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The problem of this study was the role of athletic directors in providing

stress reduction for athletic coaches in selected sports in the National Collegiate

Athletic Association (NCAA), Division II.

A survey instrument, Coaches' Survey, was constructed for the

purpose of collecting data for this study. Subjects were selected from the 1989-

1990 National Directory of College Athletics. The survey instrument was

mailed to 411 coaches; 273 usable instruments were returned. The coaches

were asked to indicate their agreement or disagreement with 36 statements in

both the Real situation and the Ideal situation.

Major findings of the study led to the conclusions that (a) better

communication between athletic directors and coaches resulted in better

understanding and acceptance of limitations which may be beyond the

athletic directors' control, (b) coaching stress was a real concern for the coaches

surveyed, (c) the coaches believed that athletic directors should be strong

leaders, (d) men have better access to community leaders than do women, (e)

coaches generally believe that athletic directors perform adequately even

though there are some weaknesses, and (f) the area of concern for most

coaches is financial support for their programs. Even when seen as a fact, it

was viewed as restricting the strength and growth of programs.



Additional conclusions were that (a) women are underrepresented in

the coaching profession, and (b) that women are much more frequently asked

to coach two sports than are men.



TABLE OF CONTENTS

Page
LIST OFTABLES................................................. v

1. INTRODUCTION................... ......... ... .......

Statement of the Problem
Research Questions.
Delimitations of the Study
Definitions of Terms
Significance of the Study
Organization of the Study

2. REVIEW OF LITERATURE.............................9

Stress
Burnout
Coaching Stress
Coaching Burnout
Role of the Athletic Director
Summary

3. PROCEDURES............................................ 35

Population
Selection of Sample
Research Design
The Coaches Survey
Questionnaire Mailing
Analysis of Data

4. PRESENTATION AND ANALYSIS OF DATA.........................42

Demographics
Analysis of Data
Research Question 1
Research Question 2
Research Question 3
Research Question 4

iii



Research Question 5
Research Question 6
Research Question 7
Research Question 8
Research Question 9
Research Question 10
Research Question 11
Research Question 12
Research Question 13
Research Question 14
Major Findings

5. SUMMARY, DISCUSSION, CONCLUSIONS,

AND RECOMMENDATIONS........ ...........a..........m67

Discussion
Conclusions
Recommendations

APPENDIX.......................................................... 79

BIBLIOGRAPHY...............................................a......80

iv



LIST OF TABLES

TABLE Page

1 Number of Subjects by Sports...................................... 43

2 Demographic Data of Respondents................................44

3 Research QuestionI........................................... 47

4 Research Question 2............................................48

5 Research Question 3.......................... ......... 49

6 Research Question 4...... ................................ s50

7 Research Question 5.......................................51

8 Research Question 6............................................ 539 Research Question 7.......................................... 54

10 Research Question 8............................................ 55

11 Research Question 9..........................................56
12 Research Question 10.......................................... 59

13 Research Question11...................................... 60

14 Research Question 12.........................................61

V



CHAPTER 1

INTRODUCTION

Coaches of intercollegiate athletic teams are placed under tremendous

pressure to win and are often used as the scapegoats for many of the evils

which exist in college athletics today (Humphrey, 1987). Although literature

and research concerning personal and professional stress currently appear in

both scientific and popular publications, the problem of stress in coaching has

received little attention or study (Caccesse & Mayerberg, 1984; Farber, 1984b;

Humphrey, 1987). Stress in coaching cannot be avoided; in fact, it is a natural

phenomenon which must be recognized and confronted by coaches.

Athletic directors are faced with the loss of effective coaches which, in

some cases, is due to stress and burnout. In her study on burnout of coaches,

Hunt (1983) found a statistically significant correlation between coaching

stressors and burnout. Hoehn (1983) states that burnout of coaches results

from the buildup of stress, tension, and anxiety. He believes that a coach

weakens under the pressure and becomes physically and emotionally drained.

