Olympic sustainability programs

From aresourcebased viewthe eclusive rights of Olympic sponsorship
represents a heterogeneous distribution of resoamess the industry because it must
be Oimperfectly imitable, imperfectly mobile, and associatedexitimtelimits to
competitionO (Amis et al., 1997, p. 84, easi in original). According to the principles
of the Olympic sponsorship program and amibushing marketing law, the Olympic
sponsors had the right to use the unique Olympic image and rings once they signed the
Olympic sponsorship agreement with the 1&@l VANOC. This policy immediately
excludes all competitors in the same industry, as seen in the discussion of the 2010 SSl in
Chapter 7 and 2010 Legacies Now in Chapter 8, so that the Olympic sponsorship rights
became nofimitable and heterogeneously trlilsuted resources for sponsoring
corporations. As discussed above, although the examples | have described of how
corporate sponsorship activation can support social development under the rubric of
sustainability have not yet been tested over time, thénasigpon these programs in
conjunction with the 2010 Games is a positive sign that organizers are taking more

responsibility for the impacts of the Games. According to the interviews, some programs
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such as the RONA Vancouver 2010 Fabrication Shop, TeckdypwEngagement, RBC
Zero Ceiling are intended to continue after the Games, potentially supporting positive
changes in the host city over time.

Overall, this study used three framewokEkkeresourcebased viewsocial
network theoryandorganizationallearningbto examine sport sponsorship
relationships, as noted in Figure 2.1 in Chapter 2. apsoach provided a muilti
dimensional perspective on the partnership process in sport sponsorship relationships
research and introduced new considerationscanderns regarding managing sport
sponsorship relationships to achieve sustainability goals. These were also connected to
the interpretive approach as discussed in Chapter 3, which allowed understanding the
dynamics involved from the points of view of @ipic organizers and their key corporate

sponsors. Implications of the study are discussed in the final chapter.



CHAPTER 10

IMPLICATIONS AND FUTURE STUDIES

This study providedhree original contributions. Firsisa qualitative Olympic
Gamessustainabity study it helps toexpand our understanding of how social
responsibility imperatives shape corporate sponsorship padieeond, the study
identifiedmajor relationship factors that influenttine corporations involved iine
Vancouver 2010 Winter @nes as sponsors that supported VANCGDEsinability
programs. Finally, the study hiasplications for policymakers wanting to encourage
corporate sponsorship of spoaisa wayo support grassroots social and sport

developmentlocally, regionally andhationally

10.1 Researchimplications

This research supports the applicatiomhef resourcebased view, social network
perspectiveand organizational learning theoitp sport sponsorship. Integration of these
three frameworks proved very useful féfesing a more holistic view of relationship
processes in sponsorship, particularly with respect to how an organizing committee like
VANOC can work with sponsors to meet its sustainability goals.

By creating a conceptual framework for evaluating how toaga sponsor
partnerships to achieve sustainability, greater insight was provided into key features of

the partnership management system. The research suggested that a feedback process
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enables consistent improvements by sharing learning from partneesspahsorship
context. Relationship values were found to serve as both structural and process factors
that contributed to the achievement of sponsorship objectives. The partnership evaluation
strategy (i.e., the Partner Satisfaction Survey which was ctedlby a third party) was
found to provide specific evidence for how to remove obstacles and make the relationship
process more productive. Taken together, each phase of the partnership management
process was found to align with specific objectives, suggethat this framework helps
to link systematic thinking and action to achieving sustainability goals.

The study also found that the motivations for the 2010 organizer to emphasize
social as well as environmental initiatives came from the bid, andubtinability
became a key part of VANOCOs Games strategy as a result. Building on the findings of
this study, | argue that other sports megants could adopt a similar CSR / corporate
sustainability approach provided this fit with the mandate of teatefhe threstage
model of sustainable event management in Figure 6.1 provides an initial road map for
managers seeking to implement CSR / sustainalgitisnted principles in practice. This
framework represents the results of extensive effort to egizh key challenges and
issues in the CSR / sustainability design and implementation process. The next essential
stage for sport / event managers is to bring CSR / sustainability practices to an
operational level that would enable ongoing evaluationaif tbSR performance. It is

suggested that a sustainability management and reporting system, such as the Vancouver
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2010 Sustainability Report would be a useful tool to integrate stakeholdersO feedback and
input into their CSR / sustainability practices.

This study provides qualitative evidence that organizational learning theory can
be utilized to examine the phenomena of Olympic sponsorship activation on
sustainability. Wiile traditional sponsorship activation focuses on marketing activities
like crosspromotions (e.g., Cornwell, 199%ornwell et al., 2001; Meenaghan, 1991),
this study offers an alternative approach for investigatiogy sustainability imperatives
shape the activation of sport sponsorsfhipe 2010 Sponsor Sustainability Initiative in
patticular is an excellent example of hamter-organizationalearningcan be mobilized
as a mean® share KestpracticesO and hafrengthen each individual organizat®nO
development (Laiken, 2001). This is just one example and there is an obviodsrneed
further exploration of sport sponsorship activation through organizational learning.

Finally, this study helps to expand our understanding of how the opportunities and
resources of sport mega events like the Olympics can be leveraged to help achieve a
community development agenda. The study documents a unigterpoofit
organizational moddd 2010 Legacies Nowthat helped facilitate this process in the
case of Vancouver 2010 that could have potentialvakee for future bid and host cities.

