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PeakPath Ventures, LLC HBCU Athletic Department Revenue Growth Playbook

Introduction: The Funding Gap Is Not a Talent Problem

Walk into any HBCU athletic department in the country and you will find the same conversation
happening. Coaches who know exactly what their programs need to compete at a higher level. Athletic
directors who understand precisely what infrastructure investments would move the needle.
Administrators who have done the math and know the number. What stops the conversation is not a
lack of ideas. It is a funding structure that was never designed to fund ambition.

The average HBCU athletic department operates on a budget between $3.5 million and $8 million
annually, compared to a Power Five conference average exceeding $100 million (Source: USA Today
NCAA Finance Database, 2023). That gap does not represent a difference in the talent on the field or
the commitment of the staff. It represents a structural inequity in how athletic revenue has historically
been generated and distributed.

What has changed, in a meaningful way, over the past several years is the available infrastructure.
Digital media platforms, corporate sponsorship models built for smaller markets, organized alumni
giving frameworks, and event monetization strategies that do not require a 70,000-seat stadium have
matured to the point where institutions outside the Power Five can access revenue streams that were
previously unavailable or impractical to pursue. The gap is still real. But it is no longer fixed.

$5.2M $103M $2M+

Avg. HBCU Athletic Budget Power Five Average ezl Annu'\a/lloggls)lde (Featizat]

This playbook documents the framework PeakPath Ventures uses when working with HBCU athletic
departments to build sustainable, institutionally owned revenue infrastructure. It is organized around
four pillars: digital media and advertising revenue, corporate sponsorship development, event revenue
optimization, and alumni and community investment. Each pillar represents a distinct revenue
mechanism. Together, they create a diversified portfolio structure that reduces dependence on any
single income source and provides a foundation for year-over-year compounding growth.

A critical note on how to use this resource: this playbook is designed to give you a clear picture of what
is possible and the strategic logic behind each pillar. It is not a step-by-step implementation guide. The
reason is straightforward. Implementation requires institutional context, sponsor market analysis,
existing relationship inventory, and revenue modeling specific to your department, your conference
footprint, and your community. No two programs activate these pillars in exactly the same sequence or
at exactly the same scale. The framework is consistent; the application is always customized.

The Core Question This Playbook Answers
Most athletic departments ask: "How do we fund what we need to do?"

The better question is: "What revenue infrastructure could our department own that converts our
existing assets, relationships, and community into a reliable annual income stream?"

This playbook answers that second question. Every pillar is built around institutional assets you already
have.
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Digital Media and Advertising Revenue

Monetize your content, your audience, and your program narrative

Most HBCU athletic departments produce compelling content every single week of the athletic
calendar. Game programs, season previews, athlete features, coaching profiles, and event coverage all
represent publishable, sponsor-supported content that has historically been treated as a program
expense rather than a revenue mechanism. The first pillar of the PeakPath framework converts that
content output into a structured advertising revenue stream.

How This Pillar Works

Digital media revenue in an HBCU athletic context is generated through three primary mechanisms.
The first is sponsored digital program content, where institutional media assets, including game
programs, season guides, and digital magazines, are produced through platforms that embed paid
advertising inventory directly into the content. Sponsors purchase advertising space within those
publications, and the revenue generated offsets or exceeds the cost of content production. At scale,
this mechanism turns a line-item expense into a net positive revenue contribution.

The second mechanism is platform-level digital advertising revenue, where institutional content
distributed through dedicated digital platforms generates impression-based or click-based revenue tied
to audience size and engagement. As athletic department digital followings grow, so does the
advertising value of their distribution reach. The third mechanism is branded content partnerships,
where corporate sponsors co-produce or sponsor specific content series, generating flat-fee
sponsorship revenue tied to content production rather than audience metrics alone.

Representative Revenue Tactics
+ Sponsored digital program guides (football, basketball, track, and all sponsored sports)
» Season preview publications with embedded advertising sold to regional and national sponsors
» Mid-season content series co-branded with corporate partners at flat sponsorship fees
+ Athletic department digital newsletter with tiered advertising inventory sold quarterly

» Social media content partnership agreements with sponsors seeking authentic HBCU audience
access

» Video content series (athlete spotlights, behind-the-scenes, coaching profiles) with pre-roll and
mid-roll advertising

Why HBCUs Are Particularly Well-Positioned for This Pillar

HBCU athletic departments carry cultural brand equity that national corporations genuinely want to be
adjacent to. Food Lion, Coca-Cola, Under Armour, Wells Fargo, and other major national brands have
explicit HBCU engagement priorities embedded in their corporate sponsorship strategies. That demand
is real and currently underserved.

