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ABSTRACT 

The purpose of this research was to assess the relationship 

between the mission and goals of a National Collegiate Athletic 

Association Division I athletic department and the mission and goals 

of iis parent institution. It was hypothesized that a department 

with a base of academic integrity and service to the student-athlete 

will be more likely to be in congruence with the educational mission 

of the institution. It was expected that an athletic department with 

a clearly articulated mission and commonly agreed upon goals would 

elicit a performance commitment by the individual to the 

department and to the institution. The research was based on a 

comparison between independent and affiliated athletic 

departments, the relationship of independent athletic departments 

with three possible athletic department models, and the potential 

for motivation of the individual within each model toward 

departmental and institutional mission and goals. 

Because of the existence of complex and multidimensional 

variables among individuals, programs, athletic departments and 

institutions, the methodology chosen was qualitative rather than 

quantitative. A focused interview protocol was developed and 

applied in a procedure involving a sample size of twenty-eight 

participants: athletic directors, associate athletic directors, head 



coaches, assistant coaches, and support staff personnel at twelve 

NCAA Division I institutions in the western United States. 

1 2 

Results indicated that the environment of the institution and 

the culture of the athletic department are of primary importance for 

determining individual commitment to that department or 

institution. Furthermore, the data gathered showed that institutions 

that are making a concerted effort to integrate the athletic side of 

campus with the academic side of campus are making strides toward 

meeting the educational mission of the institution. Finally, it was 

determined that athletic department leaders can successfully use 

the culture of the department and of the institution to not only 

fulfill individual expectations for goal achievement, but also to 

direct individual efforts toward departmental and institutional 

goals. 

A recommendation was made for further research in this area. 

as very little data exists concerning individual, component, and 

departmental motivation toward institutional goals. 
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CHAPTER ONE 

THE STATEMENT OF THE PROBLEM 

Introduction 

The purpose of this study was to determine whether the 

mission and goals of a National Collegiate Athletic Association 

(NCAA) Division I athletic department can be congruent with the 

mission and goals of its institution. This study explored the 

relationship between the goals of individual components within a 

university athletic department, the mission and goals of the athletic 

department, and the mission and goals of the university. Further, 

the study determined the correlation, if any, between motivation 

within the culture of the athletic department and the convergence of 

component, departmental, and institutional goals. 

The Significance of the Study 

It is generally recognized that if an organization is to be truly 

successful, the goals of the individual and the goals of the 

organization must at some point coincide. Because of the necessity 

of employing many specialists with widely divergent views of what 

constitutes success, such a coincidence of goals in a typical 



university athletic department occurs more often by accident than 

by design. 

These specialists are the head coaches of the various sports. 

Each head coach has his or her own component organization (team) 

which exists semi-autonomously within the larger athletic 

14 

department organization. These component organizations consist of: 

(1) assistant coaches, who are also specialists; (2) staffs charged 

with the daily operation of the office; (3) staffs charged with the 

daily operation of the team, such as student managers, equipment 

personnel, and athletic trainers; and (4) the student-athletes. Each 

team generally forms a subculture of its own within the larger 

departmental culture. 

The individual head coach reports directly to the athletic 

director. The athletic director cannot tell all these experts how to 

do the job of preparing their athletes for competition as no one 

person could possibly have the base of knowledge to do so. Thus, the 

athletic director's job should be one of creating a unified vision of 

the whole in an organization consisting primarily of specialists. 

Owens (1991) labeled organizations with a variable 

environment that are plagued with inconsistent, conflicting, and 

ambiguous goals as "organized anarchies" (p. 24). This description 

might be applied to universities and colleges which, unlike many 

organizations, "can be characterized by goal ambiguity or multiple 

goals" (Frey, 1985; p. 182). The goals of universities and colleges 

are often difficult to assess effectively because they are complex, 



diffuse, sometimes unattainable, and are difficult to specify in 

concrete measurable terms. 
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Cohen, March, and Olsen's (1972) "garbage can model" of 

organizational goal-setting and decision-making was developed from 

research done in a university setting. They asserted that "colleges 

are complex garbage cans into which a striking variety of problems 

solutions, and participants have been dumped. Therefore, analysis of 

effectiveness is impossible because there is only diversity, not 

singularity of purpose" (p. 176). In this type of setting, goal changes 

are more likely to be affected by external influences and power 

shifts than by internal changes. Such a situation allows almost any 

activity on campus, including athletics, to be identified as 

consistent with one or more institutional goals. 

The late A. Bartlett Giammatti (1983), President of Yale 

University (and one-time Commissioner of Baseball), described 

university organization thus: 

Universities, hierarchical in some ways, are very 
diffuse, with authority delegated and responsibility 
widely shared. Thus, a university is a landscape 
dotted with pyramids of various sizes. It is not one 
enormous pyramid, solid and entire. There is a 
constant interplay between centralized authority 
and localized or individual autonomy; interplay 
among custom, consultation, and decree constantly 
takes place. 

Universities differ from corporate structures in 
two essential ways: first, many people participate in 
the management of the institution; and second, those 
same people legitimately pursue multiple goals 
through a variety of means (p. A22). 
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Multiple goals and fragmented decision-making within the 

norms of public service and competition have helped to develop 

colleges and universities as organizations that can be described as 

"loosely coupled" (Meyer, Scott, and Deal, 1983; p. 59). In a loosely 

coupled organization, subsystems of an organization are related to 

one another, yet each preserves its own identity and individuality. 

These subsystems will interact or join forces when they have 

interests in common, but otherwise exist independently of each 

other. 

An athletic department is one of Giammatti's pyramids. The 

independence of athletic departments can be said to be the result of 

a growing perception among university faculty and the public that 

academic and athletic subsystems do not have any interests in 

common. The autonomy retained by most campus subsystems has 

been exceeded by athletic departments. Due largely to the ability to 

forge significant linkages with external constituencies. athletics 

have maintained what amounts to independence from the college or 

university (Frey, 1985). 

Athletics at the major college level is big business. In most 

cases, an NCAA Division I athletic program is a multi-million dollar 

operation. The director of athletics is thus concerned with finances, 

often to the exclusion of all else (Thelin and Wiseman, 1990). Since 

winning teams fill stadiums and arenas, creating huge revenues, the 

goal of the athletic department often is centered upon winning. At 
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this point the goals of the athletic department and the goals of the 

university-at-Iarge generally diverge. 

For the purpose of this study, three athletic department 

models will be analyzed: (l ) One-Plus-Three, an affiliated model 

which places the welfare of the student-athlete at the forefront; 

(2) Autonomous Business, an independent model which places the 

economic welfare of the department first; and (3) Governmental 

Control, a model with both affiliated and .~ndependent 

characteristics which places a primary concern on legally and 

morally correct practices. A systematic format for aligning the 

goals of the component of the organization with the goals of the 

institution and for improving performance through specific 

motivational techniques within the culture of a realistic athletic 

department model is the goal of this study. 

The Purpose of the Study 

This study is intended to: 

1. Determine the relative interaction of the three different 

athletic department models in relation to institutional 

mission and goals. 

2. Delineate the mission and goals of each athletic department 

model alongside the mission and goals of the institution. 

3. Find points of congruence and divergence between 

departmental and institutional mission and goals. 
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4. Determine if a correlation between the goals of the component 

organization and the goals of the athletic department exists. 

5. Explore the relationship between goal setting, goal 

achievement, and motivation within the organizational culture. 

6. Develop a framework for aligning component, 

departmental, and institutional goals using motivation 

within the culture of the athletic department. 

The Hypotheses 

I. An athletic department model that has at its base academic 

integrity and control by the institutional president has greater 

merit than either an autonomous business athletic department 

model or a governmental control athletic department model. 

2. The mission of an an athletic department that has as its base 

presidential control and academic integrity will be more likely 

to coincide with the university mission than the other two 

models. 

3. An athletic department with a clearly articulated vision and a 

commonly agreed upon mission will be more likely to be 10 

alignment with the institutional mission. 

4. The changes within the NCAA over the past five years, and the 

changes that will take place within the next five years, will 

force individual sports programs to align their goals more 

closely with those of the athletic department. 
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5. Organizational culture can be used as a motivator by the 

athletic director for the setting of component goals that align 

with departmental goals. 

6. A framework can be developed to help athletic directors and 

coaches set goals that are consistent with the goals of the 

institution. A system for the continual improvement of 

athletic department performance through individual and group 

motivation toward institutional goals can be developed. 

Limitations of the Study 

The focus of the study was not the reorganization of athletic 

departments. The study was limited to methods of evaluating and 

improving motivational techniques as they related to achieving 

common goals within the existing structure of the organization. 

Because of the lack of research on motivation and goals within 

athletic departments, much of the literature review centered on 

theory and techniques used In other educational organizations and in 

the business world. Research and data collection was limited to 

twelve NCAA Division I institutions in the western United States. 



Assumptions 

1 . A university athletic department, although necessarily 

independent in nature, must have a role that is compatible 

with the mission of the institution. 

20 

2. Recent changes in NCAA policy have had an impact on how 

athletic departments view themselves within the overall 

academic mission. This assumption is based on the belief that 

the course the NCAA President's Commission and the NCAA is 

taking will reaffirm the "student" aspect of student-athlete in 

college athletics. 

3. Athletic directors often ignore or pay scant attention to the 

goals of the athletic department in relation to the university 

mission because of financial dictates. 

Definition of Terms 

1. Affiliated Athletic Department: An affiliated athletic 

department is one in which athletic personnel and programs 

report directly through normal academic channels regardless 

of whether departments, divisions, professional schools, or 

even colleges, are involved. 

2. Athletic Department: An athletic department is a component 

of an institution of higher learning and consists of all 

personnel directly and indirectly charged with its success. 



3. Athletic Director: The athletic director is the individual 

who administers the athletic department. In most NCAA 

Division I institutions, the athletic director reports 

directly to the president of the university. 

4. Division I: Division I refers to NCAA institutions functioning 

at the highest level of competition. A Division I school must 

field a minimum of nine intercollegiate sports, one of which 

must be basketball. 

5. Extrinsic Motivation: Extrinsic motivation is that which 

occurs when an individual's behavior is modified by an 

extrinsic reward connected with that behavior. 

6. Independent Athletic Department: An independent athletic 

department is a conglomerate of smaller units (teams) of 

varying size which are in competition with each other for 

limited resources, institutional recognition, and public 

acclaim. 

2 I 

7. Intrinsic Motivation: Intrinsic motivation is that which occurs 

when an individual is motivated by the experience of an 

activity without receiving any external reward. 

8. Motivation: Motivation is the drive, impulse, or intention, 

either internal or external, that causes a person to do 

something or to act in a certain way. 

9. NCAA: The NCAA is the National Collegiate Athletic 

Association, the governing body for collegiate athletics. 



The vast· majority of NCAA Division I institutions have 

independent athletic departments. 

10. Organizational Culture: Organizational culture is the body 

of solutions to external and internal problems that has 

worked consistently for a group and that is, therefore, 

taught to new members as the correct way to perceive, think 

about, and feel in relation to those problems. 

22 

11. Synchrony: Synchrony is that which occurs when specialists 

from all functions work together as a team for mutual benefit. 
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CHAPTER TWO 

A REVIEW OF THE RELATED LITERATURE 

Introduction 

The review of related Ii terature will be addressed in five 

areas: (1) Independent vs. affiliated athletic departments as each 

relates to the mission of the organization; (2) Proposition 48 as it 

relates to the issue of academic integrity; (3) (a) The One-Plus-

Three, (b) Autonomous Business, and (c) Governmental Control 

Models in terms of congruence with institutional and NCAA mission 

and goals; (4) Motivational Theory as it relates to individual 

behavior within an organization; and (5) Synchrony within an 

organization as determined by group behavior, with attention to 

organizational structure as it relates to issues such as culture, 

conflict, power, and leadership. 

Independent vs. Affiliated Athletic Departments 

Independent and affiliated models are two different types of 

administrative organization in college athletic departments 

(Massengale, 1981). The most common organizational model In The 

National Collegiate Athletic Association, Division I, is the 

independent athletic department (See Appendix A). 
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An independent athletic department is a conglomerate of 

smaller units, of varying size, which are in competition with each 

other for limited resources, institutional recognition, and public 

acclaim (Massengale, 1981; p. 1). The primary purpose of an 

independent athletic department is to satisfy many of the external 

demands placed upon an educational institution. These external 

demands, including making money and the self-perpetuation of an 

athletic system, mayor may not be compatible with the role and 

mission of the institution, and often leave the best interests of the 

student-athlete behind (Thelin and Wilkins, 1989). 

In an affiliated model, the department is part of an academic 

unit. Evaluation and worth are often determined by the overall 

contribution of the athletic program to the institution, including 

improvement of the programs for the student-athletes, physical 

fitness, the development of educational leadership, and the pursuit 

of individual excellence. 

An independent model features an athletic department that is 

not an academic department. There are no degree programs, and 

varsity athletic participation, except as a free elective, does not 

carry credit toward any degree program, including coaching 

certification. In addition, the independent athletic department does 

not qualify as a support service, since it offers nothing to enhance 

the scholarly efforts of academia. 

Intercollegiate athletics, for the most part, are an 

entertainment enterprise conducted for the purpose of ~ " Jc 
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relations (Chu, 1982; Ryan and Shanklin, 1986). As an 

entertainment enterprise, athletics are subsidized by the institution 

for the real or imagined benefits to the institution, its athletes and 

its students. Since this subsidization represents a sizable 

investment with extensive potential benefits, it is necessary that 

its administrative structure be as efficient and effective as 

possible. In an independent athletic department, the athletic 

. director generally reports directly to the president of the 

university. An affiliated athletic department has athletic personnel 

and programs reporting through normal academic channels, through 

the athletic director to the dean of the college and then to the 

president of the university. 

For the purpose of this study, independent athletic 

departments will be examined. The finer qualities of the affiliated 

model will be woven into the fabric of the format for motivational 

improvement within an independent athletic department. 

Independent Athletic Departments - A History 

Independently housed athletic departments are a relatively 

recent innovation. Only within the last thirty years has the quest 

for championships and the drive for television dollars become so 

dominant that the operation of intercollegiate athletic programs 

seemed better suited to a role independent of the institution rather 

than affiliated with it. 
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America's first institutions of higher learning were based 

upon the English model which emphasized undergraduate education in 

the classics. English colleges and universities, and after them the 

early American colleges and universities, had a definite charter or 

mISSIon, an understanding on the part of the institution's 

constituency as to what the institution was striving to achieve and 

how it was to go a.bout gaining its objectives (Chu, 1989). While 

games and athletic contests were recognized as having importance 

in the overall development of the individual, they were considered 

"frivolous" in terms of the academic mission of the institution 

(Frey, 1985; p. 180). 

By the mid-1850's, the German model of higher education had 

been incorporated into the American college and university system. 

The emphasis shifted to one of science over morality, graduate over 

undergraduate studies, and research over teaching (Cremin, 1980). 

This melding of the German and English models proved only to dilute 

the charter of the institutions of higher learning, allowing for the 

formation of divergent interest groups, one of which was student 

intramural sports. 

The first intercollegiate contest, the Harvard-Yale crew race 

of 1852, "was the dawning of a new era" (Hardy and Berryman, 1982; 

p. 18) as it began the move away from strictly intramural athletics 

at the college level. The re-match in 1855 illustrated the need for 

collective governance, as Yale questioned the eligibility of the 

Harvard cox, who had already graduated. By 1858, the first 



intercollegiate governing body, the College Union Regatta was 

formed by students from Yale, Harvard, Trinity, and Brown to deal 

with rules and with questions of eligibility of competitors (Lucas 
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and Smith, 1978). Other student-initiated and student-run governing 

bodies would follow to arbitrate on these very same issues as well 

as to formulate a method for determining a champion in each 

particular sport. 

With the Mon-ill Land Grant Act of 1862, American colleges 

and universities became servants of a diversified and 

democraticized public that was at once expanding across the 

western frontier and industrializing the east. Colleges and 

universities were forced to open their doors to all citizens, not just 

the elite. With this egalitarian bent came expansion into areas 

unrelated to intellectual pursuits, including practical training In 

professions and athletics, which further obscured the mission and 

goals of the institutions of higher learning (Veysey, 1965). What 

intramural and interscholastic contests existed in institutions of 

higher learning were student organized and, for the most part, 

student coached. It was rare for a professor to venture onto the 

playing field as a coach. 

During the late 1800's a gradual elimination of student control 

of intercollegiate athletics began. Alumni, faculty, and 

administration sought increased participation in the management of 

college athletics. Alumni believed their presence would bring 

greater competence to the management of the burgeoning finances 



and championship quests of intercollegiate athletics. They 

skillfully traded financial support for a voice in the conduct of 

athletic affairs. Many athletic associations appointed alumni as 

"graduate managers," the first athletic directors, to oversee 

finances, scheduling, and coaching. One of college football's 
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greatest coaches, Walter Camp of Yale, was one such graduate 

manager. His presence at the 1881 Intercollegiate Football 

Association meeting signaled the beginning of an advisory graduate 

council for "rules and appeals," which soon became the dominant 

regulatory force in collegiate football (Hardy and Berryman, 1982; p. 

20). 

The viewpoint of the faculty was that college students needed 

to be restrained from pursuing goals which seemed increasingly at 

odds with the goals of higher education. Viewed through faculty 

eyes, the problems in intercollegiate athletics prior to the turn of 

the century were: (l) professionalism, hiring of coaches and 

recruiting of athletes; (2) increasing size and mismanagement of 

finances; (3) lack of sportsmanship; and (4) glorification of 

athletics over academics (Lucas and Smith, 1978). In his book The 

Hundred ___ Yard Lie: The Corruption of College Football and What We 

Can Do To Stop It (1989), Rick Telander of Sports Illustrated 

identified these very same issues as critical to the future health of 

intercollegiate athletics. 

The college president was caught in the middle of these 

changes. On the one hand, boosters, alumni, and students were 
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commanding increased institutional visibility and prestige through 

athletics. On the other hand~ the college president could not ignore 

the serious issues and problems identified by the faculty. The 

desire to put athletics under systematic control led to presidents 

pushing for the inclusion of facuIty on both campus and association 

governing boards. 

The first faculty-run athletic association emerged in 1894, 

the Southern Intercollegiate Athletic Association. The Ilext year, 

the Intercollegiate Conference of Faculty Representatives, or "Big 

Ten," was formed. The chief concerns of these associations were 

limiting competition and controlling eligibility (Hardy and Berryman, 

1982). The desire of these early associations was to create 

educational standards for eligibility so that athletics would serve 

academics and fit into the educational mission of the institution 

(Chu, 1989). Not until the National Collegiate Athletic Association 

"Reform" Convention of 1991 ~ did delegates deal with this 

confluence of academic and athletic mission. Legislation which 

redefined eligibility standards and restricted the number of hours 

per week and the number of weeks per academic year an athlete 

could participate in his or her chosen sport was proposed and passed 

(Chronicle of Higher Education, 1991). 

By the late 1890's, a pragmatic society had demanded a 

pragmatic curriculum (Frey ~ 1985). Higher education was seen as a 

means to career ends~ those means being preparation~ competition, 

and success. American college leadership began to view their 
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charter as institutional survival. A plethora of programs and a 

myriad of offerings was necessary to draw students, money, and the 

recognition that would bring both (Chu, 1985). College sports had 

become more meaningful and prestigious. An admiring public paid 

for enterprises such as intercollegiate football that received no 

regular institutional subsidy. Presidents, alumni, and the popular 

press joined the students in recognizing the prestige value of 

athletic victories. Athletics had broadened the appeal of the 

institution in a consumer-oriented society. Schools were vying for 

limited numbers of quality students and necessary dollars, and 

intercollegiate sports provided a method for indicating institutional 

worth that would draw those students and dollars. University 

presidents saw the entertainment aspect of intercollegiate sports 

as helping to fulfill a university's public service function. As a 

representative of the community, the university athletic program 

could be a unifying force within the region. 

In 1906, the year of the formation of the National Collegiate 

Athletic Association, the great historian Frederick Jackson Turner 

censured intercollegiate athletics when he spoke to his own alumni 

group at the University of Wisconsin. "Football," Turner said, "has 

become a business carried on too often by professionals, supported 

by levies on the public, bringing in vast gate receipts, demoralizing 

student ethics, and confusing the ideals of sport, manliness, and 

decency" (in Smith, 1988; p. 214). Turner's indictment could be said 

to be true at any time during the twentieth century. To counteract a 
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growing negative image of intercollegiate athletics, the NCAA 

sought collective solutions in facuIty control and the adherence of 

athletics to academic principles. The base of its power was to be 

its written commitment to ethics and ideals. In its initial 

constitution (in Hardy and Berryman, 1982), the NCAA stated its 

chief objective to be: 

. . . the regulation and supervISIOn of college athletics 
throughout the United States, in order that the 
athletic activities in the colleges and universities 
may be maintained on an ethical plane in keeping 
with the dignity and high purposes of education (p. 22). 

This goal proved elusive. In the mid-1920's publicized abuses 

and scandals in intercollegiate athletics had become so widespread 

that major reforms were demanded by the popular press. By this 

time, American institutions of higher learning had formally 

incorporated intercollegiate sport into their governance and 

economic systems. Institutional mission and purpose were being 

seriously questioned because of the practice of recruiting students 
. 

solely for their athletic ability and for hiring coaches and athletic 

directors as faculty in an affiliated department at higher salaries 

than their academic colleagues (Chu, 1989, p. 60). 

Rule changes by the NCAA Football Rules Committee prior to 

World War I served to reduce violence in the game, to emphasize a 

more exciting offense display, and to effectively quell protests 

concerning the game's ethics and its place on campus. Partly 

because of these changes and partly because of professional 
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baseball's Black Sox scandal of 1919, college football had replaced 

baseball as the nation's passion in the 1920's. This passion had 

fueled a growing corruption in the quest for money and bowl game 

championships. In 1929, The Carnegie Foundation for the 

,Advancement of Teaching: Study of Intercollegiate Athletics, a 

study thirteen years in the making, identified several ills afflicting 

collegiate athletics. Among these were: (1) the materialistic 

impulse transmitted through the university by the erection of an 

opulent athletic power structure; (2) the reluctance of university 

leadership to take unpopular stands and "bring athletes into a 

sincere relation" to the academic purposes of the institution; (3) the 

extreme difficulty of the student-athlete balancing the time and 

energy to meet both athletic and academic obligations; (4) the 

unfortunate message sent to secondary schools of the exaggerated 

place of athletics in higher education; and (5) the growth both 

within and without the university of a corrupt system that breeds a 

cynical and tainted environment (Bailey and Littleton, 1991; p. 9). 

Sports participation at one time was seen by many educators, 

including John Dewey, as an integral part of "the liberal education." 

But the growth of big time sports proved that participation in 

varsity athletics had little or nothing to do with a liberal education. 

In spite of the publicity precipitated by the Carnegie Study, 

the response by the NCAA and its members was less than immediate. 

Colleges and universities were preoccupied with three related 

problems: (1) the Great Depression. The Depression Era affected 
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attendance at collegiate athletic events to the point that by 1933 

some schools were reporting revenue decreases of up to twenty-five 

percent (Lawrence, 1987); (2) control of radio broadcasts of 

collegiate athletic events. Collective action by NCAA members 

proved effective in restricting radio broadcasts to those stations 

that had contracts with the individual school; and (3) the taxation 

of admissions to collegiate athletic events. Attempts by member 

institutions and by the NCAA to have the Federal Revenue Act of 

1932 ruled unconstitutional failed, but along with the control of 

radio broadcasts, proved the power of action on a united front. 

The beginning of the necessary "second reform" of 

intercollegiate athletics would not take place until 1934, when the 

Code on Recruiting and Subsidizing Athletics directed greater 

attention toward new and more strict recruiting and eligibility 

rules. 

However, the NCAA had little power to enforce compliance 

with the new codes until the convention of 1939. At this 

convention, a significant revision in its constitution forged a change 

in the NCAA "from a consultative rules committee to a regulatory 

body with the power to control and discipline constituents" 

(Lawrence, 1987; p. 31). This control was to emanate from a new 

third article, "Declaration of Sound Principles and Practices for 

Intercollegiate Athletics." The new article contained four sections: 

(l) Amateurism; (2) Control of Athletics; (3) Institutional Control; 

and (4) Aid for Athletes (NCAA, 1941). These new sections were 



implemented as detailed and far-reaching measures to control the 

entire conduct of intercollegiate athletics. 
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In the post-World War II Era, many claimed college football 

was once again out of control. The advent of huge revenues spawned 

by football on television and huge paydays for New Year's Day Bowl 

appearances had produced a win-at-all-costs attitude among many 

ego driven college coaches, athletic directors, and presidents 

(Thelin and Wiseman, 1990). This attitude once again reversed the 

initial intent of intercollegiate athletics from supporting students 

who compete in athletics as part of their college experience to 

creating full-time, "professional" athletes who are part-time 

students. Recruiting athletes who are not and will never be students 

became all too prevalent, as did the requisite abuses such as 

offering lucrative incentive packages, some originating in the minds 

and pocketbooks of overzealous boosters. Funds that normally would 

be used for academic purposes were siphoned off to the athletic 

department to help feed the monolithic machine, which ironically, 

only proved to separate further the athletic department from the 

university at large. However, the worst of the possible results was 

the "use and discard" approach to the student-athlete's career 

(Cullen, Latessa, and Byrne, 1990). 

By the late 1960's, the NCAA had taken steps to control college 

football revenues. Its collective (and collusive) agreements with 

network television and with the National Football League amounted 

to a monopoly not unlike the OPEC cartel (Lawrence, 1987; p. xiv). 



This shaping of the form of intercollegiate athletics by money and 

technology ended resistance to the "separation in spirit and 
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character from the university setting" (Bailey and Littleton, 1991; p. 

IS). The move to independently housed athletic departments was 

complete. 

Proposition 48 and Academic Integrity 

By the late 1970's and early 1980's, television money had 

become so important to the survival of big-time athletic programs 

that in order to receive television coverage college coaches were 

using many and varied methods, legal, illegal, and questionable, to 

put a winning team on the field. Cheating was so rampant in college 

football that many coaches believed it was worthwhile to cheat 

because the chances of getting caught were unlikely and the 

punishments were usually of the "slap-on-the-wrist" variety. Many 

also believed it was necessary to cheat to be competitive. Very few 

coaches lost their jobs when threatened with, or actually placed on, 

probation. In fact, several received very lucrative coaching 

positions because of their propensity for putting a winner on the 

field regardless of how it was done. 

As college basketball grew in popularity, and the Final Four 

was negotiated by the NCAA to become a multi-million dollar affair, 

violations of NCAA rules became commonplace. The iII-intentioned 

seemed to be immune from sanctions, until a major basketball power 

was put on probation. But, as with football, basketball playoff 



revenues were' so great that nearly any risk to reach the playoffs 

seemed worthwhile. 

One of the more important ethical issues that arose with the 

financial windfalls of winning in football and basketball was the 

recruiting of gifted athletes with less than desirable academic 

backgrounds. At the behest of the coaching staffs, university 

admissions offices go to great lengths to admit the best athletes, 

and the academic programs at those schools go to even greater 

lengths to keep them there, even though many of these athletes do 

not belong in college. The ethical intent of the NCAA Executive 

Committee was centered on the debate over and passage of 

Proposition 48. 
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In the spring of 1980, the American College Testing Program, 

(ACT) was enlisted by the American Council on Education for the 

NCAA to conduct an in-depth study of the academic effects of 

participation in varsity athletics for incoming freshman athletes at 

the collegiate level. The impetus for the study was a reaction by the 

NCAA leadership to increasing negative attention concerning 

athletics and academics at Division I institutions. 

The ACT Program analysis of recommendations of policy 

options for freshman eligibility was a masterful empirical study 

(1984). Using a meta-analysis of similar studies, surveys, and 

technical reports from 1936 to 1982, synthesis of articles from 

1974 to 1982 both opposing and favoring new eligibility legislation, 

and their own survey of almost 1400 athletes and 1400 matched 
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non-athletes, each of six possible options was analyzed for 

soundness, fairness, and practicality (ACT, 1984; p. A-I). To 

minimize adverse impact upon minorities and maximize the 

prediction of academic success in college, the ACT Program 

proposed the following possible eligibility criteria (ACT, 1984; pp. 

4-5 - 4-11): 

1) A 2.0 GPA in a core curriculum of eleven academic 

courses including at least three years of English, 

two years of math, two years of social studies, and 

two years of natural or physical science; 

2) A minimum 700 combined score on the SAT verbal 

and math or a minimum 15 composite score on the 

ACT; 

3) The core curriculum standard or the test score 

standard; 

4 ) Both the core curriculum standard and the test 

score standard; 

5) Equitable Indexing: combining test scores and core 

curriculum GPA into a single index, or "sliding 

scale," which must exceed a particular threshold; 

and 

6) Individual institutions holding to their published 

admission standards for all students. 

The ACT Program was asked for a recommendation before their 

study was completed in order for the new legislation to be ready for 
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the NCAA Convention in January, 1983. Option number six was 

recommended by the ACT Program as the best possibility and option 

number five as the next best criteria. The Executive Committee of 

the NCAA chose option number four for endorsement to the 

Presidents' Commission, becoming Proposition 48. Proposition 48 

was overwhelmingly passed at the 1983 Convention. 