This shows that partnerships between nonprofit organizations and corporate sponsors can
be structured to bridge higterformance sport and grassroots sport participation, and

provide a foundation for a sustainable legacy in the host community.



10.2Practical Implications

The findings from this study also have practical implications that can be used to
better manage a sport megeent in a sustainable way. The model of sustainable sport /
event management (Figure 6.1) described in the study provides spogersawih a
practical framework for making strategic decisions for the sustainable development of
sport events. Using the model, sport managers can evaluate sustainability strategies to
determine which would be beneficial for a particular event. For exanmplhe case of
VANOC, when research found that previous Olympics had never paid serious attention to
social issues, it created an opportunity for the organizers to consider what social
programs would be most meaningful in a local, regional and naton&xt, for the
2010 Games. This resulted in a variety of initiatives including engagement with the Four
Host First Nations, and programs for under privileged youth. Similarly, if environmental
concerns were paramount, sport managers could direct thegesao improve
environmental protection as again occurred with VANOC. On the whole, this study offers
sport managers a Otriple bottom lineO framework to engage in sport management
practices.

The findings show that feedback processes are importantféatieély managing
corporate sponsor relationships to achieve sustainability goals (Figurée?2).
managerial structures and processes described in the study may also provide useful
references for other kinds of sport partnershijpe results indicaténait both partnership

management and partnership evaluation have a significant impact on the success of sport



sponsorship. With an increased level of corporate commitment to Olympic sustainability,
it is likely that there will also be a greater commitmentarporate sustainability on the

part of the sponsors. Increasingly, pressure is already placed on sponsors to integrate
social value into their sponsorships such as by contributing to sport development in their
communities. The Olympics provide a platfofor this kind of capacity.

Organizations like 2010 Legacies Now also have the unique potential to assist in
leveraging opportunities provided by the Games by working with the Olympic organizer,
government and community. The unique ObrokerQ approhetoajanization offers an
alternative model for how to enhance positive impacts from sport-eaagds by
focusing stakeholderOs attention on important social issues within host communities.
Given the important role that corporate sponsors can play indgaglopment, a number
of specific implications for future Olympic Games and corporate sponsors are provided in

the next section.

10.21 Implications for Future Olympic Games

The critical analysisf findingsprovided by this study has direct impliicas for
future Olympic Games. First, it is recommended thatre Olympic organizing
committees create clear sustainability objectives and specific baseline commitments for
corporate partnet® follow and act upon. Seconfir the first point to be achieved
watchdog organization, specializing in sustainability practices, should be considered as a
partnerto meet its commitments. Thirdrhen a sustainability idea (e.g., alternative fuels)
is recommended to corporate partners, it should already be proeridasible and
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productive by the industry. If it has not been provbkare is a risk ofailure or a waste of
resouces or money. Fourth, the investmensirstainability initiatives should be included
in the Olympic sponsorship packagelympic sponsahip is a considerable financial and
resource commitmenand it is difficult for sponsor® put additional money into
Olympic sustainability projects, particulaifythere is an economic downturn and

corporate marketing budtgeshrink as happened wittakcouver 2010

10.22 Implications for Corporate Sponsors

This study also has imglhtions for corporate sponsoFrst, sustainabilityeeds
to be seen as a necessary and valuable investment in the context of sponsorship, just as it
is with respect to SR programs. Second, the investments must be in programs that will
achieve real, measurable results. OGreenwashing€ris used tdescribe a company
spendingmoney to claim to be OgreenO through markethguiic relations but not
actually taking ation tobring change. This risks consumer backlash in todayOs markets
and also has no practical advantage over real programs that do bring social and
environmental benefits. In sum, it should be avoided. Thirdtainability caclearlybe
integrated intacorporate sponsorship activatipasd f used properly, it can generate

tangiblecompetitive advantagesrfthe company.

10.3 Limitations

Four limitations of this study should be recognized. First, the interviews were
conducted during the preparatioragk for Vancouver 2010, a little more than one year

before the event was held. As a resfittaining interviewsvas expected to be
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challenging because the corporate sponsors did not want to disclose what they were
thinking and doing before the initiativegere publicAs a VANOC representative

explained,

You arealittle bit ahead of what is impening in real life. EWe are not in
the position tesit down and give yoeverything we are working on titis
point because we donOt know which corporate spmgoing to
participatein which programand all that sarof thing (Interview with
VANOC, 2009

This is to say that the timing of the reseaicsome exterdffectedthe
comprehensiveness and quabifythe information | waable to obtainSecond, ta study
was limited to 26 interviews and did not fully explore all the characteristics of the
Olympic sustainability program with respect to corporate sponsorship. This is partly the
result of focusing on the national partners and partly from needinditutdbe size of
the study.

Moreover, because all of participants volunteered, their willingness to spend time
discussing Olympic sustainability issues with an outside interviewer had the potential to
skew the findings in an overly positive way. Neveleks, on balance, the different
interviewees provided similar accounts, which stood up well in light of the background
information | was able to collect from documents and websites. Also, there was a clear
sense that the number of interviews was suffidiertevelop an initial picture of the

interactions, relationships and management strategies of VANOC and the partners.
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Patterns, for example, in describing partners relations with VANOC became well
established in the data and achieved saturation.