The audience is loyal, engaged, and demographically defined. For sponsors, that precision is valuable.
For your department, it is leverage.
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Revenue Range: Pillar 1

Revenue Source Conservative Moderate Aggressive
Sponsored digital program $45,000 $90,000 $160,000
content
Platform advertising revenue $30,000 $65,000 $120,000
Branded content partnerships ~ $50,000 $110,000 $200,000
Digital newsletter advertising $20,000 $45,000 $80,000
Social media sponsorship $30,000 $75,000 $140,000
agreements

Pillar 1 Total Range

Note: Conservative projections assume one primary sport season activated with a limited sponsor base. Moderate
projections reflect three to four sports activated with a regional sponsor roster. Aggressive projections reflect full
program activation across all sponsored sports plus an established multi-year corporate partner program.
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Corporate Sponsorship Development
Build an institutional sponsorship portfolio that compounds annually

Corporate sponsorship for HBCU athletic programs has historically been reactive: a company
approaches a conference or institution about a specific event or activation, a one-time deal is
negotiated, and the relationship ends when the event ends. This pattern produces episodic revenue
that is impossible to plan around and leaves the majority of available corporate investment on the table.
The second pillar replaces that reactive posture with a proactive, structured sponsorship development
program that converts corporate interest into multi-year, recurring institutional revenue.

The distinction between episodic sponsorship and structured sponsorship development is significant. A
single event sponsor might contribute $15,000 to $50,000 for a named activation. A structured
corporate partner, sold on a multi-year institutional partnership that includes naming rights at the
appropriate scale, branded content access, employee engagement activations, and documented
community impact metrics, represents a fundamentally different conversation. The same corporation
that writes a $25,000 event check will often commit $150,000 or more annually when the value
proposition is framed as institutional partnership rather than event advertising.

The Corporate Sponsor Activation Spectrum

Tier ‘ Package Description Annual Investment Seats per Category

Founding Partner Category exclusivity, facility $100,000 to $250,000 1 per category
naming rights (minor), all media,
event presence, community
activation

Premier Sponsor Strong category presence, $50,000 to $100,000 2 to 3 per category
primary media placement, two
signature event activations per
year

Program Sponsor Sport-specific or event-specific $15,000 to $50,000 4 to 6 per sport
sponsorship, content feature,
digital and print placement

Community Partner Local business sponsorship, $3,000 to $15,000 Unlimited
game-day presence, digital
inclusion, community story
integration

The tiered structure matters because it allows an institution to activate at multiple market levels
simultaneously. Founding Partners come from national and regional corporations with explicit HBCU
investment mandates. Program and Community sponsors are sourced locally, from the business
community surrounding the institution. Both categories are real revenue; both are achievable. The
strategic discipline is in separating the conversations so that local sponsors are not competing with
national categories and national partners are not priced at local market rates.

Corporate Market Intelligence: Who Is Already Looking

Confidential | For Institutional Use Only 6 2026 Edition



PeakPath Ventures, LLC HBCU Athletic Department Revenue Growth Playbook

One of the practical advantages HBCU athletic programs have in 2025 is that the corporate demand
side is not hypothetical. Multiple Fortune 500 companies have established HBCU-specific investment
programs in recent years, including companies across the food retail, financial services, athletic
apparel, home improvement retail, and insurance sectors. Several have formalized these commitments
with multi-year pledges and dedicated relationship managers. The question is not whether these
companies are willing to invest in HBCU athletic programs; they are. The question is whether your
institution has a structured sponsorship program that gives them something to invest in beyond a one-
time check.

Key Insight: Localization Is the Competitive Advantage

National corporations with HBCU investment mandates are often frustrated by the absence of structured
sponsorship vehicles at the institutional level. They want to invest in specific programs, specific markets,
and specific communities, not just write a check to a foundation.

An HBCU athletic department with a documented, tiered sponsorship structure is immediately
differentiated from the majority of comparable programs. The packaging does a significant portion of the
selling.