Proposition 48 required a 2.0 high school grade point average 

earned in a core of eleven academic courses and a SAT verbal and 

math combined score of 700 or an ACT composite score of 15. If 

these minimum requirements were met, then a student-athlete 

would be eligible to compete in varsity athletics as a freshman. 

Until 1971, freshmen were not eligible to participate in 

varsity athletics. From 1971 to 1973 the "1.6 Rule" was used to 

establish freshman eligibility. The 1.6 Rule was based on a 

prediction equation of high school grade point average, rank in 

graduating class, and admission test score to predict a college 

freshman grade point average of at least 1.6. In 1973 a "2.0 Rule" 

went into effect, requiring only that a high school graduate have a 

2.0 grade point average in all courses taken in high school. The 

prediction equation was dropped because the inclusion of an 

admission test score was thought to disadvantage minority students. 

Adoption of the 2.0 Rule was the NCAA's reaction to the wave of 

civil rights legislation in the United States. An example of "faulty 

theory" (Decker and Saunders, 1976, p. 44), the 2.0 Rule violated the 

minimal logical condition that a 2.0 grade point average in all high 



school work indicated that a student was capable of competing 

academically on the college level. 
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For the ten year period 1973-1983, there was no admission 

standard for athletes, only an eligibility standard. Students with 

third grade reading levels, who obviously did not belong in college, 

were competing poorly in the classroom while competing on the 

playing field as star athletes. Public attention was directed to this 

situation when the media began focusing on a seemingly endless 

number of athletes who completed their college eligibility, but were 

not close to earning a college degree. Worse yet were the 

confessions of functional illiteracy by former college athletes who 

majored only in eligibility while in college. The need for more 

stringent eligibility requirements to counter these embarrassments 

was the alleged motivating factor for Proposition 48. 

Since 1974, the American Council on Education had sponsored 

an ongoing inquiry into the state of college athletics. This inquiry 

affirmed that (1) there is a fissure lying between the goals and 

values of higher education and college sports, and (2) the education 

and concern for the welfare of the student-athlete is of secondary 

interest in many big-time athletic programs (Bailey and Littleton, 

1991; p. 13). It is curious that the American Council on Education, In 

conjunction with the ACT Program and at the request of the 

President's Council of the NCAA, would not deal with these findings 

in the search for academic criteria for athletes. 
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The ACT Program, while attempting to find some congruence 

between the Mission of the NCAA and Proposition 48, dealt primarily 

with "foundational problems of knowledge, not philosophy" (Nagel, 

1960; p. 73). The policy analysis for freshman eligibility was a 

continuation of the eligibility standard that had begun with the 2.0 

Rule rather than a move toward an admission or true academic 

standard. Proposition 48 was a treatment of a symptom rather than 

a treatment of a fundamental cause of the rift between academics 

and athletics at the NCAA Division I level. 

While "philosophical studies should be generic to all inquiries" 

(Saunders and Schlessman-Frost, 1989; p. 135), the ACT Program 

analysis contained precious little philosophic inquiry while 

overwhelming the reader with massive data describing components 

of the inquiry. The ACT Program should have viewed the 

development of academic policy for the President's Council from 

three philosophic levels: (l) the student -athl ete; (2) the insti tution; 

and (3) the NCAA. 

From the student-athlete perspective, academic philosophy 

should not have been viewed from an eligibility standard or an 

admissions standard, but from a degree-development and graduation 

standard. The one attempt at philosophy. in the ACT Program Study 

IS, 10 terms of the student-athlete, "for a given criterion, the ideal 

policy is one for which everyone who qualifies succeeds, while 

everyone who does not qualify would not succeed" (p. 2). This ethic 

of minimum standard is a false hypothesis, a "post hoc" fallacy 



similar to "how it was is how it is going to be." All possible 

contingencies are ignored. 

4 1 

The NCAA Mission Statement specifies that "intercollegiate 

athletics programs shall be conducted in a manner designed to 

protect and enhance the physical and educational welfare of 

student-athletes" (National Collegiate Athletic Association, 1992; p. 

3). The basic philosophy of the NCAA is that student-athletes are no 

different than students in general. Proposition 48 allows for a 

lower standard for athletes than for any student that is not an 

athlete, which by definition makes the student-athlete different. 

The academic welfare of the student-athlete is dealt a blow if (l) 

the admissions standards of the institution are lowered to allow 

him/her into the institution or (2) if the admissions standards are 

not a good predictor of college academic success. Proposition 48 

failed on both counts. 

From an institutional perspective, policy regarding athletics 

should be understood as being integral to educational mission, 

structure, and philosophy. As long as the institution allows 

student-athletes into the institution under minimum standards such 

as Proposition 48, the integrity of the educational mission will 

continue to be damaged. Until institutions hold to their admissions 

standards for ill.l students and stringently and continually evaluate 

student-athlete progress towards a degree, the basic philosophy of 

higher education will be in jeopardy (Knight Foundation, 1991; pp 

15-16). 
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Philosophically, NCAA academic standards should conform to 

institution standards for admission, progress, and graduation. One 

of the major criticisms of Proposition 48 was "absolutism." The 

proposed rule changes did not recognize the diversity of the nearly 

300 Division I institutions. A 700115 and a 2.0 could put a student 

at academic risk at some institutions, while at others it predicts 

performance near the median of the freshman class. 

The NCAA allows institutions to view athletes as traditional 

students in special circumstances. This is a disservice to the 

student-athlete and to the institution. It would be much better for 

the long-term success of the student-athlete if the NCAA would 

view athletes as traditional students with a certain culture and 

problems relating to a larger system. A relationship between 

academics and athletics that is mutually supportive would be the 

result. Too often the institution abdicates to the NCAA the 

responsibility not only for admission and academic progress, but 

also for the non-curricular development of the student-athlete. 

In order for the mission of the NCAA to coincide with the 

academic mission of the institution and with the best interests of 

the student athlete, a larger view of the commonality between 

athletics and academics is necessary. Academic progress and 

graduation of student-athletes must be viewed from a societal level. 

Societal values were totally ignored in the formation of Proposition 

48. The interfacing of students, faculty, deans, president, 
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conference, and NCAA with society must be a prime consideration of 

any academic standard for student-athletes. 

Recent reform measures, instituted by the ColJege President's 

Commission of the NCAA, have refocused attention on a long ignored 

ethical goal of the NCAA, fostering the athletic lives of college 

students, rather than fostering college athletics. These reforms 

have forced athletic programs to make "the aim of intercollegiate 

athletic programs the good of the athlete rather than the long

standing aims of money and glory for the institution" (Andre and 

James, 1991; p. 238). 

Investigations into the character of college sports will 

continue to raise ethical and moral questions. The fundamental 

problems in intercollegiate athletics began to emerge when non

academic expenses were seen as diverting funds away from the 

institution's educational activities. When non-academic activities 

appeared to be more popular and therefore more influential than 

academic activities, the fear arose that the educational mission of 

the institution would take a secondary position (Thelin and Wilkins, 

1989). When student-athletes appeared to have a more important 

non-academic than academic role, there was a suspicion that 

academic standards were corrupted to insure that the non-academic 

role was undisturbed. The beginning of the reform of intercollegiate 

athletics by college presidents is a positive move toward resolving 

these long-standing moral and ethical concerns. The meshing of the 
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academic and athletic missions in institutions of higher learning is 

a step closer to reality. 

Three Models for NCAA-Institutional-Athletic 
Department Interrelationship 

Introduction 

On May 11, 1993, Richard Schultz resigned as Executive 

Director of the National Collegiate Athletic Association. His 

integrity had been compromised by allegations of illegal loans to 

student-athletes while he was Athletic Director at the University of 

Virginia. As Executive Director of the NCAA, Richard Schultz had 

stood for reform, open··mindedness, and accessibility, concerns his 

predecessor, Walter Byers, rarely exhibited in thirty-six years at 

the helm of the NCAA. 

When he took over the NCAA in 1987, Schultz correctly 

assessed the public's mood and tolerance level for the abuses that 

were besmirching the integrity of college athletics. In his first 

"State of the NCAA" speech before the 1988 Convention, Schultz 

said, "If you ask the average person what his perception of college 

athletics is, he'll tell you four things: Colleges make millions of 

dollars at the expense of the college athlete; all coaches cheat; 

athletes never graduate; and all athletes are drug addicts" (NCAA, 

1988; p. 64). For the next six years as Executive Director, Schultz 

seldom gave a speech or granted an interview in which he did not 

mention his central mission: "I want to see integrity returned to 



intercollegiate athletics. If that means changing the model for 

intercollegiate athletics, then we'll change it" (Ryan, 1993; p. Dl). 

At the 1990 Convention Schultz called upon delegates: 

We must develop a new, innovative approach for 
athletics that places it in perspective and allows 
athletics to be a vital, honorable part of higher 
education. . . . . Any new model must make the athlete as 
indistinguishable as possible from the rest of the 
student body (NCAA, 1990; p. 69). 
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In that same speech, he spoke out against "the athletic tail 

shamelessly wagging the academic dog" and asked delegates to carry 

out planned reforms because of a sincere belief in the essential 

value of intercollegiate athletics. Schultz concluded: "Developing a 

new model is going to take guts. It's a courageous challenge. But its 

one you have to accept" (NCAA, 1990; p. 71). 

Richard Schultz had an enormous impact on intercollegiate 

athletics during his six years as Executive Director of the NCAA. 

Major changes in NCAA policy enacted under Schultz include: 

• 1988: "Common sense" legislation frees athletes to lend 

their names to charity fund-raisers and allows 

schools to provide transportation for teammates' 

funerals. 

• 1989: The NCAA Manual is reorganized. Financial aid 

restrictions on Proposition 48 athletes are toughened. 

• 1990: Schultz calls for a new "model" in intercollegiate 

athletics, ushering in a reform movement shortening 



non-traditional seasons in all sports, increasing 

scholarship money for summer school, using a year

round drug testing program, and drawing up a not yet 

agreed upon revenue sharing plan for the one billion 

dollar, seven year NCAA Basketball Championship 

television contract. 

• 1 991: Scholarship allotments, coaching staffs, and 
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recruiting dollars are all slashed; limits are placed on 

practice and playing time for athletes in a effort to 

mainstream athletes into student life. 

·1992: Strict progress-toward-degree guidelines are put into 

effect; Congressional legislation is passed over NCAA 

objections to publish graduation rates for the first 

time. 

• 1 993: A much needed certification program is proposed, 

which would subject athletic departments to an 

internal and external review every five years in rules 

compliance, academic and fiscal integrity, and gender 

equity. 

The 1994 NCAA Convention will center on more cost 

containment reforms and on the controversial, vitally necessary 

gender equity issue. In 1995, the Convention will belatedly address 

student-athlete welfare. 

In a commentary in USA Today, May 12, 1993, feature 

columnist Tom Wein proclaimed that: 



The Schultz mess depicts the NCAA's sorry state. 
The most progressive period in NCAA history just ended 
with its biggest setback. In a kinder world, Schultz 
would get to stare down his accusers and plead his case. 
But that would mean due process, something the NCAA 
has never believed in. 

The NCAA should be coming to grips with what it 
really is. In football and basketball, the NCAA is no 
longer overseeing amateur sports. . . . . Athletic directors 
pay more attention to winning percentages than 
graduation rates. The NCAA gets to cash in on 
multimillion dollar TV ad revenues, but the kid who puts 
his body on the line isn't supposed to have a car. Coaches 
are getting rich on shoe deals alone, but it's forbidden 
for a student-athlete to be given spending money. 

. . . . . There is a growing sense in college sports 
that it is impossible to rise to the top unless standards 
have been lowered (p. 3C). 
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The NCAA is the governing body of the majority of collegiate 

athletics in the United States. More than 900 schools come under 

the NCAA umbrella in either Division I, II, or III. The only other 

major governing bodies of American collegiate athletics are the 

National Junior College Athletic Association, which oversees junior 

colleges, and the National Association of Intercollegiate Athletics, 

whose purpose and scope are far different from those of NCAA 

Division I colleges. 

In order to qualify for Division I status, a school must play an 

NCAA mandated number of sports, one of which must be men's 

basketball. The most powerful segment of Division I, the 106 

Division I-A colleges, include "big-time" football among its menu of 
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intercollegiate athletic offerings. These two sports, men's 

basketball and football, are considered "revenue sports," the two 

sports that not only pay their own bills, but theoretically, although 

not always realistically, support the several non-revenue sports 

required for Division I membership. 

Division I-A football is the clearest demarcation of athletic 

power within the NCAA. Indeed, few schools without Division I-A 

football are ever considered among the elite athletic colleges in the 

nation; among non-football schools Georgetown, DePaul, and 

Marquette are among the coIleges with a "big-time" image, a result 

of their recent successes in Division I basketball. 

During the past two decades, college sports, especially 

football and basketball, have flourished in popularity. In many ways 

this is a direct result of increased media exposure, and especially 

television coverage. NCAA v. Board of Regents of the University of 

Oklahoma (1984) paved the way for college basketball powerhouses 

to bargain collectively for their own TV contracts aside from NCAA 

intervention. Soon thereafter, the CoIlege Football Association was 

established by the football powers for the same purpose. 

The result of NCAA v. Board of Regents has been a proliferation 

of TV coverage, with dozens of basketball or football games 

available to viewers on numerous networks virtually every week 

from September through April. We now see "Big Monday" triple

headers, midweek reruns, highlights, pre-game and post-game hype. 

Television exposure has been a mixed blessing; while it has provided 
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the financial opportunities for many college athletic programs to 

operate independently, it has also overexposed the product and, by 

this saturation, ultimately resulted in badly diminished ratings 

(Hart-Nibbrig and Cottingham, 1986). Furthermore, it can be 

contended that the financial bonanza has also corrupted the idealism 

of college athletics and may eventually lead to its decline. 

Although the doom-sayers may be overstating themselves, 

there can be no doubt that NCAA athl~tics has been moving into 

dangerous waters, often operating with minimal institutional 

control and occasionally with just as minimal regard for NCAA 

regulation. The presidents of the member institutions have finally 

recognized the ominous dangers with which collegiate athletics are 

faced today. In the NCAA convention of January, 1991, the 

presidents for the first time exerted the control they have always 

held but had never before seen the need to exercise. 

Major changes were enacted at the 1991 and 1992 NCAA 

Conventions, and many of the ballots were passed by previously 

unseen margins. Among these changes were a ten percent reduction 

in scholarships and a reduction in the size of coaching staffs, as 

well as a shortened competitive season and limitations on the 

amount of supervised practice, both in-season and out-of-season. 

These reform resolutions were conceived primarily as cost-cutting 

measures but also as attempts to put the "student" back into 

"student-athlete. " 



The week following the 1991 convention, headlines in the 

NCAA News (January 16, 1991), proclaimed "Presidents Let It Be 

Known That They're in Charge." Soon after, however, a 

comprehensive report was released by the Knight Commission, 

detailing several areas in which further reform must take place. 

Even though a substantial move toward reform has been taken, 

systematic change sufficient to bring the NCAA and individual 

athletic departments in line with the academic mission of higher 

education has yet to be designed. 
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In order for meaningful measures to be taken, certain 

conditions must exist within the NCAA, within institutions, and 

within athletic departments. Three models for the relationship 

among the NCAA, an institution, and an athletic department will be 

offered. Within these models, the latest changes promulgated by the 

presidents, and even more significant change, can take place. 

The One-Plus-Three model uses presidential control to put the 

welfare of the student-athlete at the very core of athletic 

department mission. The Governmental Control model would make 

the NCAA an administrative agency, under the statutory auspices of 

the Administrative Procedure Act (APA), bringing with it both 

greater power and greater responsibility. Finally, the Autonomous 

Business model would recognize the reality in many collegiate 

athletic departments, that they are thinly veiled autonomous 

businesses, and would force athletics to operate according to the 

laws of economics. (See Table 1). 
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Table 1 

Mission, Goals, and Motivation of Three Athletic Department Models 

A,D. 
Models 

Mission 
Goals 
Motivation 

Mission 

Goals 

Motiva
tion 

One
Plus
Three 

"Firm institutional 
control of athletics, the 
unquestioned academic 
and financial integrity of 
our athletic programs, 
and the accountability of 
the athletics department 
to the values and goals 
befitting higher 
education." 
1. Educational mission of 

the institution deter
mines the standards 
for athletics. 

2. provide student
athletes with the 
opportunity for 
academic experiences 
of non-athletes. 

3. admission and grad
uation rates of 
student-athletes same 
as non-athletes. 

4. budget as any other 
departmental budget. 

"Presidential control 
directed toward 
academic integrity, 
financial integrity, and 
independent 
certification." 

Government 
Control 

"To regulate and control 
intercollegiate athletics 
with the certainty and 
power of the 
Administrative 
Procedure Act." 

1. NCAA as a true 
governing body; 
powers spelled out and 
limited by Constitu
tional Law. 

2. Exercise of due 
process in investiga
tion and prosecution. 

3. Judicial Review of 
NCAA decisions on 
civil and criminal 
actions. 

4. "clean" athletic 
programs throughout 
the NCAA 

Put intercollegiate 
athletics in the hands of 
an independent 
government agency. 
"Take the fox (NCAA) 
out of the henhouse 
(intercollegiate 
athletics)." 

Autonomous 
Business 

"The department of 
intercollegiate athletics 
is a source of internal 
cohesion and positive 
external relations and 
is of symbolic 
importance to the 
university." 

1. Incorporate sound 
business principles 
into department. 

2. require cost 
management and 
revenue enhancement 
of each program. 

3. retain NCAA and 
institutional admis
sion and graduation 
standards. 

4. increase scholarship 
money to student
athletes. 

Reap financial and public 
relations benefits of a 
conspicuous and 
successful university 
athletic department. 
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These models do not presume to be the only possibilities. but 

potential solutions to an ongoing problem could exist within one of 

these speculative and revolutionary efforts at reorganization. 

Often, considering radical solutions will reveal the strengths and 

weaknesses of fundamental proposals. Perhaps presidential 

intervention will be enough to reform NCAA athletics. However, if 

presidential intervention proves to be inadequate by itself, it may be 

worth considering the merit of one of, or a combination of, 

the following three models. Even if intervention proves effective, 

the three models may provide further insight regarding the 

problems, the mission, and the future of college sports in the United 

States. 

Model One: One-Plus-Three 

The guiding concept behind the One-Plus-Three Model is "the 

imperative to place the well-being of the student-athlete at the 

forefront" of all concerns (Knight Foundation, 1991). Acknowledged 

within this model is the fact that at its best intercollegiate 

athletics offer athletes, undergraduates, alumni, and the general 

public a shared unifying experience. But at its worst, big t.ime 

college athletics threatens to undermine the integrity of higher 

education. 

The problems within intercollegiate sport are recognized not 

only within football and men's basketball, but within each of the 

twenty-one sports governed by the NCAA. Over 260,000 athletes 
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compete in over a quarter of a million contests each year. The vast 

majority of the 828 NCAA colleges and universities conduct these 

student-athletes through their contests and their careers with no 

hint of rules abuse or academic scandal. However, at a very few 

institutions "big-time" college athletics is out of control as a result 

of institutional indifference, corporate athleticism, and a win-at

all-costs attitude (Hart-Nibbrig and Cottingham, 1986). 

The exalted status of some athletics programs within a 

department or an institution is at the very heart of recruiting and 

academic abuses. An athletic director can be the C.E.O. of a fair 

sized corporation with widespread social, political, and economic 

impact within a community and region. But the coach of a 

successful, visible program with a salary and recognition factor far 

exceeding many elected officials may, in effect, be the manager of a 

multi-million dollar operation. In The Hundred Yard Lie (Telander, 

1989), the relationship between the university and the coaches is 

explained by Dr. James Frey, a professor at the University of Nevada

Las Vegas and an expert on American sport sociology: 

The presidents have never really understood the 
athletic department. The coaches have no connection 
with the university. And the presidents are not willing 
to act against the elite financial and booster coalition 
because it might compromise their own political support. 
The cult of the celebrity coach is a real problem. You 
can't challenge certain scams because the personal 
interests of the coach override organizational concerns 
(p. 132). 
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Among the roles of the athletic director is liaison between the 

academic and athletic interests of the university. These interests 

must be interrelated and cannot be mutually exclusive. 

Recruiting is both the life blood and the bane of the college 

coach, regardless of his or her sport. Trapped within a cycle of 

uninterpretable NCAA rules, revenue generation, and alumni 

expectations, the coach is expected to bring in a steady stream of 

"blue chip" athletes. To help him or her accomplish this goal, the 

institution often allows elastic boundaries for both the institution's 

admission policies and degree progress standards. An athlete that 

does not belong in college, yet is the institution's most visible 

student representative, negatively affects the institution's integrity 

and violates its academic mission (American College Testing 

Program, 1984). The recruitment of three prized basketball 

athletes, two with SAT scores under 750, may cost an institution of 

higher learning more in dollars than the recruitment of dozens of 

National Merit Scholars, and furthermore will result in infinitely 

more damage to a prestigious academic reputation. 

The institutional goals that are ignored in the race to revenue 

and recognition are replaced by extra-institutional goals that may 

not have the best interests of the institution or the athlete at heart. 

The Knight Foundation (1991) aptly describes this continuing 

problem in "big-time" college athletics: 

At the root of the problem is a great reversal of 
ends and means. Increasingly, the team, the game, the 
season and "the program" -- all intended as expressions 



of the university's larger purposes -- gain ascendancy 
over the ends that created and nurtured them. Non
revenue sports receive little attention and women's 
programs take a back seat. As the educational context 
for collegiate athletics competition is pushed aside, 
what remains is, too often, a self-justifying enterprise 
whose connection with learning is tainted by 
commercialism and incipient cynicism. 

In the short term the human price for this lack of 
direction is exacted from the athletes whose talents 
give meaning to the system. But the ultimate cost is 
paid by the university and by society itself. If the 
university is not itself a model of ethical behavior, why 
should we expect such behavior from students or from 
the larger society? (p. 6). 

The One-Plus-Three Model stresses the grounding of the 
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reform and regulatory process in primary academic values. Since, in 

theory, intercollegiate athletics exists primarily for the student

athlete, it is of fundamental importance that all attempts at reform 

begin with the conviction that the athletes themselves occupy a 

legitimate place as students on our campuses. 

An emphasis on academic values and the focus on the student

athlete is the thrust of the One-Plus-Three Model. The "One" is 

represented by presidential control. The "Three" are academic 

integrity, institutional certification, and financial integrity. 

The very base of this model is academic integrity. However, 

presidential control is the key to this model. Since the burden of 

leadership at an institution, whether in the classroom or on the 



playing field, falls on the president. it is imperative that the 

president control the athletic enterprise of the institution. 
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Under the NCAA constitution, the institution president "has 

ultimate responsibility and final authority for the conduct of the 

intercollegiate athletics program" (NCAA, 1992). Bailey and 

Littleton (1991) emphasize that "any meaningful prognosis for 

achieving a guarded yet truly reciprocal symbiosis between higher 

education and college sports must depend heavily on the leadership, 

values, and courage of the university president" (p. 66). 

An important action a university president can take to prevent 

crisis administration in the athletic program is to develop and 

communicate an institutional position paper which includes the 

"Three." As part of the NCAA institutional self-study, elements of 

such a position paper are required. But a position document can 

serve a purpose far beyond required institutional certification and 

eligibility. As indicated by Bailey and Littleton (1991; p. 69) it can 

set forth: (I) the goals and objectives of the athletics programs; (2) 

realistic resources (financial integrity) for each of the various 

sports; (3) the academic standards for student-athletes. Explicit 

reference to any provision for special admissions or retention that 

is equal to, but never beyond, that which is available to any student. 

These standards coupled with information regarding support 

services for student-athletes will help immeasurably in the quest 

for academic integrity; (4) the institution's commitment to the 

physical, social, and emotional welfare of the student-athlete, and 
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identification of resources for keeping this commitment; and (5) 

perhaps most importantly, an indication of the role of the president 

in the conduct of the athletic program. 

The inherent strength of the One-Plus-Three Model is its 

commitment to the principles of academic and financial integrity 

guided by the the president of the institution. This model strives 

for, but cannot guarantee, that the educational values, practices, and 

mission of an institution will determine the standards by which that 

institution's intercollegiate athletics program is conducted. 

Model Two: Governmental Control 

In May of 1989, the Subcommittee on Post-Secondary 

Education of the Committee on Education and Labor of the House of 

Representatives held hearings regarding "The Role of Athletics in 

College Life" (1989). One of the consequences of these hearings was 

a veiled threat by Senator BiII Bradley (Democrat, New Jersey) that 

the Senate would take action on the findings that emerged from the 

House hearings. 

Senator Bradley, a former All-America basketball player and 

Rhodes Scholar, intoned that if the NCAA membership could not 

restore order to its own house, then the federal government would 

step in and do it for them. To back up his statement he sponsored 

the "Student-Athlete's Right to Know" Bill (H.R. 2151, 1989). This 

coaches' and athletes' Bill of Rights required the NCAA to develop 

and implement due process procedures for its institutions. Bradley 
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was "absolutely flabbergasted by the opposition of the NCAA" to a 

bill that would, among other things, require schools to release 

graduation rates for scholarship athletes. He was so incensed by the 

NCAA spending millions of dollars lobbying against this bill designed 

to help safeguard the integrity of college athletic programs, that he 

and Congressman Tom McMillan collaborated to suggest a new model 

for intercollegiate athletics. Many of the ideas contained within 

this outline of the Governmental Control Model for university 

athletic departments are Senator Bradley's recommendations to 

restore order to intercollegiate athletics. 

Although the United States Constitution establishes three 

branches of the federal government, executive, legislative, and 

judicial, there is in reality a fourth branch. While technically an 

arm of the executive branch, the administrative agencies of the 

government have grown so powerful within the federal bureaucracy 

that they have taken shape as a distinct entity. The Governmental 

Control Model would make use of this fourth branch of the federal 

government. 

Since the NCAA is a voluntary association of its member 

institutions, those institutions are free, within the bounds of the 

NCAA Constitution, to reorganize the governing body as they see fit. 

One such reorganization, albeit a radical one, would be to disband 

the NCAA as an autonomous association and reincorporate it as a 

federally controlled and empowered agency. This would give the 

NCAA true powers of enforcement, prescribed by federal statute 
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within the Administrative Procedure Act, or the APA. Undeniably, 

its new status as an arm of the federal government would subject 

the NCAA and its member institutions to the same bureaucratic 

abuses that infest so many federal agencies. On the other hand, the 

Governmental Control Model would allow the NCAA to act as a true 

governing body, its powers spelled out specifically by the APA and 

limited by the mandates of Constitutional Law. 

To implement this model, the United States Congress would 

simply reform the NCAA as a governmental agency in charge of 

collegiate athletics, and the current NCAA would dissolve. The new 

NCAA would be free to create its own rules, or affirm its current 

rules, subject to the limitations of the APA. 

Under these administrative rules, the new NCAA would be able 

to regulate and control collegiate sports with greater certainty and 

power than is currently available. Unlike the current situation, the 

bounds of this power would also be clear to colleges because it 

would be spelled out within the statute. Further, with its new 

status as federal agency having elevated it to the level of "state 

actor," the new NCAA would be forced to observe strict 

Constitutional protections, eliminating the need for legislation 

(such as that just adopted in Nevada, and currently pending in 

several other states) which requires the NCAA to exercise due 

process in the investigation and prosecution of member institutions 

(Chu, 1989). 
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The due process question is indeed a significant problem today. 

As many as a dozen states have introduced bills that require the 

NCAA to provide due process. The NCAA argues that due process 

requirements are intrusive and unnecessary. Intrusive: yes; 

constitutional guarantees of basic rights are often intrusive and are 

meant to be. They are designed to be a check on the steamroller of 

prosecution of innocent victims. Unnecessary: absolutely not; every 

person accused of wrong doing in this society, whether in a court of 

law or an administrative hearing, deserves due process rights 

(McMillan, 1991). 

Former NCAA Executive Director Richard Schultz has voiced his 

concern with due process bills, stating that they might make it 

difficult, if not impossible, for affected schools to belong to the 

NCAA. Yet, the April 8 issue of NCAA News (1990) announced the 

formation of a panel of leading lawyers, judges, educators, and 

administrators to study the question of due process with respect to 

the NCAA. Clearly, then, Schultz and the others in power have 

recognized that due process is a question that needs study. 

The Governmental Control Model would squarely address the 

due process concern. Benefits to colleges would be significant. 

Among the important benefits of due process protection would be 

the ability to obtain judicial review on NCAA decisions. 

The APA states, "A person suffering legal wrong because of 

agency action ... is entitled to judicial review thereof" (APA, § 

702). Further, the reviewing court is entitled to "compel agency 
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action unlawfully withheld," as well as "set aside agency action . . . 

found to be . . . arbitrary . . ., contrary to constitutional power . . . , 

(or) in excess of statutory jurisdiction" (APA, § 706). Although 

some NCAA power would be, by common law, precluded from review 

and some would be committed to agency (NCAA) discretion, the 

ability to obtain judicial review still represents a critical 

consideration for NCAA member institutions. Not only will these 

schools know whether or not NCAA action is judicially reviewable, 

but they will also understand the parameters under which they can 

be reviewed and the remedies available. This seems infinitely 

preferable to the ad hoc evaluation that now occurs for each review 

that manages to get to the judiciary, as it provides definite 

guidelines for colleges and NCAA alike. 