Finally, as the data collection and analysis was all conducted by one person, the
researcherOs personal bias should be acknowledged. As a doctorate student researcher
with previous experience with the Beijing Olympic Games, | attempted to represent
participantsOikrse perspectives through my meaningking process, as shaped by my
research intention, my reading of relevant literature, and my own background. In keeping
with the interpretive paradigm, | endeavored to make meaning of participantsO
perspectives baseaih their positions situated in their working environment. In the
process of writingup the findings, | integrated my own interpretations with those from
the literature to add additional meaning and depth to the data. This also helped me to
anchor my pergaions in the ideas of the academic community as well as the reports of
the industry representatives | interviewed, but | acknowledge that others may read the

data in different ways depending on their perspectives and backgrounds.

10.4Future Studies

Using this research as a starting poimgcommend that more work be done in
thearea of qualitative and quantitative researcldgmpic sustainability in tergiof
corporate sponsorship because a mixed methods approach would get the most potential to
reveal the complexities involved. In particulduture research should examine the return

on sustainability (ROS) as a result of the sponsorsO cmembito Olympic



sustainability. Also, it would be very important to examine what intended beneficiaries of
sugainability efforts and how such efforts can be extended to those in host communities
who did not benefits, as claimed by Owen (2005)

Methodologically, if qualitative methods are used to study Olympic sponsors and
sustainability, it is recommendegit paticipant observatiobe used in addition to4in
depth interviews. Observations and audits could substantially enhance the methodological

rigor and value of such a study.
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APPENDIX I: SAMPLES OF INTERVIEW GUIDELINES

Interview Questions for VANOC

Opening Comments:

The purpose of this study is to investigate how corporate sponsorship can contribute to

Olympic sustainability and | received on IOC postgraduate research grant for this in

2008. | am doing this for my doctoral degree at UBC. There are no nighttang

answers as we are interested in hearing your views on two main topics:

1) your perspectives on why Olympic sustainability is important,

2) your perspectives on, experiences with, and knowledge of how to manage
partnerships with corporate sponsors mmig of appropriate structures, processes and
evaluation strategies to achieve sustainability goals.

General Questions
I What is your role at VANOC? How long have you been in this position?
I What are your responsibilities in terms of VANOCOs sustainagpilitis?
" Inits development?
In its implementation?
I Do you have responsibilities with corporate partners? If so, what are they?

Research Questions

RQ #1: What are the strategic motivations for VANOC to establish sustainability
goals for Vancouver 2010? Whiare the strategic motivations of corporations to
enter Olympic sponsorship in relation to sustainability?
I What is VANOCOs definition of sustainability and what specific goals do you hope to

achieve?

I Why are sustainability goals important to VANOC?
I Arethese goals connected to corporate social responsibility? How so?
I Does corporate sponsorship help VANOC achieve each sustainability goal?

" In economic growth? Please provide an example
In environmental protection? Please provide an example
In social devadpment? Please provide an example
I Do corporate sponsorships contribute in some areas more than others? For example,

economic more than social, etc. Please provide examples.




RQ#2: How are corporate sponsorship relationships being managed to achieve
the Vancouver 2010 Winter Games sustainability goals?

I How do you manage partnerships with those corporate partners in terms of VANOC
sustainability goals? Do you use the same or different strategies for the various
partners? Why or why not?

I What organizationadtructures are in place with corporate sponsors to facilitate
VANOC to achieve its sustainability goals?

" Are both equally responsible?

What is the reporting structure?

Do you assign personnel to be responsible for communication with corporate

partners?

I What organizational processes are in place with corporate sponsors to facilitate
VANOC to achieve its sustainability goals?

How do you communicate with one another?

Do you have any difficulty to negotiate with corporate partners? Why or why

not?

How mud time do you spend to manage the relationships with corporate

partners? Do you think it is enough?

Do you have any measurement to assess whether or not corporate partners are

satisfied with VANOC?

I Is VANOC learning from corporate sponsors and are thayileg from VANOC in
terms of achieving these goals? Please provide examples.

RQ#3: How do VANOC and corporate sponsors expect to evaluate the
attainment of Olympic sustainability goals?
I What you have accomplished to date in terms of sustainability?
I Whatdo you hope to achieve in the future in this area?
I How you will know if you have accomplished what you set out to do?
| Do you have any plan to continue VANOCOs sustainability projects after VANOC is
dissolved?

Closing Comments:

That is all for our forral interview. Do you have any other thoughts or comments
about this topic that you would like to add? Thank you for your input. Finally, could you
please let me know if you would like a summary report when my study is completed?
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Interview Questions for Corporate Partners

Opening Comments:

The purpose of this study is to investigate how corporate sponsorship can contribute to
Olympic sustainability and | received on IOC postgraduate research grant in 2008. | am
doing this for my doctoral degree at UBQé€Fe are no right and wrong answers as we
are interested in hearing your views on three main topics:

1) your perspectives on why corporate social responsibility (CSR) approaches to sport
sponsorship, particular in Olympic sustainability is important,

2) your pespectives on, experiences with, knowledge of how to integrate VANOCOs
sustainability goals into your companyOs Olympic sponsorship strategies, and

3) your perspectives on managing partnerships with VNAOC including such information
as appropriate structurggpcesses, and evaluation strategies for helping to identify,
define and benchmark these goals.

General Questions
I What is your role at your company? How long have you been in this position?
I Do you have responsibility in relation to Vancouver 2010 Olgngames? If so,
what are they?