Revenue Range: Pillar 2

$150K $450K $900K

Conservative (3 to 5 sponsors) Moderate (8 to 12 sponsors) Aggressive (15 to 20 sponsors)
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Event Revenue Optimization
3 Convert existing athletic events into structured revenue engines

HBCU athletic events carry genuine cultural weight. Homecoming weekends, Classic game weekends,
conference championships, and rivalry matchups draw alumni, community members, and engaged
supporters who are willing to spend significantly on their athletic department experience when the
experience justifies it. The third pillar of the PeakPath framework is about building the revenue
infrastructure around those events rather than assuming ticket sales alone represent the revenue
ceiling.

The foundational insight is that most HBCU athletic events are under-monetized not because
attendance is low or enthusiasm is limited, but because the supplementary revenue layers that Power
Five programs capture around identical event types have not been systematically built. Premium
seating, official pre-event and post-event programming, sponsor activations with structured pricing,
exclusive merchandise, and hospitality packages represent revenue that sits adjacent to existing events
and requires event infrastructure, not larger stadiums, to access.

Event Revenue Optimization: Primary Mechanisms

* Premium Seating: Reserved, named seating sections with multi-year purchase options
generating reliable pre-season revenue commitment

» Sponsor Activation Spaces: Priced event activation spaces (tent spaces, banner placement,
table presence) sold to sponsors as additions to their annual package or as standalone
purchases

* Hospitality Programming: Ticketed alumni receptions, VIP tailgates, and coach's dinners
attached to high-attendance events

+ Limited Merchandise Releases: Event-specific merchandise drops with limited availability, sold
at premium price points, with pre-sale access as a season ticket holder benefit

+ Experience Packages: Bundled event experience packages (tickets plus reception plus parking
plus merchandise) sold as premium products to corporate partners and alumni

+ Season Pass Products: Annual pass structures that drive upfront revenue commitment and
increase per-household spending across the athletic calendar

The Homecoming and Classic Weekend Opportunity

Within the HBCU athletic calendar, no event type presents a higher concentration of revenue
opportunity than Homecoming weekend and Classic game matchups. These events consistently draw
alumni from across the country, corporate sponsor presence, and community attendance that exceeds
any regular-season game. Yet the revenue generated from these weekends at most HBCU programs
captures a fraction of what the demand would support if the appropriate products were available.

A single Homecoming weekend, properly monetized across ticketing, hospitality, sponsorship
activation, merchandise, and official event programming, is capable of generating $200,000 to
$500,000 in gross revenue at a program with 3,000 to 5,000 average attendance. That number does
not require a capacity crowd. It requires structured products, advance selling, and a committed
institutional sales posture in the six weeks leading up to the event.
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Event Revenue Quick Math

200 premium seat packages at $500 per season = $100,000

8 sponsor activation spaces at $5,000 per event x 4 events = $160,000
300 hospitality packages at $200 per Homecoming weekend = $60,000
Exclusive merchandise release at $85 average, 1,000 units = $85,000

Total from these four mechanisms alone: $405,000

None of these require additional facilities. They require structured products and a proactive sales
process.

Revenue Range: Pillar 3

$175K $420K $750K

Conservative Moderate Aggressive
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Alumni and Community Investment
Build structured giving infrastructure that generates compounding annual revenue

Alumni giving to HBCU athletic programs is not a small number. It is a disorganized number. The
loyalty that HBCU alumni carry toward their institutions is documented and well-known; survey after
survey of HBCU graduates reflects above-average rates of institutional pride and willingness to give.
The gap is not in the motivation of alumni donors. It is in the absence of structured giving vehicles,
consistent engagement, and clear communication of impact that converts that motivation into reliable
annual revenue.

The fourth pillar addresses that structural gap with three interconnected approaches. The first is an
organized annual fund program with tiered giving levels, named benefits, and documented impact
reporting. The second is a booster club revitalization or formalization strategy that builds an organized,
dues-paying supporter organization around the athletic program. The third is a community partnership
program that captures giving from local businesses and civic organizations that are not large enough to
qualify as corporate sponsors but are deeply motivated to support the local institution.

Annual Fund Architecture

A structured annual fund is the backbone of alumni revenue development. The architecture is
straightforward: giving levels with named tiers (typically four to six levels ranging from $50 to $10,000 or
more annually), clearly defined benefits associated with each tier, consistent communication cadence
with donors throughout the year, and transparent reporting on how contributions are used. When these
elements are in place, the average annual fund participation rate for HBCU athletics climbs
meaningfully, and the average gift per participating alumni grows year over year because donors who
see their impact continue to invest.