While the benefits of Governmental Control are apparent to the 

member institutions, they are substantial for the NCAA as well. The 

Federal Trade Commission has wide-ranging regulatory powers; no 

merchant may declare itself free from FTC guidelines. Similarly, 

the NCAA would enjoy all-encompassing regulatory power. This 

would eliminate member institutions threatening to drop out of the 

NCAA in order to pursue greener pastures, so long as the NCAA did 

not abuse its powers within the statutory framework of the APA. 

Moreover, governmental agencies are given broad power to 

obtain information as needed. Beyond the required forms and reports 

an agency can compel, the NCAA would also be able to investigate 
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member institutions with far greater efficacy than exists under the 

current scheme. 

Among the most attractive features of this Governmental 

Control Model is the expanded scope of enforcement options 

available to the NCAA. Administrative agencies are entitled to 

enforce their rules with civil actions, either for damages or in 

equity, or with criminal penalties. One of the major criticisms of 

NCAA enforcement is that institutions or student-athletes are 

penalized, rather than the coaches who most often break the rules. 

The so-called "Les Miserables Rule," which specifies that NCAA 

sanctions shall follow coaches to their new colleges if they change 

jobs, was enacted to address this concern (NCAA News; March, 27 

1991). Still, the story of coaches such as Southern Methodist 

University's Ron Meyer, who allegedly left $100 bills instead of 

business cards in recruit's hotel rooms and who left for a lucrative 

National Football League job when SMU's football program received 

the "death penalty," demonstrates that even the threat of "Les 

Miserables" penalties can be ineffective (Prather, 1991). 

Instead, the NCAA as a governmental agency could prescribe 

criminal penalties for serious rule violations. Currently, with the 

"good 01' boy" network firmly in place, coaches who are fired seldom 

fear for future employment. With this measure of job security in 

place, coaches become more willing to bend the rules in order to 

win. However, with the threat of civil damages and, more 

importantly, criminal penalties, coaches would be far more likely to 
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think twice before flaunting NCAA administrative rules. Under this 

model, coaches with a record of egregious rule-breaking would not 

leave their institution for the greener pastures of the NFL, but 

rather for the federal penitentiary. 

Perhaps the only concern the NCAA would have with this model 

would be with institutions' apparently expanded ability to obtain 

judicial review. However, in a rebuttal to Nevada Bill A, 204 

(recently signed into law) requiring NCAA due process for actions 

against state colleges, new NCAA president Judith Sweet contended 

that the NCAA does in fact provide due process, and listed the steps 

to prove her point (USA Today, March 12, 1991; p. 2C). If the NCAA is 

confident in its due process provisions, it should have no objection 

to the Governmental Control Model. Across the table, member 

institutions who crave the Constitutional protections of due 

process, or who believe they run "clean" programs and hence do not 

fear the agency's (NCAA's) expanded information-gathering power, 

should similarly support this model. Each party, it appears, would 

perceive that it is obtaining further safeguards without sacrificing 

anything. 

Congressman Tom McMillan, himself a product of 

intercollegiate athletics, proclaimed before the House of 

Representatives Committee on Energy and Commerce, Subcommittee 

on Commerce, Consumer Protection, and Competitiveness Hearings 

on Intercollegiate Athletics (June-July, 1991) that: 



The main thrust of reform to college athletics has 
often come from outside the traditional athletic system. 
Today's numerous scandals, arbitrary penalties, and the 
NCAA's hodge-podge rules raise the question of whether 
college athletics can heal itself or whether it needs 
outside surgery. 

The NCAA's response to the crisis has been 
inadequate. . . I would argue that the stakes are too high 
to sit by while the system continues to erode. The 
taxpayers have invested too much in higher education to 
see their investment diminished by scandal after scandal 
in intercollegiate athletics. The time to act is now (p. 
83-84). 

Model Three: Autonomous Business 

The Autonomous Business Model would claim that the 
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department of intercollegiate athletics is a source of internal 

cohesion and positive external relations and is of symbolic 

importance to the university (Thelin and Wilkins, 1989). Under this 

model, the athletic department would operate and/or be evaluated as 

an autonomous business. Its connection with the university would 

then be as vast or as circumscribed as the athletic department and 

the institution would designate. 

The Autonomous Business Model admits that the idealistic 

principles guiding college athletics have become antiquated beyond 

recovery and that the coincidence of the mission of athletics and 

academics is irregular at best. As a result of this seemingly 

insurmountable difference in mission, athletic departments would 

divorce themselves from institutional control. 
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A corporation is a wonderful entity, a truly American device 

for the efficient exploitation of capitalism, but its goals would 

rarely seem to be the same as those of an institution of higher 

learning. Universities want to show a black bottom line, certainly, 

but corporations exist solely for that purpose. Schools want to 

create intelligent, educated, ethical, well-rounded young adults. 

Athletic departments want to make money. And they do that best by 

winning. Athletic departments exist solely to promote themselves 

(Telander, 1989; p. 60). "Big-time" college athletics are 

entertainment. Kenneth Keller, President of the University of 

Minnesota, testified before the special NCAA and Congressional 

hearings in 1987 stating, "We in Division I are in an ent~rtainment 

business and we can't fool ourselves" (In Tel ander, 1989; p. 153). 

The Autonomous Business Model would incorporate laws of 

economics and principles of sound business management, principles 

that have been neglected in many college athletic departments. Of 

primary importance in this model is the concept of the Strategic 

Business Unit (SBU), which dictates that each division of a company 

be considered a distinct business (Prather, 1991; p. 15). SBU's are 

continually evaluated to determine their individual performance and 

profitability. In most cases, the only SBU's worth preserving are 

those which are profitable or have the potential to become 

profitable. Any other SBU would be eliminated. In this way, the 

apparently successful athletic department (with $500,000 profit) 

can examine football ($1 million profit), basketball ($250,000 
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profit), and tennis ($30,000 loss) and realize that divestment of 

tennis would increase the athletic department's profits by $30,000. 

University of Arizona Athletic Director Dr. Cedric Dempsey has 

stated that he will only continue a varsity sport if it has a 

legitimate chance of being successful (i.e. competitive). This view 

supports a third reason for maintaining some unprofitable SBU's 

(sports) -- to fill a specific market niche with a program that has 

the potential for strong public support or provide a proportional 

advantage in the drive toward gender equity in intercollegiate 

athletic programs. S'i.ill, the number of market niches that could be 

filled at a loss would be limited by the surplus generated by the 

revenue sports. No longer would athletic departments be able to 

field twenty-five or thirty varsity sports, since virtual1y everyone 

would be awash in red ink. 

Since it is a wel1-recognized fact that few intercollegiate 

athletic departments operate at a profit under the current 

framework, their new status as autonomous businesses would 

require sound fiscal policy. Therefore, considering each division 

(sport) as an SBU would force colleges into cost-management and 

revenue-enhancement procedures in order to survive. 

Even though the budget of the autonomous athletic department 

would be separate from the university, institutional and NCAA 

eligibility and degree progress requirements would still be intact. 

If it were not for NCAA rules prohibiting payment, an Autonomous 

Business athletic department would be able to pay its players in 
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order to attract them to the university. Many coaches and athletes 

are suggesting that, even under the current framework, student

athletes should be paid for their services. The argument for 

payment revolves around the revenue generated by these athletes for 

their universities. However, some antitrust scholars have suggested 

that payment is unnecessary, that college sports represent an 

opportunity cost to the athlete, and that their financial 

compensation is represented by the value of their future earnings 

which can be enhanced due to the NCAA experience. 

As a distinct entity, the Autonomous Business athletic 

department would incur significant tax liability because the athletic 

department would be removed from the Internal Revenue Service's 

educational protection (Maloy, 1993). As a result, the athletic 

department would be forced to evaluate its current menu of non

revenue sports in light of changing economic conditions. Perhaps 

these non-revenue producing sports would still be worth retaining 

as exclusions or deductions, or to decrease taxable income under 

current IRS Codes. Realistically, though, these non-revenue sports 

would be such a drain on the athletic department's profits that they 

would not be worth supporting, even for their tax benefits. In this 

respect, the least profitable sports, down to the NCAA minimum 

limit of nine Division I sports programs, would be eliminated. 

Many athletic departments are woefully managed financially, 

being gross revenue losers on a yearly basis. Too often the only way 

these departments stay afloat is with the help of the university's 
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general fund, whereby funds are diverted from academic areas to 

rescue the ailing athletic department. Under the Autonomous 

Business Model, this alternative would be unavailable. Athletic 

departments would be forced to balance an entirely self-contained 

budget. Moreover, since most athletic facilities are currently owned 

by the universities themselves, the athletic department as an 

Autonomous Business would be forced to rent the facilities from the 

schools, creating further financial concerns. 

One source for outside revenue currently used by athletic 

departments is that provided by boosters, who donate millions of 

dollars to their favorite athletic programs. This source would still 

be available. 

Finally, the need for the athletic department to act 

autonomously, to balance its own budget, would reintroduce the laws 

of economics into college sports. No longer would football or 

basketball coaches with less than a winning record earn $500,000 or 

more per year. No longer would support staffs grow beyond reason. 

And no longer would "white elephant" stadiums be built that could 

never be filled. Instead, the key words would be supply and demand, 

profit and loss. 

Conclusion 

It has been said that the main purpose for going to college is 

not for the education, the social life, or the degree. Instead, it is 

theorized that the main purpose of college is to take children and 
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force them to become adults. In that respect, college represents a 

critical enculturing process in the modern world, as its desired end 

result is to provide responsible citizens to operate within an adult 

culture. 

If co]]ege students are supposed to be learning responsibiJity, 

it seems critical that the universities themselves set a good 

example for its student population. Indeed, that is a primary feature 

of many models of education. If universities are therefore 

commanded to behave responsibly, perhaps the athletic department 

is one of the first places that needs to mature. Too many athletic 

departments have felt they are above the university, or that they are 

the university. As a result, college presidents felt it necessary to 

re-estabHsh their control. The result, admirably, was a significant 

change enacted at the 1991 NCAA convention. 

Stil1, before most athletic departments are truly under 

control, there remains a significant amount of maturation ahead. An 

18-year-old high school graduate has many options: attend a co]]ege 

or a trade school; join the military; or get a job. SimiJarly, the 

presidents of the NCAA member institutions have many options. 

Perhaps these models wilJ provide some ideas or insights into some 

of those options. 

It is important to reaHze that the three models are not 

mutua]]y exclusive. Ideas from each might wel1 be incorporated into 

the current structure, or combined with one another. Secondly, the 

models are not promulgated as panaceas, but simply as ideas. 
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Finally, and most importantly, this paper is not meant to suggest 

that current NCAA reforms will be ineffective. Sometimes simple 

changes are the most powerful. However, these models may 

represent guidelines against which the presidents, the institutions, 

and the NCAA can evaluate their cun'ent direction, and let them 

know that other options do indeed exist. 

The question remains as to whether the presidents' reforms 

will be sufficient. This question will no doubt take time to answer. 

Meanwhile, an open mind may be everyone's best weapon. 

Motivational Theory 

Introduction 

A common ongoing concern of those who lead educational 

organizations is motivating the members of that organization. What 

can the leader do to successfully align the goals of individuals to 

the goals of the organization? How can the individual be focused to 

elicit a significant effort in pursuit of his or her goals and the goals 

of the institution? 

Too often the individuals in an organization perform only to a 

level of satisfactory performance, doing no more than what is 

required. Mere competence is not enough. What is needed is an 

excellent performance on a sustained basis. A first step in 

obtaining extraordinary effort is gaining an understanding of 
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Motivational Theory, then determining how best to use motivation to 

the advantage of the individual, the job, and the organization. 

Webster's New World Dictionary of the American Language: 

College Edition (1991) defines motive as: "some inner drive, 

impulse, or intention that causes a person to do something or act in 

a certain way." Psychologists believe motivation begins, guides, 

sustains, and stops behavior. Motives are personal and internal 

expressions of a person's needs. Incentives are exterllal to the 

person, a part of the environment. In the work environment, 

incentives are used by the leader to encourage workers to 

accomplish tasks. (See Figure 1). 

Individual 
Needs 

(Motives) 

Incentives 
Positive rewards 
Negative penalties 

Wants Perception Motivation 

Figure 1: A Model of Motivation (from Davis, 1981; p. 43) 

Physiological psychologists look for biological bases for 

motives, while learning theorists key on reinforcers and search for 

drive mechanisms. Cognitive theorists separate upper conscious 



interests, goals, and purposes. Social psychologists see humans 

choosing actions based on principles coupled with experience 

(deCharms, 1987). Educational leaders look for help in motivating 

facuIty and staff that is founded in theory, but has been shown 

actually to work in an educational setting. 

Content Theories 
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Abraham Maslow's "Hierarchy of Needs Theory" postulated that 

people in the work place are motivated to perform by a desire to 

satisfy a set of internal needs. His theory is based on the 

assumption that: (1) people are wanting beings whose needs can 

influence behavior. Only unsatisfied needs can influence behavior. 

Satisfied needs do not act as motivators; (2) a person's needs are 

arranged in order of importance from basic to complex; and (3) the 

person advances to the next level of the hierarchy, or from basic to 

complex, only when the lower need is at least minimally satisfied 

(Maslow, 1970). 

The simple needs can be classified as basic physiological 

needs, or primary needs, such as food, water, sleep, sex, and air. The 

complex needs are classified as basic social and psychological 

needs, or secondary needs, such as receiving affection, belonging, 

giving, self-assertion, sense of duty, and self-esteem. The 

secondary needs are much more difficult to pinpoint because they 

represent needs of the mind and spirit, rather than the body. But 

these are the needs that leaders must most carefully contemplate, 



as the meeting of these secondary needs is the basis of intrinsic 

motivation and help to sustain a quality performance. 

Maslow's "Needs Theory" was considered by some to be too 

general for use with individuals in the workplace. II Porter's 

73 

Corollary to Maslow's Hierarchy of Needs" (Porter, Lawlor, and 

Hackman; 1975) used needs fulfillment as a means of developing 

personal commitment to an organization. Porter theorized that in an 

organization the higher order needs of self-esteem, autonomy, and 

self-actualization could more easily be met if the lower order needs 

of security within and affiliation to the organization were met first. 

Douglas McGregor's (1960) study on performance in the work 

place added another central idea to Maslow's Theory: that the 

perspective the manager holds about other people determines how 

the others will respond. To McGregor, most managers hold to what 

he defined as "Theory X, II or that managers need to actively direct 

and control the work of subordinates. Theory X postulates that 

subordinates are passive, resist work because they are lazy, have 

little ambition, prefer to be led, and are self-centered and resistant 

to change. 

According to McGregor, managers needed a new theory about 

people, Theory Y, which is on the cusp between content and process 

motivational theories. The basis of Theory Y is that motivation is 

already present in people, management cannot put it there. People 

are not passive or indifferent by nature, although they can become so 

as a result of their experience in an organization. In McGregor's 
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view, the job of management is to arrange things so that the 

organization's interests and the employee's sel f-interest coincide 

closely as possible. Theory X relies on external control, while 

Theory Y relies on self-control and sel f -directi on. 

In his "Two-factor Theory of Motivation," Frederick Herzberg 

(1976) sought to identify motivational determinants of the work 

place. This theory derives from Maslow's "Needs Hierarchy" of 

motivation, but is two-dimensional. Herzberg's dimensions are 

motivational factors and maintenance factors. 

as 

Maintenance factors are those such as work environment, type 

of supervision, salary and fringe benefits, job security, attitudes 

and policies of administrators, and status. Maintenance factors are 

extrinsic motivators, dependent on social climate and the actions of 

others. These needs are termed "deficit" needs because if they are 

not met, dissatisfaction results. Yet meeting these deficit needs 

does not necessarily result in satisfaction. Only when the 

motivational or "growth" factors are met can satisfaction with and 

commitment to the organization occur. 

Herzberg postulated that failure to meet these growth needs 

by the organization does not necessarily produce dissatisfaction, 

however, but will produce a feeling of neutrality toward the 

organization and its leader. Motivational factors include recognition, 

responsibility, challenge, advancement, achievement, growth, and 

the work itself. All of these, with the possible exception of 



recognition, are intrinsic motivational factors, having to do with 

meeting personal standards to further fulfillment. 
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The "ERG Theory," defined by Clayton Alderfer (1972), 

attempted to identify human needs in organizational settings. 

Similar to the Two Factor Theory and Maslow's Hierarchy, ERG also 

identifies levels of need satisfaction. In this case, Existence (E) 

needs are lower level needs such as pay, benefits, physical working 

conditions, and job security. Relatedness (R) needs have to do with 

interpersonal relationships such as respect, recognition, sense of 

belonging, and emotional support. Growth (G) needs are the highest 

level needs that relate to creativity or personal worth such as 

autonomy, challenging work, and developing new capabilities. Only 

by meeting the higher order Growth (G) needs can an organization 

obtain internal commitment to the organization from an individual. 

An approach to organizational commitment that was based on 

the E-R-G needs-oriented model was developed by Wanous (1980; 

See Appendix B). According to this theory, commitment to the 

organization depends on how close a match there is between the 

needs of the person and the capacity of the organization to reinforce 

those needs. If there is a close relationship between the two, then 

the match has a positive impact on job satisfaction and commitment 

to the organization, as weB as upon job performance. "The impact of 

a mismatch is on job satisfaction and commitment to the 

organization, rather than on Gob) performance" (Wanous, 1980; p. 

10). 
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The leader as motivator can concentrate on those content 

factors that arouse or elicit a person's activities. But since 

motivation in educational organizations is both content and process 

oriented and is centered on choices, directions, and goals, the 

leader, in this case the athletic director, can use Need Theory and 

look to Expectancy Theory for assistance. 

Process Theories 

The first of the process theories, Expectancy Theory, relates 

to choice of behavior (Vroom, 1964). Expectancy Theory assumes 

that human beings are proactive, that they do more than just react 

to a situation, and that they are motivated by psychological as well 

as environmental conditions. Each individual enters into a situation 

with expectations of what will and what will not occur. The 

individual will adjust behavior in rational ways according to the 

given situation, learning to anticipate likely consequences of the 

various ways each situation is confronted. (See Figure 2). 

VALENCE 
(Strength of one's desire 

for something) 

EXPECTANCY 
X (Probability of getting 

it with a certain action) 
= 

MOTIVATION 
(Strength of drive 
toward an action) 

Figure 2: Expectancy Model (from Gutknecht and Miller, 1990; p. 82) 
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Cognition is the basis of Expectancy Theory as well as the 

basis of Equity Theory (Adams, 1963). Equity Theory states that if 

individuals perceive a disparity between the rewards they receive 

and the effort put forth to gain those rewards, then they are 

motivated to reduce their efforts. Furthermore, the greater the 

disparity between effort and reward, the more likely the individual 

will be motivated to reduce the effort toward favorable completion 

of the task. However, if the effort needed to favorably complete a 

task is perceived as reasonable in relation to the reward connected 

with favorable completion, then the individual will be motivated to 

increase the effort toward favorable completion of the task. 

Unlike Herzsberg's Theories, neither Expectancy Theory nor 

Equity Theory delineates factors that are extrinsically motivating. 

The individual places a value on the expected reward, then 

determines the effort involved in reaching the reward and the 

probability that the effort will result in the desired outcome. The 

reward could be extrinsic, such as pay for the job, or intrinsic, such 

as achieving a high standard of excellence in the job. 

Desire, an important factor in achievement, is represented lD 

Expectancy Theory by "valence". The perception of positive or 

negative outcomes determines valence. How positive one's desire 

for a given outcome, or goal, is often the most important 

determinant of goal achievement (Deci and Ryan, 1985). Therefore, 



VALENCE 
Strong desire 
for promotion 

1 
Motivation 
Increased drive 

~ 
Action 

• Greater effort 
• Training courses 

Primary outcomes 
• Promotion 
• Higher pay 

~ 
Secondary outcomes 
• Higher status 

EXPECTANCY 
Moderate probability 
that ce:rtain actions 
will lead to promotion 

• Recognition from associates 
• Increased self-esteem 

Renewed drive; satisfaction 
Tendency to continue to be 

motivated 

Figure 3: Operation of the Expectancy Model for 
Promotion. (From Keith, 1981). 
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expectancy theory postulates that motivation can be increased by (l) 

increasing the reward, (2) increasing the behavior likely to lead to 

the reward, or (3) increasing the effort likely to lead to the 

necessary behavior. (See Figure 3). 

Two concepts that are not generally associated with 

motivation, but are key areas in the behavior of individuals in 

organizations are efficacy and empowerment. Both are important to 

an understanding of Expectancy Theory. 

The concept of efficacy suggests that behavior can be 

influenced by expected outcomes while empowerment emphasizes 

identification with a task to be completed as a motivator (Rhodes 

and Ogawa, 1992). Efficacy is an expectancy construct that derives 

from the concept of internal locus of control and leads to success as 

"expectancy concerns the extent to which an individual believes that 

some phenomenon is the result of his or her action" (Rhodes and 

Ogawa, 1992; p. 65). An individual with an internal locus of control 

is intrinsically motivated and, therefore, has a high sense of 

efficacy. 

Societal and cultural determinants of personal worth are too 

often dependent upon the accomplishments that supposedly are an 

indicator of ability. In order to gain the perception of ability that 

will reap personal and societal benefits, the individual will avidly 

strive to prove his ability through continued success and avoidance 

of failure (Covington and Beery, 1976). According to Bandura (1982), 

"performance varies as a function of perceived efficacy" (p. 124). 
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Bandura also determined that self-efficacy was a component of 

self-worth and has a significant effect on motivation. When facing 

difficulties, those with a high sense of self-efficacy would expend 

greater effort and persist longer than those who doubt their 

capabilities (Schunk, 1985). 

Empowerment, at times, may be misinterpreted as the giving 

of power to the constituents by the leader. In organizational terms, 

empowerment IS more accurately represented as enabling 

indi viduals to act by continually providing access to resources, 

information, and support. Both Bennis (1989) and Kanter (1983) 

explore empowerment as the capacity to create environments that 

can harness the energies and abilities of others. Kanter recommends 

creating a "culture of pride" (p. 361), which includes support in the 

form of visible rewards. Bennis also relates empowerment to 

concepts of motivational theory, most notably rewards and goals. 

This view regards rewards much as Expectancy Theory does, as an 

incentive to act rather than a result of an act. The difference is 

that in both Bennis' and Kantor's views a reward should be provided 

as an encouragement to move in a desirable organizational direction 

rather than the reward as a perceived outcome. If used properly, a 

reward, whether extrinsic or intrinsic, can be an incentive for 

greater commitment to an organization. 

In an NCAA Division I athletic department, the coaches of the 

several sports are assumed to be intrinsically motivated. Winning 

and the commensurate adulation and compensation produced by 
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winning are powerful motivators. The mechanism of winning surely 

increases a coach's individual satisfaction, self-esteem, and 

efficacy. Yet the extrinsic rewards accrued from the status or 

recognition of the mechanism of winning may be counterproductive 

to organizational goals, and coaching to win could possibly be both 

antecedent and contrary to the academic mission of the university. 

Furthermore, the desire for even greater extrinsic rewards may be 

cause for deserting the organization if those rewards were to be 

offered by a competing institution. 

Ouchi (1981) attempted to define a plateau in which the 

integration of individual goals and organizational goals would be 

complete. His Theory Z is based upon the concept that the worth of 

the individual and the worth of the organization are fused. Theory Z 

calls for a life-long commitment to the ideals of the organization 

and an extraordinary effort on a sustained basis to achieve the goals 

of the organization. The culture of the organization is the 

foundation of Theory Z. The process motivational theories have as 

their foundation a logical progression toward intrinsic motivation 

for the individual. 

Personal standards of direction, intensity, and persistence 

must be set if higher order "growth" factors are to be fulfilled. 

Direction is the choice one makes among a set of alternatives. The 

choice reflects some intentionality, governed by goals and 

incentives. Intensity is the level of motivation needed to achieve a 

given goal. Some goals require a great deal of intensity to be met, 
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others not so much. The "growth" motivated individual can generally 

determine the amount of intensity needed to reach the desired 

reward. Persistence is staying with a task in the face of 

disappointment, often ignoring other alternatives and delaying the 

reward until the task is successfully completed. True motivation is 

intrinsic motivation, or that which remains when external rewards 

are no longer the locus of behavioral control. 

A common definition of intrinsic motivation holds that the 

individual is motivated by the experience of an activity without 

receiving any external reward (Weinberg, 1984). White (1959) 

proposed that individuals gain satisfaction in mastering their 

environment, and the feeling of competence deriving from this 

mastery is the prime motivator of behavior. Intrinsic motivation is 

based in the "innate, organismic needs for competence and self

determination" (Deci and Ryan, 1985; p. 32). Intrinsic needs are 

important energizers of behavior and keep individuals involved in 

ongoing cycles of seeking and conquering optimal challenges (Deci 

and Ryan, 1985; Csikszentmihalyi, 1988, 1990). 

With intrinsic motivation comes the emergence of the "self" 

(Csikszentmihalyi, 1985). The self manifests its interests in goals. 

Skills and challenges determine the hierarchy of the goals. When 

interest, skill, and challenge are closely aligned, the experience 

known as "flow" is achieved. Flow is described as the immersion of 

self when doing something that is worth doing for its own sake, 

producing "a very specific experiential state, so desirable. that one 



wishes to replicate it as often as possible" (Csikszentmihalyi, 

1988; p. 29). Flow is the essence of the optimal experience, 

intrinsic motivation taken to its most desirable level. 

Conclusion 

From this brief analysis of only a relative sample of 

motivational theories, it is apparent that motivation is a complex 

concept. A common mistake of administrators, managers, and 

leaders is to adopt one theory in an attempt to create absolutes 

where only relativeness exists. The key variable is the individual. 

Motivation is not a one- or two-dimensional process. 
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Individuals are creatures of their environment. Their past 

experiences, coupled with their present environment, determine 

behavior. They are responsive to external rewards both positive and 

negative. But individuals are also driven from within, self

motivated, self-determining. 

Of the several theories of motivation, each built upon the 

other, intrinsic motivation holds the greatest potential for the 

educational leader. When people are intrinsically motivated, they 

will experience interest and enjoyment as well as competence and 

self-determination, and the locus of control of their behavior is 

internal. 

Individuals come into, and remain tn, organizations with 

perceptions of what the organization holds for them, in terms of 

both extrinsic and intrinsic rewards. In educational organizations, 
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numerous influences exist that can motivate, or fail to motivate, the 

individual. Determining where a person's motives and needs lie is a 

challenge that is difficult at best. Once an individual's needs are 

identified, satisfying those needs and directing their efforts toward 

the goals of the institution is the next step. 

Synchrony Within an Organization 

Synchrony as defined by Peter Drucker (1990) is when 

specialists from all functions work together as a team for mutual 

benefit. The relationship of individuals and units in an organization 

characterized by synchrony is synergistic rather than symbiotic. 

Drucker identifies six points for developing Synchrony within an 

organization: 

I. An effective organization consists of specialists that run 

the day-to-day operation. From the secretary to the 

department head, each individual is an expert in his/her 

specialty. 

2. The head of each unit reports directly to the leader. The 

absence of middle management creates a relatively flat 

organizational structure. 

3. Except for budgetary limits and norm expectations, the 

leader cannot adequately instruct all specialists on how to 

best fulfill their responsibilities. 



4. A specialist within a given unit concentrates on the 

accomplishment of a very few realistic, attainable 

individual and unit objectives. These objectives are 

centered within overall organizational goals and toward 

the mission of the organization. 

S. The organization must take information responsibility. 

The knowledge and sharing of information vital to the 

performance of the organization is shared by individuals 

and units striving for organizational goals. 

6. Decentralization into autonomous units is a key to 

reaching organizational goals. Task forces made up of 

specialists from different units are important for the 

development of unity of purpose by the sharing of 

knowledge and information. 

Drucker's six points of Organizational Synchrony can be 

relevant to athletic departments. 
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1. An athletic department consists of specialists (coaches 

and staff personnel) found in operations, not at corporate 

headquarters (the president's or athletic director's office). 

These specialists are hired specifically because they have 

proven that they are experts in their speciality, or that 

they have the ability, aptitude, and attitude to develop 

into experts. 

2. The head (coach) of each specialty (sport) reports directly 

to the top, the athletic director, in a relatively flat 
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organizational structure. In some athletic departments, a 

head coach reports directly to an associate athletic 

director concerned with the day-to-day operation of that 

sport. 

3. Except for staying within budgetary limits, following 

NCAA rules, and observing cultural expectations, 

specialists (coaches) cannot be told how to do their work 

by the president or the athletic director. No individual 

could possibly have the expertise to be able to instruct 

each coach within his/her province on techniques or 

strategies of every sport. The athletic director needs to 

be adept at focusing the skill and knowledge of the coach 

on team performance on the field and in the classroom. 

4. Each coach must concentrate on a few realistic, attainable 

objectives. The specific definition of departmental goals 

by the athletic director is vital. It is not unusual for the 

personal agenda of the individual coach to block the 

accomplishment of departmental goals and stall progress 

toward institutional mission. The athletic director that 

gives to a coach the vague goal of running a "clean, yet 

competitive program" is in jeopardy of having that goal 

being interpreted to mean "win anyway you can, just don't 

get caught." 

