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I. Overview of the Organization: 

The Pittsburgh Penguins are a professional ice hockey franchise headquartered in Pittsburgh, 

Pennsylvania, competing in the National Hockey League’s Eastern Conference and Metropolitan 

Division. Established in 1967 as part of the NHL’s first major expansion, the Penguins have 

evolved from a struggling small-market team into one of the league’s most globally recognized 

and financially successful organizations (NHL, 2025). The franchise plays its home games 

at PPG Paints Arena, an 18,000-seat venue located in Pittsburgh’s uptown district that opened in 

2010, replacing the historic Civic Arena, also known as Mellon Arena. The arena serves as a 

focal point for the city’s sports and entertainment industries, contributing significantly to 

downtown revitalization through events and partnerships (PPG Paints Arena, 2025). The team 

colors of black and gold unify the Penguins with the city’s other pro teams, such as the Steelers 

(NFL) and Pirates (MLB), symbolizing Pittsburgh’s pride and resilience (NHL, 2025). 

Ownership by Fenway Sports Group has elevated the Penguins’ business model to new levels of 

professionalism. FSG describes itself as “a company that brings together world-class teams, 

iconic venues, and visionary ventures to set a global standard in sports, media, and 

entertainment” (Fenway Sports Group, 2025). Under FSG’s ownership, the Penguins benefit 

from cross-sport operational expertise, particularly in analytics, sponsorship development, and 

media content strategy. The franchise’s estimated value reached $1.75 billion in 2024, placing it 

among the NHL’s most valuable clubs (Forbes, 2024). This growth reflects effective brand 

management and consistent fan loyalty, both of which have positioned the Pittsburgh Penguins 

as a benchmark for successful mid-market sports franchises. 

While the Penguins’ official site does not publish a formal mission statement, their non-profit 

branch, the Pittsburgh Penguins Foundation, provides a clear articulation of the organization’s 

universal purpose: “to strengthen the community by supporting children and families through 

youth hockey, wellness, education, and community development programs” (Pittsburgh Penguins 

Foundation, 2025). This commitment demonstrates how the organization strikes a balance 

between its pursuit of championships and a focus on community empowerment and inclusivity. 

The Pittsburgh Penguins’ dual identity as both a competitive hockey club and a civic institution 

has made the team a lasting symbol of pride for the city of Pittsburgh as well as an influential 

business model within the broader sports industry (NHL, 2025). 

II. Background and History: 

The Pittsburgh Penguins were founded in 1967 as part of the NHL’s expansion that doubled the 

league’s size from six to twelve teams (NHL, 2025). Their early seasons were marked by modest 

success on the ice but plagued by significant financial hardship off it, including ownership 



changes and declining attendance in the 1970s. The franchise’s turning point came in 1984 with 

the drafting of Mario Lemieux, a generational talent who would not only transform the Penguins’ 

competitiveness but also their public image. Lemieux’s debut ignited fan enthusiasm, boosted 

ticket sales, and laid the foundation for Pittsburgh’s rise as a true hockey city (NHL, 2025). 

The Penguins won their first two back-to-back Stanley Cup Championships in 1991 and 1992, 

led by Lemieux and Jaromir Jagr. These victories solidified the team’s national reputation and 

established Pittsburgh as a legitimate NHL powerhouse (NHL, 2025). However, by the late 

1990s, the organization faced bankruptcy again. In an unprecedented move, Lemieux converted 

his deferred salary into ownership equity to buy the team in 1999, saving it from a possible 

relocation. His leadership extended beyond the ice, as Lemieux guided the Penguins into a new 

era of stability and innovation (Fenway Sports Group, 2025). 

The drafting of Sidney Crosby in 2005 marked the dawn of a modern dynasty. Alongside fellow 

stars Evgeni Malkin and Kris Letang, Crosby led the Penguins to Stanley Cup victories in 2009 

and a second set of back-to-back titles in 2016 and 2017 (NHL, 2025). These championships 

reinforced Pittsburgh’s position as a model for sustained excellence in the new salary-cap era. 

Lemieux’s eventual sale of controlling interest to Fenway Sports Group in 2021 connected the 

franchise to a global sports network that also includes the Boston Red Sox (MLB) and Liverpool 

FC (Fenway Sports Group, 2025). The transition to FSG ownership ensured the continuation of 

Lemieux’s legacy while simultaneously integrating advanced analytics, international marketing, 

and strategic investment that keep the Penguins competitive both on the ice and in the books. 