Gensemer (1985) agrees that coaches may leave the field because they can no

longer cope with the stress. Coaching has such a high stress factor that the

emotions of a normal career are magnified and compressed into a shorter

time frame.

When coaches fail to cope with job stress, they may experience burnout

(Humphrey, 1987). This burnout may manifest itself in the following ways:

low worker morale, high absenteeism and job turnover rates, physical illness
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and distress, increased alcohol and drug abuse, marital and family conflict,

and various psychological problems (Cox, 1985). In their study, Felder and

Wishnietsky (1988) found that coaches fail to perform in a positive manner

because of factors such as coach burnout, inadequate coach supervision by

athletic directors, and inadequate communications between coaches and

athletic directors.

Stress and burnout, as terms and as concepts, are often used

interchangeably or in association with one another. They are, however,

different. Stress is one's emotional response to the perceived imbalance

between the demands of a situation and one's personal capability to handle

those demands (Martens, 1977). Stress is a natural aspect of life. In fact, Hans

Selye (1974, p. 32) asserts that "complete freedom from stress is death."

Burnout, on the other hand, usually refers to stress related exhaustion

(Capel, 1986). Burnout can and does occur in all walks of life. Workaholics

are prime candidates for burnout, and teachers and coaches are prime

candidates for workaholism according to Cox (1985). He states that it may be

that the harder one works to become a good coach, the greater the chances are

of burning out. According to Mattingly (1977), burnout has often been

considered a consequence of work-related stress.

A review of research since 1979 reveals a number of studies (Farber,

1984b; Freudenberger & North, 1985; Gold, 1984; Horine, 1985; Lackey, 1977;

Lester, 1984) identifying the symptoms of burnout. Much of the research,

however, stops after the symptoms of burnout are defined. Researchers often

conclude their studies with a plea to prevent burnout. There appears to be a
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need for research to continue beyond the identification of burnout symptoms

to prevention, correction, or alleviation of burnout.

An assumption of this study is that stress is normal and unavoidable.

It is also assumed that stress can be managed in a direct manner. It becomes

imperative for coaches to accept the stress factors in their profession as natural

and to seek acceptable ways of countering the negative effects, one of which

may be burnout.

One person who is in a position to help coaches learn and utilize

effective methods of coping with stress is the athletic director. Hoehn (1983)

believes that burnout does not have to be a final stage but only an interim

problem. The rapport between the superintendent, principal, and coach

affects whether a coach quits or continues to coach (Hoehn, 1983). Ricken

(1980) also supports the idea that burnout does not have to be the end result of

stress. Through the efforts of administrators, stress can actually become a

positive factor.

The idea that administrators have a crucial role in the prevention of

burnout was emphasized by Malone and Rotella (1981). It was noted by Felder

and Wishnietsky (1988) that a coach's job is a complex and demanding one.

They recommend that athletic directors assume the responsibility for the

supervision and development of coaches. One way to help this to occur is to

make the goals and objectives of the athletic program clear to the coaches and

to use this as a means of beginning discussions between administrators and

coaches.

To be successful in managing stress, one must be a diagnostician as well

as an effective decision maker and implementor (Schuler, 1981). These are
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some of the same skills required of administrators. Consequently, athletic

directors should be able to provide the leadership and guidance for the

coaches in their program. Humphrey (1987) believes that no program can be

any better than its leadership. This leadership role may need to be expanded

to include methods through which athletic directors can assist coaches in

coping with the stressors of coaching.

Athletic directors can play an additional role regarding coaching stress.

The professional responsibilities of coaches and athletic administrators are

closely intertwined, and decisions which the administrators make and the

way they operate directly and indirectly has an impact on coaches. It is indeed

possible that athletic directors contribute to or lessen coaching stress. In

investigating coaching stress, it seems important to examine this connection.

