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Foreword
by John Maxymuk

When George Hals and the other founding members of the American
Professional Football Association sat on the running boards in Ralph Hay’s
Canton Hupmobile showroom in 1920, it is doubtful that he or any of his fel-
low sports pioneers foresaw the day when the league they formed would grow
to become the multibillion-dollar business empire the National Football League
is today. At the time, not only was professional football dwarfed by major
league baseball, it was also the poor, neglected stepchild of college football.
While the game itself has changed dramatically in the ensuing decades in order
to propagate its appeal as America’s national game, today’s NFL is also the prod-
uct of lengthy progression of smart and innovative business decisions. In this
book, economics professor Frank Jozsa examines these astute business prac-
tices in detail to determine how the NFL became such a financial and cultural
success in this country as well as what the future holds for the league.

We have come a long way from the early days of myriad town teams dot-
ted throughout very minor markets in the Midwest to the dominant position
the NFL holds in the current sports industry. Indeed, even in recent years as
the market shares and ratings of other major sports have declined — some due
to various problems on and off the field — the NFL glides imperviously on.
Jozsa, a former college baseball and basketball player, makes the point that
perhaps one reason the NFL has adapted so well to change over time is that
it has sharpened its edge against more competitor leagues (five different Amer-
ican Football Leagues, the Continental Football League, World Football
League and United States Football League) than any other sport.

In this, his ninth book, Jozsa examines why and when the NFL decided
to contract, expand or merge to better compete for market share and earnings.
He explores why and when the league has relocated franchises in response to
changes in local economies and other commercial factors. The author details

1



2 FOREWORD BY JOHN MAXYMUK

the sound business strategies that have allowed the NFL to continue to increase
revenues and manage its expenses to steadily increase the financial value of its
franchises, particularly regarding television contracts, revenue sharing and a
salary cap. He points out the importance of the location, financing and bene-
fits of team stadiums and the development of markets across ethnic groups and
throughout economic hard times to ensure the continued growth of the league.

Finally, Jozsa looks at the success of several important subsidiaries to the
league: NFL Properties, NFL Films, NFL Network, and the separate entity
that is the Super Bowl, as well as estimating the league’s prospects for inter-
national expansion. He also addresses the two most prominent missteps of
the league — the failure of the NFL's World Football League in Europe and
the inability to field a successful franchise in Los Angeles, the nation’s sec-
ond-largest market.

This work should appeal to several groups. The current and prospective
owners of professional football franchises as well as officials of the NFL and
other professional sports leagues will find a solid overview of effective busi-
ness practices in the industry. Likewise, advertisers, marketers, promoters
affiliated with the NFL and decision makers in the vital broadcast markets
will find a thorough examination of what works in their field. College and
university professors who teach either undergraduate or graduate classes in
sports administration, management, and marketing or business organization
and strategy should find it useful as a textbook or for reference.

Many people have commented that the NFL became such a capitalist
success in large part due to the socialist practices of revenue sharing, but that
is somewhat misguided. The NFL is an amalgamation of franchise operations
of the same brand. The teams are not competing financially as much against
each other as they are partners in competing against other sports and, at times,
other football leagues. As the costs and revenue streams have expanded in
recent years, there has been increasing pressure for teams to forego “league
think” for a more individualistic approach. How the league responds to this
challenge will be central to the success or failure of new commissioner Roger
Goodell, particularly with the possibility of the disappearance of the salary
cap in 2010. How that plays out may provide Professor Jozsa with enough
material for another book.

John Maxymuk  Rutgers University, Camden, New Jersey

John Maxymuk is the author of Uniform Numbers of the NFL: All-Time Rosters, Facts and
Figures (McFarland, 2005) and Strong Arm Tactics: A History and Statistical Analysis of the
Professional Quarterback (McFarland, 2008).



Preface

Since completing a doctoral degree in 1977 at Georgia State University
and while authoring eight books on the business and economics of profes-
sional team sports between the late 1990s and 2009, I continued to research
topics about successful organizations such as the National Football League
(NFL). Numerous readings have discussed different aspects of professional
football and especially the problems of the NFL. Many of these publications,
however, simply (if interestingly) describe the history of the league and thus
provide data and other information about its regular seasons and postseasons,
and the performances of teams, coaches and players. In other words, they
focus on and report various NFL events, statistics, and years of play.

In contrast to — but respectful of — those volumes, the present work eval-
uates other factors to analyze the business, organization, and strategy of the
NFL. There are no prior publications, for example, that focus upon the mat-
ters of league expansions and mergers, team territories and relocations, fran-
chise organizations and operations, football stadiums and markets, and NFL
domestic and foreign affairs. Indeed, according to my research of the sports
literature, each of these has a major relationship to the development of the
league in America and thus of professional football.