5. The sharing of information vital to the performance of the 

whole athletic department can include information that 
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comes from specialists in academic counseling and 

tutoring, sports psychology and individual motivation. 

athletic injury and rehabilitation, sport specific strength 

and nutrition, speed and agility improvement, and 

facilities improvement and maintenance. No individual 

coach can be an expert in all these areas. But as Burns 

(1978). Deming (in Walton, 1986), Guest (1986), Drucker 

(1989b), Gardner (1990), and Maxcy (1991), among others, 

have indicated, the strength of any organization is the 

effective use of its people. In many cases, individuals 

within an organization can be fountains of useful 

information. Within athletic departments, the collective 

strengths of each coach and staff member can be used by 

all members of the department for mutual benefit. 

6. When the decentralized accomplishment of team or unit 

objectives is centralized toward accomplishment of 

departmental goals by the sharing of the vast knowledge 

and information base among individuals, unity of purpose 

among those individuals and their teams is accomplished. 

According to Drucker (1990), there are three major problems 

for the leader associated with synchrony: (1) Developing rewards, 

recognition, and career opportunities for specialists. When there is 

no tenure for coaches, and rehiring is based solely on winning, 

career opportunities are rare. In this scenario, the needs of the 
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student-athlete and, hence, the mission of the institution are put 

aside (Andre and James, 1991). Rewards and recognition by the 

athletic director andlor the president for accomplishments that are 

consistent with the mission of the institution are a must; (2) 

Creating a unified vision of the whole in an organization of 

specialists. This is an extremely difficult prospect if the goals of 

the specialist have only to do with the success of his or her 

individual unit; and (3) Devising a management structure for an 

organization of specialists. The creation of an active and 

participatory environment, moving away from a functional approach 

to an interactive approach of learning and actively supporting 

effective career growth is a necessary first step (Gutknecht and 

Miller, 1990). 

The challenge of synchrony will be to end narrow and short

sighted organizational perspectives. To do so, the entire system 

must be involved in insuring quality and long-term success 

(Gutknecht, 1988). Srivasta (1983) recognizes four themes of 

executive thought and action for the shift in organizational behavior 

from isolated units working in ignorance of each other to learning 

teams working together for improvement, renewal, and excellence: 

(1) envisioning -- creating in one's mind an image of a desired future 

organizational state that can serve as a guide to interim strategies, 

decisions, and behavior; (2) experiencing and sense-making -

utilizing processes that give meaning to the environment and that 

make all human beings a part of the environment simultaneously; 



(3) knowing and enacting -- continual learning at a personal level, 

occluding at the interface between desire and reality; and (4) 

developing the executive mind of the whole organization. 

Norms and Concerns of Individuals Within Organizations 
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The eminent sociologist W. I. Thomas (1966) stressed four 

primary group norms for people in an organization. These four norms 

are: (I) Ownership. Knowing that an individual is more than simply 

a cog in an organizational structure is of primary concern. The 

individual must believe that the effort expended on behalf of the 

organization also benefits him/herself. The effort expended must 

give the feeling of solidifying ownership within the organization; 

(2) New Experiences. The constant challenge of new experiences 

equal to the talents of the individual is a construct of "flow" and 

necessary for intrinsic motivation; (3) Security. A give-and-take 

relationship is necessary between the organization and the 

individual. As the individual invests in the future of the 

organization, the organization must invest in the future of the 

individual; and (4) Success. The success of the organization and the 

success of the people within the organization cannot be separated. 

The desire for success is closely related to the desire for response 

to success, the seeking of approval for extraordinary effort. 



90 

If it is assumed that each individual that becomes part of an 

organization carries with them the four norms identified by Thomas, 

then it is also true that each individual harbors concerns for 

establishing a healthy, resourceful relationship with that 

organization. Seven areas of concern to the individual as a full-time 

employee of an educational organization, in this case a Division I 

athletic 'department, were identified by Johnson (1990): 

1. Physical Components. The physical environment within 

the institution should be comfortable, functional, and 

well-maintained. The individual must have input into the 

development of the immediate environment to have the 

necessary sense of ownership of facilities and equipment. 

The availability of academic support systems in an 

ascetically pleasing atmosphere is vital for the academic 

development of the student-athlete. Quality lockerroom, 

practice, and game facilities are of importance to a coach 

and his team, not only from the perspective of competing 

effectively, but also from the perspective of offering 

recruited athletes the opportunity to prepare and compete 

in the best possible environment; 

2. Organizational Structure. Where the individual fits within 

the organization, who his/her direct superior is, and 

whether the structure is hierarchical or flat is of vital 

importance. Peter's and Waterman's "essence of 



coexistence of firm central direction and maximum 

individual autonomy" (1982, p. 318) is a must for 

synchrony within an organization; 
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3. Sociological Perspectives. The role of the athletic 

department within the university and the university 

community must be an ongoing concern. The potential of 

athletes and coaches as educational tools and role models 

within the community is a necessary point of emphasis. 

Within the department itself, co]]egiality among all 

employees regardless of their role should be constantly 

encouraged if the requirement for the sharing of 

knowledge and information for the common pursuit of 

departmental goals is to be achieved; 

4. Economic Factors. Market value is important. Pay is kept 

at a high enough level so people can afford to continue to 

work and concentrate on their job. Bonuses are in place 

for extraordinary effort or achievement. Jobs are secure 

if the organizational goals are kept clearly in mind. Other 

extrinsic motivators such as attendance at conventions, 

clinics, and workshops, and athletic event tickets must 

also be available. There should be access to incentives 

of the intrinsic variety -- recognition from other 

employees, "pats on the back" from the administration, 

enhanced reputation for outstanding work as educators 

which are the prime determinants of job satisfaction and 



which lead to greater commitment to the athletic 

department and the university; 

5. Political Factors. Individuals must be constantly 
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reminded that they do influence, and they are encouraged 

to influence, important departmental policy. Employee 

input into decisions both major and minor should be 

routine. It is important to reward changes or 

improvements in departmental policy or procedure when 

those changes are suggested by employees; 

6. Cultural Features. Cultural features are the most apparent 

and constant reminders of what we are (Sergiovanni, 

1990). An important consideration is that the culture 

does support the work of the individual within the 

organization. The culture of an athletic department must 

be closely and carefully cultivated. The athletic director 

should "not have a monopoly on the creation of 

organizational culture," but should encourage opinion and 

input into this all-important organizational characteristic 

(Morgan, 1986). 

Argyris (1976) stated that culture is a living system 

that is unique to an organization. If this is true, then the 

heart of the living system is the vision of the leader. 

Bennis and Nanus (1985) identify the first leadership 

competency as the management of attention through vision 

and the management of intention through goals. The 



second of Bennis' leadership competencies is the 

management of meaning, which inflames those who 
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believe. Management of meaning is an excellent 

motivational tool for the alignment of goals. An individual 

will sacrifice much to an organization that provides 

meaning. "Shared meanings and shared understandings" are 

different definitions of culture, according to Morgan 

(1986). The leader is the key to managing culture. 

Traditions are shared beliefs perpetuated through myths 

and legends. In an athletic department, tradition can be 

used as a reminder of purpose. Through the promotion of 

tradition, an athletic director can create common links to 

the past, and through ceremonies and symbols, can give 

direction for the future. Sacken (1991) stated that 

"culture most often translates to tradition." Schein 

(1985) believes that tradition and shared meanings are the 

basis of "oneness" and form the beginning of commitment. 

Norms and assumptions determine "how we do things 

around here." They knit the organization together through 

common expectations of behavior. Sergiovanni (1984) 

stressed the use of common meanings, norms and 

assumptions to act as a compass setting to steer people in 

the desired direction. 

Norms and assumptions, tradition, and vision can be 

used to properly define an organizational culture. What 



the leader stands for, and exhibits through his actions, 

will act as a determining factor for others to follow. 

Peters and Waterman (1982) believe that culture is the 

glue that holds excellent organizations together. 
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Gutknecht and Miller (1989; p. 56) went one step further In 

stating that culture is not only the "glue" that holds an 

organization together by providing direction, energy, 

commitment, and meaning to individuals, but it is also the 

"oil" that helps accomplish the more visible functions such 

as rewarding and motivating. 

7. Psychological Characteristics. Personal and professional 

stress must be tolerable on the job. Job stress among 

coaches can be lowered by de-emphasizing the importance 

of winning and reemphasizing the importance of the 

quality of the educational experience for and the future 

lives of student-athletes. There should also be 

considerable opportunity on the job for individual growth 

and learning. The meaning that is derived from being a 

specialist within an organization must be enhanced by the 

department. 

These seven areas, and the desirable features within each 

area, contain elements of both content and process motivatlonal 

theories. The basic needs of the workplace such as physical 

environment and salary are considered, as are the higher human 
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relation needs such as collegiality and autonomy. The satisfaction 

of needs by the availability of these desirable features within an 

organization would be a valuable tool for motivating individuals 

toward organizational goals. 

Conclusion 

Every individual is self-centered. Every individual needs some 

measure of independence. However, providing meaning to an 

individual within an educational organization will be cause for great 

sacrifice and personal commitment to be made to that organization. 

The central task of educational leadership is to arrange 

organizational conditions so that people can achieve their own goals 

best by directing their efforts toward organizational goals. The 

central challenge of motivating people is to provide significant 

self-determination within the parameters of significant 

commitment to the organization. 
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CHAPTER THREE 

METHODOLOGY 

Introduction 

The research for this study was directed toward finding 

insights into three main areas of concern: How does the position of 

the athletic department within the environment of the university 

and the university community affect the interaction of department, 

institution, and community? To what extent does this position of 

the athletic department within the university environment affect 

the congruence or divergence of athletic department and university 

missions? And how does the athletic department leadership 

motivate individuals within the department to strive toward 

meeting the mission of the department as well as the mission of the 

university? This chapter details the method developed to explore 

these questions and factors that relate to the answers. 

This chapter has four sections: the first identifies the 

framework from which the investigation was drawn; the second 

explains the choice of the qualitative mode; the third details the 

data collection technique; and the fourth discusses subsequent 

treatment of the data. 
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The Framework 

The framework for this study was drawn primarily from two 

of Massengale's works on Athletic Department Models. Particular 

emphasis was placed upon the role of the athletic department within 

the overall educational community. This study attempted to 

interpolate the two designs, unifying key elements of each into a 

framework more appropriate to this study. Essentially the 

framework referred to the four wishes of people within an 

organization recognized by Thomas, and the seven organizational 

dimensions of Johnson, and integrated them with: (I) the three 

athletic department models studied, One-Plus-Three, Autonomous 

Business, and Governmental Control; and (2) the discussions of 

motivation and synchrony in the organizational literature. 

The dimensions identified in the framework were utilized to 

analyze the data obtained through interviews and literature analysis 

for the purpose of developing suggestions for use by directors of 

athletics regardless of their organizational model. The interviews 

were with athletic department personnel in twelve NCAA Division I 

institutions in the western United States. 

The Choice of Qualitative Method 

It was determined at the outset of this project that the 

research would probe theory rather than prove theory, a purpose for 

research accepted by Campbell and Stanley (1966) as proper in the 

development of social science research (p. 36). Qualitative research 
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identifies the degree to which certain variables are present by 

means of a directed but open-minded inquiry resulting in rich and 

personalized information (Moll, 1991). Thus the possibility of 

developing a grounded theory from the generalization of the findings 

is retained. 

To explore the hypotheses and possible theory as well, a hybrid 

approach blending qualitative methods with unobtrusive measures 

was taken. This approach is by no means novel in the behavioral 

sciences as it is referred to by Morrison and Henkel (1970) as the 

"application of imagination, common sense, (and) informed 

judgement to achieve the scope, form, process, and purpose of 

scientific inference" (p. 311). Being intrinsically exploratory, 

qualitative research departs from certain strictures of the purely 

deductive model (Kirk and Miller, 1986; p. 17), but nevertheless 

retains the ideals of quantitative analysis in that it maintains sound 

reasoning and the exposure of theory to empirical risk. 

The Collection of the Data 

Relevant data were collected in an objective and rigorous 

manner, through a combination of in-depth interviews and the 

synthesis of unobtrusive sources. The utility of the findings would 

emanate from the wealth of data regarding motivation of individuals 

toward organizational mission and goals and from the in-depth 

insights of individuals who must motivate or be motivated toward 

component, departmental, and institutional mission and goals. 
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The bulk of the data for recommendations toward a systematic 

approach for the development and improvement of athletic 

departments was synthesized from existing literature. The methods 

by which successful corporations have synchronized the goals of the 

organization with the goals of the individual and the methods of 

individual and group motivation were considered and adapted for use 

in the arena of intercollegiate athletics. The leadership and 

management techniques of Bennis and Nanus (1985), Bennis (1989), 

Deming (In Walton, 1986), Drucker (1989a, 1989b, 1990), and 

Sergiovani (1984, 1990) were of considerable help in formulating a 

basis for recommendations. 

The remaining data was gathered through the method of 

personal in-depth, on-site interviews with athletic department 

personnel. A cross-section of departmental personnel, from athletic 

director to support staff, was interviewed. A wide range of critique 

and comment regarding the possible convergence or divergence of 

athletic and academic mission developed from interviews with 

individuals at different levels of the departmental hierarchy. 

The Interviews 

The interviews were semi-structured and, where applicable, 

tape-recorded. Each interview was preceded by a brief introductory 

letter (Appendix C). Approximately a week after the posting of the 

letter, a phone call to the office of the potential interviewee was 

made to arrange a day and time for the interview. As the day of the 
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interview drew near, a phone call was made to confirm the day and 

time of the interview. 

Advantages and Disadvantages of Interview Studies 

In Methods of Social Research, (1978; pp. 157-159), Kenneth D. 

Bailey explores the advantages and disadvantages of interview 

studies. This researcher found that, with one exception, each 

advantage and disadvantage was applicable to this interview study. 

The advantages of the interview compared to mailed surveys and the 

appl ication of the advantages to this study are: 

1 . Flexibility. In the interview process, it was found that 

different questions are appropriate for different 

respondents. As the interview progressed, the particular 

interview situation made it possible to decide which 

questions were appropriate to the interview, which 

questions could be rephrased, and which answers could 

be probed for more specific information. A written 

survey would demand that all questions be written in 

advance. 

2. Response rate. All the potential respondents were more 

than happy to help with the interview project. An 

important consideration was that the respondents be 

identified before the process began. Some last-minute 

substitutions were made due to schedule conflicts, 

however. With mailed surveys response rates are not 
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response is often disappointing. 
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3. Nonverbal behavior. The observation of nonverbal 

behavior in an interview was essential. At times it was 

possible to assess the validity of a respondent's 

answers, and also to assess which subjects a respondent 

reacted most strongly toward. 

4. Control over environment. In most cases, the interview 

environment was standardized for privacy and minimal 

noise and interruption. However, several of the 

interviews were conducted outside an office 

environment: three interviews took place while touring a 

physical plant; four were conducted during a meal; two 

individuals were interviewed at a team practice site; and 

one interview occurred in a group setting. 

5. Question order. The interviewer could control the order 

of the questions in most cases. Where inapplicable, 

certain questions were not attempted. On one occasion, a 

pompous individual deigned to answer directly any of the 

questions, taking me on a rambling remembrance of his 

career highlights while offering time-worn solutions to 

the plight of intercollegiate athletics. 

6. . Spontaneity. First answers were often more informative 

than the answers about which the respondent had time to 

think. 
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7. Respondent alone can answer. The respondent cannot get 

help in answering as on a survey nor delegate the survey 

for someone else to answer. However, on more than one 

occasion an interview became a round table discussion. 

8. Completeness. With only three exceptions, the questions 

were all answered to satisfaction. One ended 

prematurely because of time constraints, one respondent, 

as cited, would not answer the questions directly, and 

one respondent gave the impression that he believed his 

stature precluded directly answering the questions. 

9. Time of interview. The exact time, date, and place of the 

interviews were recorded. An instance that made this 

important was the discussion during an interview of 

reforms led by Dick Schultz prior to his resignation as 

Executive Director of the National Collegiate Athletic 

Association. The respondent was contacted after 

Schultz' resignation for further discussion concerning 

the former Executive Director of the NCAA and his 

impact on reform legislation. 

10. Greater complexity of questionnaire. The questions and 

corollaries did become very complex at times. 

Occasionally, despite having both tape and written 

records, the thread of questioning was momentarily lost 

or divided. This occurred because of the inability of the 

interviewer to refrain from being drawn into the 
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discussion through corollary areas of interest. 

Involvement in the interview discussion by this 

interviewer, which could possibly have been a 

disadvantage, proved to be advantageous, however, as the 

corollary areas of interest provided several helpful 

insights into the feelings and beliefs of the athletic 

department personnel. 

Compared to mailed surveys, there are some distinct 

disadvantages to the process of planning and carrying out face-to

face interviews on the "home turf" of the interviewee. The 

disadvantages and the application of the disadvantages to this study 

are: 

1 . Cost. With only one interviewer, scheduling of the 

interviews proved difficult. Beginning in the fall of 

1992, this writer began to schedule interviews to 

coincide with team road trips or out-of-town recruiting 

trips through the summer of 1993. This practice 

substantially reduced costs, but also reduced interview 

times to a small window of opportunity. Fortunately, the 

vast majority of the interviews took place as scheduled, 

with only a minimal number of returns to the same 

location. 

2. Time. Interviews can be extremely lengthy. As indicated 

above, the time frame for interviews was very narrow. 

The study format of interviewing several different 
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hierarchical levels within an athletic department 

allowed for some juggling of respondents according to 

the collective schedules. 

3. Interview bias. Bias was not a factor for the 

interviewer as every effort was made not to allow 

status, race, or gender to influence recording of nuances 

or the interpretation of responses. It is possible that 

the research for the study and the social and political 

bent of the researcher did influence some of the data 

that was obtained in the interviews. The questions 

concerning "gender equity" invariably brought strong 

responses. It was surprising to find so many in the upper 

echelons of the administrative hierarchy, both male and 

female, so ill-informed regarding this volatile issue. 

Sanders v. University of Texas-Austin (1993) redefined 

the standards by which women's sports will be treated In 

relation to men's sports on college campuses. Because 

the NCAA had failed to do so, the federal courts had 

determined what is believed to be an equitable method of 

determining expenditures, including scholarships, for 

men's and women's sports programs. For example, 

assuming that this very recent and important decision 

would be common knowledge among all those concerned 

with the direction intercollegiate athletics is taking, 

besides being concerned with compliance with Title IX, 
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this researcher mentioned the decision the Texas 

Appeals Court had recently handed down on the gender 

equity issue at the University of Texas-Austin to one of 

the interviewees, an associate athletic director. 

Without citing any details of the case, this interviewer 

asked, "How can both sides possibly claim victory?" The 

interviewee bluffed through the response, apparently 

having no idea to which court case the interviewer was 

referring (JAAD; June 18, 1993). 

On the part of the respondents, only two gave the 

impression of feeling threatened by the questions and 

such a feeling could possibly have biased their responses 

accordingly. One other respondent was less than 

impressed by this researcher's lowly status as an 

assistant baseball coach and proceeded to pontificate for 

the entire hour of the interview. 

4. No opportunity to consult records. This disadvantage is 

not applicable to this study as the large majority of the 

research was completed prior to the interviews. 

5. Inconvenience. Rarely did this interviewer detect haste 

in answering questions due to distractions or time 

constraints. It is possible that this researcher naively 

believed each respondent gave his or her best effort on 

each question. 
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6. Less anonymity. The interview provides less anonymity 

than the mailed survey. This interviewer would 

customarily tell the interviewee that the responses to 

the questions were confidential and that their identity 

would not be used unless permission was given. Several 

individuals within athletic departments joked that they 

would not like the athletic director to know what they 

thought about how the department was being run, while 

more than one athletic director did not believe the 

president of the university would appreciate what was 

said about the university leadership and the university 

atmosphere-at-large. Of course, these types of asides 

are strong indicators of the communicative health of an 

organization. 

7. Less standardized question wording. For this study, 

phrasing questions differently for different respondents 

was more an advantage than a disadvantage. Although 

answer comparison is an integral part of data analysis, 

different wording for different respondents did not pose 

a significant problem. 

8. Lack of accessibility to respondents. Even though the 

respondents reside in four western states (Arizona, 

California, Nevada, and Utah), advance notice by mail and 

phone allowed the travel schedule to work well with 

minor exceptions. The minor exceptions were caused by 
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sudden conflicts in schedule. Each was remedied by 

replacing the original individual with another of similar 

hierarchical status at a Division I institution. 

Elements of the Focused Interview 

Time for those at the highest levels of the athletic department 

administrative hierarchy is always at a premium. With only a few 

exceptions, athletic directors and associate athletic directors had 

little time for such an endeavor, even though all those contacted 

seemed eager to help. Several of the exceptions were those who 

were acquaintances or colleagues from previous professional 

interactions. These individuals allowed what time was needed not 

only for a thorough interview, but also for the necessary social 

dynamics before and after the interview. 

While pursuing the same research goals throughout the several 

interviews, it became apparent that the definition of the social 

roles of the participants and the delineation of each social situation 

by the participants were of enormous importance. Norms of 

interaction had to be observed. When meeting with an athletic 

director or associate athletic director known only by name and 

reputation, and who knew the interviewer only by name, the 

pragmatics of the specific context of interaction proved elusive. 

Interviews are assumed to be interactions between strangers 

on the respondent's territory, but initiated by the interviewer for 



108 

research purposes. Within this framework, several rules for the 

social structures of the interview had to be observed according to 

Brenner (1978) and Bailey (1978). In the introductory phase of the 

interview, the interviewer had to: (1) explain the sampling 

procedure, or how the respondent came to be selected for the 

interview; (2) explain the purpose of the interview; (3) stress the 

confidential nature of the enquiry, that the identity of the 

respondent will only be used by permission; (4) indicate that the 

interview is voluntary and the respondent has the right to refuse to 

answer questions, but the goal is to provide full answers and to 

enlarge on the questions where they deem it appropriate; and (5) use 

a positive approach by assuming that the respondent would not be 

too busy for a complete interview. 

The voluntary character of the interview process 

necessitates an implicit contract between two parties. The 

interviewer gains the respondent's time, attention and information, 

whereas what the respondent gains is totally SUbjective. Since an 

assumption of the interview stresses that information IS more valid 

the more freely it is given (Benney and Hughes, 1977), a goal became 

to learn to be a facilitator during the interview by constantly being 

aware of the premise that the interview is a role-playing situation 

in which one person is much more the expert than the other. 

However, there were times when the determination as to which 

party was more the expert, the interviewer or the interviewee, was 

extremely difficult. 
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The interviews, as suggested by Richardson, Dohrenwend, and 

Klein (1965), were semi-structured as to allow the researcher to 

adapt the order of the questions or their wording to the interviewee, 

the situation, or both. A semi-structured interview is much more 

consistent and systematic in the coverage of the relevant domain of 

information than an open interview, and thus will lead to better 

compilation and comparability of data. Similar to a structured 

interview, a semi-structured interview uses topics and hypotheses 

selected in advance, but with the focused interview, not all of the 

actual questions are specified in advance. 

According to Merton, Fiske, and Kendall (1976), important 

elements of the focused interview include: 

First, that all the persons interviewed are known 
to have been involved in a particular situation. Secondly, 
the hypothetically significant elements, patterns, 
processes, and total structure of this situation have been 
provisional1y analyzed by the interviewer. Through this 
content or situational analysis, the interviewer has 
arrived at a set of hypotheses concerning the 
consequences of determinate aspects of the situation for 
those involved in it. On the basis of this analysis, the 
interviewer takes the third step of developing an 
interview guide, setting forth the major areas of inquiry 
and the hypotheses which provide criteria of relevance 
for the data to be obtained in the interview. Fourth and 
finally, the interview is focused on the subjective 
experiences of persons exposed to the pre-analyzed 
situation in an effort to ascertain their definitions of 
the situation. The array of reported responses to the 
situation helps test hypotheses, and to the extent that it 
includes unanticipated responses, gives rise to fresh 
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investigation (in Bailey, 1978; pp. 174-175). 
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In this case, the particular situation, intercol1egiate athletics, 

has been studied in advance and hypotheses have been constructed 

for the areas to be probed. Through the use of unobtrusive measures, 

a situational analysis was followed which al10wed this researcher 

to best determine the consequences of action for those involved in 

the situation. The interview guide, based upon this situational 

analysis, is aimed at determining the participants' definitions of the 

particular situation within the goal of testing the hypotheses of the 

study. 

Unobtrusive measures are the use of pre-existing data, in this 

case analyzed in a literature review (Bulmer, 1977; p. 113). This 

data was a secondary source for defining how experts in the several 

fields view motivation of individuals toward departmental and 

organizational goals and mission. The synthesis of this pre-existing 

data and the primary source of personal observation and experience 

defined in this researcher's mind a parallel view of individual 

motivation toward organizational goals and mission. To counteract 

the minor weaknesses inherent in each of these two methods and to 

triangulate the data, the focused interview was used. 

The focused interview goes beyond the direct questions of the 

structured interview. In the focused interview, the questions are 

open-ended to provide flexibility and allow for unanticipated 
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responses. But because the questions are not written precisely in 

advance, a significant amount of flexibility in questioning exists. 

Research Questions 

Within the framework and in addition to the synthesis of the 

literature, the study will address three general domains of interest 

for use in interviews of knowledgeable athletic department 

personnel. The three domains and potential questions germane to the 

inquiry are: 

I . The Environment 

a. Is the athletic department independent, 

affiliated, or a combination of the two? 

b. What role does each unit play within the 

athletic department? 

c. How could the role of the athletic department 

within the university and university 

community be improved? 

2. Mission 

a. In what ways, if at all, does the departmental 

leadership share the mission and values of the 

department with departmental personnel? 

b. How do individuals within the department 

perceive their role in relation to the mission 

of the department? 



c. How do individuals within the department 

perceive the achieving of the athletic mission 

in relation to achieving the academic mission 

and values of the institution? 

3. Motivation 

a. What do you perceive as your principle means 

of motivation? 

b. What methods, if any, does the department 

leadership use to align individual goals with 

departmental goals? 

c. How, if at all, does the department leadership 

direct individual units toward department and 

institutional missions? 

The three domains of interest and their related research 

questions were addressed so as to center upon the role of an 

athletic department in complementing the academic purpose of 

the university. Motivation toward and within this role was a 

prime consideration during the interview process. A sample of 

the interview guide is reproduced in Appendix D. 
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The interviewees consisted of: (l) selected athletic directors 

of Division I athletic departments in the western United States; (2) 

selected associate athletic directors of Division I athletic 

departments in the western United States; (3) selected coaches at 
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these same institutions; and (4) a selection of staff members within 

various athletic departments. 

Treatment of the Data 

Bogdan and Biklen (1982) describe the analysis of data 

gathered by qualitative means as involving organizing the data, 

breaking it into manageable units, synthesizing it, searching for 

patterns, discovering what is important, and deciding how to use it 

to inform others (p. 145). In the qualitative mode, data is gathered 

in the form of words and verbal images rather than numbers. As 

expressed earlier, qualitative data are not easily reduced to test a 

preconceived hypothesis. Instead, the usable data are reduced by the 

researcher and converted to information that mayor may not be an 

indicator of something more comprehensive. It is recommended by 

Bogdan and Biklen (1982) that those not experienced in qualitative 

research wait until all the data are gathered before attempting to 

reach any conclusions. Because each interview situation was 

complex and multidimensional, and because of what was believed to 

be significant and rich information was gathered from the majority 

of the interviews, the temptation for this researcher was to analyze 

the data during the gathering process. This incliJlation was 

countered, however. by the pressing need to summarize and 

categorize the responses according to the research domains. 

The analysis of the responses followed the domains of the 

research questions. Responses to the questions and their corollaries 
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were gathered in face-to-face interviews. Responses to each 

question were then summarized onto pages that eventually contained 

all responses to each similar question. These data were then 

reviewed to identify common themes within each domain. Because 

of the interrelatedness of the domains, it was often difficult to 

separate a particular response into one or the other of the domains. 

Coding of Institutions and Participants 

Finally, to maintain an order to the responses to the questions, 

the institutions and the respondents were coded (Table 2). Each 

institution was given a letter designation from A to L corresponding 

to the alphabetical order of the institution's name. An initial coding 

procedure of letter designation according to the order in which the 

institution was visited was found wanting because of the necessity 

of return visits and interviews with personnel at locations other 

than at their respective institution. 

Each respondent was given a letter code corresponding to 

his/her title: athletic director = AD; associate or assistant athletic 

director = AAD; head coach = HC; assistant coach = AC; support staff 

= SS. A head coach at institution B, for example, was coded BHC or 

an associate athletic director at institution K was coded KAAD. 

Besides keeping track of each respondent's answers, the coding 

helped immeasurably in comparing answers to similar questions by 

personnel from the same institution or personnel from different 

institutions with the same title. 