Research Questions
RQ#1: What are the strategic motivations for VANOC to establish sustainability
goals for Vancouver 2010? What are the strategic motivations of corporations to
enter Olympic sponsorship in relation to sustinability?
I Are you aware of VANOCOs sustainability goals? How is it being defined?
I Are these goals connected to corporate social responsibility? How so?
I How do the VANOCOs sustainability goals relate your companyOs Olympic
sponsorship?
I Does corporategonsorship help VANOC achieve each sustainability goal?
" In economic growth? Please provide an example
In environmental protection? Please provide an example
In social development? Please provide an example
I Do corporate sponsorships contribute in somesame@re than others? For example,
economic more than social, etc. Please provide examples.

RQ#2: How can sport sponsorship relationships be managed to achieve the
Vancouver 2010 Winter Games sustainability goals?
I Do you think that managing partnershipghw/ANOC is a key to fulfilling your
companyOs sponsorship goals? Why or why not?
I What elements do you perceive to be critical in terms of managing partnerships with
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VANOC?

I In organizational structures? Please provide examples.

# What is the reporting stcture?

# Do you assign personnel to be responsible for daily communication with
VANOC?

# Which department in VANOC do you communicate the most in terms of

VANOC sustainability goals?

In organizational processes? Please provide examples.

|

# How do you communida with one another?

# Do you have any difficulty to negotiate with VANOC? Why or why not?

# How much time do you spend to manage the relationships with VANOC? Do
you think it is enough?

# Do you have any measurement of assess whether or not VANOC is satisfied

with your company? Alternatively, does VANOC have any evaluation system to
assess whether or not your corporate partners are satisfied with VANOC?
I Is VANOC learning from you company and your company learning from VANOC in
terms of achieving these goaRIRase provide examples.

RQ#3: How do VANOC and corporate sponsors expect to evaluate the

attainment of Olympic sustainability goals?

What you have accomplished to date in terms of sustainability?

What you hope to achieve in the future in this area?

How you will know if you have accomplished what you set out to do?

Do you have any plan to continue VANOCOs sustainability projects after VANOC is

dissolved?

I What are the potential benefits to your company with respect to VANOCOs
sustainability projects?

I What are the barriers to your involvement in VANOCOs sustainability projects?

Closing Comments:

We have finished our formal interview. Do you have any other thoughts or comments
about this topic that you would like to add? Thank you for your input. jradluld you
please let me know if you would like a summary report when my study is completed?




Interview Guide for the Third Parties
Interview questions for 2010 Legacies Now

Opening Comments:

The purpose of this study is to investigate how corp@pd@sorship can contribute
Olympic sustainability. There are no right and wrong answers as we are interested in
hearing your views on two main topics:

1) your perspectives on why VANOCOs sustainability goals are important,

2) your perspectives on how VANOCEstainability goals can be realized as its

promises.

General Questions:
I What is your role at 2010 Legacies Now? How long have you been in this position?
I Do you have any contact with VANOC? How so?

Research Questions:

RQ#1: What are the strategic moivations for VANOC to establish sustainability
goals for Vancouver 2010? What are the strategic motivations of corporations to
enter Olympic sponsorship in relation to sustainability?

I Are you aware of VANOCOs sustainability goals? What are they?

I How do you interpret VANOCOs sustainability goals? Do you have different
understanding of what the economic, environmental and social goals are?

I Do you involve VANOCOs sustainability programs? Why or why not? How so?

I Do you have any contact with VANOC sustaindpigroup? If so, which department
do you communicate most?

RQ#2: How are corporate sponsorship relationships being managed to achieve
the Vancouver 2010 Winter Games sustainability goals?
I Are you aware of VANOCOSs primary corporate partners? Whategf2 th
I Do you have any contact with these VANOCOs corporate partners? How can these
major corporate partners contribute to VANOCOs sustainability goals?
I Is VANOC learning from corporate sponsors and are they learning from VANOC in
terms of achieving thesegls? Please provide examples.

RQ#3: How do VANOC and corporate sponsors expect to evaluate the
attainment of Olympic sustainability goals?
I To what degree do you think that VANOC can meet its sustainability goals?
I How do you evaluate VANOCOs sustaingbjierformances?
I Do you anticipate the further VANOCOs sustainability goals with respect to



partnerships with those corporate sponsors after Vancouver 2010? Why or why not?

Closing Comments:

That is all for my formal interview. Do you have any other tifda or comments
about this topic that you would like to add? Thank you for your input. Finally, could you
please let me know if you would like a summary report when my study is completed?
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Interview questions for Vancouver Sunjournalists

Opening Comments:

The purpose of this study is to investigate how corporate sponsorship can contribute
Olympic sustainability. There are no right and wrong answers as we are interested in
hearing your views on two main topics:

1) your perspectives on why VANOCOs susthility goals are important,
2) your perspectives on how VANOCOs sustainability goals can be realized as its
promises.

General Questions:
I What is your role at Vancouver Sun? How long have you been in this position?
I Do you have any contact with VANOC?

Resarch Questions:

RQ#1: What are the strategic motivations for VANOC to establish sustainability
goals for Vancouver 2010? What are the strategic motivations of corporations to
enter Olympic sponsorship in relation to sustainability?

I Are you aware of VANOOs sustainability goals? If so, what are they?

I How do you get the news about VANOC?

I What does VANOC sustainability stand for?
|
|

Who is the key contact in VANOC? Who is the group being interviewed?
Where do you get information from?