Proper training and continued study by coaches and athletic directors

can perhaps provide a better understanding of the pressures present in

athletic coaching. This understanding may then help to accomplish the

objectives of stress reduction (Wishnietsky & Feldner, 1989). It seems

especially important if one desires to move beyond identifying stressors and

progress to suggesting not only ways the athletic director can help the coach

cope with stress but also identifying ways the athletic director can lessen or

alleviate some of those stressors.

Statement of the Problem

The problem of this study is the role of athletic directors in providing

stress reduction for athletic coaches.
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Research Questions

The following research questions are used to address the problem of

this study.

1. Do coaches perceive that their athletic department provides

adequate facilities and equipment to conduct their own program as indicated

by their responses?

2. Do coaches perceive that their athletic department provides

adequate support staff to conduct their own program as indicated by their

responses?

3. Do coaches believe the athletic director provides a supportive

environment for the coaches as indicated by their responses?

4. Do coaches perceive that the athletic director relates to the coach

in a professional manner as indicated by their responses?

5. Does the athletic director perform the functions that the coaches

believe are the athletic director's duties as measured by their responses?

6. Do coaches know what is expected of them as measured by their

responses?

7. Do coaches perceive that the athletic director is able to solve

problems and resolve conflicts as measured by their responses?

8. Do coaches perceive that the athletic director provides equitable

treatment of coaches?

9. Do coaches of women's sports express different concerns than

coaches of men's sports as indicated by their responses?

10. Do coaches of revenue sports have different concerns than

coaches of non-revenue sports as expressed by their responses?

11. Do male coaches respond differently than female coaches?
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12. Are there differences in perceptions between full-time coaches

and part-time coaches as measured by their responses?

13. Is there a difference between what is the real and what is ideal in

the perception of coaches in each of the sport classifications as measured by all

items?

14. What are the primary areas in which coaches feel athletic

directors could be most helpful in helping coaches perform their

responsibilities?

Delimitations of the Study

The participants of this study are limited to athletic coaches in Division

II of the NCAA in the following sports: men's and women's basketball,

men's and women's track, men's and women's tennis, men's football and

baseball, and women's volleyball and softball. Head coaches who also have

the position of athletic director were not included in this study.

Definition of Terms

The following terms are defined for this study in these restricted

meanings:

Stress is one's emotional response to the perceived imbalance between

the demands of a situation and one's personal capability to handle those

demands (Martens,1977).

Burnout refers to stress related exhaustion (Capel, 1986).

The athletic director has budget control and is the immediate

supervisor of the coach.
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A coach (full-time) is hired by the institution on a full-time basis as

staff or faculty.

A coach (part-time) is hired by the institution to coach a sport, without

fringe benefits of the university.

Significance of the Study

This study contributes to the study of stress and burnout in a helping

profession and, more directly, to the area of athletic coaching. The ongoing

investigation into this problem area provides insights as to what the

precursors of burnout may be, to the symptoms of burnout, and to the loss of

professionals to burnout due to stress.

This study provides athletic directors with insights as to ways they may

be able to provide supportive working environments for their coaches. The

results of this study should help coaches and athletic directors identify

strategies to assist in alleviating coaching stress.

Research regarding stressors and burnout in the helping professions

(Edelwich, 1980; Maslach, 1976 ) have identified causes and symptoms and

reported the loss of effective personnel due to burnout. Researchers appear to

be attempting to move beyond this phase.

In the area of business, concern is moving forward in offering

programs to offset the problems of stress and burnout. An often-mentioned

method is to offer time management sessions to workers for the purpose of

alleviating the stress of mismanagement of time.

The impact of burnout on teachers and administrators in education

continues to be investigated (Eng, 1986; Farber & Miller, 1981). Studies are

often concluded with a recommendation to do something to prevent losing
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teachers from the profession due to burnout. The move being made in

business, from identifying burnout to reducing the effects on workers, must

be made in the educational setting.