Table 2 

Institution and Participant Codes 

Institution 
Code 
(n = 12) 

A 

B 

C 

D 

E 

F 

G 

H 

I 

J 

K 

L 

12 
Institutions 

* AD = Athletic Director 

Number of 
Individual 
Participants 

(n = 28) 

4 

2 

3 

3 

2 

2 

2 

3 

1 

3 

2 
28 

Individual 
Parti cipan ts 

AAD = Associate Athletic Director 
OC = Head Coach 
AC = Assistant Coach 
S S = Support Staff 
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Individual 
Participant 
Identification* 

AD, AAD, HC, SS 

AC 

AD,AAD 

AAD,HC,AC 

AAD,HC, SS 

AD,AC 

AAD,HC 

AAD,AC 

AD, HC, SS 

AAD 

AAD,HC,AC 

AAD,HC 

4 AD Participants 
9 AAD Participants 
6 HC Participants 
5 AC Participants 
3 SS Participants 
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Conclusion 

The data, other than the synthesis of existing literature, 

consisted primarily of direct responses to the inquiries within the 

three research domains. The role the interviewee plays within the 

athletic department was the key deciding factor for determining 

which domain to emphasize in each individual interview. Further, 

the domain emphasized, along with the timing and rhythm of the 

interview, determined the direction of the interview in relation to 

questions, corollaries, and discussions thereof. 

The analysis of the data will not be used to generalize beyond 

the conditions that exist with these individuals and departments in 

their particular situation. The cultural and situational factors 

cannot be duplicated, and in many respects, cannot be changed in 

other departments. However, if a leader can find some commonality 

between the cultures and situations indicated in this study and the 

cultures and situations of his/her own department, then the 

potential for change and the impact of that change could be 

significant. 

The responses to the questions by individuals within an 

athletic department were compared to other responses of 

individuals within the same and other departments for the purpose 

of: (1) determining the perceptions of different role players as to 

management and leadership of departments; and (2) determining how 

perceived motivation and leadership of the department compares to 

methods of motivation and leadership drawn from the literature. 
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CHAPTER FOUR 

THE DATA 

Introduction 

The data was accumulated through: (l) literature review and 

analysis; and (2) interviews with knowledgeable individuals in the 

field of intercollegiate athletics. Synthesis of the interview data 

with that of the literature review and analysis took place in five 

stages: (1) reviewing recordings and notes to analyze each 

interview as a whole so as to determine the major themes that 

emerged from that interview; (2) determining which thoughts and 

expressions from each interview were clearly tied to the context of 

the situation that was being studied and described rather than to the 

context of the interview itself; (3) being certain that the 

components of the interviews that were to be used were a reflection 

of an interpretation jointly produced by this interviewer and by the 

respondent rather than an interpretation used as a statement that 

might be construed as a generalization from all those within the 

realm of intercollegiate athletics; (4) comparing all responses to 

roughly the same question for similarities and differences; and (5) 

evaluating components of responses for inclusion within the three 



major research domains, "The Environment," "Missions," and 

"Motivation. " 
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While time-consuming, the reviewing of recordings and notes 

and the task of making certain of the interpretation of the thoughts 

of the interviewees was not near as daunting as the task of 

attempting to categorize the responses under the three major 

research domains. In many cases, the synthesis of the data proved 

to overlap within the three domains. The overlap was necessary to 

maintain rhythm and flow of the text and to maintain the integrity 

of the thought patterns of both the interviewee and the interviewer. 

Otherwise, the components that pertained to a given theme would 

have been extracted then juxtaposed to yield a composite picture 

based solely on referential, de-contextualized data. However, at the 

beginning of each section interview components of essential clarity 

and applicability regarding that domain are offered. 

Because of the interdependency of the themes of the three 

domains, data overlap occurred within the three domains. "The 

Environment" refers to the setting of the department within the 

university and the university community and includes the composite 

cultures of the department and the university. The relationship 

between an athletic department and the institution it serves is a 

fundamental determining factor in whether or not their "Missions" 

can be congruent. "Motivation" of personnel toward the 

accomplishment of organizational goals begins with the leader 

establishing and communicating a vision and mission for the 



organization and is heavily dependent upon the environment, or 

culture, of the department, the university, and the university 

community. 

The Environment 

We are the most scrutinized department on campus. 
Therefore, we must strive to be the best (AAD; August 
26, 1993). 

Our cooperative efforts with other departments 
have improved dramatically. The faculty senate has gone 
from hostile to supportive in the past five years (IAD; 
April 8, 1993). 

The president has dedicated himself to providing an 
environment in which everyone -- student, staff, faculty, 
or administrator -- can blossom (HAAD; April 23, 1993). 

Independent Athletic Departments 

Each of the twelve Division I institutions with personnel 

involved in the interview process have independent athletic 

departments. As recently as five years ago, four still retained a 

semblance of an affiliated department although not completely 

affiliated with an academic department. Under this relationship, 

most of the head and assistant coaches taught classes in physical 

education or exercise and sport science departments. 

I 19 

All of the athletic departments at one time were affiliated 

with the physical education department, each teacher-coach holding 

professor, assistant professor, or adjunct professor status. Even 
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though very few head or assistant coaches still teach classes, those 

holdovers from before the change to independent departments retain 

their status as professors or assistant professors. 

The classes that are currently being taught by coaches are 

almost exclusively of the "Theory of Coaching" variety. Assistant 

coaches or graduate assistant coaches teach the classes instead of 

associate head coaches or head coaches. 

The claim of the athletic directors IS that head coaches, 

associated head coaches, recruiting coordinators, and most 

assistant coaches do not have the time to teach sport theory classes 

let alone physical education activity classes. Some of the coaches 

queried concerning this claim replied that they do have the time, but 

cannot be compensated for their time in the classroom either 

because of lack of funds or because of the policy requiring a teacher 

of only one class to be less than a full-time employee of the 

university. 

At four of the six institutions where Theory of Coaching 

Football is offered as part of the Exercise and Sport Science 

curriculum, a high school or junior college coach comes from off 

campus to teach the class. At the other two institutions the class 

is taught by a graduate assistant coach from the university football 

team. This situation is a disservice to the students in the Exercise 

and Sport Science programs. While the presence of a graduate 

assistant coach from a university program can improve the status of 

a course beyond that of a high school or junior college coach, there 
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is really no adequate replacement for the expertise of the head 

coach. How better to learn theory of coaching football, or any other 

sport, than from the man or woman on campus that has the greatest 

knowledge about that particular sport, the head coach? It is not 

unlike the practice of teaching assistants teaching classes in place 

of full professors who do not have the time to teach because of 

research or publishing demands. 

One staff of coaches teaches a theory of coaching class as a 

team. Each coach, including the head coach, takes a turn discussing 

his particular area of expertise. The coaches are not compensated 

for their time, but teach the class because they believe it is 

important enough not to be relegated to someone less qualified. The 

head coach of this particular team expressed concern that if his 

"coaches do not stay closely involved in the academic process, then 

they remove themselves from the academic arena. There is no better 

way to stay abreast of what students are up against than to be in the 

classroom teaching" (LHe; June 24, 1993). 

The separation from the academic lives not only of student

athletes, but of the student body in general, is a major negative 

aspect of independent athletic departments. There is no question 

that coaches are teachers on the playing field. However, if the 

mission of the athletic department is to be consistent with the 

academic mission of the institution, then it is essential that 

coaches reconsider their roles as classroom teachers. One associate 

athletic director who had been a classroom teacher while a head 
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coach stressed how much easier it was to motivate athletes to do 

well in their academic endeavors when the coach is actually 

involved in academic pursuits as opposed to merely overseeing grade 

point averages and degree progress. An important point was made 

when he stated that "the credibility derived from academic 

affiliation by the athletic department, whether official or 

unofficial, helps enormously in appropriately administering 

. intercollegiate athletics in the best interests of the university and 

its students" (EAAD; May I, 1993). 

A second drawback to independent athletic departments is the 

reliance on gate receipts, television money, and booster dollars for 

the majority of departmental income. The departments studied 

ranged between eighty and one hundred percent of income from these 

three sources. The average state appropriations, not including 

capital projects, was approximately fifteen percent, which was 

largely for salaries of department personnel. The severe reductions 

in funds for higher education by the legislatures of both Arizona and 

California have had a direct impact on athletic budgets. Athletic 

departments and academic departments alike have had to endure 

severe budget cuts over the last five years due to these reductions. 

The demands of budget cuts by state legislatures coupled with 

NCAA cost-cutting measures have only fueled the desire for greater 

income from gate receipts, television, and boosters. However, a 

sluggish national economy has helped turn the mood within Division I 
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athletics to one of quiet trepidation and caused athletic department 

administrators to question whether this desire is realistic. 

The decrease in disposable income over the past decade has 

equated to a decrease in the amount of money available to the 

average family for entertainment. Coupled with rising ticket and 

concession prices at college sporting events, the decrease in 

entertainment dollars will continue to have an adverse effect on 

intercollegiate athletics. 

Except for the cream of the nationally ranked football and 

basketball powers, very few athletic programs turned a profit in 

1992-1993. Indeed, even some athletic departments that have 

consistently been secure in their position at the top of the 

collegiate ranks are now in very difficult financial situations. For 

example, the University of California at Los Angeles, a traditionally 

proud and strong athletic empire, has cut four non-revenue sports 

for the 1993-1994 academic year. Further cost saving measures in 

the form of cutting other non-revenue sports and reductions in 

coaching and support staffs are seriously being considered. UCLA IS 

not unique in its financial situation. 

For decades, growth has been the watchword for 

intercollegiate athletic programs. The continuous cycle of building 

larger arenas and stadiums, hiring expensive coaches to recruit and 

build winning teams to fill the arenas and stadiums, and 

consequently increasing television exposure, corporate 

sponsorships, and private-sector involvement has not helped to 



reduce the sea of red ink for Division I athletic programs (Maloy, 

1993 ). 

The Context of the Department 
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"How far," the Carnegie Commission asked in 1929, "can an 

agency, whose function is intellectual, go in the development of 

other causes without danger to its primary purpose?" (p. 11). And if, 

as the American Council on Education Study (1974) affirmed, there 

is a fissure between the goals and values of higher education and 

those of intercollegiate athletics, how can the fissure be bridged, or 

better yet, closed altogether? In a functioning society, decisions 

and events take place within a definite culture, or set of shared 

beliefs concerning the standards of acceptable behavior that governs 

individual members of that society. The leader-as-moti vator can 

consistently emphasize those shared beliefs and use them as a 

source of inspiration for group commitment to common goals. 

"The context in which an educational event takes place is 

enormously important" (Griffin, 1992). Clearly, there are dramatic 

qualitative differences between athletic department contexts. A 

context envelops the culture of an entire organization. 

A culture that establishes an athletic department as 

independent to the point of being monolithic tends to remove that 

department and its activities from the university community. 

Several of the departments studied via observation and interview 

proved to be independent in name and in attitude. Departments of 
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this description seemed to have difficulty relating to the student 

body, the faculty, and the community. In spite of impressive records 

and national reputations, contests at these institutions, revenue and 

non-revenue ~lports events alike, were not well attended. The 

individual programs had their faithful legions of supporters, but 

they did not seem to be held in high regard by those outside an 

immediate circle of interested patrons. (In a move reminiscent of 

the federal bureaucracy, NCAA institutions have replaced the word 

"booster" with "interested patrons" because "booster" has been 

vilified to the point of being roughly equivalent to the word 

"communist" during the 1950's. The sad case of the University of 

Washington and the sanctions against it by the Pacific Ten 

Conference has further removed "booster" from any semblance of 

respectability. Accordingly, "booster clubs" are now referred to as 

"sports interest groups," or SIG's.) 

Those several athletic departments that exist in a context of 

community exude the feeling of being within a close-knit family. 

Similar to the ideals of a family in which members voluntarily work 

together for shared aims, the ruling ideals on these campuses are 

cooperative rather than competitive. At one such institution, an 

associate athletic director related that the university 

administration in conjunction with the administrators of each 

department, including the athletic department, yearly takes the 

responsibility of defining or redefining organizational values and 

setting goals regarding that department. The expectations, and they 



126 

are very high, are passed onto the faculty and staff and then to the 

students. "A part of the special atmosphere of this place is that 

there is really no distinction between departments. The 

responsibility for identifying values and setting goals for the 

University falls equally upon the Dean of Journalism as it does upon 

the Athletic Director" (HAAD; April 23, 1993). 

The "faculty fellow" system is a prime example of melding a 

university's academic culture with that of an athletic department, 

thus encouraging the athletic department to become more of an 

active participant in the academic mission of the university. By 

asking respected faculty members to retain offices and office hours 

in the building housing the athletic department, the student-athletes 

and the departmental personnel feel less separated from the larger 

world of the campus. 

The recognition of the importance of involving faculty in the 

lives of student-athletes has the potential of de-mystifying the 

academic world for the athletes and staff and de-mystifying the 

athletic world for the academicians. A support staff member who 

works with the faculty fellows on a daily basis acknowledged their 

role in drawing the academic and athletic sides of the campus closer 

together: 

We have had faculty fellows in the athletic 
department since 1988. They are there primarily to serve 
the student-athletes, to be part of the support system of 
the university. But they also serve the staff in an 
advisory capacity. . . . . At first, the athletes were very 
intimidated by their presence and very few used them as 



a resource. But as they (the student-athletes) became 
more familiar with them, the traffic in and out of their 
offices increased dramatically (ASS; October 2, 1992). 
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An important by-product is the network of faculty that 

develops who are cognizant of the demands on students that are 

athletes. Faculty fellows are likely to relate to their colleagues in 

other departments that a student-athlete is a young adult like any 

other student on campus. Through this network the student-athletes 

are recognized as having needs and wants that are no different from 

the needs and wants of students that have other cocurricular 

activities or jobs that put an enormous demand on their time. This 

process can be a step toward reaching an NCAA goal that an athlete 

be considered the same as any other student on campus. 

The necessary cultural framework in an athletic department is 

one in which athletics are not deemed so important that the 

department exists under a separate set of rules from the rest of the 

university. There cannot be a "two cultures" relationship involving 

educational mission and the athletic enterprise in a campus setting. 

It must be made clear to all that operationally it IS always the 

whole that is ultimately responsible for the part. Being a member of 

intercollegiate athletics on a university campus cannot exempt one 

from the requirements of the university community. If membership 

does carry exemption, then students and faculty that do not belong 

to that family recognize it and accept it, rarely challenge it, but 

carry that perception with them into off-campus life. 
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An athletic director must give close consideration to how and 

to what degree an athletic department interacts within a 

community. The role of an athletic department within a university 

and a university community must be an ongoing concern. Athletes 

and coaches have unlimited potential as educational tools and role 

models within a community. However, the reform of NCAA rules has 

made it much more difficult, if not impossible, for athletes to 

perform as role models for children and adolescents in the 

community. 

The question regarding ways of improving community relations 

elicited responses concerning participation of athletes in sport 

specific activities. Participation by an athlete in any activity that 

is specific to his or her sport must be within the traditional season 

of that sport and must count as part of the twenty allowable hours 

that an athlete has for practice and games. Unfortunately for the 

young athletes participating in local sports organizations, many 

community activities that are sport specific take place at times 

that do not coincide with the university traditional season or with 

the time allocated to student-athletes for that sport. The sports 

that are year-round, and have a large number of young people as 

participants, such as basketball, softball, baseball, tennis, and 

swimming, are the sports that are negatively affected by short

sighted reform efforts. 

Until the reforms took effect, it was possible for a university 

athlete to voluntarily instruct younger players in his or her sport on 
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an individual basis, in a clinic situation, or as a coach of a team, as 

long as it was not for pay. It was not unusual for an athlete to spend 

a portion of a weekend helping young players learn techniques and 

strategies of a particular sport. 

An assistant coach lamented the negative impact reform 

legislation has had on community relations: 

For years we have given a free clinic for the youth 
winter baseball league coaches and players (at the 
beginning of their season). Some of our players would 
demonstrate our system by showing the drills that we 
use in practice. It was an event that we all looked 
forward to, especially the kids that came to see and play 
with our players. I ran it by our compliance officer. He 
said we can't do it anymore as it would be construed as a 
practice session outside our traditional season. . . . . The 
rules were made so that the sports that have the most 
academic problems (football and basketball) wouldn't 
keep their kids busy with practice seventy hours a week. 
We don't have any academic problems. Besides our guys 
and the winter league losing out, the worst part was that 
I felt that the NCAA thought I was trying to cheat (FAC; 
April 19, 1993). 

Missions 

Our mISSIOn is what our administration has termed 
'Three-Dimensional.' This means that the main 
educational mission of the university encompasses the 
mission of each department, each program, each 
individual (See Appendix E). (HAAD; April 23, 1993). 

One of our primary goals is to give back as much as 
we can to a community that cares so much about us 
(AAAD; September 8, 1993). 
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Introduction 

While the basic structure of the research questions remained 

constant throughout the interview process, the sequence and rhythm 

of the questions did not. Each interview took on a life of its own as 

the interviewees discussed what was important within their 

particular sphere. From the personal agendas of each interviewee, a 

significant amount of unanticipated data emerged to accompany that 

which was anticipated by this researcher. 

The initial interviews with University of Arizona Athletic 

Department personnel revealed the natural human trait of each 

individual being largely concerned with his or her own 

responsibilities within a particular program. Questions regarding 

the role of each program within the department and the overall 

university community were generally answered with reflections on 

incidents which demonstrated how that individual or program had 

served the department or community. Only rarely did we broach 

personal philosophies about education in general, higher education in 

particular, and the specifics of the place of intercollegiate athletics 

in national and international societies. 

The Interrelatedness of Environment. Mission. and Motivation - The 

Perspective of an Associate Athletic Director 

In September of 1992, the first face-to-face encounter was 

held with an individual who had acted as mentor during an internship 

in the University of Arizona Athletic Department. He had been 
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responsible for an introduction into the world of NCAA Division I 

athletic administration. His guidance had led through the maze that 

is NCAA intention, the intricacies of departmental decision making, 

and the delicate relationship that exists between the leadership of 

the institution and of the department. 

Even though the interviewer and the interviewee were well 

acquainted, the interview was stilted and relatively unproductive 

until we went away from the list of questions and corollary 

questions and began discussing the future of the department III 

relation to the question of gender equity. Once this assistant 

athletic director had discussed the nuances of finance, student

athlete welfare, and staff collegiality in relation to the issue of 

gender equity, the consideration of departmental mission versus 

university mission began to develop. 

As a result of the discussion. it was agreed that: (1) the 

mission of the university is to educate students, the belief in the 

preeminence of research by the university administration not 

withstanding; (2) a student's years at a university should prepare 

him or her for a productive role in American society; (3) education in 

general is concerned with intellectual, social, emotional, and ethical 

outcomes -- as is athletics in particular. A pragmatic view of 

education, a view favored by John Dewey, held that learning 

experiences should be broad in scope and interesting in nature, with 

access to many different opportunities. Participation in athletics 

as a co-curricular activity is an important opportunity for athletics 
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to complement an individual's development, education, and career 

preparation; and (4) athletics are an integral part of the educational 

mission of Division I universities; however, the avocation and 

commercialization of intercollegiate athletics ("Why does one need a 

large crowd and a television audience to witness the educational 

development of a small number of student-athletes?" - AAAD; 

September 8, 1992) does have an adverse effect upon the educational 

role of athletics and a consequent diverting of athletic mission from 

academic mission. 

This first interview went far beyond the time allotted, but it 

did not seem to be a concern. The interviewee was interested in 

seeing this study off to a solid start. And certainly the experience 

was important from the standpoint of this interviewer learning 

better techniques for eliciting responses relative to the study. 

In this first of twenty-eight interviews, athletic and academic 

missions were seen as compatible only when each head and assistant 

coach paid close attention to the academic progress of their 

athletes. This theme was replayed many times in subsequent 

interviews. 

The mission of the athletic department (Appendix F) is the 

first page of The University of Arizona Athletic Department Staff 

Handbook. The mission and goals of the department are outlined both 

in the Handbook and at the introductory meeting at the beginning of 

each academic year. Interviews with personnel in other departments 

revealed that in several cases no reference at all was made by the 
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leadership to either a departmental mission or to an institutional 

mission. Two of the interviewees, when queried about "mission 

statements" responded in kind, "Do you mean admission policies?" 

DHC; March 20, 1993; IHC; April 9, 1993). When the object of the 

query was clarified, both confessed to not knowing what a mission 

statement was. Another individual, alas, an assistant athletic 

director, was not certain exactly where to find the athletic 

department mission statement, but guaranteed that he would send 

one when located. Good to his word, an athletic department mission 

statement (Appendix G) appeared in the mail soon thereafter. 

The Interrelatedness of Environment. Mission. and Motivation - The 

Perspective of a Head Coach 

In October of 1992, the second interview was conducted with 

the head coach of a revenue producing sport. He was very specific 

about the mission of his program in relation to the mission of the 

department and of the university. He acknowledged that winning 

games was a necessity of his job. A winning team filled the 

stadium, received television revenue, and, thus, funded the athletic 

department. The main thrust of this particular individual during his 

term as head coach, besides putting a winning team on the field, has 

been student-athlete welfare. 

Several keys to attaining the goal of attending to the welfare 

of each individual student-athlete have implied a consistent 

emphasis on: (l) using the total university experience as a 



134 

preparation for life; (2) usmg the five years of free education to 

develop the whole person; and (3) using the university athletic and 

academic arena as a means not an end. The raising of grade point 

averages and improving graduation rates is an integral part of the 

program of this head coach. In his mind, a higher team grade point 

average and a higher percentage of seniors graduating has been 

accomplished by (a) "steering clear of Proposition 48 athletes and 

special admissions" (AHC; October 18, 1992), and (b) better 

educating his athletes concerning their remote prospects of making 

their careers in professional sport. 

As this coach talked about his program, the one conviction that 

emerged was his deep and abiding respect for each individual on his 

team. A year ago, recognition by the athletic director of his concern 

for individual welfare and respect for the future of each player "was 

all that came between me and the exit. When everyone in town was 

calJing for my job, the athletic director emphasized the positives in 

the program and stood beside me" (AHC; October 18, 1992). 

According to this coach, motivation from the athletic director 

is a constant in his shared direction (vision) for the department and 

his personal strength and integrity. Peters and Waterman's (I 982) 

"Management By Walking Around" is apparent, as the athletic 

director is a visible presence in the daily operation of the 

department. "A good portion of his strength and integrity derives 

from the honesty to always let you know exactly when you are doing 
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well in regard to departmental principles and when you are falling 

short" (AHC; October 18, 1993). 

As the interviewing process progressed, it became apparent 

that each interviewee would likely discuss the research questions in 

terms of the subject he or she knew best. An excellent interviewing 

technique seemed to be to allow the individual to talk about the 

accomplishments of his/her particular program during his/her 

tenure. The limits resulting from individual claims of impulses, 

ego-stresses, and intellectual and material desires were formed by 

the needs of the interviewer to draw meaning from the encounter in 

relation to a good many other such encounters. 

The Interrelatedness of Environment. Mission. and Motivation - The 

Perspective of a Support Staff Member 

The third interview was with a support staff person whose 

responsibilities revolved around student-athlete services. This 

individual seemed to view her program's mission as one that closely 

coincides with departmental and university missions. Her 

perception of the mission of her unit, the Center for Athletes' Total 

Success, (Appendix H) was "providing a quality environment in which 

students can achieve their academic goals. All our goals are 

directed toward what the NCAA defines as 'mainstreaming' athletes. 

From the initial orientation through the senior exit interview, we 

provide a family oriented, nurturing environment to help the 

student-athlete make the right social, emotional, and academic 
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decisions" (ASS; October 2, 1992). Having observed this impressive 

pilot program over the course of four years, there is little doubt 

that their mission and goals are being achieved. In the fall of 1992, 

the NCAA Foundation adopted the Center's fTamework to be used by 

the membership as a model for a life skills program. 

When queried about the role of motivation from the athletic 

director and associate athletic director, two themes were stressed 

by the Center's director. First, an agenda and budget are set by the 

department for the unit. The individuals within the unit are 

encouraged to accomplish the agenda within the budget on their own 

volition. An example of empowerment ("enabling individuals to act 

by providing access to resources, information, and support." p. 80), 

this leadership technique is consistent with intrinsic motivators 

such as responsibility, challenge, autonomy, and growth. 

Second, the athletic director has set a plan whereby each unit 

within the athletic department meets yearly with the associate 

athletic director overseeing that particular program. These 

meetings are termed "retreats." Every member of the staff of the 

program attends the day-long retreat. The individual is asked to 

come prepared to: (1) discuss what has taken place within the unit 

and department over the past year; (2) express individual goals and 

help determine unit goals for the coming year; (3) brainstorm 

regarding program priorities; and (4) offer input for the 

improvement of the overall department. Two important questions 

presented by the leader are, "How do you believe the other units in 
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the department perceive you as an individual," and "How do you 

believe the other units in the department perceive your unit?" The 

retreat is a fine motivating tool. Besides a day off from work and a 

catered lunch, staff members receive a feeling of ownership as their 

input into program and departmental problems and possibilities is 

encouraged and implemented. 

The cultural component of "oneness" within the department is 

constantly cultivated by the C.A.T.S. program. Besides the coaches 

of the individual sports, those involved with the success of the 

support services program are the first people a young recruit 

encounters on a visit to the campus. It is a mandate to try to make 

these seventeen and eighteen year-old athletes feel at home in an 

atmosphere where the academic and social sides of the university 

are a pri ori ty . 

The Student-Athlete Advisory Board 

The feeling of belonging to a family is supported by the 

presence of the Student-Athlete Advisory Board. Because of the 

frank discussions regarding program and departmental policies, 

coaches are not normally in attendance at meetings of the Board. 

However, this researcher was allowed to observe this "free-for-all 

over dinner," as baseball team representative Todd Brown terms it. 

Elected members of each athletic team meet monthly with the 

associate athletic director in charge of programs. At the meetings, 

every individual representative is encouraged to speak his or her 



138 

mind regarding feelings, concerns, problems, solutions, or rumor. 

There is no subject that is out-of-bounds. The associate athletic 

director uses a somewhat altered Robert's Rules of Order to pinpoint 

and attack areas of real concern. The two main concerns that 

emerged from this particular session were: (1) the desire for a 

seminar for all athletes on the subject of date rape; and (2) the need 

for academic services to communicate to the library that the new 

computer system needs more complete instructions to make it 

easier to use. Both areas of concern have since been addressed. The 

seminar was held and student services' request for more 

comprehensive instructions for the library's computerized system 

was implemented. 

The Student-Athlete Advisory Board is an important ingredient 

in addressing the need for input by those who believe they are, in a 

sense, employees of the university. The athletes of the revenue

producing sports trade their athletic skill and effort for a free 

college education. These athletes are predominantly on a full 

scholarship of tuition, fees, books, room and meals. Full 

scholarships in the non-revenue producing sports are rare and a 

large percentage of the athletes in these sports pay for their 

education. The athletes are absolutely correct in their collective 

assertion that without them there would be no athletic department. 

Therefore, within NCAA restraints, student-athlete welfare should 

be the primary concern of the athletic department. The NCAA is 

considering recommending similar student-athlete advisory boards 
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to its membership. Arizona's Tanya Hughes, a world-class high 

jumper with a 3.8 grade point average, has been chosen as a 

representative to the NCAA committee that will make 

recommendations regarding advisory boards at the 1995 convention. 

The Exit Interview 

A final interview experience before going out to unfamiliar 

programs and personnel was the observation and discussion of an 

exit interview. One way in which the University of Arizona Athletic 

Department attempts to learn how to more effectively help the 

individual athlete is through such an interview. A technique 

borrowed from the military and from business, the exit interview is 

designed to probe feelings and beliefs of the individual leaving the 

organization in order to assist those who remain. In the case of the 

student-athlete, he or she has completed eligibility and/or has 

graduated and is ready to move on to greater endeavors. 

The exit interview can be an excellent motivator. The athletic 

director or an associate athletic director discusses with the 

individual ways in which the university can better serve the 

student-athlete. The suggestions of those exiting are seriously 

considered for implementation because those interviewed generally 

have a strong positive feeling toward the institution and the 

department. By requesting an interview with the student-athlete as 

he/she leaves the university, the administration is demonstrating to 

the individual athlete that there is value in his/her thoughts and 
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feelings, and that he/she is appreciated. The sense of belonging 

recognized by Maslow and the feeling of ownership emphasized by 

Thomas are strengthened by the exit interview experience. 

The impetus for interviewing first within this writer's 

department was to determine a feel for how the interviews would 

progress in the company of those known well and within a well 

known atmosphere before beginning in earnest with lesser known 

individuals and environments. As interviewing experience 

developed, it became much easier to interject questions which 

probed the fundamental values and beliefs of the interviewees. 

Values and Leadership 

A fundamental principle of educational leadership is that the 

administrator-as-Ieader must be a moral agent, one who constantly 

works for what is fair, right, and legal and one who has a 

fundamental duty to the client (Nelson, 1990). But who exactly IS 

the client of the administrator of an NCAA Division I athletic 

program? 

Philosophically, the primary client of intercollegiate athletics 

IS the student-athlete, without whom there would be no programs. 

Yet the actions of those in athletic administration, to the highest 

levels of the National Collegiate Athletic Association, have not 

demonstrated in practice that the student-athlete has been regarded 

as the primary client that is served by intercollegiate athletics. 

The media, especially television, the fans, especially boosters with 
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pocketsful of money, and indeed, the coaches, seem to be the primary 

clients of not only the NCAA administration, but also of the 

university administrations and the athletic departments. 

In the course of the interviews, the question, "In your view, 

how does the value system of intercollegiate athletics support the 

value system of the university?" elicited several thoughtful 

answers. Most of the interviewees agreed that operating under 

similar value systems was absolutely necessary for all departments 

of the university. 