RQ#2: How are corporae sponsorship relationships being managed to achieve
the Vancouver 2010 Winter Games sustainability goals?
I Are you aware of VANOCOs primary corporate partners? If so, what are they?
I Do you have any contact with these VANOCOs corporate partners? Hiesmsn t
major corporate partners contribute to VANOCOs sustainability goals?
I Is VANOC learning from corporate sponsors and are they learning from VANOC in
terms of achieving these goals? Please provide examples.

RQ#3: How do VANOC and corporate sponsors exgct to evaluate the

attainment of Olympic sustainability goals?

I Who would satisfy the story in relation to VANOC sustainability performances?

I How do you frame the story?

I WhoOs the news media sponsor? Does it affect your tell sitagdbuver Suis the
sponsor? Why or why not?

I How you will know if VANOC has accomplished what it set out to do?

I Do you have any predictions that VANOCOs sustainability projects will continue
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after VANOC is dissolved? Why or why not?

Closing Comments:

That is all for myforma interview. Do you have any other thoughts or comments
about this topic that you would like to add? Thank you for your input. Finally, could you
please let me know if you would like a summary report when my study is completed? .
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Interview questions for IOCC

Opening Comments:

The purpose of this study is to investigate how corporate sponsorship can contribute
Olympic sustainability. There are no right and wrong answers as we are interested in
hearing your views on two main topics:

1) your perspecties on why VANOCOs sustainability goals are important,
2) your perspectives on how VANOCOs sustainability goals can be realized as its
promises.

General Questions:
I What is your role at IOCC? How long have you been in this position?
I Do you have any contaatith VANOC? Why or why not?

RQ #1: What are the strategic motivations for VANOC to establish sustainability
goals for Vancouver 2010? What are the strategic motivations of corporations to
enter Olympic sponsorship in relation to sustainability?

I Are youaware of VANOCOs sustainability goals? What are they?

I Have you read VANOC Sustainability Report 280%? How do you evaluate this
report?

I How do you interpret VANOCOs sustainability goals? Do you have different
understanding of what the economic, envin@mtal and social impacts are?

I Who will benefit from VANOCOs sustainability projects?

RQ#2: How are corporate sponsorship relationships being managed to achieve
the Vancouver 2010 Winter Games sustainability goals?
I Are you aware of VANOCOs primary corgte partners? What are they?
I Do you think that these corporate partners can help to realize these goals? How so?
I Is VANOC learning from corporate sponsors and are they learning from VANOC in
terms of achieving these goals? Please provide examples.

RQ#3. How do VANOC and corporate sponsors expect to evaluate the
attainment of Olympic sustainability goals?
I Do you involve VANOCOs sustainability programs? How so? Please provide
examples.
I Sydney 2000 invited Greenpeace to be its consultant. Does VANOE dartie?
Why or why not?
I Can you describe the relationship between VANOC and IOCC? How s0?
I To what degree do you think that VANOC can meet its sustainability goals?
I How do you evaluate VANOCOs sustainability performances?



I Do you anticipate the further WOCOs sustainability goals with respect to
partnerships with those corporate sponsors after Vancouver 2010? Why or why not?
How so?

Closing Comments:

That is all for my formal interview. Do you have any other thoughts or comments that
you would like to dd? Thank you for your input. Finally, could you please let me know
if you would like a summary report when my study is completed?
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APPENDIX Ill: SAMPLE OF LETTER OF INITIAL CONTACT

Dear [Name of Potential Participant]

| am writing to invite you to participate in a research project | am conducting on the role
of sponsorship in supporting Olympic sustainability. The project, enibathging the
Relationship and Developing Sustainability: the Case of VANOC and the Vancouver
2010 National Partners, is funded by a grant from the International Olympic Committee
(I0C) Postgraduate Research Grant Programme 2008. Information collectedtidrom
research will be used in my dissertation in partial fulfillment of the requirements for the
degree of Doctor of Philosophy from the University of British Columbia (UBC), Faculty
of Graduate Studies, and School of Human Kinetics. The information s@palused in
the future for other scholarly productions, such as journal papers, conference
presentations, and/or professional workbooks. My research supervisor is Dr. Robert
Sparks, Professor and Director, School of Human Kinetics, who can be reaébdd at
822-9050. My research esupervisor is Dr. Wendy Frishy, Professor, School of Human
Kinetics, who can be reached at 6820-3018.

The goal of this letter is to request an interview with you about your experiences working
on Olympic sustainability pjects in VANOC. Your perspective is important and your
participation would add real world knowledge and experience to our understandings of
how Olympic sustainability goals can be achieved through partnerships with corporate
Sponsors.

The study involvegarticipating in at least one interview lasting up to one and a half

hours. The interview will focus on questions related to the topics mentioned above. | have
attached an information and consent form sheet that gives you more information about
the study ad about the guidelines that this study will follow regarding confidentiality and
research ethics.

Please look over the information and consent sheet. | will contact you in 3 days to invite
you to participate in the study. If you are available, plestseé¢ know by @nail or

phone, and we can work out a time and location for an interview that is convenient for
you. Thank you very much for your time and for considering this request. | am looking
forward to being in touch.