This study is an attempt to make that move in the field of coaching in

college athletics. The stresses involved in coaching have been informally

described but little research has been conducted as to the depth of the problem.

The conclusions of this study should assist athletic directors in determining

what will help their coaches reduce stressors which lead to burnout.

The contribution of this study is reflected in the literature in the

educational, athletic, and general research on stress. It should stimulate

further study into the reduction of stress in other areas of education.

This study is significant as it (a) contributes to the theoretical literature

regarding the general problem of stress, (b) makes a contribution in the

educational setting to move beyond identifying stress to finding ways of

coping with stressors which may lead to burnout, (c) provides much-needed

research in the area of stress in coaching college athletics, (d) provides some

methods for coping with stress by getting direct input from currently active

college athletic coaches, and (e) provides the elements of a profile for the role

of athletic director.

Organization of the Study

Chapter 1 includes the introduction. Chapter 2 treats the related

literature and Chapter 3 outlines the methods and procedures. Chapter 4

deals with presentation and analysis of the data, while Chapter 5 provides the

summary, discussion, conclusions, and recommendations.



CHAPTER 2

REVIEW OF LITERATURE

The problem of the stress involved for coaches of athletic teams in

NCAA Division II in selected sports was investigated in this study. The topics

included in the review of literature focus on four areas: (a) stress, (b) burnout,

(c) coaching stress and burnout, and (d) the role of athletic directors.

Stress

Stress is an unresolved state of uncertainty about something one

considers important (Schuler, 1981). Stress is a term that is used to describe a

force that induces a strain or deformation in that to which it is applied

(McLean, 1974). Stress implies an inherent capacity to withstand strain and

pressure; however, the term has recently been adapted to describe

psychological or physical strain on human beings.

Although, behavioral scientists and medical personnel do not presently

support one universally accepted definition of stress, experts have attempted

to define the term from physiological, environmental, and personal factors.

The term is complex and ambiguous because the perception of stress is a

function of personality and varies from one individual to another.

Selye (1974), defines stress as "the nonspecific response of the body to any

demand made upon it" (p. 14). He also states that stress is the common

denominator of all adaptive

9
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reactions in the body. Selye (1956) called the response to stress the General

Adaptation Syndrome (GAS). The three-phase GAS response includes the

alarm reaction, the resistance stage, and the exhaustion phase. In the first

phase the body adapts to the stressor. In the second phase the body begins to

resist the continued presence of the stressor. In the final phase the body's

adaptation energy is depleted and the consequence is a stress-related disease or

even death. It is common knowledge that physical activity plays a significant

role in stress reduction.

Matteson and Ivancevich (1982) define stress as strain and discomfort

resulting from an external event acting on an individual. They believe stress

is a physiological or psychological response to an external event. To other

authors, stress describes the environmental characteristics that adversely

affect people. It has been reported that stress occurs when there is an

imbalance between the demands of the environment and the individual's

response capabilities (Gold, 1984). Palkovich (1982) stated that responsibility

without control was the highest level of stress.

Stress is inherent in life. Too little stimulation and life devoid of

challenge and change can produce many of the same physiological symptoms

and disorders as overwork (Collins, 1974). Sparks (1979) believed that extreme

stress was detrimental to teachers and their students, but that some forms of

stress could lead to professional growth. Leland (1984) said that change can be

healthy but can drain one's time and energy. One must solve the most

important problems and opportunities.

Experienced stress may be either externally or internally based; external

stress comes from surrounding circumstances while internal stress comes
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from within (Perry, 1982). Depending upon the amount and type of stress,

and upon the physical and psychological strength of the person, external or

internal stress may be mild, moderate, or severe. Perception is an important

consideration in understanding stress.

Stress is often considered to be harmful, when in fact the stress

response is not only normal but essential. Stress is either positive or

negative. Positive stress is the influence or stimulus that causes an individual

to be motivated and to compete for higher work quality and greater general

productivity in life. On the other hand, negative stress is the influence or

stimulus that becomes harmful to the worker. Work activity is then

hindered because of the mental and physical problems that stress produces

(Perry, 1982).