III. Departments and Roles within the Organization: 

The Pittsburgh Penguins operate through a multi-division organizational structure designed to 

balance athletic performance, business development, and community engagement. At the 

top, Fenway Sports Group provides executive oversight, strategic direction, and financial 

governance. Reporting to ownership is the team’s President of Hockey Operations and General 

Manager, Kyle Dubas, who oversees both hockey and business departments (Pittsburgh 

Penguins, 2025). This leadership model integrates athletic and corporate goals under a single 

executive vision. 

Hockey Operations manages all competitive aspects of the organization, including scouting, 

player development, coaching, and sports analytics. The department also oversees the Penguins’ 

American Hockey League affiliate, the Wilkes-Barre/Scranton Penguins, commonly referred to 

as the “Baby Penguins” by fans, which serves as a key player-development pipeline for the 

Pittsburgh Penguins (NHL, 2025). Coaches, athletic trainers, and performance specialists work 

closely together to ensure the long-term health and consistency of the players on the ice. 



Business Operations focuses on marketing, sponsorships, ticketing, and fan engagement. This 

department is critical to generating sustainable revenue while also maintaining brand loyalty. 

The Fan Experience and Game Presentation Department coordinates in-arena entertainment, 

theme nights, giveaways, and live music to enhance fan satisfaction (PPG Paints Arena, 2025). 

Communications and Media Relations are responsible for public affairs, digital content, and 

media production. The Penguins’ digital presence, which features series such as “In the Room” in 

addition to behind-the-scenes content on YouTube, strengthens fan connection while continuing 

to expand the franchise’s reach to international audiences (NHL, 2025). 

The Community Relations and Penguins Foundation team manages philanthropic programs 

and outreach events. The Foundation partners with healthcare and education institutions to fulfill 

the organization’s community mission (Pittsburgh Penguins Foundation, 2025). 

Finally, Human Resources and Legal Affairs ensure compliance, organizational culture, and 

ethical practices across all departments. This interconnected structure demonstrates the 

organization’s ability to function not only as a hockey team but also as a complex corporate 

ecosystem that values collaboration and innovation (Fenway Sports Group, 2025). 

IV. The Business Model: 

The Penguins’ business model is built on diverse and synergistic revenue streams that combine 

sports performance with entertainment, brand partnerships, and digital engagement. The team’s 

revenue sources include ticketing, broadcasting, corporate sponsorships, merchandise, and event 

operations (Forbes, 2024). All of which will be broken down further in the section below. 

Ticketing and Attendance: 

Season-ticket packages, premium seating, and club-level memberships provide recurring 

revenue. PPG Paints Arena consistently ranks among the top NHL venues for attendance, with 

occupancy rates exceeding 95% in recent seasons (PPG Paints Arena, 2025). The Penguins also 

use dynamic pricing systems and mobile ticketing technology to optimize game-day revenue 

while improving fan convenience (NHL, 2025). 

Media and Broadcasting: 

Through the NHL’s national broadcast deals with ESPN and Sportsnet, and local coverage by 

SportsNet Pittsburgh, the Penguins generate substantial media revenue. Streaming services and 

the NHL mobile app enable fans across North America and worldwide to follow games live, 

expanding the team’s audience beyond traditional regional boundaries (NHL, 2025). 

Corporate Sponsorships: 

Major sponsors, including UPMC, Highmark, PPG Industries, and DICK’S Sporting Goods, 



provide financial support through naming rights, branding, and co-branded community initiatives 

(Fenway Sports Group, 2025). These partnerships strengthen the Penguins’ presence in both 

local and national markets, aligning the organization with trusted brands across multiple sectors. 

Merchandise and Licensing: 

Penguins-branded apparel, especially jerseys featuring stars like Crosby, Malkin, and Letang, 

continues to drive merchandise sales (Forbes, 2024). The organization’s consistent black-and-

gold identity creates strong cross-sport recognition within Pittsburgh, tying together the city’s 

other professional sports brands. 

Venue Operations and Non-Hockey Events: 

PPG Paints Arena doubles as a concert and event venue, hosting major tours, corporate events, 

and conventions. Non-hockey operations significantly supplement team-related income, ensuring 

a balanced revenue portfolio (PPG Paints Arena, 2025). This integrated entertainment strategy 

aligns with Fenway Sports Group’s broader philosophy of maximizing venue utilization across 

its sports holdings (Fenway Sports Group, 2025). 