However, one respondent believed that there is an "ultimate 

collision of values between the two (athletic mission and academic 

mission) .. There is really no realistic way of de-emphasizing 

winning, because winning teams pay the bills. But beyond that, as 

experience has shown, only winning teams create a popular appeal 

that perpetuates the type of culture one desires in university 

athletics" (LAAD; June 24, 1993). This response cuts to the core of 

the dichotomy that exists in intercollegiate athletics (Figure 4). 

On the one hand, those who wish to lessen the influence of big

time athletic programs are attempting to get universal acceptance 

of the One-and-Three Athletic Department Model. As has been 

shown, this model would de-emphasize winning, if necessary, for 

the sake of re-emphasizing the academic integrity of the institution 

and bringing athletics back within the mission of the institution. 
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Those in favor of reemphasizing academic integrity readily 

admit to the unifying effect that intercollegiate athletics can have 

upon a community. However, to counter the myth that winning 

athletic teams "pay the bills" and draw alumni closer to their alma 

mater, they point to studies which indicate that: (I) over ninety 

percent of intercollegiate athletic departments are a financial 

burden to their institution; (2.) while a large majority of alumni 

contribute to the academic units of their colleges and universities, 

only one or two percent of alumni donate to athletic programs; (3) 

some alumni withhold contributions from their alma maters when 

their schools are percei ved as "jock factories" and/or when the 

athletic department is involved in a scandal; and (4) that the major 

donors to athletic programs are boosters, people who never attended 

the school, who give money only to the athletic department (Andre 

and James, 1991; Sperber, 1990; Thelin and Wiseman, 1989; 

Mihalich, 1984). 

On the other hand, those who wish to maintain or increase the 

influence of big-time athletic programs strive to prove that 

external constituencies and internal authorities regard big-time 

intercollegiate athletics as a central purpose of the institution. 

These individuals, who favor the Autonomous Business Model for 

athletic departments, maintain that the varsity sports program is 

sufficiently important unto itself, not unlike research and teaching, 

and that it need not justify its existence on campus (Gilley and 

Hickey; 1985). Those who follow this theme believe that because 
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athletics are of symbolic importance to the community, massive 

operating deficits are justified (Thelin and Wiseman; 1990). Even 

though the department is independent from the college or university, 

and in some cases is legally incorporated with its own board of 

directors, the institution must come to the aid of the program that 

is awash in red ink. 

Much digression on the subject of values led to the shared 

feeling that the ills of the global village are immensely threatening, 

that the will of our leaders is not sufficient to grapple with those 

ills, let alone conquer them. Have environmental, economic, and 

social problems, coupled with a paucity of political leadership 

unable to come to grips with the basic issues, led to a lack of faith 

in the future? Have these concerns and the fragmentation and 

divisiveness they spawn driven us so far from a common view that it 

is no longer possible to lend ourselves to a common purpose? In 

such a world, survival is the common purpose, but it is survival of 

the individual that is important, often at the expense of society at 

large. 

In the course of the interviews several individuals stressed 

the concern that because of serious economic problems, the only 

thing occupying the minds of people within their athletic department 

was survival -- of a job, of a program, of a department. To the 

question regarding missions, a coach of a non-revenue sport replied, 

"What mission? All I want is for my program to make it past July}" 

(beginning of the new fiscal year) - (BAC; April 2, 1993). We 
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discussed having a vision for the future. But if there is little or no 

confidence in a future, then it is virtually impossible for a leader, 

as Bennis requires, to construct for the people a vision of the future 

that manages attention and to develop goals that manage intention. 

A mistrust of national leaders in Washington during and after 

Vietnam and Watergate has contributed to a focusing on the needs of 

the individual in an increasingly difficult world. Recent opinion 

polls have shown the level of mistrust of political leaders to have 

risen and spread to include state, county, and city officials. It is 

extremely difficult to forge a realistic mission with reachable goals 

when there is a basic lack of trust in elected leaders. A 

corresponding erosIOn of faith in the integrity of intercollegiate 

athletics seems inevitable. 

In 1984, John Goodlad lamented that leaders at all levels had 

become so preoccupied with crises that they had been forced to 

delegate or push aside central matters essential to the theme of a 

mission. The situation seems to have worsened. Current social and 

economic conditions have helped develop a splintering of interests, 

each calling for attention, with no consensus as to who shall lead or 

what direction shall be taken. A fractured pluralism among 

constituents has led to a pervasive relativism that finds no 

alternative any more valid or warranted than any other. It appears 

that contemporary "leaders" have shifted their priorities from 

leadership to attempting to accomplish purposes through ever 

larger, more intricately organized systems while neglecting the 
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broader questions of who we are and in what direction we should be 

headed. 

In a March 19, 1993 interview, an associate athletic director 

noted that intercollegiate athletics has been in a state of crisis for 

twenty years. He referred to a recent Harris Poll (USA Today; March 

16, 1993) that indicated that 52 % of those polled still believe that 

intercollegiate athletics is out of control (down from 76% in 1990) 

while 46% of the public said recent efforts on the part of presidents 

have improved the integrity of college athletics. In the same poll, 

while 92 % of the coaching fraternity polled acknowledged that the 

One-and-Three Model advocated by the Knight Commission was the 

correct path, 96% of the faculty members polled voiced their 

skepticism of reform efforts by indicating that big-time programs 

are largely beyond the university presidents' control and are not a 

part of the academic community. 

During the interview, the reaction by this athletic director to 

the Harris Poll numbers was to interject the thought that there is 

not now, nor has there ever been a concrete plan for the long-term 

future of intercollegiate athletics. "Crisis management should be 

proactive, not reactive. But (collegiate) institutions and the NCAA 

seem to attempt to put out small brush fires while the house is 

burning down behind them" (DAAD; March 19, 1993). 
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Gender Equity 

A prime example of the lack of a vision by the leadership of 

intercollegiate athletics is their reaction to social and political 

events and pressures concerning the gender equity issue. Since the 

passage of Title IX in 1972, the institutions and the NCAA have 

avoided the legal requirement of providing women with 

opportunities in athletics equal to those extended to men. 

Title IX was manifestly clear that there should be no gender 

discrimination in any educational institution receiving federal 

funds. What was not so clear was how to fund emerging women's 

sports without endangering men's sports, especially revenue

producing sports. The NCAA requested from the federal government 

special legislation in an effort to exempt revenue-producing sports 

from the requirements of Title IX (Hart-Nibbrig and Cottingham, 

1986). The request was denied. Having failed in this endeavor to 

thwart the effects of Title IX, the NCAA tried another route and 

absorbed the Association for Intercollegiate Athletics for Women 

(AlA W) by taking over administration of their championship events. 

The decision by the Supreme Court in Grove City College v. Bell 

(1983) ruled that only programs which receive money from federal 

funding must comply with Title IX. However, since scholarships 

were ruled to fall under Title IX, because in many cases scholarships 

are funded by federal financial aid, the Grove City ruling was only a 

temporary reprieve for the revenue-producing sports. The NCAA 

responded by requiring that Division I institutions must offer the 
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same minimum number of sports for men and women by the 1986-

1987 academic year (Vance, 1983). 

This token gesture to women's athletics was hardly in the 

spirit or practice of gender equity as was proven by Blair v. 

Washington State University (1987). In its decision in the Blair 

case, the trial court agreed that the university had discriminated 

against women athletes in funding, facilities, equipment, and 

scholarships. Furthermore, the court required the university "to 

provide women's athletics with 37.5 percent of its financial support 

with a two percent increase each year until the support represented 

the undergraduate male-female enrollment percentages" (Clement, 

1988; p. 149). Part of the injunction was that football was to be 

treated as a separate operation. The plaintiff appealed the decision 

with reference to this clause concerning football. The Supreme 

Court of Washington reversed the decision stating that "the Equal 

Rights Amendment does not mention football as a protected class" 

(Clement, 1988; p. 150). The reference to undergraduate male

female enrollment percentages became the basis for the settlement 

of numerous other gender equity cases, including the previously 

referred to Sanders v. University of Texas-Austin (1993). 

Equity has been defined as "equal access to comparable 

educational opportunities" (Astin, 1990). Equity does not mean the 

abolition of differences among individuals, nor does it imply the 

abolition of differences among programs, as the NCAA fears. Nor 

does equity mean stifling some voices so that others may be heard, 
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nor demanding the compromising of academic or athletic standards 

in the name of egalitarianism. "Equity does mean fostering the 

individual voice in the university and athletic department culture, 

investing students with confidence in their own authority" (FAD; 

April 19, 1993). "Rather than opposing masculine and feminine, we 

need to see how to negotiate that opposition in order to speak a 

multiplicity of voices into the cultural dialogue of organizations, 

institutions, and departments" (Bauer, 1990; p. 388). 

In Modern Approaches to Understanding and Managing 

Organizations, Bolman and Deal (1984) stated that "an organization 

that has no affirmative action program signals non-conformity to 

prevailing expectations. Non-conformity invites questions, 

criticism, and inspection" (p.172). Institutional and NCAA 

leadership has invited questions, criticism, and inspection into their 

belated reaction to the gender equity issue. Twenty-one years after 

the passage of Title IX, after dozens of law suits have been executed 

using existing Office of Civil Rights procedures (Appendix I), and 

after literally having the road ahead forged for them by decisions 111 

many of those court cases, the NCAA issued the findings and 

recommendations of the Committee on Gender Equity. 

Leadership and Institutional Commitment 

At a late night round-table discussion during the 1993 

American Baseball Coaches Association Convention, several 

colleagues (two of whom are university assistant athletic directors 
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and one who is a university athletic director), were responding to 

my questions regarding values and leadership. What this writer 

believes is an important concept concerning leadership emerged 

from this group interview. One of the assistant athletic directors 

put forth for consideration the concept that, "A leader really has no 

choice but to be optimistic. No matter how badly things are going, 

or how dismal the long-term outlook, an effective leader will keep a 

positive attitude toward the future" (KAAD; January 8, 1993). 

A positive view of the future seems to be a trait of the leaders 

interviewed. Optimism is at the very base of confidence, and 

without confidence -- in themselves, in the people around them, in 

their vision and mission -- any individual attempting to lead others 

will fail. With optimism and confidence, a leader will be able to 

make the hard decisions necessary to move forward and have the 

courage to risk failure for the sake of attaining something worthy. 

John Gardner (1990) believes that to turn pessimism to optimism, it 

is necessary to persuade those in an organization that there is a 

future together, no matter how many may doubt that a future exists. 

During the round-table discussion, the coaches complained 

about the leadership of the assistant athletic directors at their 

schools, the assistant athletic directors complained about the 

leadership of the athletic directors, and the athletic director 

complained about the leadership of his president! A reference to one 

of venerable Coach Jim Wing's favorite sayings, "What you do speaks 

so loudly I can't hear what you say" led to a consensus concerning 
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leadership: (1) everybody expects the leader to take charge and lead 

into the future, but few of them do; (2) most people recognize a true 

leader when they see one, but cannot define what a true leader is; 

(3) even though a leader must have values of his or her own, it is the 

rare individual who will consistently voice or demonstrate those 

values; and (4) the values of the leader must somehow reflect the 

values not only of the immediate circle of followers, but also of the 

community at-large. 

"Values" in American pragmatic philosophy encompass both 

"morals" and "ethics." Older notions of what morals are carry with 

them aspects of principles, ideals, and subordinate religious rules 

(Maxcy, 1991; p. 112). Those who believe that they are caretakers of 

American values, such as the Moral Majority, seem to overlook 

principles and ideals in favor of religious rules. 

According to Sergiovanni (1990), a leader can define values 

from a base of principles, ideals, and morals. "Value-added 

leadership" requires the leader to deliberately influence 

constituents to adopt the leader's vision as their own. The act of 

influencing others should be a distinctly moral act guided by moral 

principles. Does this imply that the leader is operating at a broader 

level of understanding and motivation than his/her foHowers as 

suggested by Greenfield (1987)? If so, then the leader is 

discounting the professional expertise of his/her colleagues as 

fol1owers. 
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Values are not necessarily matters of personal preference or 

intuitive understanding, but must be subject to much reasoned 

scrutiny on the part of the individual. There must be accompanying 

discussions, or at the very least definitions, among colleagues 

concerning the values the leader is attempting to impose on others. 

If there is not, then there is the danger of isolation for those who 

are not in complete agreement with the leader's view of what 

constitutes "values." 

Thus, the moral, or value, component of organizational 

hehavior will emerge through collective deliberation with all 

affected by policy. Preferences, desires, interests, and goals are all 

part of the daily decision-making process of each individual within 

the organization. Therefore, it is important that there be discussion 

and deliberation about the values represented by the organization 

with those most affected by decisions based on those values. 

This process of collectively shaping organizational values 

helps clear the path to the future by engaging and satisfying the 

motives of individuals within the organization. This 

"transformative leadership" fuses human beings into participants in 

institutional commitment (Bums. 1978; p. 18). 

Institutional commitment comes from personal investment in 

the values of the institution. Such a commitment involves an active 

relationship with the organization -- an attachment to its goals and 

values rather than mere passive loyalty. 
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Beyond a personal commitment to the institution is an active 

interest in and adoption of the values and ethics of the profession 

one has chosen. Unfortunately, the commitment to intercollegiate 

athletics as a profession can bring with it a priority of individual 

aspirations over the furtherance of the profession and its 

corresponding values. Elevation of a personal agenda to a place 

above the goals and mission of a department, an institution, or of 

the profession of teaching/coaching may possibly take place at the 

expense of the student-athlete. 

Personal commitment to an institution of higher learning 

necessarily carries with it a commitment to the values of university 

education. An example of both the zealotry of the dedication to 

winning over the dedication to the fundamental principles of higher 

education and of the hypocritical practice of begrudgingly following 

rules written in a manual as opposed to acting in accordance with 

the rules of society was noted by Telander (1986): 

..... but all the NCAA violations are just that, 
violations of arbitrary rules established by the members 
of the organization to help police those same members. 
None of the NCAA "illegalities" are acts that are against 
the law. They are not crimes, only breaches of rules of 
the game known as college sport. 

At the University of Colorado, where at least two 
dozen football athletes have been &rrested for various 
felonies and misdemeanors, Coach Bill McCartney says, 
"Three conditions were attached to my hiring seven years 
ago. One, not breaking any NCAA rules; two, graduating 
football players; three, making the program competitive. 
Our program has lived up to these requirements." He is 



right. Yet if crimes against society were against NCAA 
rules, Colorado could not field a football team (p. 21). 

A workshop at the University of Nevada, Las Vegas, in the 

summer of 1993 addressed the topic of ethics in in tercollegiate 

athletics. Jim Weaver, director of athletics at UNLV stated that 

"Ethics and morality are key issues in all we do in life, including 

intercollegiate athletics. The workshop centered in on the key 
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issues confronting intercollegiate athletics in the '90's, and we felt 

that ethics and morality were in the forefront" (NCAA News, August 

18, 1993; p. 2). 

In the session at UNLV, Pepperdine University Professor Russ 

Gough drew distinctions between following rules and the broader 

concept of ethical judgement: "The moral crisis we're facing is not 

in breaking rules but in the lapse of ethical judgement. We're losing 

all sense or ability to make judgments ethically" (NCAA News, 

August 18, 1993; p. 2). 

The following excerpt from an interview (CAD; March 13, 

1993) with a former assistant football coach and associate athletic 

director now an athletic director encapsulates strongly held beliefs 

of several of the interviewees concerning values in Division I 

athletics. 

Q: Some of the recent decisions you have made have caused an 

uproar in the press and from alumni. 
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A: Yes. Those critical of the decisions see only coaches with 

winning records relieved of their duties or not rehired. What 

had disturbed me about the programs obviously had nothing to 

do with the records. They were winning. The programs were 

drawing fans, making money, and attracting national media 

attention. What concerned me was the integrity of the 

programs and what values we were teaching our students, not 

just our student-athletes. 

Q: What do you believe had gone wrong? 

A: Not so much wrong as off track. We were building an academic 

distrust of athletics. The university community is intolerant 

of athletes that are not students. Recent negative publicity 

concerning lowered admission standards and poor progress 

toward degrees has fostered the suspicion that athletics were 

besmirching the academic charter of the university. 

Q: Was there fear of NCAA sanction? 

A: Not at all. This was strictly an internal matter. Both 

programs had operated within NCAA rules. What we have seen 

in college athletics the last ten years has been the 

replacement of ethical and moral judgement with conformity 

to the rules. It is repellant to me as an administrator that any 

individual should perceive that the norms of permissible 

conduct are determined by referring to a manual. Ethics and 

moral judgement must come before looking up the rule in the 

book. Keeping the letter of the rule while violating its spirit 



and intent is a very common practice in college athletics. 

Personal integrity must preclude rule conformity. . . . . . 
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Q: Do these beliefs (regarding values) help mesh the mission of an 

independent athletic department like yours with the mission of 

the university? 

A: Our department is independent only in terms of not being part 

of an academic department. The president has mandated that 

every part of the university community must serve the 

academic purposes of the university, its central mission. He 

recognizes that athletics can draw alumni closer to the 

university and, at times, can generate revenue. But he has also 

made clear that if athletics cease to be involved with the 

learning that will shape students' careers and the kind of lives 

they will lead, then they will no longer be sponsored by the 

university. 

The philosophies explored in the above interview were a 

refreshing departure from frequent references to the "survival of 

intercollegiate athletics" (DAAD; FAD; GAAD; KAAD). Clearly, 

something greater than continuity was at stake for this individual. 

The integrity of an entire university community, represented by 

intercollegiate athletics, was his primary concern. The actions of 

the interviewee, taken only after attempts at enculturation had 

failed, are consistent with the concept that "the community 



teaches." In On Leadership (1990), John Gardner made the point 

that: 

A healthy, coherent community imparts a coherent 
value system. If it is fragmented or sterile or 
degenerate, lessons are taught anyway - but not lessons 
that heal and strengthen. It is community and culture 
that hold the individual in a framework of values; when 
the framework disintegrates, individual value systems 
disintegrate (p. 113). 

Motivation 

A good portion of our motivation comes from 
collectively trying to live up to our finer 
accomplishments in the past while striving for goals we 
haven't yet reached (EHC; May 1, 1993), 

I like to believe that everyone carries with them an 
emotional bank account. Before a withdrawal can be 
made, a deposit must be made. We (the leadership) build 
a level of trust by depositing in that account. Clearly 
defined expectations are a deposit .... a pat on the back 
or a compliment. A withdrawal would be vague 
expectations , . , . (or) an offhand criticism (GAAD; 
November 9, 1992), 

Introduction 
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The combination of a loss of revenue as a result of a sluggish 

national economy, a consistent upward trend in expenditures, plus 

the need for major economic adjustments to satisfy gender equity 

requirements has caused the mood in NCAA Division I athletic 
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departments to be less than positive. There is genuine concern as to 

whether intercollegiate athletics can survive in its present form. 

Every non-revenue sport at every Division I institution is in 

jeopardy of being dropped at any moment. One institution within the 

"Six-Pac," college baseball's most prestigious conference, had 

considered dropping its nationally ranked baseball program to meet 

the financial burden of gender equity. However, at the last minute 

the athletic director decided against such a move because he did not 

believe he "could survive the storm of protest that would result 

from removing from competition a program with such a long 

tradition of excellence" (lAD; April 8, 1993). 

Revenue and non-revenue programs alike have endured budget 

cuts, coaching reductions, and limits on support staff. Those 

released from their duties either under NCAA mandate or because of 

institutional budget constraints have not necessarily been the most 

expendable or least desirable of the staff members. In some cases, 

it has seemed that the staff cuts mandated by the NCAA have been 

cruel and indiscriminate with little or no forethought as to the 

potential negative impact losing a valued individual would have upon 

a unit, a department, or an institution. 

One such individual was forced to resign his coaching position 

after fourteen years of service to the institution from which he had 

graduated. NCAA legislation had reduced the number of coaches a 

program could have as a cost-saving device. A man of integrity, 

universally respected among his peers in the coaching fraternity and 
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by the student-athletes in the Six-Pac, Tom Dutton had worked as 

pitching coach at Stanford University as a volunteer. The inability 

of the NCAA to view cuts from an individual, program, or conference 

level removed hundreds of quality teachers from the collegiate 

coaching ranks. 

Tom happened by the dugout when Arizona was at Stanford for 

a three game series. The staff was pleased to see him and all 

commiserated over his loss of something that had been very dear to 

him. "I am not angry at the NCAA," he said. "They just don't seem to 

have any idea of how the rules relate to what is right. If the 

programs really are for the athletes, as they constantly remind us, 

then how can they even conceive of taking away anybody who 

believes in their (the student-athletes') welfare. I feel sorry for all 

the players who no longer can benefit from the experience coaches in 

my situation could offer" (Conversation; April 24, 1993). 

Motivating individuals for organizational goals is a challenge 

for a leader even in the most positive of circumstances. But in 

troubled times, a leader needs to be particularly adept at individual 

motivation if there is any hope of reaching organizational goals. A 

continuous use of positive talk to emphasize the positive features of 

an institution or department can be an athletic director's strongest 

ally. The recognition of the facts of a given situation, no matter 

how bleak, can be turned to an advantage by using as motivation a 

shared vision of a positive future. As Winston Churchill told his 



people during the darkest days of World War II, "Let our advance 

worrying become advance thinking and planning." 

Individual Motivation 
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Each of the interviewees was asked to describe, if possible, 

their source of personal motivation. Responses to this question 

were diverse, but four major categories of responses emerged: 

Helping Others (the satisfaction derived from assisting people); Goal 

Setting (having specific wants); Inner Drive (an inner need to 

achieve); and the Environment (the physical or emotional bonding to 

the workplace). 

Helping Others - The expectation was that a majority of 

the interviewees would respond that their principal motivation 

for starting in and remaining with intercollegiate athletics 

was to help young people develop their academic and athletic 

skills. However, only five of the twenty-eight respondents 

indicated that their main purpose for being in intercollegiate 

athletics was to help student-athletes. Coaching, teaching, 

counseling, and advising were examples of helping the student-

athlete. Assisting the student-athlete to reach long-range 

goals by advising or suggesting to them to set and meet 

achievable objectives seemed to be a source of intrinsic 

motivation for the interviewees responding in this category. 

One individual's motivation was a goal of helping student

athletes graduate: "My personal goal is for our graduation 
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rates to be above the national average (for student-athletes) 

next year!" (ISS). 

Goal Setting - Six of the interviewees mentioned 

reaching personal goals as their prime motivation. The 

following comments by these individuals were indications of 

the importance to them of having set goals to work toward: 

"This department will continue to be recognized as one of the 

country's most successful" (lAD); "My main goal is to win a 

national championship" (KHC); and, "By the time I'm forty I'll be 

an athletic director" (CAAD). 

Inner Drive - Fourteen of the interviewees responded 

that inner drive is their key to motivation. This category could 

have goal setting and attainment as a sub-heading, but inner 

drive seemed to be viewed as a separate and distinct category. 

Every coach interviewed gave the impression that he/she is 

self-motivated. All indicated that they want to be the best at 

what they do. However, attempting to determine why one 

wants to be "the best" is almost an impossibility. Is it the 

satisfaction of knowing that one is a good coach; is it the 

adulation of the media and fans; is it the feeling of putting a 

skill (a gift) to use helping others; or is it the monetary and 

perquisite benefits that result from being "the best?" The 

answers to these questions were not to be revealed in the 

interviews, but some telling remarks were recorded. For 

example: "Every time I take the field, I consider it a personal 
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challenge to be better than the guy across from me" (AHC); 

"All my life I've been an over-achiever, going beyond what 

anybody thought I could do" (LHC; -- When asked who the 

"anybody" was, it developed that his freshman coach in high 

school had told him he "wouldn't amount to anything in sports." 

Thus at forty-one years of age, this respected head coach 

appears to be stilJ trying to prove to his first high school 

coach that he can indeed "amount to" something.); and "I've 

moved up the ladder fairly fast, with very little fanfare. I just 

do the best job I can and hope my efforts are recognized" 

(GAAD). 

The Environment - The remaining three interviewees 

initial reaction to the question regarding personal motivation 

was that something within the work environment was their 

primary motivating factor. The most effusive answer to this 

question was, "Being a part of this department is a dream come 

true!" (ESS). 

The cumulative responses indicated that, in some fashion, each 

individual is attempting to fulfill his/her personal needs. It is 

apparent that no matter which of the four categories the initial 

responses applied to, each respondent has reasons for, or personal 

goals invested in, what they are doing. 

Motivational Theory assumes that higher need satisfaction IS 

intrinsic motivation and is self-perpetuating. From listening to 
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each of their' responses, the impression was that the interviewees 

were motivated to meet their goals in the higher relatedness and 

growth needs of belonging, self-esteem, and self-actualization. 

It is critical for a leader to realize that the term "needs" 

refers to a category of specific outcomes, rather than to a single 

concrete factor. Expanding beyond the basic outcomes of adequate 

pay, security, and affiliation can help the leader begin to focus 

individual motivation toward the realization of the goals of the 

organization. 

Talented, intense, goal-oriented individuals seem to be a given 

ingredient of college athletic departments. The athletic directors 

and associate athletic directors in the study recognized this 

premise about their coaches; the head coaches and assistant coaches 

recognized it about each other. One athletic director expressed his 

beliefs in this area by stating, "My greatest challenge as a 

leader/administrator is not to stifle the intrinsic drive of the 

individuals in this department . . .. They all want to be at the top of 

their profession, and I have to make sure the department and 

university provide the opportunity for them to succeed" (AAD; 

August 26" 1993). 

Motivational Leadership 

The motivational aspect of leadership can manifest itself in 

many ways. Among the ways in which a leader can motivate 

individuals toward organizational goals and an organizational 



mission are envisioning, directing, aligning, encouraging, and 

recognizing individual needs. 
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The responses were widely varied to the questions concerning 

motivation from the departmental leadership. From the responses 

and comments, three areas emerged in which the leadership of the 

department motivated individuals toward the departmental and the 

institutional mission: (1) Envisioning: the articulation of a vision 

in a manner that addressed collective values of the departmental 

personnel, thus attaching importance to the work ahead through 

direction and alignment; (2) Aligning: the involvement of 

departmental personnel in determining how to achieve the vision 

through definition of the mission of the department and the mission 

of the institution, thus giving a sense of control and a sense of 

purpose to the individual; (3) Enculturation: emphasis on the 

departmental culture to support individual and group efforts toward 

pursuing the vision and toward achieving the mission. 

Envisioning and Aligning 

According to W. Edwards Deming (In Walton, 1990), "the 

performance of any component, including individuals, within a 

system is to be judged in terms of its contribution to the aims of 

the system" (p. 10). The aim of the system, or organization, is best 

characterized by the vision of the organizational leader. One of the 

most important elements of leadership is the leader's ability to 



articulate and communicate a vision of the future (Bennis, 1989; 

Bolman and Deal, 1986; Owens, 1991). 
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At the core of leadership is determining a vision for the 

direction that an athletic department takes. The procedure for 

developing and communicating a vision must be a carefully selected 

activity focused on departmental change. The transformation from 

where a department is now and where it wants to be in the future 

should progress through fi ve stages (Deming, in Walton, 1986; pp. 

234-238): 

1. The Decision to Adop! - The athletic director accepts 

the premise that fundamental changes are necessary. The 

emphasis by the federal government on the two major issues 

of student-athlete welfare and gender equity has forced 

fundamental changes within intercollegiate athletics. The 

required consensus of the university, the conference. the 

NCAA, and the Federal Government is already in place. 

One of the interviewees spoke to the creation of a vision 

for the athletic department by referring to his first days on 

the job. When he arrived, the football team was facing NCAA 

probation because of numerous recruiting, booster, and 

scholarship violations. Beyond that, the department was deeply 

in debt, and morale within the department was extremely low. 

The report by thc NCAA Violations Committee cited "lack of 

institutional control" as the primary reason why the violations 

had been allowed to occur. "It was more a case of 
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administrative neglect than lack of institutional control that 

allowed the football program to get out of hand" (AAD; August 

25, 1993). The former coach had been fired, but the former 

athletic director, having been reassigned, was still in the 

department, creating a very delicate situation. A general 

malaise was gripping the athletic department and a feeling of 

despondency created by the transgressions of the football 

team permeated the university community. "The performance 

of all athletic programs declined. The problem. became how to 

see beyond the probation period and redirect the efforts of the 

whole department toward excellence by changing the way we, 

and others, perceived the department" (AAD; August 25, 1993). 

The department did, indeed, tum around. "Part of the lore 

[tradition - culture] of the department is how he turned us 

around. I think the thing that sticks with those who worked 

through that time is how [the athletic director] convinced us 

that the whole is greater than the sum of its parts [synchrony]" 

(AAD; September 8, 1992). 

2. Incubation - The leader writes a "vision" or "mission" 

statement with considerable help from colleagues. By creating 

a collective vision an athletic director describes the way the 

department should be in the future. Typically, a vision will be 

specific enough to provide real guidance to people, yet vague 

enough to encourage initiative and to remain relevant under a 

variety of conditions. The vision and mission are based on a 
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set of values (i.e. What is our aim? What do we want to 

become? How are we going to get there? What are our 

principal processes? What are the barriers? Do our 

compensation and recognition systems further our vision, 

mission, goals, and objectives?). The athletic director asks 

these questions of him/herself and of a representative cross

section of personnel in the department. 