According to Perry (1982), who interviewed numerous burnout

victims, a relationship exists between negative, undealt-with stress and

burnout. He states that stress is the flexing of emotional resources while

burnout is the completele depletion of these resources. Maintaining good

health requires that individuals learn to deal with stress and its physical

responses (Cleaver & Eisenhart, 1982).

Physical Symptoms of Stress

Stress that is not dealt with can lead to a variety of physical problems

such as asthma, backache, colitis, chronic vomiting, dyspeptic symptoms,

hypertension, irritable colon, migraine headache, rapid heartbeat, tension

headache, ulcer, obesity, and pain from muscle spasms. Stress also causes

behavior problems including hostile aggressiveness, impatience, restlessness,
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sleeplessness, substance abuse, depression, anxiety, and infidelity (Shank,

1983; Wishnietsky & Feldner, 1989).

Job related stress is defined by Beehr and Newman (1978) as

"a situation wherein job-related factors interact with a worker to change his or

her psychological and/or physiological condition such that the person is

forced to deviate from normal functioning" (p. 670).

Ivancevich, Matteson, and Preston (1982) describe occupational stress in

terms of "negative environmental factors or stressors associated with a

particular job" (p. 374). Kiev and Kohn (1979) also view stress "as something

negative or undesirable, to be avoided and/or managed in the most effective

way possible" (p. 1).

Job related stress can lead to strain, a deviation from normal responses

in the person (Caplan,1985). Job related strain is caused by a misfit which

threatens an individual's well-being. Psychological strains include job

dissatisfaction, anxiety, low self-esteem, and complaints of insomnia and

restlessness. Any of the strains may occur singly or in combination with

other strains as the level of stress increases.

To Margolis, Kroes, and Quinn (1974), job related stress is a work

condition which interacts with worker characteristics to disrupt psychological

or physiological homeostasis. The causal, situational conditions are stressors

while the disrupted homeostasis is the job-related strain.

In 1979, Kiev and Kohn investigated top and middle managers'

perceptions of stress. The most stress-producing factors for these managers

were (a) work and time pressures, (b) disparity between a manager's own goals

and the expectations of the organization, (c) the political climate of the
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organization, and (d) lack of feedback on job performance. Williams and

Miller (1982) found from their research that a main element causing stress

centered around the economics and financial woes facing today's collegiate

athletic directors. Women athletic directors revealed that a major problem

for them was the continuing problem of trying to provide an equitable

athletic program in a time complicated by lack of adequate funding. They

believe there is a definite connection between financial strains and

administrative job related stress which automatically become problems for

coaches in those athletic programs.

In handling stress, managers in Kiev and Kohn's (1979) study,

employed a combination of techniques which included delegating a portion of

the work instead of carrying the work-load alone. Established priorities and

daily goal setting were used in order to accomplish the most essential

objectives early in the day. Managers using these ideas found little stress was

experienced at the end of the day because the important work had been

completed.

Kiev and Kohn (1979) also found that managers used other methods of

coping with stress such as talking with associates, friends, or spouses to

alleviate tensions; compartmentalizing work and nonwork lives; and

allowing for a break in routine.

Not all stress researchers view stress as an integral part of the

organizational environment. Some perceive stress from an individual

perspective. All persons are motivated primarily by their own needs (Austin,

1980). Austin says when basic psychological needs are gratified, individuals
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have a healthy feeling about themselves and are in a much better position to

display a positive attitude toward others. According to Schuler (1981),

stress is a dynamic condition in which an individual is:

(a) confronted with an opportunity for being/having/doing what
he/she desires and/or, (b) confronted with a constraint on
being/having/doing what he/she desires and/or, (c) confronted with a
demand on being/having/doing what he/she desires and for which
the resolution of is perceived to have uncertainty but which will lead
to important outcomes. (p. 18)

Schuler's (1981) conceptualization of stress, however, indicates that

characteristics of the organizational environment can influence stress when

an individual perceives these qualities as opportunities, constraints, and/or

demands on being, having, or doing what the person desires. A situation

may be considered positive when used as an opportunity, or may be

considered negative when it is perceived to be a constraint or a demand.