Giving Level Annual Contribution / Benefits Summary

Community Supporter $50 to $249 | Digital recognition, newsletter updates, impact report
Athletic Booster $250 to $999 | Above plus priority ticket access, name in program guide
Champion Level $1,000 to $4,999 | Above plus VIP event access, coach's corner invites,

named recognition

Founding Partner Level $5,000 to $9,999 | Above plus facility naming consideration, annual dinner
recognition
Legacy Circle $10,000+ | Customized recognition, direct athletic director relationship,

endowment naming opportunity

Booster Club Revitalization

Many HBCU programs have booster clubs that exist on paper but are not generating meaningful
revenue or organized participation. A revitalized booster structure with annual dues, a defined
governance model, member benefits, and active engagement programming can become a predictable
revenue source in 18 to 24 months. Programs that have undergone structured booster revitalization
have seen annual dues revenue grow from under $20,000 to over $120,000 within two years, with the
trajectory continuing as the organization gains visibility and institutional support.
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Community Giving Programs

Local businesses, civic organizations, sororities and fraternities with institutional connections, church
congregations in the surrounding community, and individual community members who are not alumni
but are deeply connected to the institution represent a giving base that is frequently untapped simply
because no organized vehicle exists to capture their support. A structured community giving program
with a clear entry point ($500 to $2,500 annually), documented community benefits, and regular

recognition creates a revenue stream that compounds as the program's community presence grows.

The Compounding Effect of Alumni and Community Investment

Unlike sponsorship revenue, which requires annual renewal conversations, a well-structured alumni
fund with strong retention practices generates compounding growth. A program that starts with 200
annual donors at an average gift of $350 and adds 75 new donors while retaining 85% of existing
donors will generate over $500,000 annually within five years without changing the average gift size.

This is the only pillar where investment in donor relationship management pays exponential long-term
dividends.

Revenue Range: Pillar 4

$120K $280K $520K

Conservative Moderate Aggressive
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The Revenue Projection Model

The following model aggregates the four-pillar revenue ranges into a consolidated projection
framework. Each scenario represents a distinct activation state. Conservative reflects a first-year
program activating limited elements of each pillar with a small sponsor base. Moderate reflects a
second-to-third-year program with established infrastructure across all four pillars and a growing roster
of partners. Aggressive reflects a fully activated program operating across all pillars with multi-year
partnerships in place and strong alumni engagement.

Revenue Pillar Conservative Moderate ‘ Aggressive

Pillar 1: Digital Media and $175,000 $385,000 $700,000
Advertising

Pillar 2: Corporate Sponsorship $150,000 $450,000 $900,000
Development

Pillar 3: Event Revenue $175,000 $420,000 $750,000
Optimization

Pillar 4: Alumni and Community $120,000 $280,000 $520,000
Investment

Total Annual Revenue $620,000 $1,535,000 $2,870,000

Range

Several important notes about this model. First, these projections represent net new revenue generated
through the framework, not gross institutional revenue. Second, they assume zero baseline contribution
from any pillar on the day the program begins, which means programs with existing sponsorship
relationships, an active booster club, or prior digital media investment will see faster progression. Third,
the conservative scenario does not require any institutional cash outlay in most cases because the
revenue model is designed to be self-funding from the point of first sponsor activation.

The path from conservative to moderate does not require doubling or tripling institutional resources. It
requires systematic activation across all four pillars, consistent year-over-year renewal of existing
relationships, and progressive investment of early revenue into infrastructure that amplifies subsequent
revenue. Programs that activate all four pillars in Year 1 are typically operating in the moderate range
by the end of Year 2.

Why the Base Case Is Conservative by Design

PeakPath revenue projections are intentionally built from the floor, not the ceiling. The conservative
scenario represents what a first-year program should expect if execution is disciplined but infrastructure
is being built from scratch.

Programs with existing relationships, established brand presence, and an engaged alumni base should
expect to move past the conservative scenario in Year 1.
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Getting Started: The PeakPath Assessment Process

The PeakPath Four-Pillar Framework does not activate the same way for every institution. Sequence,
scale, and prioritization depend entirely on where a program is today: its current revenue infrastructure,
its existing corporate relationships, its alumni engagement capacity, its event calendar and attendance
patterns, and its institutional appetite for the work required to build something sustainable. Getting
those inputs right before activating any pillar is what separates programs that see meaningful Year 1
results from programs that deploy resources inefficiently and wonder why the model is not producing.