When the new athletic director called me for 
an appointment, my first reaction was, 'what have I 
done wrong?' That was the only time anyone ever 
heard from the old A. D. He must have sensed my 
uneasiness because he said he just wanted to get 
my opinion on 'where we are headed.' My opinion? 
No A.D. or assistant A.D. had ever asked for my 
opinion on anything in the five years I'd been here 
(KHC; March 26, 1993). 

3. Planning and Promotion - The transformation is led by 

the athletic director, but cannot be accomplished without the 

acceptance and efforts of all personnel within the department. 

"Hierarchical organizations tend to divide themselves into 

many layers and boxes, with the corresponding tendency for 

people to identify with their own unit -- their turf" (Osborne 

and Gaebler, 1993; p. 132). Thus, a goal of the athletic 

director in planning and promoting his vision is to gather input 

from as many people in the department as possible, creating an 

internal culture around the collective values, mission, and 

goals of the entire department (Lieberman, 1990). 
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The determination as to whether the achievement of the 

vision is feasible will require a strategy that demonstrates 

how it is realistically possible to achieve the desired state. A 

judgement must be made as to whether the human and material 

resources are and will be available to adequately pursue the 

changes implied in the vision. A prime consideration in 

planning should be whether the athletic director can obtain the 

commitment necessary from those with ~ stake in the welfare 

of the department and the institution to make the vision 

feasible. Promotion must convince all concerned that the 

change is not simply a cosmetic improvement or merely the 

solution to problems. The change should be promoted as a 

desirable transformation that will help personnel individually 

and collectively meet the challenges ahead. A tumultuous 

upheaval within a particular athletic department was brought 

under control and quieted when the athletic director polled his 

department to determine what they deemed collectively 

important. "The one value upon which we could all agree was 

that of putting the students at the center of each program . . . . 

The academic, social, and athletic growth of the young 

athletes became the focus of the individual programs as well 

as of the department" (CAAD; March 13, 1993). 

4. Education - Alignment with a vision or mission is a 

communication challenge. Consistent reference to the vision 

and mission of the department by the athletic director makes 
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the changes more familiar. The more that is known about what 

the future holds, the easier it is for each individual to 

determine what personal adjustments are necessary. 

Emphasizing the vision and mission of the department as part 

of the vision and mission of the university can make them 

easier to visualize, more desirable, and thus, easier to attain. 

Desirability can be defined in terms of how well the 

future state described in the vision serves the interests of 

individuals in the department and the interests of stakeholders 

in the university community. One associate athletic director 

related how a group of relevant stakeholders were offered the 

opportunity to reconsider their role in regard to the changes 

that were to take place for the greater good of the institution: 

The heavy donors were the most difficult to 
convince [of the necessary scaling down of 
departmental pursuits]. When we squashed the 
[football] stadium project, and subsequently 
dropped the program, we were ready for the 
resulting outcry and turmoil. By showing to those 
donors how the re-direction of the stadium funds 
to other projects, such as upgrading our other 
facilities, adding women's soccer and increasing 
funding to some non-revenue sports, plus adding 
another academic counselor, would be better for 
long-term stability, we helped to move the 
department through a very difficult time (GAAD; 
November 9, 1992). 

5. Never Ending Improvement - If a vision has been 

clearly communicated, understood, and accepted by those with 
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a stake 'in the welfare of the department, then the athletic 

director can secure belief in the mission of the department and 

begin the arduous task of formulating common and valued goals 

behind which all can align themselves. If mission defines a 

purpose, then goals identify targets. Common goals and shared 

meanings within the culture of the department can act as a 

compass setting to steer people in the direction of progressing 

toward the departmental and the institutional vision and 

mission. 

Gender equity is a potentially divisive issue not only for 

an athletic department, but for all of intercollegiate athletics. 

At a staff orientation in the fall of 1993, an athletic director 

(AAD; August 26, 1993) deviated from the usual "State of the 

Department" type session to communicate that: 

The strength of any program is being 
together, having a sense of community, a sense of 
purpose. The attitude among the staff is vital. The 
stronger the connections, the better we feel about 
ourselves and the activities associated with the 
department. 

Gender equity is a challenge not a problem. 
The challenge is to tighten the belt, yet remain 
competitive. One of my personal goals has been to 
have no layoffs in the athletic department because 
of the current budget crisis. There have been over 
eight hundred layoffs across campus, none in the 
athletic department. The financial problems in 
athletics can be magnified tenfold for higher 
education. 

With the coming cuts for gender equity, I will 
still have a goal of no layoffs. The cuts will 



come from operations and administration, with the 
goal of cost containment without negligence. 
Where the cuts in operations and administration 
are [to come from] and how we contain costs is up 
to you. 

Each of you has been assigned to one of six 
groups consistent with your area of interest. It is 
the goal of your group to outline ways in which that 
administrative or operations area can save money 
in the upcoming year and report to all of us 
tomorrow. This group has been unbelievably 
creative over the years. We can expect our 
creativity to meet the challenge we all face. 
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The formulating of a goal was an important first step in 

bringing the department together for a common purpose. 

Addressing the subject of job security was a factor in 

eliciting participation, since everyone will be on the job when 

the belt tightening begins. Finally, expressing the expectation 

of creativity was a move to encourage people to stretch their 

imaginations beyond ordinary cost-saving recommendations. 

Enculturation 

When the Spanish explorer Hernan Cortez arrived to conquer 

the New World, the first thing he did was burn his ships in the 

harbor at Veracruz. Then he told his men: "You can either fight or 

you can die" (von Oech, 1988; p. 56). By burning the ships, the only 

other alternative, that of giving up and returni~g to Spain, was 

removed. Some may consider the burning of the ships an example of 
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negative motivation, but, as a leader, Cortez used a masterstroke of 

genius to narrow alternatives and to encourage his men to center 

their focus on the primary goal of conquering the Aztec Empire. 

In the course of the interviews, several of the men and women 

related incidences in their background that centered on the use of 

"movement" methods of motivation similar to what Cortez llsed on 

his men. The "K. I. T. A." school of motivation utilizes the theory 

that if a leader kicks his followers in the rear, then they will move. 

Movement can be a way of directing attention toward a goal, but it is 

not always a means of positive motivation. 

An assistant coach mentioned that he had competed in high 

school during the Lombardi era of professional football when it 

seemed that coaches on all levels tried to use the Lombardi tactics 

of fear, intimidation, and physical and verbal abuse to motivate 

their teams (DAC; March 21, 1993). While these methods may yield 

some temporary positive results on the football field, they will 

more often than not yield negative results when taken from the 

gridiron. Fear can be an effective motivator in the right 

circumstances, but when used improperly, fear can be a debilitator. 

The insecurity, anxiety, or lowering of self-esteem that are 

potential by-products of using fear or intimidation as motivators 

can cause some people to balk at the risks and changes that are 

necessary in an innovative, visionary organization. 

It has been postulated in this dissertation that: (1) individuals 

are motivated differently depending on a particular situation or set 
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of situations; (2) since people are creatures of their environment, 

the physical and social-psychological environment, or culture, 

within an athletic department and within an institution can help 

determine how they view each situation; (3) satisfaction, 

effectiveness, and meaning within a department derive from the 

shared beliefs and values within the culture of the department, but 

also from the culture of the institution; (4) personal commitment to 

or personal investment in the department and institution is 

determined by the "meaning" each individual feels toward and 

derives from his or her role in the department and institution; and 

(5) a personal commitment to or personal investment in a 

department and institution makes motivation intrinsic and self

perpetuating. 

The culture of an organization is a force that a leader can 

control, communicate, and use to direct associates toward 

organizational goals (Conley, 1991). If culture is viewed as a 

complex of norms that exit within a given social organization or 

group, then it is logical to assume that an individual within an 

organization can find guidelines not only for action, but also for 

meaning within the norms of that organizational culture. 

From these social norms preferred styles emerge. Preferred 

styles produce rules, regulations, and customs that are recognized, 

and, to some extent, conformed to by the members of the 

organization (Maehr, 1987). However, within organizations certain 

patterns and relationships can evolve which may be in conflict with 



the hierarchy, technology, and mechanisms of control yet are 

accepted as norms among group members. 

174 

Roles within an organization are "particularized norms" and 

are among the most important norms an organization can develop 

(Maehr and Braskamp, 1986; p.186). The identification of positions 

that coincide with roles carries with it expectations as to how the 

technology of that role is to be shared. 

In each of the athletic departments viewed for this study, 

there are individuals that transcend their position and role. These 

people seem to command greater respect or hold more "power" than 

those above them on the hierarchical ladder. Colleagues seek these 

individuals when advice is needed on how something is done or when 

direction is needed on how to W something done. 

One respondent (ISS; April 9, 1993) has a saying, "Save a 

forest - boycott the NCAA" as he claims that "we are drowning in 

paperwork and red tape. There are 'too many chiefs and not enough 

Indians' and no one is in charge. All I can say is thank goodness for 

___ " The individual to whom he was referring is an assistant in 

the athletic business office who seemed to have an inordinate 

amount of knowledge and influence compared to her status. 

Regardless of status or place on the hierarchical ladder, for an 

athletic director the concept of leader-coil eague as opposed to 

leader-follower is vital. The proliferation of the title "associate" 111 

collegiate athletics is an indication of this concept. However, in 

some cases, "associate" may be the only indication that an individual 
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has risen above assistant. The athletic director or head coach holds 

the nominal position of making the final decisions and of drawing 

the higher salary. But the "associate" title gives the impression to 

those outside the organization that greater input into decision 

making and greater responsibility accompany the title. One 

associate athletic director offered the observation that he was still 

an assistant, with a slight pay increase, and no real increase in 

responsibility. "The A. D. relies on me as much as he always has. 

The title is more a reward for long and loyal service. My role or tax 

bracket has not changed at all." He also noted that the best "idea 

man" in the department is an assistant equipment manager. "He is a 

fountain of information and ideas; some [of his ideas] are really off

the-wall, but he has had some very good ones, especially in the area 

of cost reduction" (JAAD; June 18, 1993). 

An assistant athletic director who has proven to be 

innovative in the area of human resources recognized the need for 

the development of a "unity system instead of a star system" within 

an athletic department culture (EAAD; May 1, 1993). Such a system 

IS consistent with the leader-colleague concept. 

The star system is the condition in which one or, at most, two 

individuals within the department are the stars of the department, 

and sometimes the stars of the campus and also of the community. 

These individuals are most likely to be a head basketball or head 

football coach, or, on occasion, the athletic director. 
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The concept of a unity system recognizes each individual as a 

"star" within his or her role in the department. The basis of the 

unity system is recognizing and developing individual strengths then 

blending the collective strengths into a synergistic system. 

Drawing on the particular strengths and skills of each member of the 

department can create a departmental team that is more effective 

and better than the sum of the members of that department. "These 

guys [people in the department] really believe that they're the best! 

They're suckers for praise, so our goal [of the leadership] is to keep 

them believing they're as good as they think they are by continually 

emphasizing their good efforts . .. it helps develop a very strong and 

positive chemistry among the staff" (EAAD; May 1, 1993). 

It is important that the above emphasis is on effort and not on 

accomplishment. Placing a premium on the process of what people 

are doing and letting the product take care of itself is an important 

concept in building self-determination and self-esteem, which are 

the foundation of intrinsic motivation. An organizational culture 

characterized by people freely offering ideas is an organization that 

places value on learning and thus expands the meaning of being a 

part of that organization. On the other hand, a leader who asks for 

risk and innovation from his/her people and then criticizes or 

punishes failure is him/herself risking failure (Goleman, Kaufman, 

and Ray, 1992). 

Among the concerns of a full-time employee in an educational 

organization that were identified by Johnson (1990) is the 
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sociological perspective of the organization. The sociological 

perspective refers to the context in which the department exists in 

relation to the university and the university community. Just as an 

athletic department mission cannot exist in isolation from an 

institutional mission, an athletic department culture cannot exist in 

isolation from the culture of the university and the surrounding 

community. 

An individual may find answers to problems of everyday action 

within the culture of an athletic department. But, if the goals of an 

individual, a unit, a department, and an institution are to coincide, 

then it is necessary that answers to problems of everyday life 

within an institution of higher learning also be found in the culture 

of the institution. 

The institutional norms and values that establish these 

answers can specify what is worth striving for by establishing 

standards of excellence. Beyond that, the norms and values that 

form the culture of an institution can define whether a person is 

measured by the successful meeting of individual goals or by 

whether the meeting of individual goals contributed to reaching the 

mission of the university. The meaning that deri ves from 

consciously or unconsciously prioritizing, defending, and living 

these institutional norms will determine the degree of personal 

investment an individual makes to the institution as well as to the 

athletic department. 
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Conclusion 

This chapter has presented the findings from interviews with 

twenty-eight individuals at varying hierarchical levels within the 

athletic departments of twelve NCAA Division I institutions in the 

western United States. The intent of the interviews was to draw 

out the thoughts, opinions, feelings, and beliefs of these individuals 

regarding the coincidence of the mission of the athletic department 

and the primary academic mission of the university in which they 

are employed. 

Pursuit of the established intent was through the use of 

focused, semi-structured interviews with the individuals identified. 

The basic research questions for the interviews were designed to 

determine if,· and to what degree, a personal commitment exists 

between the individual and the athletic department and between the 

individual and the university. Selected data from the interviews 

was synthesized and integrated with unobtrusive data from the 

literature regarding: (1) the role of vision, mission, and goals 

within an organization; (2) the possible means of motivating 

individuals toward organizational goals; and (3) the motivation of 

individuals toward organizational goals through the use and, if 

necessary, potential modification of an organizational environment 

or culture. Through the responses of the interviewees and the words 

from the unobtrusive data, a necessary interrelatedness among these 

three major areas was observed and reported. 
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CHAPTER FIVE 

CONCLUSIONS AND RECOMMENDATIONS 

Introduction 

The purpose of this dissertation has been to explore the 

relationship between the mission and goals of NCAA Division I 

athletic departments and the mission and goals of their parent 

institutions. If the potential for a positive relationship was shown 

to exist, then the problem would be to determine how the leadership 

of an athletic department could successfully motivate, if at all, 

individual members of the department toward the mission and goals 

of the institution. 

This chapter reviews the issues under study and discusses the 

findings as they relate to the research problem and the hypotheses. 

Accordingly, the key aspects of the findings are integrated into the 

discussion to assist understanding of the implications. Several 

conclusions are reached and recommendations for further research 

are included. 

Conclusions 

The findings from the literature and from the data yield 

numerous conclusions concerning the relationship between 
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individuals, components, athletic departments, institutions, and 

governing bodies. The following seven conclusions are considered of 

prime importance. 

Conclusion #1 

The development of this dissertation reinforces the 

fundamental belief that if athletics are to successfully serve the 

university, then there can be no separation between the academic 

mission and the athletic mission of the university. In general, the 

findings from the literature and the interviews indicates that a 

realistic method of accomplishing this goal is to motivate 

individuals toward departmental and institutional goals through the 

combined cultures of the institution and the athletic department. In 

particular, it was found that one of the simplest methods for 

aligning academic and athletic missions is to foster a closer 

relationship between academicians and athletic personnel. Mutual 

understanding of each component's problems and responsibilities 

would help develop the respect and trust necessary for the sharing 

of the legitimate values of both academics and athletics. 

Conclusion #2 

The review of the relevant literature, and the subsequent 

synthesis of interview data, centers upon the determination of 

whether an environment can be created in which motivational 

leadership toward the institutional mission and goals can take place. 
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An historical context was presented for the development of athletic 

departments independent of institutional finances and, at times, 

control. Parallel to the development of independent athletic 

departments is the emergence of the NCAA as an organization 

seemingly concerned primarily with self-promotion and self

preservation. 

Through an investigation into the background of Proposition 48 

legislation, it was postulated that the fundamental issue of 

institutional academic integrity may not have been of primary 

concern to either the leadership of the NCAA or to the leadership of 

Division I athletic departments. The "reform" legislation 

championed by NCAA Executive Director Richard Schultz precluded 

his resignation as executive director. He resigned because of an 

investigation into possible gross rule violations while he was 

athletic director at the University of Virginia. This dichotomy of 

words and deeds by the executive director of the organization 

charged with the maintenance of a "level playing field" demonstrated 

that, perhaps, an ethical anchor within intercollegiate athletics has 

been miSSIng. The NCAA can begin gaining trust from student

athletes, athletic department personnel, institutional 

administrators, and the pubIic-at-large by emphasizing growth from 

an ethical foundation. By developing such an element of trust, an 

environment more conducive to producing the type of motivational 

leadership necessary to achieve institutional goals can be created. 
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Conclusion #3 

A university is among those public institutions responsible for 

guarding and realizing social values. Furthermore, intercollegiate 

athletics as a component of that institution must exist in the 

context of the culture of that institution. Success in our intensely 

competitive society is commonly measured in monetary terms. 

Success in an intercollegiate athletic program is commonly 

measured in terms of competitive victories and in the resulting 

monetary rewards of those victories. From the interview data, it 

was determined that an athletic department is likely to provide a 

value-based environment from which to compete if it has a written 

and actual mission that has the expectation of an holistic approach 

to the development of the student-athlete, rather than an actual 

mission of revenue generation. 

An holistic approach to the development of the student-athlete 

can make an athletic department more consistent with the 

educational mission of a university. Such an approach will also 

provide long-term rewards in the form of higher graduation rates for 

student-athletes, a larger impact on society from educationally, 

socially, and emotionally prepared graduates, and life-long loyalty 

to the institution that has had as its primary mission caring for the 

lives of student-athletes beyond their athletic careers. 
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Conclusion #4 

An environment for motivational leadership within three 

potential models for a fiduciary relationship among the NCAA, an 

institution, and an athletic department was considered. Through a 

discussion of an Autonomous Business model, it was demonstrated 

that, with several important differences, such a model resembles 

the independent departments that exist on most Division I campuses. 

The removal of tax-exempt status for an autonomous department is 

one of the differences that make this model unrealistic. Perhaps the 

most important problem with the Autonomous Business model is 

that the quantifiable objectives of revenue generation that are the 

foundation of this model are inherently short-sighted. If marketing 

and sales become the primary mission of an athletic department, 

then effecti ve, long-term planning and the expansion of financial 

focus may be sacrificed for short-term revenue goals. 

A Governmental Control model was also shown to be somewhat 

lacking primarily because of the specter of creating another 

potentially incompetent federal agency to govern intercollegiate 

athletics. However, the issues of student-athlete rights, gender 

equity, and catastrophic injury insurance for athletes could prove to 

be too large for an intercollegiate athletics leadership that has been 

traditionally reluctant to forge changes that could possibly lessen 

their control over the lives of the student-athletes. The resolution 

of these issues may result only from legislative intervention or 

judicial review by the federal government. 
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The One-Plus-Three model has as its foundation institutional 

control of athletics by the president of the university. A move in 

the direction of institutional academic integrity is possible through 

the use of this model. A potential problem with the One-Plus-Three 

model is the propensity for an institutional president to rely on the 

the NCAA Executive Committee for information and legislative 

recommendations. The Executive Committee has historically 

sponsored legislation aimed at maintaining the financial health of 

football and men's basketball, legislation which, on occasion, gives 

the appearance that the architects of the legislation hold little 

regard for either non-revenue sports or for student-athlete welfare. 

A One-Plus-Three model of athletic department control could 

create a campus environment in which the mission of the athletic 

department and the mission of the university would be congruent. 

Subsequently, theories concerning the motivation of individuals 

within organizations were presented as the basis for directing 

people toward the accomplishment of the organizational mission and 

its goals. 

Conclusion #5 

A synthesis of content (needs fulfillment) theories and 

process (attribution) theories produced recommendations for 

motivating individuals toward institutional commitment. It is 

important that a leader realize that the one great variable in 

motivation is not the theory, but the individual. There is no set 
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dimension within which one can motivate another, even for a 

particular task. When one is attempting to direct another toward a 

goal that is difficult to evaluate, such as "commitment," by 

providing something equally as difficult to evaluate, such as 

"meaning," the parameters under which that individual operates must 

be understood. By understanding the determinants of action in the 

larger realm of an individual's life, a leader can more effectively 

provide direction toward a common goal. More often than not, the 

action taken toward a common organizational goal is perceived by 

the individual as one in a series of interrelated actions leading to a 

future personal goal. 

The concept of synchrony was presented as a method of 

minimizing the collective weaknesses of an organization by making 

effective use of the strengths of each individual within the 

organization. An athletic department consists of numerous sport 

specific specialists. However, the potential is enormous for 

bringing together a dynamic group of specialists for a common 

purpose. Creating a physical, social, and political environment, or 

culture, within which motivation toward common goals can take 

place is a realistic challenge for the leader of an athletic 

department. 

Goal-oriented systems, such as athletic departments, are 

designed to insure that one's livelihood is contingent upon one's 

adequate performance as defined by one's superiors within the 

organization. In intercollegiate athletics, however, the 
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socialization process is such that the approval of other specialists 

(coaches) seems to be more important than the approval of the 

athletic director. If this is the case, then it behooves an athletic 

director to interact more frequently and more closely with all 

members of an athletic department staff. Frequent and close 

interaction can help to more effectively establish norms of behavior 

and expectations of performance. This is vitally important when 

the values upon which behavior is based are being internalized by 

individuals within the department. 

Norms of behavior based on ethics and values will drastically 

reduce the inclination to violate rules that could lead to 

departmental and institutional harm. A result beyond a reduction in 

rule violations could be an increase in the belief of the primacy of 

the educational mission of the university, if academic integrity is 

established as one of the basic values of the athletic department. 

Conclusion #6 

The joint issues of student-athlete rights and gender equity 

may be the defining properties in NCAA Division I athletics into the 

next century. An important consideration in development of 

legislation concerning these issues is equity among programs within 

athletic departments. 

At the 1992 National Collegiate Athletic Association 

Convention, across-the-board reductions in coaching staffs for 

revenue and non-revenue sports as well as a ten percent reduction In 
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scholarships in all sports were overwhelmingly embraced. The NCAA 

Executive Committee in conjunction with the President's Committee 

had seen the need to reduce athletic department budgets and had 

recommended these cost saving measures. 

The non-revenue sports are at the mercy of the revenue sports. 

Traditionally, the non-revenue sports have continued to operate 

without the perquisites and extras enjoyed by players and coaches of 

the revenue sports. One such perquisite is a continuing issue of 

contention. A basketball player at an NCAA tournament receives 

roughly three times the per diem a track athlete or wrestler 

receives at a similar event. Beyond being less than cost effective, 

the practice of apportioning per diem at NCAA championship events 

according to the amount of revenue produced is discriminatory and 

conflicts with the NCAA principles of discouraging elitism among 

programs and assuring that there is no difference between an 

athlete and any other member of the student body. 

A long overdue executive committee recommendation for 

reducing unnecessary and wasteful fiscal practices in the revenue 

sports will reach the convention floor in 1994. Under consideration 

is legislation that will: (1) require equitable per diem; (2) end the 

practice of housing football and basketball teams at off-campus 

hotels the night before a contest; (3) reduce out-of-season training 

tables; and (4) begin the practice of busing, rather than flying, to 

contests that are within a two hundred and fifty mile radius of the 

campus. 
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These fundamental issues being addressed by the NCAA 

leadership are at the very core of the One-and-Three Model 

recommendation for a Handbook based on principles as opposed to 

rules. Changes are necessary to end inequities and discrimination 

among programs while the question of how to implement equitable 

men's and women's programs is being considered. 

The base foundation of any consideration of gender equity by 

coaches, athletic directors, task forces, and committees has been 

"compliance with Title IX." Title IX guidelines have been in effect 

for many years, but the original intent of Title IX has yet to be 

completely clarified by either Congress or the Federal Courts. 

It is difficult to imagine the intent of any legislation creating 

equity on one hand and being discriminatory on the other. In some 

cases, the rush to compensate for past discrepancies has led to 

overcompenstation toward women's programs. "Proportionality" 

requires that the percentage of female athletes in the 

intercollegiate athletic program compared to men in the 

intercollegiate athletic program reflect the ratio of female students 

to male students on the university campus. This issue has been 

addressed by Federal Courts in several recent decisions regarding 

athletic participation and coaches compensation in intercollegiate 

athletics. The decisions in these cases have already led to 

countersuits by male athletes and coaches claiming discrimination. 

An inherent problem with proportionality IS that it may be 

construed as the beginning of the development of a quota system. 



189 

Quota systems regarding student admissions and faculty and staff 

hirings at institutions of higher learning have been an issue of 

contention within the academic community and in the courtroom. 

Contention over proportionality and compliance with Title IX 

overlook the fundamental issue of gender equity. Equity, regardless 

of whether it is social, racial, or gender should be above the law. 

Therefore, gender equity should not be delegated as a departmental 

issue. The recognition and implementation of gender equity are not 

only university-wide challenges, but also are state-wide and nation

wide challenges. As such, guidance and support, including financial 

support, must be available to the athletic department from 

uni versity, state, and federal sources. 

Equity and fairness in all that is attempted or accomplished in 

relation to students, faculty, and staff is an insti tutional obligation 

and responsibility. An administrator's primary goal is to do what is 

fair, right, and legal (Nelson, 1990). Assuming that changes in a 

departmental or an institutional venue are fair and right for all 

concerned, then there will be little doubt that the changes will be 

within what is mandated or required by law. 

Conclusion #7 

The establishment and communication of a vision and mission 

for an organization and the role of each in the success of an athletic 

department cannot be overstated. However, the starting point for 

any review of athletic department purpose must be the educational 
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mission statement of the university. Using this statement, which 

identifies the institution's purpose and outlines its objectives as its 

premise, the leadership of the institution along with the leadership 

of each department can set appropriate priorities and allocate 

resources to meet established goals. Each department must be 

evaluated by the institution in terms of its contribution toward 

achieving the institutional mission and its goals. With increasing 

fiscal limitations reducing the number and variety of programs that 

can be offered within an athletic department, as well as within the 

university, evaluation criteria must first take into account 

educational priorities and then must determine fiscal viability. 

Thus, the athletic programs given greatest priority will be those 

which contribute towards fulfilling the institution's mission to a 

degree that makes them cost-effective. 

An important consideration for an athletic director in 

establishing a vision and a mission for a department is whether the 

prime resources exist for the effective pursuit of the mission and 

vision. Prime resources are facilities and support services, physical 

and psychological space, time, information, and people. 

As was reinforced by the data gleaned from the interviews of 

knowledgeable athletic department personnel, competent people are 

the most important resource available to a leader of an organization. 

There seems to exist a direct relation between the quality of staff 

members and their level of expertise and their commitment to the 

institution and to the institution's educational purpose. 
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It is possible that an athletic department's stated mission of 

educational purpose, academic integrity, and student-athlete 

service, could be overwhelmed by an unstated mission of winning 

games and producing revenue. Unstated missions and goals are part 

of the norms that develop within an organization. While norms of a 

culture can best be identified by the group members themselves, 

those norms can be controlled by a leader if his/her written 

statements of mission match spoken statements of mission and, 

most importantly, match everyday actions toward achievement of 

the mission. 

Identifying a person's motives and then acting upon those 

motives to direct individual efforts toward group goals is one of the 

most significant contributions a leader can make to a person's 

growth. Helping an individual strive for and watching him/her attain 

career goals in conjunction with organizational goals is one of the 

most satisfying experiences an educational leader can have. Such an 

experience can be a source of intrinsic motivation for that educator. 

Empowering, encouraging, supplying constant feedback, and 

role modeling, which together enhance self-esteem and professional 

growth, are important means of motivation. The public recognition 

and rewarding of all individual, component, or departmental efforts 

toward mission accomplishment helps to emphasize a feeling of 

"oneness" within the department. 

Individuals and groups find it possible to produce in 

accordance with expectations only when they are aware of those 
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expectations. Athletic directors constantly chant the mantra of 

"clean, but competitive programs." They challenge their coaches 

with this task, never clearly defining the term competitive. Too 

often being competitive is construed as meaning "win big." It has 

been established in this study that personal goals need to be 

congruent with departmental goals and, in turn, congruent with the 

goals and mission of the institution. When a departmental mission 

and departmental goals have been established with input from a 

cross-section of staff, a review of those goals as they are 

juxtaposed to the mission of the institution is required. There must 

also be the consideration by the leader of the department of a "we 

agree" statement for departmental personnel so that internal 

consistency of goals is maintained. 

Recommendations 

Consideration of the future of intercollegiate athletics rests 

on the assumption that there is a legitimate place in higher 

education for organized sport. Four major investigations into the 

character of intercollegiate athletics have been conducted since the 

first federal government investigation in 1904: by The Carnegie 

Foundation in 1929; by The American Council on Education in 1974; 

by the House of Representatives in 1989; and by the Knight 

Commission in 1991. Although each of these investigations found 

serious problems concerning the conduct and the control of 

intercollegiate athletics, all made the assumption of legitimacy. 
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If the assumption of legitimacy is true, then the implication is 

that there must be a clear assessment of the actual and theoretical 

purposes for intercollegiate athletics within the bounds of 

university life. An athletic department mission statement that is 

congruent with an institutional mission statement can define those 

purposes and lead to the delineation of policies that are directed 

toward fulfilling them. 

Beyond these four major investigations, numerous others by 

governmental and private agencies have probed different aspects of 

college sports for the purpose of determining what role, if any, 

athletics serves in the development of the character of an 

institution of higher learning. Rarely has an individual, committee, 

council, commission, or association called for the radical step of 

eliminating athletics from university life. 