Causes of Stress

Another major source of managerial stress is related to an individual's

role within an organization. Most research in this area concentrates on role

ambiguity and role conflict. Role ambiguity exists when employees receive

inadequate information about their work role. In ambiguity there is a lack of

clarity about the work objectives associated with the role, about colleagues'

expectations of the work role, and about the scope and responsibilities of the

job (Cooper & Marshall, 1978).

The stress indicators related to role ambiguity were depressed mood,

lowered self-esteem, life dissatisfaction, job dissatisfaction, low motivation to

work, and intention to leave the job. From these studies it is evident that lack

of role clarity may be one of the many potential stressors at the work place.
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Role conflict is a second source of stress which relates to an

individual's role within an organization. Role conflict is a stressor when an

individual in a work role is torn by conflicting job demands or performing

tasks he or she really does not want to do or does not think are part of the job

specification (Cooper & Marshall, 1978). The most frequent examples of

conflict occur when a person is caught between two groups of people who

demand different kinds of behavior or expect that the job should entail

different functions.

Kahn, Wolfe, Quinn, Snoek, and Rosendahl (1964) found that men

who suffered more role conflict experienced lower job satisfaction and higher

job-related tension. Also, the greater the power or authority of the people

sending the conflicting role messages, the more the role conflict produced job

dissatisfaction.

Another potential stressor associated with one's organizational role is

responsibility for people. A distinction can be drawn between responsibility

for people and responsibility for things (i. e., equipment and budgets).

Increased responsibility for people frequently means that a manager is

required to spend more time interacting with others, attending meetings,

working alone, and in trying to meet deadline pressures and schedules

(French and Caplan, 1973). These stresses may be universal in many

professions. Williams and Miller (1982) recognized that the complexities of

athletics involve another set of stressors not found in other settings. These

include but are not limited to the following: confrontations regarding the

proper perspective of athletics in education, the complications associated with
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establishing equity in programs, and the configurations presented in merged

men's and women's physical education programs.

Having too little responsibility, lack of participation in decision

making, lack of managerial support, having to keep up with increasing

standards of performance, and coping with rapid technological change are

other potential role stressors (Brook, 1973). Austin (1980) notes that self-

esteem is no longer an automatic fringe benefit which physical educators or

coaches enjoy.

A third major source of stress at work deals with the nature of

relationships with one's superior, subordinates, and colleagues. French and

Caplan (1973) define poor relations as those which involve low trust, low

supportiveness, and low interest in listening and attempting to work with

individuals who have these problems.

Characteristics of the individual are a final major source of stress.

Sources of pressure at work evoke different reactions from different

employees. Some individuals are better able to cope with work-related

stressors than others; they adapt their behavior to meet the environmental

challenge. On the other hand, some people are more disposed to stress. They

are unable to cope or adapt to stress-provoking situations. Personality,

motivation, being able or being ill-equipped to deal with problems in a

particular area of expertise, fluctuations in abilities, and insight into one's

own motivations and weaknesses are factors which contribute to individual

differences in handling stress (Cooper & Marshall, 1978). One way of dealing

with stress is to control the rate at which change is introduced or allowed

change into our lives. Connellan (1983) suggests the following as a judgment
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for change: no stress--stagnation; optimum stress--personal growth and

success; and too much stress--anxiety, hypertension, and ultimate failure.

Stress is any demand placed upon the body while occupational stress is

a result of a misfit between the person and the environment. Farber (1984a)

believes that a promising approach to the problem of stress and burnout lies

in social support. The point is not how or when to express oneself, but that it

be done (Williams & Miller, 1982). If stress is continual and unrelieved,

burnout may set in.