To examine the growth of the NFL and provide some reasons for its
popularity between 1920 and the early 2000s, I constructed a number of tables
that reflected something interesting with respect to each chapter’s theme.
These tables, for example, include such information as the names of new fran-
chises in the league and those teams that had folded, or relocated and sur-
vived, and the administrative offices within NFL clubs and the titles of officials
and their jobs. Other tables address professional football stadiums in metro-
politan areas, existing and potential markets of current or expansion NFL
teams, and the responsibilities of league and team vice presidents, managers,
directors, and other executives.

Based on the variety of topics within, readers will learn how and why

3



4 PREFACE

the NFL has thrived as a professional league in the United States. That is,
they will understand the business importance of leadership and management,
organizational structure, and company strategy. Furthermore, this book pro-
vides a 14-part statistical appendix, detailed notes, an extensive bibliography,
and an index.

In sum, this book is unique because it analyzes the business that is the

NFL.



Introduction

Most of the successful organizations in American professional team sports
emerged during the twentieth century. As of 2009, these different groups
include the 109-year-old major league baseball (MLB), 93-year-old National
Hockey League (NHL), 90-year-old National Football League (NFL), 61-
year-old National Basketball Association (NBA), and 14-year-old Major
League Soccer (MLS).

Despite such internal issues as franchise owner lockouts and player scan-
dals and strikes, and such external problems as economic downturns and mil-
itary conflicts, the teams within these leagues continued to perform in games
during regular seasons and in various types of postseason tournaments. Con-
sequently, at least four professional sports leagues and their teams have been
important to American culture and the history of this nation during most of
the past century.

The professional sports leagues have helped their teams to exploit local
and regional consumer markets, to provide entertainment for spectators, and
to secure sufficient cash flows. For various reasons, some leagues previously
based in the United States ultimately folded because their clubs had financial
difficulties or inadequate leadership — or just showed poor performances
against opponents.

Since the late 1800s, some of these failures in each professional sport
were the Union Association (1884), Players League (1890), and Federal League
(1914-1915) in baseball; the World Hockey Association (1972-1979), National
Hockey Association (1909-1917), and Western Professional Hockey League
(1996-2001); the All-America Football Conference (1946-1949), American
Football League (1960-1969), and World Football League (1974-1975); the
United States Basketball League (1985-2007), American Basketball Associa-
tion (1967-1976), and World Basketball League (1988-1992); and, the United
Soccer Association (1967), North American Soccer League (1968-1975), and
Women’s United Soccer Association (2001-2003). Because these leagues no
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6 INTRODUCTION

longer exist, the present work does not discuss the commercial aspects and
histories of these former sports organizations.’

Between the 1970s and early 2000s the NFL gradually became the dom-
inant professional sports league in America and almost in the world. Indeed,
the majority of its teams surpassed those in MLB, NBA, NHL, and MLS,
with thousands more fans in a majority of sports markets within metropoli-
tan areas of the United States. Other leagues’ decline in market shares, profits,
and television ratings relative to the NFL resulted from a number of busi-
ness, demographic, economic, and social factors.

Each of the professional sports leagues experienced to some degree short-
term, intermediate, or long-term deficiencies or hardships. Within MLB, it
was lockouts, strikes, and the cancellation of the 1994 baseball season and post-
season, abuse of illegal substances by several popular ballplayers, and a lack
of parity and competition among some teams in divisions of the American
League (AL) and National League (NL). Within the NBA, it was excessive
increases in ticket prices to home games, inflated salaries of players and their
irresponsible and sometimes illegal behavior. Within the NHL, it was the play-
ers strike in 2004, low television ratings of teams’ regular season and post-
season games, and unpredictable changes in value of the Canadian dollar.
And within MLS, it was some clubs’ inability to attract more sponsors and
establish partnerships, inadequate exposure of soccer matches on national tel-
evision networks and local satellite and cable channels, and the inferior qual-
ity of teams’ stadiums, which made it difficult to attract spectators.

In my opinion, unless these four U.S.-based professional leagues imple-
ment innovations and marketing reforms and thereby become significantly
more efficient as organizations, the NFL will attract additional sports fans
and thus increase its market share at the expense of the other leagues. As a
result, football franchises should experience growth in revenues and profits.

Rather than discuss and predict the future of all professional team sports
and the sports industry, this work focuses on the NFL, and analyzes when,
why and how the league and various teams adapted to changing circumstances
and challenged other leagues, and how it became the most well-respected and
wealthiest organization in American sports history. (The Premier League in
England is the only other professional sports organization in the world that
rivals the NFL in power, prestige, and market value.)