Sincerely,
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Xinquan (Sheenayang, PhD student, School of Human Kinetics, University of British
Columbia Tel: 604822-4267; 604716-1996; Emailxsy@interchange.ubc.ca



APPENDIX IV: SAMPLE OF CONSENT FORM

Title of Study: Managing Relationships and Developing Sustainability: the Case of
VANOC and the Vancouver 2010 National Partners

Principal Investigator:

Dr. Robert Spark2hD.Professor, School of Human Kinetics. Telephone:-8229050
Email: res@interchange.ubc.ca

Co-Investigator(s):

Wendy Frisby, PhD. Professor, School of Human Kinetics. Telephone82883018
Email: frisby@interchange.ubc.ca

Xinquan (Sheena) Yan@h.D.Student, School diuman Kinetics. Telephone: 604.6-
1996 Emailxsy@interchange.ubc.ca

Note: This research is part Dbctor of Philosophylegree program in the School of
Human Kinetics

Purpose: This study aims to find out moeboutthe perspectives of individuals, such as
yourself who aravorking in the area of Olympic sustainability, in ordebédter

understand howorporatesponsorshigan contribute to Olympic sustainability. The
research focuses on the partnership mamagé strategies between the Vancouver
Organizing Committee for the 2010 Olympic and Paralympic Winter Games (VANOC)
and six Vancouver 2010 National Partners, with an emphasis on the role of social
responsibility imperatives in shaping corporate investrimesport and social

development. The overall goal of the research is to examine how such relationships can
support the sustainability initiatives of Olympic organizing committees in host countries.

The study is intended to integrate real world infororatvith Obest practicesO research to
contribute nevknowledge aboutow to optimally manage corporagportrelationships

in terms of appropriate structures, processes, and evaluation strategies in the
sustainability field. The results of the study areanméo helpOlympic management
practitioners and policynakers more effectively engage socegdponsibility issues in
planning and staging the Gamas,identified by th€®lympic organizers ancorporate



sponsors themselves. This Oshared knowledge@cipmay be helpful in your future
work.

Study Procedures You will be contacted by either email or telephone to arrange an
interview at your convenience. The interview will focus on your perspectiveewoio

best manage corporate partner relationstu@chieve sustainability goatsthe

Vancouver contextand will last approximately one hour. You may also be invited to
participate in a followup interview. A digital audio recorder will be used to record the
interview. The digital audio files willdloaded onto a computer and will only be used for
a transcription of the interview.

Confidentiality: Before the interview we will discuss the level of anonymity that you
would like to have. If you would prefer that your identity not be known, thenrname

will not be referred to in any documents associated with the completed study. All
information resulting from this research will be kept strictly confidential. The transcripts
from the data will be secured by password on a computer and the audsanilesly

will be secured by password in a separate folder on the computer. Consent forms will be
kept in a sealed envelope and locked in a separate filing cabinet from other study
materials. All records will be maintained for 5 years and then shreddeet)jgend erased
(data files). The computer files wile kept on a computer and in a locked cabinet at
UBC. Only Dr. SparksDr. FrisbyandMs. Yang will have access to the forms,
information and data files.

Remuneration/Compensation:You will be given aottle of ice wine, made in Canada,
in appreciation of your participation.

Your Voluntary Participation: Your participation in this study is entirely voluntary.
You are free to not answer any question, and you may withdraw from the interview and
the stuly at any time without any consequences whatsoever.

Contact for information about the study: If you have any questions or desire further
information with respect to this study, you may contact Dr. Robert Sparks-82204
9050 Dr. Wendy Frishy at 66822-30180r Xinquan Yang at 66416-1996.

Contact for concerns about the rights of research subjects$f you have any concerns

about your treatment or rights as a research subject, you may contact the Research
Subiject Information Line in the UBC Office oERearch Services at 6822-8598.
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Consent

| have read the above information and understand the nature of the study. | understand
that participation in this study is entirely voluntary and that | may refuse to participate in
or withdraw from the studytany time.

| consent to the information | provide in the study to be used for a Ph.D. dissertation and
scholarly publications written by the researchers.

| have received a copy of this consent form for my own record.

| hereby agree to the above statedditions and consent to participate in this study.

Participant Signature Date

Printed Name of the Participant
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APPENDIX V: LIST OF ACRO NYMS USED IN DISSERTATION

AISTS PInternational Academy of Sports Science and Technology
BACSP bBoard Advisory Committee on Sustainability Performance
BC BBritish Columbia

BOB Db Building Opportunities with Business InR€rity Society
CERES bCoalition for Environmentally Responsible Economies
CSRDCorporate Social Responsibility

ESD DEcologica Sustainable Development

FHFN BFour Host First Nation

FSCbForest Stewardship Council

GRI BGlobal Reporting Initiatives

GM bGeneral Motors (GM) of Cada

HBC P The HudsonOs Bay Company

IOC Plnternational Olympic Committee

IOCC Blmpact On Community Coalition

LEEDS bLeadership in Energy and Environmental Design System
NGOsBbNonGovernmental Organizations

Non-VOC BNon Volatile Organic Compounds

OGI bOlympic Games Impact Research Project

RBC bRoyal Bank of Canada

SHRC b Sustainability and Human Resource Committee
SMRS b Sustainability Management and Reporting System
SSID2010 Sponsor Sustainability Initiative

SSETDSustainable Sport and Eventaolkit

UNEP BUnited Nations Environment Program

VANOC bVancouver Organizing Committee for the 2010 Winter Olympic and
Paralympic Games
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APPENDIX VI: LIST OF NONPROFT ORGANIZATIONS BEING MENTIONED

Building Opportunities with Business (BOB)is a nonprdfit organization that is
championing an inclusive revitalization process for the huitgrthat values existing
businesses and residents in Vancouver. BOB is a connector, a resource and a facilitator
working to: strengthen the inneity's community capdiy; identify and build on

untapped business opportunities; improve employment opportunities and retention; and
increase investment in Vancouver's inogy.