Burnout

One of the strains of continual, unrelieved stress is burnout. Burnout

is a relatively new field of concern for researchers, and few references

appeared in the literature prior to 1974 (Perlman & Hartman, 1982). Drew

(1985) concluded from his research that burnout can be linked to two major

factors: stress and the lack of incentive. The way to handle burnout is to

recognize the symptoms before one becomes a victim.

Definition of Burnout

The concept of burnout is new and ambiguous, and definitions vary

from author to author. One of the leading researchers of burnout in the

helping professions, Maslach (1982), defines burnout:

A syndrome of emotional exhaustion, depersonalization, and reduced
personal accomplishment that can occur among individuals who do
"people work" of some kind. It is a response to the chronic emotional
strain of dealing extensively with other human beings, particularly
when they are troubled or having problems. (p. 3)
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Burnout, then, is one type of job related stress and is unique from other types

because the stress results from the social interaction between helper and

recipient (Maslach, 1982).

Perlman and Hartman's (1982) three burnout components, emotional

exhaustion, overdepersonalization, and productivity, are consistent with

Maslach's (1982) three factors which are emotional exhaustion,

depersonalization, and reduced personal accomplishment.

Burnout is often the result of experiencing stress without an outlet or

some type of support system, according to Farber (1984b). As early as 1974,

Freudenberger stated that a burnout victim must have a support group to

rally round. This support group must emphasize to the individual that she

or he is not a failure, and encourage the individual to view this step to

recovery in a positive manner. Freudenberger and Richelson (1980) state that

a burnout victim is "someone in a state of fatigue or frustration brought about

by devotion to a cause, a way of life, or relationship that failed to produce the

expected reward" (p. 13). Burnout is likely to occur "whenever the

expectation level is dramatically opposed to reality and the person persists in

trying to reach that expectation" (p. 13). Freudenberger (1974) further

delineates burnout: "To deplete oneself. To exhaust one's physical and

mental resources. To wear oneself out by excessively striving to reach some

unrealistic expectation imposed by one's self or by the values of society" (p.

161).

Veninga and Spradley (1981), who specialize in job burnout across all

occupations, not just the helping professions, refer to burnout as a debilitating

psychological condition brought about by unrealized work related stress
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which results in depleted energy reserves, lowered resistance to illness,

increased dissatisfaction and pessimism, increased absenteeism, and

inefficiency at work. Burnout occurs when needs far outnumber the

resources over a long period of time. This is analogous to bankruptcy, which

occurs when debts far outnumber dollars (Seaward, 1984).

Burnout is debilitating because of its power to weaken and devastate

energetic, competent individuals. The primary cause is unrelieved stress

over long periods of time. The individual most prone to burnout is the

overachiever, the successful worker (Fender, 1989; Freudenberger &

Richelson,1980). According to Cherniss (1980), who has also completed

extensive research in the human services area, burnout is a process in which

the professional's attitudes and behavior change in negative ways in response

to job related strain. An individual changes after he or she enters a

profession. He or she may develop a more realistic view of clients and their

problems, but burnout is the point at which the changes are no longer

positive (Cherniss, 1980). Hendrickson (1979) defines burnout as the physical,

emotional, and attitudinal exhaustion caused by habitual chronic stress that

accumulates when there is no compensatory relaxation. Since burnout is

caused by stress, it is important to this study to discover what external events

act on a coach to cause stress.

Symptoms of Burnout

Hard work, long hours, and insufficient rest, in themselves, seldom

lead to job burnout. Rather, job burnout is the result of unrelieved work

stress, In time, burnout results in a duster of chronic diseases. Teachers

using this term describe themselves as being consumed, empty, alienated,
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wasted, let down, and even used up. Ricken's (1980) list includes teacher

alienation, distrust, and suspicion as replacements for commitment,

enthusiasm, and cooperation.