National Football League

Readers, including but not limited to football fans, sports executives and
students studying sports administration and marketing, will find interesting
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business, cultural and historical insights into the emergence, growth and last-
ing success of the NFL. First, the book describes how the league has changed
in composition since it began in 1920. Readers will understand why the organ-
ization occasionally adjusted the number of teams and agreed to their loca-
tions in order to compete for fans and revenue with MLB and the NHL, and
then later with the NBA and MLS.

Second, readers learn that various consumer markets for professional
sports changed throughout the twentieth century. Thus, the NFL expanded
in a number of metropolitan areas in response to changes in local economies.
Third, readers will realize that various qualitative factors — besides the adop-
tion of a salary cap system and revenue-sharing agreement among the league’s
franchises — also contributed to the evolution of the NFL, including such
intangibles as foresight, intuition and luck.

Fourth, the book reveals why football — rather than professional base-
ball, basketball, ice hockey, or outdoor soccer — has better met the entertain-
ment demands of sports fans and therefore become increasingly popular, even
during economic slowdowns and despite the deomographic changes within
American society. Fifth, readers will recognize the consequence of business
matters in a sports organization’s struggle to survive and thrive. In other words
the NFL and its officials, including team owners and general managers, have
interdependently made practical and prudent decisions based on realistic
financial and managerial strategies.

Besides these five issues there are other interesting characteristics that dis-
tinguish the league’s history, policies and structure from those of MLB, the
NBA, the NHL, and MLS. The game itself had relatively upper-class origins,
for example, developing from rugby played on campuses by college students
in the eastern U.S. during the mid-1800s. In the 1890s, some amateur foot-
ball teams organized and became the game’s first professionals.

Another major difference between the NFL and other professional sports
leagues is that since the early 1900s, the NFL faced more competitive and pro-
fessional rival organizations than did other sports leagues. Indeed, baseball’s
Federal League, the American Basketball Association, the World Hockey Asso-
ciation, and National Professional Soccer League were relatively inferior organ-
izations in comparison to the market power of the American Football League,
which mounted a serious challenge during the 1960s.

As of early 2009, the NFL had successfully played 89 consecutive reg-
ular seasons and 43 Super Bowls, while MLB and the NHL had to cancel a
season or more because of owner lockouts or player strikes. The NFL expe-
rienced its most serious labor-management troubles during two years: In 1982,
a 57-day players’ strike reduced the number of regular season games from 224
to 126, and in 1987, a 24-day players’ strike resulted in 14 games being can-
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celled. Moreover, the Super Bowl — unlike the World Series, NBA Champi-
onship, Stanley Cup, or MLS Cup — has become a national obsession and de
facto holiday, and the premier event in American professional sports. The tel-
evision and radio ratings for the four other major professional sports’ cham-
pionships have remained level or moderately declined in recent years while
the number of viewers has expanded for the Super Bowl, played between win-
ners of the NFL's American and National Football Conferences (respectively,
the AFC and NFC).

The NFL’s annual preseason, regular season, and postseason are distinct,
making it easy for fans to keep up with a particular team as the season pro-
gresses and therefore maintain their interest. Although the lengths of these
three periods are comparable with other professional sports, the fact that there
are relatively few professional football games means fans have more time
between games to discuss and measure team performances, and division rank,
and standing in the league as a whole.

Baseball, basketball, ice hockey, and outdoor soccer are more popular
sports than American-style football in the majority of foreign countries, and
the NFLs opportunities for the placement of teams into metropolitan areas
beyond North America is spatially limited. The failure in 2007 of NFL Europa
(formerly the NFL Europe League), after competing in cities there for sev-
eral years, suggests that the NFL must revise its international strategy. For
example, the league may need to invest more financial capital and marketing
resources into basic amateur programs to teach people in Asia, Europe, and
elsewhere how to play the game. Otherwise, the league must locate any of its
new teams within the U.S., or potentially, in Canada or Mexico.

In part, the NFL has prospered because it adopted a salary cap and
implemented a revenue-sharing system for the benefit of all of the league’s
teams. Because of these policies, such small-market franchises as the Buffalo
Bills, Cincinnati Bengals, and Kansas City Chiefs have a realistic chance each
season of winning a division title, conference championship, and perhaps a
Super Bowl. Among the other major sports leagues, there are advantages and
greater opportunities for clubs located in large metropolitan areas. Some
improvements in parity have occurred since the late 1990s among teams in
MLB and somewhat between clubs in the NBA, NHL and MLS. It appeared,
therefore, that aspects of the NFLs business model were copied and applied
by officials in America’s other professional sports leagues.

A number of books and articles that touch upon business aspects and
the corporate history of the NFL are worthy of mention. Several titles merit
brief summaries because they include one or more of the topics discussed in
this book. The bibliography lists other books on professional football, the

NFL, various seasons and specific teams.?