By balancing athletic success with diversified business operations, the Penguins maintain a 

sustainable and scalable model that supports long-term profitability and competitive advantage 

(Forbes, 2024). 

V. Community Outreach Efforts: 

Community engagement remains a defining feature of the Pittsburgh Penguins’ identity. 

The Pittsburgh Penguins Foundation, established in 2010, directs millions of dollars annually 

toward programs promoting youth development, wellness, and education (Pittsburgh Penguins 

Foundation, 2025). One of the Foundation’s initiatives, Project Power Play, has constructed over 

a dozen outdoor hockey rinks across Western Pennsylvania, allowing children in underprivileged 

neighborhoods to experience the game in a safe and inclusive environment (Pittsburgh Penguins 

Foundation, 2025). 

Another signature initiative, Little Penguins Learn to Play, launched in partnership with Sidney 

Crosby, DICK’S Sporting Goods, and Reebok, provides first-time players with equipment and 

training at no cost. Since its inception, the program has introduced thousands of children to the 

sport of hockey (NHL, 2025). Additionally, the Penguins have partnered with UPMC Children’s 

Hospital to support pediatric care and rehabilitation programs and collaborate with the Make-A-

Wish Foundation to fulfill wishes for children battling critical illnesses (Pittsburgh Penguins 

Foundation, 2025). 

Annual fundraising events such as the Night of Assists Gala and charity golf tournaments further 

contribute to community engagement. In 2023 alone, the Penguins Foundation reported more 



than $2 million in charitable grants distributed throughout the region (Forbes, 2024). These 

outreach initiatives not only reflect the organization’s values but also strengthen fan loyalty by 

demonstrating tangible investment in the city’s well-being. The Pittsburgh Penguins’ consistent 

presence in community life reinforces the idea that professional sports franchises can also serve 

as civic leaders, in addition to being competitive enterprises (NHL, 2025). 

VI. Conclusion: 

The Pittsburgh Penguins exemplify a model of how a professional sports organization can 

effectively integrate competitive success, sound financial management, and community 

engagement. From their founding in 1967 to their modern-day ownership under Fenway Sports 

Group, the Penguins have evolved into an elite franchise with a global fan base, a diversified 

business strategy, and a lasting social impact. Their success stems from visionary leadership, 

efficient departmental collaboration, and an enduring connection with the city’s working class. 

As the team looks to the future, the Penguins continue to strike a balance between tradition and 

innovation. Challenges such as maintaining competitiveness amid roster transitions and adapting 

to new media landscapes will test the organization’s agility. With that said, the organization’s 

history suggests it is well-equipped to evolve. Through a combination of championship culture, 

financial intelligence, and civic purpose, the Pittsburgh Penguins have remained a defining 

example of excellence in both sport and business. 
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Why I chose ChatGPT: I chose ChatGPT because it helped me compile information from 

several reliable sources and organize it into a clear, well-structured paper that adhered to APA 

format. I was able to utilize it to find sources for the information I needed to locate for this 

research paper. ChatGPT made it easier to find reputable sources and maintain a balanced report 

across all the required sections listed in the rubric, including the team’s history, operations, and 

business model. I also appreciated that it allowed me to adjust and refine the organization and 

structure of the research paper elements in real-time, as I provided detailed feedback at each step 

of my process. This saved me time and helped keep everything consistent with my own research 

and my personal writing style. 

ChatGPT prompts used: I started by asking ChatGPT to “help me break down the assignment 

instructions and rubric so I can clearly understand everything that needs to be included in the 

report.” From there, I used it to “brainstorm ideas for what topics and sections would fit best for 

my chosen organization, the Pittsburgh Penguins.” Once the main ideas were established, I 

requested “further assistance in organizing the sections into an outline that adheres to the 

required headings outlined in the project guidelines.” I also used ChatGPT to “help me identify 

reputable and up-to-date sources to pull verified information from, such as the NHL’s official 

website, the Pittsburgh Penguins Foundation, and Fenway Sports Group.” I requested “further 

assistance with setting up my APA citations and determining where to include in-text citations 

throughout my paper.” This step ensured that APA citations were properly formatted and 

consistent throughout the paper. Finally, I asked ChatGPT to “proofread my completed paper for 

any spelling, punctuation, or grammatical errors before I submit the final draft, and please 

double-check my APA citations as well.” 
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