http://www.buildingopportunities.org/

Calgary Olympic Development Association (CODAwas founded in 1956 to bid on

behalf of Calgary to host an Olympic Winter, winning the bid on September 30, 1981 to
host the XV Olympic Winter Games. CODA was then restructured to manage the legacy
of the Games. \bfking with partners in sport, its vision is to create Canadian Olympic
winter sport excellence, from the grassroots level to the countryOs Olympic best.
http://www.coda.ca//aboutcoda/our_story.cfm

Construction Orientation and Retention for Employment FoundationfCORE) is a
construction readiness programs that will prepare toitgresidents, Aboriginal peoples

and others for entry level construction jobs. The Vancouver Regional Construction
Association is responsible for the delivery of the CORE program. One hundred of jobs
available through the CORE program will be at the Games sites including the Vancouver
Olympic and Paralympic Village.

http://www.itabc.ca/AssetFactory.aspx?did=641
http://www.vancouver2010.com/en/news/nenekeases/37580/32566/1974t9p/rona
andvanocopenfabricatio.html

Forest Stewardship Council (FSC)is an independent, negovernment, not for profit
organization established to promote the responsible management of the worldOs forests.
http://www.fsc.org/aboutsc.html

ParticipACTION is a private, notfor-profit corporation. Originally established in 1971,
ParticipACTION operated for nearly 30 years and was a leading catalyst to encourage
healthy, active living for all Canadians. In late 2006, ParticipACTION received renewed
commitment from thgovernment (Sport Canada and Public Health Agency of Canada)
and was revitalized in February 2007.
http://www.participaction.com/ens/AboutParticipaction/AboBarticipaction.aspx




Spirit of BC Week 2006is to encourage all communities to embrace the spirit of
achievement, effort, inclusion, celebration and excellence; the five elements that define
the Spirit of BC. This year communities are encouraged to &eatemts not only in

sport and recreation but in arts and culture, volunteerism, and literacy.
http://www.2010legaciesnow.com/135/

The BC Aboriginal Youth Sport Legacy Fund supports programs assisting BC'

Aboriginal youth to prosper in sport. Administered by 2010 Legacies Now, the BC
Aboriginal Youth Sport Legacy Fund was created in partnership by the Province of BC,
Squamish Nation and LilOwat Nation, and the Vancouver 2010 Bid Corporation. Created
in 2002, the BC Aboriginal Youth Sport Legacy Fund (AYSLF) has three grant programs
to support BC Aboriginal youth who are pursuing a future in sport and recreation.
Squamish and LilOwat Nation and Province of British Columbia appointed the 2010
Legacies Now Saety trustee for the BC Aboriginal Youth Sport Legacy Fund.
http://www.2010legaciesnow.com/aboriginalyouth_sport_fund/

TheFirst Nations Snowboard Team which is largely funded bye Aboriginal Youth
Sport Legacy Fund, is using sport to create a legacy of healthy, physically active youth
who strive for personal excellence. Founded in 2004, the First Nations Snowboard Team
(FNST) offers two programs: Recreation program where youtlincgrove their
snowboarding skills in a comfortable environment; Hgtfformance team which offer
athletes training by a worddass coach. The team members receive free training,
equipment and passes to various mountains. They must also commit te ardiug
alcoholfree lifestyle, a minimum C+ grade average in school, and 90 percent of the
training schedule. For the 2008/09 season, the FNST has more than 140 youth in the
recreation program and 24 athletes on the-pigtiormance team.
http://www.2010legaciesnow.com/aboriginalyouth_sport_fund/

TheFraser Basin Council (FBC)is focused on advancing sustainability throughout the
entire Fraser River Basin. The lotgym vision of thé=BC is to ensure that the Fraser
Basin is a place where social wbking is supported by a vibrant economy and sustained
by a healthy environmemta true reflection of sustainability.
http:/Mww.fraserbasin.bc.ca/about_us/index.html

TheLeadership in Energy and Environmental DesignLEED) Green Building Rating
System, developed by theS. Green Building Counc{USGBC),provides a suite of
standards for environmentally sustainable construction. Since its inception in 1998, The
LEED Green Building Rating Systéffidesigned by the U.S. Green Building Council
advances energy and material efficiency and sustainability for@®&struction (LEED

NC) and for Existing Buildings (LEE{EB
http://www.green.ca.gov/GreenBuildings/leed.htm
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The RONA Foundation,which wascreated in 1998, provides assistance for young
peoplebetween the ages of 12 and 30 by supporting organizations and projects that fight
against problems such as dropping out of school or illiteracy, or that offer them training
so that they can work at a trade or in a profession.
http://www.rona.ca/content/rorfaundationunleashingpotentiatyouth_profile_invester
relations

TheRBC 2010 Legacies Now Speaker Seriegables BC businesses and commesiti

to learn from international experts in the Olympic and Paralympic Games industry. The
RBC 2010 Legacies Now Speakers Series hosted ten speakers over the past three years
who shared their experience around the opportunities available resulting frons®€ho

the 2010 Olympic and Paralympic Winter Games
http://www.2010legaciesnow.com/rbc_speaker_series/