"Control" is the most commonly used word when 

recommendations are made by the different groups investigating 

co]]ege sports. The term "connotes the curbing of a force that may 

be dangerous, or which may get out of hand if not treated firmly" 

(Carnegie Foundation, 1929; p. 4). As several studies have 

acerbically noted, even though the social and political lives of 

students are sometimes curbed, rarely does anybody call for the 

control of the academic side of coJIege life. 

Even though a university is primarily an intellectual agency, it 

is also a social, political, and commercial agency. An important 

portion of the social, poJitical, and commercial life of a university 
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is centered around the intercollegiate athletic program. As was 

indicated in the section on the development of independent athletic 

departments, intercollegiate athletics, in many ways, have 

consistently reflected national ideals, trends, and habits. Athletic 

programs can be considered to be vast cooperative enterprises that, 

through the efforts of the media, the athletic department's fund

raising arm, and the university's alumni association, reach far 

beyond the boundaries of an institution, touching community, state, 

regional, and national constituencies. 

Recommendations for the control of intercollegiate athletics 

are far beyond the scope of this dissertation. However, a 

recommendation is necessary for further research into the wealth of 

unmined territory of academic and athletic mission congruence at 

institutions of higher learning. 

As was discovered during the research for this dissertation, 

information concerning the development of the problems currently 

facing intercollegiate athletics is plentiful. Research regarding 

individual motivation and the motivation of individuals toward 

organizational goals is also readily available. Books and articles 

that centered upon leadership, either in the world of business or in 

the realm of education, were helpful in developing the hypotheses 

that led to the research questions. However, there is a dearth of 

research and information concerning leadership for mission 

congruence of athletic departments within institutions of higher 

learning. 
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The possibilities for research on mission congruence include: 

(l) a study of an individual athletic department to determine if 

mission, goals, and motivation coincide (See Appendix J); (2) a case 

study of a particular institution to determine how different 

stakeholders view the athletic department in relation to the 

university or college; or (3) a conference survey of athletic and 

academic departments to compare the several schools in regard to 

how each attempts to motivate individuals toward the educational 

mission of the institution. 

Implications 

It has been shown that a leader can find common ground for 

improving individual motivation within the culture of an athletic 

department. Philosophical and theoretical methods for directing 

individuals from a participation commitment to an organizational 

mission toward a performance commitment to the mission have been 

presented. 

Attempting to generalize beyond the sample of knowledgable 

athletic department personnel to a general population of personnel 

and departments may be presumptutous. However, within the 

collected data are pragmatic methods for successfully aligning 

individual goals with the mission of an athletic department and with 

the educational mission of the institution. The successful alignment 

of individual, departmental, and institutional missions and goals can 

begin the necessary transformation from an emphasis on revenue 
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generation to an emphasis upon reinforcing the primary qualities of 

the institution and to an emphasis upon service to the student

athlete. 

Summation 

The seriousness of the problems within intercollegiate 

athletics has long been overlooked by the leadership of higher 

education. Institutional responsibility for the welfare of the 

student-athlete, from recruitment to graduation, from admission 

requirements to progress toward a degree and to the development of 

personal strengths that prepare an individual for lif~ in society, has 

too often been abdicated to individuals, departments, and 

organizations whose primary goal has been self-perpetuation 

through self-promotion. If what has transpired is an indication of 

what will transpire, then it appears that the resolution of important 

issues such as student-athlete welfare and gender equity will be 

entrusted to the judicial system rather than to the individuals that 

are charged with the successful determination of solutions to these 

questions -- the athletic directors, the university presidents, and 

the leadership of the National Collegiate Athletic Association. 

The emphasis upon treating the symptoms of the problems 

within intercollegiate athletics rather than the problems 

themselves must be reversed. For far too many years, fundamental 

principles that are at the very foundation of the interrelationship 

between academics and athletics have been ignored. Just as there 
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must be a holistic approach to the development of each individual 

student-athlete within a component, within a department, and 

within an institution, so must there be a holistic approach to the 

development of healthy programs within healthy athletic 

departments and institutions within a sound and vigorous governing 

body. 

There are three distinct phases of growth through which all 

living systems, including organizations such as the NCAA, pass: in 

the first phase, after exploring numerous options, the system 

essentially invents itself; in the second phase, the system 

establishes a formal pattern based on what works best; and In the 

third phase, the living system has to break the boundaries of this 

established pattern and adapt to environmental changes by bringing 

in creative new ideas in order to continue to grow (Goleman, 

Kaufman, and Ray, 1992). The NCAA in its partnership with 

intercollegiate athletics appears to be moving through the initial 

moments of the third phase. Boundaries of established patterns 

were broken with the beginning of the current reform movement. 

Unlike the previous reform movements, however, fundamental 

changes in policy, and, more importantly, in the attitudes and 

visions that determine the direction of policy have taken place. 

General agreement among those interviewed is that 

intercollegiate athletics will change dramatically by the year 2000, 

but on how it will change there is no general agreement. The long

ignored issues of student-athlete rights and student-athlete 
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welfare plus the looming question of gender equity could combine to 

signal the death knell of intercollegiate athletics. However, the 

successful resolution of these issues could bring the dawn of a new, 

dynamic era of growth and prosperity. How the leadership of 

athletic departments, institutions, and the National Collegiate 

Athletic Association adapts -- reaction or renewal -- will 

determine the future of college sport. 
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APPENDIX A 

INDEPENDENT ATHLETIC DEPARTMENT MODEL 



PRESIDENT 

I 
ATHLETIC DIRECTOR 

I 
I I I 

MEN'S WOMEN'S S. r. D. 
COORDINATOR COORDINATOR 

I I I 
HEAD OOACHES HEAD OOACHES ASSISTANTS 

I I I 
ASSISTANT ASSISTANT MEDIA 
COACHES OOACHES 

I I 
ATHLErES ATHLErES 

Figure A.1: An Independent Athletic Department 
Model. (From Massengale, 1985). 
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ALDERFER'S E-R-G THEORY COMPARED TO 

MASLOWS NEEDS HIERARCHY 
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Table B.l Possible Outcomes in Alderfer's Three Needs Categories 
(from Wanous, 1980). 

Existence Needs 

Salary level 
Fringe benefits 
Fairness in pay 
Physical safety at work and in daily life 
Physical aspects of working and living conditions 

Relatedness Needs 

Work or live with friendJy people 
Get respect from others (customers, friends, co-workers) 
Get support from other people 
Remain open in communications with others 
Desire a feeling of prestige from others 

Growth Needs 

Degree of challenge at work or at leisure 
Desire for activities in which you are independent 
Degree that your abilities are used to their fullest 
Personal involvement at work 
Feeling of self-esteem 

According to Alderfer (1972): Existence needs refer to a 
desire by the individual for material or ancillary rewards, or 
tangible needs; Relatedness needs refer to the posture an individual 
enjoys in relation to other people; Growth needs refer to internal 
needs, which are the basis of intrinsic motivation. 



Alderfer Maslow 

Physiological 
Existence 

Safety--physical 

----.. -----_ .. _-_._--------

Safety- interpersona I 

Relatedness Belongingness (Love) 

Esteem- interpersonal 

-_.----------------

Esteem-self 

Growth 
S el f-actualiza tion 

Figure B.1 A Comparison of Alderfer's E-R-G Theory and Maslow's 
Needs Hierarchy. 
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APPENDIXC 

SAMPLE OF PRE-INTERVIEW INTRODUcrORY LEITER 
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Intercollegille AthletiCS 
Baseball 

602·621·4102 
602·621·2681 FAX 

NCAA Regional Championships 
1976,1979,1980,1985,1986 

Mr. Steve Holton 

NCAA Championships PAC 10 Conference Championships 
1976,1980,1986 1980,1989,1992 

September 1, 1992 

Associate Athletic Director, Development 
California State University - Long Beach 
Long Beach, California 90640 

Dear Mr. Holton: 

My name is Jerry stitt, Associate Head Baseball Coach at the 
University of Arizona. I am currently finishing the 
requirements for a doctorate degree in Educational 
Administration. 

My dissertation centers on the possible conflict or 
congruence of athletic and academic missions at an NCAA 
Division I institution. Personal interviews with 
individuals of your stature are vital for the accumulation of 
data to complement my research. I will be in your area 
November 3, 4, and 5, 1992. On one of these dates, whichever 
is most convenient for you, I am requesting approximately 
one hour of your time for an interview with you. 

I will call your office on r~ednesday, september 9, to set an 
appointment. Your time and attention are appreciated. 

sincerely, 

Jerry stitt 

THE UNIVERSITY OF ARIZONA' McKALE CENr£R' TUCSON, ARIzONA' 851Z I 
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APPENDIXD 

INTERVIEW GUIDE 
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JERRY L. STITT, UNIVERSITY OF ARIZONA, 1992 

===============:============================================== 
This interview guide is designed to assist Jerry L. Stitt in gathering 
data for a dissertation. Questions are not verbatim. 

Code· name 
Location 

Date 

1. How old are you? [ ] years 

2. From where did you graduate? What degrees do you hold? 

3. How long have you been employed here? [ ] years 

4. What is your ultimate job goal? How soon do you wish to 
attain it? 

5. Tell me briefly about the kinds of work experiences you have 
had before starting here. 
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6. To your knowledge, is the athletic department 
independent, affiliated, or a combination of the two? 

7. Do you teach a cIass( es)? Have you taught a cIass(es) in the 
past? 

8. How does each program interact with other programs in the 
department? What role does each unit play within the 
athletic department? 

9. In your opinion, what is the perception of the athletic 
department on campus? 

10. How do you believe the role of the athletic department 
within the university and university community could be 
improved? 

11 . In what ways, if at all, does the athletic director or associate 
athletic directors share the mission and values of the 
department with you and others in the department? 



12. How do you perceive your role in the athletic department 
in relation to the mission of the department? 

13. How do you perceive the achieving of the athletic mission 
in relation to achieving the academic mission 
and values of the institution? 
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14. What do you perceive as your principle means of motivation? 

15. What methods, if any, does the athletic director or associate 
athletic directors use to align your personal goals with 
departmental goals? 

16. How, if at all, does the athletic director or associate athletic 
directors direct programs toward department and 
institutional missions? 
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APPENDIXE 

A ''THREE DIMENSIONAL MISSION" MODEL 



Main Mission - University 

Figure E.1 : "Three-Dimensional Mission" 
Model (from GAAD). 

The ideal situation for mission congruence: each 
individual knowing and agreeing with unit, department 
and institution misSions; and each unit and 
department mission reflecting the educational 
mission of the university. 
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APPENDIXF 

AN ATHLETIC DEPARTMENT MISSION STATEMENT 
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MISSION STATEMENT 

The University of Arizona Department of Intercollegiate Athletics considers athletics to 
be an integral part of the University community and. as such. it must strive for excellence 
just as academic units strive for greamess in teaching, research, and services. Such a 
commitment to excellence in athletics implies that University of Arizona men and women 
will be provided with exemplary leadership, appropriate facilities and services, and the 
opponunity to compete at the highest level of intercollegiate competition in a variety of 
sports. 

The University of Arizona Depanrnent of Intercollegiate Athletics believes the 
student-athlete to be a representative of the general student body, with like academic 
qualifications and the same probability of success. The individual rights and academic 
goals of the student-athlete should not be compromised by the University's desire to 
conduct successful athletic programs. Participation in the Intercollegiate Athletics 
program. while augmenting the student's formal education. should lead to the 
development of a more enlightened individual. 

The Deparnncnt of Intercollegiate Athletics serves as a window of the University of 
Arizona to the Tucson and campus communities, and recognizes its obligation to serve 
as a concerned and committed partner in community life. 

Integrity is indispensable to an intercollegiate athletics program. for without it spon loses 
its true meaning. The University of Arizona Depanment of Intercollegiate Athletics 
believes that administrators. coaches, and student-athletes, in concert with all members 
of the University community, must share a total commitment to abiding by the rules and 
regulations of the NCAA, the allied conference and the institution, in their endeavor to 
be successful. 
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APPENDIXG 

A SAMPLE OF "INSTITUTION PURPOSE AND ATHLETIC PHILOSOPHY" 
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Ins~itu~ional Purpose and Athletics Philosophy 

UCLA is proud of its comprehensive athletics program and its athletic 

heritage. The quality of teams. and particularly of individual student·athletes. 

is the achievement of many dedicated and talented individuals: student·athletes. 

coaches, administrators and support staff. It benefits from the goodwill and 

strong support of faculty, students, alumni and fans and the assistance of former 

student·athletes who continue to work with camp'us programs. 

The results, however, of Division I success often produce tension as the 

pressure for athletic success competes with the time and energy required for the 

pursuit: of an education. Additionally, as incercollegiate sports have become 

increasingly popular. chey have had an expanding role in the cultural and social 

profile of the campus. Ic 1s UCLA's challenge co keep these forces balanced and, 

most importantly, to provide che stUdent-athlete with a rewarding experience, 

both academically and athletically. 

It is che commitment of UCLA to compete in as many sports as possible at 

che national level. This goal complements UCLA's commitment co excellence. 

whe~her in ::he area of undergraduate or graduate education. research or communi!::: 

service. 

UCLA embraces the ideal of an amateur achletics program: ic is a means to 

maintain an achlete as a student-athlete as well as foster the type of 

competicive equalicy chat encourages a sense of fair ;>lay. Although ::he 

institution has lict:le control over the forever-amended definicions of "amateur." 

it is constrained by the integrity of chs concept as generally understood and 

as specified in NCAA rules and regulations. An incercollegiace athletics program 

is not -- and should never become -- a professional sports franchise. 

In order ':0 have a broad-based. nationally competi':i':e intercollegiate 

athletics program for men and women, UCLA accempcs co recruit: che finesc scudenc· 

athleces. !c is campus policy co recruit only studenc-athletes who exhibit ~ot:h 
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an interesc ~c :he acaaemic ==m?onenc :f ~ndergr3cuace ~~fa ana :ha pocenciai 

':::l succeea ::':-: :he increasingly com?eci::::.·.·e academic envirc:-.::.enc :: UCU. .~.n 

~;nport:anc ?art: ::If ::he recrui::.'!Ienc message i.s :hat. '::eyona :he qual.ic:, of che 

achletics program. l:C:A offers an excBllenc educacion. an array of academic 

support: services and a concinuing involvemenc '~'i::h scudenc·achleces beyond 

graduacion. Achletic success is important: however, i.:: is noc an end in itself. 

UCLA recognizes thac co compete nacionally represencs a commicmenc of timB 

and energy by scudene·athleces thac is noe normally shared by other studencs. 

Consequencly. !.:: haa. !.n turn. made a commicmenc co provide a variocy of 

augmenced academic support: services to help guarancee chac scudBnt:·athletes have 

the opport:U.':\icy co receive ChB quality education chat ocher scudonts arB 

provided. Such enhanced services include special freshmen orieneat:ion programs. 

organized tut:orial as.is t:ance. specialized academic counse ling. and career 

paching. 

S1mJ.larly, UCLA recognizes an obligation to organize and scaff the 

Oeparcment of Intercollegiate Achletics co provide for the general mencal and 

physical well-being of it:s studene·athletes. 70 help meee the dual demands of 

higher education and athletic compeeition. educational psychologists. medical 

doct:ors. ::~a1ners. cherapist:s. and many ocher healch specialists serve as year· 

round resources for studene.athletes. 

UCLA fully subscribes co che princi?les eiaboraced ~n che scatemenc of 

the NCAA's Division I Philosophy, which is appended. and which the institution 

considers to be an incegral part of ics own philosophy of intercollegiate 

achletics. 

:ebruary, :990 
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APPENDIXH 

A SAMPLE OF A GUIDE TO STUDENT ATHLETE SERVICES 



MISSION 

CE.1'\TER FOR ATIiLETES' TOTAL SUCCESS (CATS) 

lJ~lYERSln' OF ARIZO~A ThTIRCOLLEGIATE AmLEIICS 

2 I 8 

The mission of the Center for Athletes' Total Success (CATS) is to provide a systematic 
personal development program designed to reach each student-athlete based on his/her individual 
needs. The focus of the program is on the individual as a whole person (academically, 
athletically, emotionally) and on the changing needs and skills of that individual over time and 
in different situations. 

mE APPROACH 

The framework used in developing the program for CATS was derived from the Housing 
Paradigm (Jakobsen & Krager, 1985) adopted by the University of Arizona's Office of the Dean 
of Students and stated in the Mission of Student Development. The mission assens that 
development can be promoted deliberately "as students are exposed to a wide variety of 
academic and intellectual interests: social, ethical and physical challenges; and diverse attitudes, 
values and cultures. A planned student life experience can influence how a student views the 
environment. communicates with others, responds to the many opponunities that are available 
in a university and can affect satisfaction and retention in the learning community." 

The Paradigm is a synthesis of Perry, Gilligan. Piaget, Erikson. Chickering. Kohlberg and other 
development theorists. The framework consists of four categories of learning. Each category 
is broken down into a hierarchy of desired behavioral outcomes that students may be expected 
to exhibit as they mature and develop. These measuring sticks of development can be used by 
assessing where an individual is on the hierarchy and then plan intervention based on the next 
incremental step. 

The four categories in development are: 

1) Developing a Sense of Belonging (an adaptation of Jakobsen-Krager. "sensing 
belongingness") - feeling of ac~ptance, comfortableness in the UA environment, 
effective social interaction. 

2) Acquiring Knowledge/Skills - informed decision making, cognitive growth and applied 
problem solving. 

3) Choosing Informed Attitudes - ethical behavior. appreciation of diversity. 
4) Assuming Self-Responsibility - application of 1, 2, and 3, acting on informed beliefs, 

respecl:ing imHllidual rights. 
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Outcome descriptions and the incremental steps are discussed in greater detail in the U of A's 
Mission of Student Development. 

Within the framework each segment of the CATS Program was developed based on these three 
principles: 

1) Promote a healthy, positive lifestyle. 
2) Be proactive rather than reactive, prevention rather than crisis intervention. 
3) Integrate student-athletes whenever possible into the general student body population. 

Also considered in developing the program were two major factors: the spetial needs of 
individual student-athletes (those academically underprepared, revenue spon athletes/non
revenue. male/female. scholarship recipients/walk-ons. . .) and the demands placed on 
student-athletes in general. 

Special demands on collegiate student-athletes include little free time. competitive pressures. 
increased visibility, fear of injury, pressures to take performance enhancing dmgs, social 
pressures. travel schedules. the need to follow orders to achieve athletic excellence and stress 
created by the pressures to succeed academically and athletically. These demands. panicularly 
the time demands. lead to a Jack of experimentation and exploratory behavior at a time when 
both are critical to the personal. social. moral and intellectual development of the individual. 

BE!\'EnTS 

Desired outcomes of the program include benefits to the student-athlete and the athletic 
department as a whole. Through the program athletes may realize higher academic achievement. 
increased likelihood of retention. graduation and entering a chosen profession; a higher level of 
maturity. a well-roundedness. self-responsibility and greater overall success. 

FACll..ITY 

To assist in accomplishing the mission. a Center will be established to achieve a well integrated 
centralized program. The Center will provide a focal point for the depanment's CATS program 
including the substance abuse education program. Smith Project Speaker's Bureau. academic 
services and career development program. 

The Center. to be located in McKale Center. wiII be highly visible and easily accessible. A 
reception area. staff offices. conferenceimeeting rooms. tutoring/study/class rooms, computer 
center, resource room and storage are envisioned within the walls of the Center. 



COMPO~'E~'TS OF CATS 

• AnILETICS 

SPORTS PROGRAMS 

• ACADEMICS 

STUDENT-A THLETE ACADEMIC SERVICES 

• PERSONAL DEVELOPMENT 

1. ENRICHMENT PROGRAM 

2. SUBSTANCE ABUSE EDUCATION PROGRAM 

3. CATS NETWORK 

4. CAREER DEVELOPMENT PROGRAM 

S. CATS INTERNSHIP PROGRAM 

6. FACULTY FELLOW 

7. SEMINAR SERIES 

8. PEER ADVISORS PROGRAM 

9. STUDENT-ATHLETE ADVISORY BOARD 

10. COMMUNITY OUTREACH PROGRAM 

11. INDIVIDUAL TEAM/DEPARTMENT PROGRAMS 

12. CAMPUS INVOLVEMENT 

13. GRADUATION CAMPAIGN & RECOGNITION 

14. McKALE RESOURCE LIBRARY 

IS. AWARENESS PROGRAM 

16. CATS AWARDS 

17. PERSONAL ASSISTANCE PROGRAM 

18. COACH/STAFF EDUCATION PROGRAM 

19. EXIT INTERVIEWS 

The following pages provide a bJief synopsis of each area of the CATS Program. 

220 



221 

PERSO:"AL DEVELOPME:ST 

1. ~CHMENT PROGRAM 

The Enrichment Program facilitates a student-athlete's transition into college life. The program 
consists of a three-day orientation session dealing with the student-athlete's immediate needs and 
separate non-credit workshop for all incoming student-athletes, which covers values, goals and 
self-responsibility. 

2. SUBST A.~CE ABUSE EDUCATION Aro.'D TESTING PROGRAM 

Substance abuse education is addressed as an ongoing effort within the athletic depanment. The 
subject is introduced at student-athlete orientation and continues during the year with a variety 
of awarerless weeks and seminars. The topics and components of the comprehensive education 
program address the physiological effects of drugs, non-drug related issues (coping, refusal skills. 
role modeling, decision making skills), alternatives to drug use and philosophical and behavioral 
discussions. The subject of a drug-free lifestyle is promoted through awareness campaigns which 
include public awareness (posters. brochures. flyers) and studer.t-athlete representation as Wildcat 
members serve as role models throughout the Tucson community promoting substance abuse 
education. In addition. the Depanment of Intercoliegiate Athletics' Substance Abuse Testing 
Program has been established to ensure the health and well-being of student-athletes and maintain 
the integrity of collegiate competition. Each student-athlete shall be subject to drug testing and 
a minimum of 33 percent of the student-athlete population shall be drug tested on a regular basis 
with a minimum of three drug tests during the practice/competitive season. 

3. CATS 1\'ETWORK FOR STUDENT-ATIILETES 

The CATS Network provides free. confidential (ifneeded) and professional assistance to student
athletes who wish to educate themselves in the areas of health, personal growth and well-being 
and/or explore specific personal concerns. The network is compr~sed of nearly 50 \:ampus 
professionals and faculty members who have knowledge and training in areas of potential interest 
and need to student-athletes. 

4. CAREER DEVELOPMENT PROGRAM 

The Career Development Program offers a variety of services designed to assist student-athletes 
in developing and implementing career plans. A career counselor is housed in McKale Center 
two days per week and assists student-athletes with resume writing techniques and placement 
services utilizing the campus career and placement center. 
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5. CATS INTER.~SHIP PROGRAJ\.i 

University of Arizona post-eligibility student-athletes panicipate in the CATS Internship Program 
while completing their academic degrees. The student-athletes receiving post-eligibility 
scholarships are placed in internships within the Depanment of Intercollegiate Athletics according 
to their majors and career interests. The amount of hours per week required is dependent upon 
amount of aid~ thus those receiving full scholarships are required to contribute 10 hours per 
week, and as the amount of aid decreases, hours required decrease in accordance. 

6. FACULTY FELLOW 

The Faculty Fellow program provides a concept of student/faculty interaction designed to enhance 
a student's intellectual, social and cultural experiences. It is the connective link between student 
and faculty which contributes to one's overall educational experience. The Faculty Fellow acts 
as a resource person to add a cultural dimension to the day-to-day experiences of a student. The 
athletic depanment's Faculty Fellow, Dr. Donna Swaim. is housed in McKale Center and 
provides up to 20 hours per week of service to Wildcat student-athletes. 

7. SEMINAR SERIES 

In order to facilitate continuous education on personal growth and health and well ness issues. 
voluntary or mandatory seminars utilizing the CATS Network and/or other professionals are 
regularly scheduled for individual student-athletes. specific teams or all student-at.hletes. 

8. PEER ADVISORS PROGRAM 

The Peer Advisors Program facilitates a student-athlete's transition into university and college 
life. thus improving the likelihood of retention and graduation. Freshmen student-athletes are 
assigned a Peer Advisor upon entrance into the university. The Peer Advisor is a upperc1ass 
student-athlete who has participated in training through the athletic depanment. 

9. STUD~"'T-ArnLETE ADVISORY BOARD 

Student-athlete representatives from all 17 intercollegiate spons comprise the student-athlete 
advisory board. The board meets regularly with the Director of Athletics and the Associate 
Director of Athletics for Spons Programs and Services. The Board serves as a voice for all 
Wildcat athletes. gives input on improvements for the UA athletic program and discusses current 
issues within the athletic department. Pacific-IO Conference and National Collegiate Athletic 
Association (NCAA). 
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10. COl\L\fL7\1n' OUTREACH PROGRAM 

University of Arizona student-athletes are strongly encouraged to participate in a variety of 
community outreach programs. Student-athletes are provided with a number of avenues to 
become involved in the community, with the most prominent and active being the Smith Project 
for Sub,stance Abuse Education Speakers' Bureau - an effon which sends student-athletes into 
local schools to discourage substance abuse. 

11. INDIVIDUAL TEAM/DEPARTMENT PROGRAMS 

The CATS Program encourages individual teams and depanments within intercollegiate athletics 
to conduct events on their own that fall within the CATS mission of personal development. 

12. CAMPUS zr.,.-VOLYEMENT 

The athletic depanment places a great deal of emphasi!: on integrating student-athletes into the 
general student body population. A variety of clubs, committees and boards offer an opponunity 
for student-athlete involvement and integration. In addition, it is encouraged that student-athletes 
utilize the wide variety of campus resources. including lecture and seminar series provided on 
campus. 

13. GRADUATION CAMPAIGN AJ'I.'D RECOG~lTION 

The Graduation Cdmpaign is an incentive program for student-athletes. The program is produced 
and promoted through year-long campaigns which focus on the imponance of a college degree. 

14. McKALE RESOURCE LmRARY 

The McKale Resource Library is an in-house collection of video tapes, books. and other 
informational items that are made available through check-out procedures to student-athletes. 
coaches and staff. 

15. A WAREl\r:5S PROGRAM 

The Awareness Program is the marketing tool used to promote the CATS concept and its 
activities. It includes use of the CATS informational video, student-athlete newsletters, coaches 
bulletins, a student-athlete procedural handbook. parent contact and a variety of information 
centers (display cases). 
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16. CATS AWARDS PROGRAM 

CATS Awards are presented to senior student-athletes who have displayed diversity of activities 
experienced and the personal enhancement achieved by their activities. The student-athletes 
display information through the CATS resume which includes documentation of academic, 
athletic and personal development achievements. 

17. PERSONAL ASSISTANCE PROGRAM 

The Personal Assistance Program focuses on recognizing and identifying at an early stage 
student-athletes who are at-risk. The identification process is addressed by athletic department 
personnel and coaches and is specifically administered by the CATS student-athlete services 
committee. The committee is comprised of the Associate Director of Athletics for Spons 
Programs and Services (chair), the CATS Personal Development Coordinator, Academic 
Coordinator, Head Strength and Conditioning Coach and Head Athletic Trainer. The committee 
meets regularly to review pending needs of the student-athlete and seeks to identify early warning 
signs of at-risk student-athletes. Once identified, the student-athlete is given assistance through 
programs with CATS Network members, appropriate athletic department staff members and/or 
through various campus outreach programs. 

18. COACH Al''D STAFF EDUCATION PROGRAM 

In order to assist coaches and other staff members in understanding areas of the CATS Program 
and to help them identify at-risk student-athletes, coaches will be required to attend meetings and 
workshops. These in-service seminars. with assistance of CATS Network personnel, may cover 
topics ranging from substance abuse to spons psychology. 

19. EXIT IJI\TERVlEWS 

Exit interviews are held with all student-athletes completing eligibility or leaving the university. 
The interviews include a verbal and written exchange with members of the athletic department 
administrative staff in order to assess the studcmt-athlete's experience at the University of 
Arizona. 
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OCR ATHLETICS INVESTIGATION· TITLE IX 

1979 ICA PoUcy interpretation 101 thirteen Components 

1. Athletic scholarship!. 

2. Effcctive accommodation of athletics interest and abilities: 

L Athletic opportunities for males & females = respective enrollment. 

b. Show a history and continuing practice of program expansion of the underrepresented group. 

c. Demonstrate that interests and abilities have been effcctively accommodated. 

3. Equipment and supplies. 

4. Scheduling of games and practice time. 

5. Travel and per diem allowances. 

6. Opportunity to receive academic tutoring and compensation of tutor!. 

7. Opportunity to receive coaching assignment and compensation of coaches. 

8. Locker rooms, practice and competitive facilities. 

9. Medical and training facilities and services. 

10. Housing and dining facilities and services. 

11. Publicity/promotional services. 

12. Support services. 

13. Recruitment. 

226 



APPENDIXJ 

A FORM FOR COMPARING MISSION, GOALS, AND CULTURE OF 

SELECTED ATHLETIC DEPARTMENTS WITH INSTITUTIONAL 

MISSION, GOALS, AND CULTURE 

227 



228 

athletic miSSIOn goals culture 
dept agree disagree agree disagree agree disagree 

institution 

agree 

. . 
mission 

disagree 

agree 

goals 

disagree 

agree 

culture 

disagree 

Figure 1.1 
Comparing Mission, Goals, and Culture of Selected Athletic 
Departments with Institutional Mission, Goals, and Culture 
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