The PeakPath Institutional Assessment is the starting point for every engagement. It is not a sales
process. It is a diagnostic. We are trying to understand the honest current state of your revenue
infrastructure, identify the specific gaps, and build a prioritized activation roadmap that reflects your
institutional context rather than a generic framework.

The Assessment Covers Five Areas

+ Current Revenue Audit: What are you currently generating from each of the four pillar
categories? Where is revenue coming from and what is its structure (one-time versus recurring)?

+ Existing Relationship Inventory: What corporate relationships does your department or
institution currently hold? What alumni engagement infrastructure is in place? Are there
sponsorship agreements that are underperforming their potential?

» Digital Infrastructure Review: What content are you producing today? What digital distribution
infrastructure exists? What is the current audience size and engagement level across your
platforms?

+ Event Revenue Gap Analysis: What events in your calendar present the highest immediate
revenue upside? What products are missing that would be immediately purchasable if made
available?

* Internal Capacity Assessment: What internal capacity does your department have to execute
revenue development activities? What gaps exist that would require external support or platform
infrastructure?

Based on the assessment, PeakPath produces a program-specific activation roadmap that identifies
which pillars to prioritize, in what sequence, at what investment scale, and with what 12-month and 36-
month revenue targets. The roadmap includes specific platform recommendations, sponsor category
targeting, and a realistic timeline from assessment to first revenue.

The Assessment Does Not Require a Long Engagement

The initial institutional assessment is completed in a focused 30 to 45 day process that includes a
structured intake questionnaire, a discovery session with your athletic director and relevant staff, and a
market analysis of your institutional footprint.

At the end of the assessment, you have a documented revenue roadmap regardless of whether you
choose to move forward with PeakPath as your implementation partner.
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About PeakPath Ventures

PeakPath Ventures is a business development firm that builds revenue infrastructure for HBCU athletic
departments, HBCU athletic conferences, and underserved K-12 educational programs. We work as
the strategic intermediary between institutions and the platforms, partners, and sponsor markets that
can generate sustainable, institutionally owned revenue.

Our operating model is designed around a foundational belief: the institutions we serve should earn
from the programs we help build, not simply spend less. Every engagement we take is structured so
that the revenue generated by the program covers its own infrastructure cost and produces a net
positive contribution to the athletic department's operating budget. We do not believe in programs that
require perpetual institutional subsidy. We build programs that pay for themselves and then some.

What We Do

» Negotiate wholesale access to platforms and tools on behalf of the institutions we serve, so that
institutions access institutional-grade infrastructure at costs that make the revenue model work
from the start

* Design and implement the Four-Pillar revenue framework customized to each institution's market,
relationships, and internal capacity

» Build and train the sponsor development processes that convert existing corporate relationships
and new market opportunities into structured, multi-year revenue

* Provide ongoing advisory support through the activation cycle so that implementation challenges
are resolved before they become revenue gaps

Who We Serve

PeakPath Ventures serves HBCU athletic departments across all conference affiliations, HBCU athletic
conferences seeking to develop institutional revenue infrastructure for member schools, and K-12
school districts and individual schools with athletic programs operating on constrained budgets that
would benefit from the same revenue framework applied at the appropriate scale.

We are selective about the engagements we take because results require institutional commitment on
both sides. An institution that is ready to build sustainable revenue infrastructure, willing to invest the
relational capital required to activate the sponsor and alumni components, and committed to the multi-
year development trajectory that produces compounding returns is an institution PeakPath can produce
results for. That is who this playbook was written for.
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Call to Action: Request Your Institutional Assessment

Is your athletic department ready to build something that lasts?
The revenue you need already exists in your market, your relationships, and your audience.

The PeakPath Institutional Assessment is the first step. It is not a commitment to any engagement. It is
a rigorous diagnostic that gives you a clear picture of what your program could generate across all four
pillars, what the activation sequence should be, and what the realistic timeline looks like from where
you are today to where the framework can take you.

Athletic directors who complete the assessment leave with a documented revenue roadmap. That
roadmap is yours regardless of what comes next. If you choose to work with PeakPath to implement it,
we move to the engagement structure. If you choose to implement independently, you have the
roadmap to work from. Either way, you are better positioned than you were before you started.

Request Your Institutional Assessment
Contact PeakPath Ventures to schedule your discovery session.

www.peakpathventures.com

Copyright 2026 PeakPath Ventures LLC. All rights reserved. This document is for institutional use only.
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