The Sustainability Purchasing Network (SPN)is a learning resource for corporate,-not
for-profit, academic, government, public sector, labour, aropesative organizations in
their sustainability purchasing efforts. The Network serves the needs of organizations
through sustainability purchasing training, resources, and projects.The S8Pkbgram

of theFraser Basin Coungia BGbased nafor-profit organization. April 22, 2009 from
http://www.buysmartbc.com/

VolWeb.ca® was created by 2010 Legacies Nimaencourage volunteerism and

increase access to volunteer opportunities across Canada, leading up to and beyond the
Vancouver 2010 Olympic and Paralympic Winter Games. It is supported by the Province
of British Columbia and numerous other partners, inam€TV, Voluneer BC and
Volunteer Canada. Volweb.ca? launched in 2005 and has grown considerably since
then, attracting both event organizers and volunteers interested in special event
volunteering.

http://volweb.ca/voleb/aboutus.php

Zero Ceiling works with Youth Agencies in Vancouver and the lower Mainland to
identify youth who may benefit from the opportunity to participate in a day of mountain
biking or snowboarding. Began in December 1997, Zero Ceiling is an adhiharitable
society that offers innovative snowboarding programs-tesktyouth and street youth.
Through adventurbased learning, employment skills training and personal development,
Zero Ceiling is making a difference
http://www.zeroceiling.org/index.php?option=com_content&task=view&id=1&Itemid=2
3




APPENDIX VII: LIST OF CODES

Motivation DVANOC B Bid commitment

Motivation B Corporate sponsoenvironmentkfriendly technology/product
Motivation B Corporate sponso8employee engagement
Motivation B Corporate sponso3volunteer opportunities
Motivation B Corporate sponso8community engagement
Motivation B Corporate sponsof3social responsibility

Motivation® Corporate sponsof3taking a leadership role in sustainability
Motivation B Corporate sponsoBbrand differentiation by sustainability

initiatives

Motivation B Corporate sponsofcorporate history of Olympic engagement
Motivation B Corpaate sponsor®raising awareness of sustainable living
Motivation B Corporate sponsoBproviding partnership business opportunity

with other sponsors

shop

Sustainability goab Economic growtibBOB D Bell

Sustainability goab Economic growtibBuy SmartbHBC

Sustainability goab Economic growtib2010 Commerce Center
Sustainability goab Economic growtibRBC seminars

Sustainability goab Environmental protectioB protect biediversity
Sustainability goab Environmental protectioB Hybrid vehicks
Sustainability goab Environmental protectioBalternative fuels
Sustainability goabSocial responsibilitypAboriginal cultural center
Sustainability goab Social responsibilityp Ceiling snow boarding program
Sustainability goabSocial responbility BChill snow boarding program
Sustainability goab Social Responsibilitp RONA Vancouver 2010 fabrication

Partnership Initiatio® Strategidfit

Partnership Initiatio® Strategid® goal/objective

Partnership Initiatio® Strategid® sustanability component
Partnership Initiatio® Strategid® partner selectio® product category

exclusivity

Partnership Initiatio® Strategid®competence

Partnership ManagemeBtOrganizational structuf@shared goals
Partnership ManagemeBtOrganizatimal structurédassigned personnel
Partnership ManagemeBtOrganizational structuf@well-organizational

structure

Partnership ManagemeBtOrganizational structuf@norncontract support
Partnership ManagemeBtOrganizational structud@flexibility
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Partnership ManagemeBtOrganizational proce€dcommunication

Partnership ManagemeBtOrganizational proce€dcommitment

Partnership ManagemeBtOrganizational proce€sharing learning

Partnership ManagemeBtOrganizational proce€dopen relatioship

Partnership ManagemeBtOrganizational proce®willingness to find a solution

Partnership EvaluatioBPartner Satisfaction Survey

Partnership EvaluatioB Selfevaluation

Partnership EvaluatiobMedia relation®tensions

Partnership Evaluath b Issueother

Sustainability and CSRBest practices

Sustainability and CSRVANCO working definition

Sustainability and CSRtriple bottom line

Sustainability Governand2VANOC D hybrid b corporate, noprofit,
government

Sustainability GovaranceDVANOC sustainability objectives

Sustainability Governand2VANOC sustainability procedure

Sustainability Governand2Board Advisory Committee on Sustainability
Performance

Sustainability Evaluatio®DVANOC sustainability management and reporting
system

Susta@nability EvaluationDGlobal Reporting Initiative Guidelines

Sustainability Evaluatio®Vancouver 201&ustainability repost

Sustainability Evaluatio® Partner sustainability star program

Sustainability Evaluatio® IssuesDvogue

Susta@nability Evaluationblssue$too broad

Sustainability Evaluatio® IssuesDbeyond corporate expertise

Sustainability Evaluatio® IssuesDwatchdog to be partnered

Sustainability Evaluatio®Issuesd OGreenwashingO

Sponsorship Activatio®2010 SSPorganizational structud®network

Sponsorship Activatio®2010 SSPboperatiorbregular meetings

Sponsorship Activatio®2010 SSPorganizational learning

Sponsorship Activatio®2010 SSPbusinesgo-business activation

Sponsorship Activatio®2010 SSPbusinesgo-consumer activation

Sponsorship Activatio®2010 SSPissue confusion about VANOCO role

Sponsorship Activatio®2010 SSPissuedDVANOC lacked activation budgets

Sustainability Legacie®2010 Legacies Nowbusiness planng approach

Sustainability Legacie®2010 Legacies Nowrelationship with VANOC

Sustainability Legacie®2010 Legacies Nowrelationship with corporate
sponsors
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