Burnout symptoms cover a wide range, but in the beginning stages,

burnout involves more a loss of health than the onset of disease. Physical

symptoms of burnout include chronic fatigue, frequent colds, flu, headaches,

gastrointestinal disturbances, sleeplessness, ulcers, and high blood pressure

(Perry, 1982; Veninga & Spradley, 1981).

Not all burnout symptoms are physical. Others include low morale,

absenteeism, frequent job changes, alcohol and drug abuse, marital and family

conflict, psychological problems, chronic dock watching, procrastination of

work duties, increased daydreaming, increased irritability, difficulty in

concentrating or listening, and job dissatisfaction (Maslach, 1982; Perry, 1982;

Veninga and Spradley, 1981).

Stress and burnout are factors which cut across all job classifications,

especially those in the helping professions. From research conducted with

retired faculty members, Wooten and McCullough (1985) determined that

burnout symptoms are an outward expression of more deeply rooted

problems. They listed three common causes of burnout to be lack of

recognition, inadequate merit raises, and having been passed over for

promotions. Fender (1989) suggests that the practice of making comparisons

of burnout in the helping professions and athletics may not be appropriate.

To illustrate, she observes that a psychologist helps others and is rewarded for

so doing, while an athlete's main concern is usually for self. This results in

little knowledge of athletic burnout. The coaching profession is one which is
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inherently stressful. The problem of burnout must be attacked on several

fronts. Coaches and teachers must recognize a problem, look to its sources,

and plan for correction. According to Fender (1989), one must plan for the

worst, hope for the best, and celebrate everything in between. Although

research is in its infancy, stress and burnout in the coaching profession are

growing concerns for both coaches and athletic administrators (Hunt, 1983).

Lackey (1977) asserts the belief that "institutions training coaches should

require less preparation in the technical aspects and more in the human

relations aspects of coaching" (p. 23).

Coaching Stress

Although researchers have not studied coaching stress extensively, it is

a significant problem for coaches. Research on athletic burnout has resulted

in the finding that locus of control is a major contributing factor (Fender,

1989). The coach who is under high stress is not able to perform at an

optimum level (Kroll & Gundersheim, 1982-83). However, much of the stress

research with business organizations may also apply to the coaching

profession because of the similarity between individuals in middle and

executive management positions in industry, business, and government and

head coaches of athletic teams (Fuoss & Trappmann, 1981). These managers

and coaches are in organizational structures over subordinate personnel and

must be highly skilled in planning, organizing, staffing, directing, controlling,

and decision making. In addition, coaches must rely on the accomplishment

of goals and objectives through the efforts of other persons and are required to

provide guidance, direction, control, recognition, leadership, and motivation

to other persons' efforts in performing specific tasks (Fuoss & Trappmann,
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1981). Therefore, coaches may face the same sources and causes of stress as

middle or top managers of an organization.

Early stress studies focused on coaches' heart rates during athletic

contests. Current research has been conducted using other research methods

such as questionnaires, observations, and interviews.

Kroll and Gundersheim (1982-83) investigated stress factors through

questionnaires and personal interviews; the researchers attempted to discover

what circumstances caused concern, apprehension, worry, and/or emotional

turmoil. Stress factors at the time of actual competition were not assessed in

order to focus on the stress associated with coaching on a day-to-day basis.

Coaching Burnout

Burnout in the coaching profession results from the buildup of stress,

tension, and anxiety (Hoehn, 1983). A coach weakens under the extensive

pressure and becomes physically and emotionally drained. The coaching

profession is an extremely demanding occupation with heavy requirements

on a coach's time, energy, family life, and physical well-being. These

requirements eventually take their toll, especially in coaches of the pressure

sports (Saboch, 1973). Coaching is a stressful job and individuals who

contemplate being coaches should understand the realities of the profession

they are entering. Wishnietsky and Feldner (1989) found that a principal

reason coaches are dismissed is because of inappropriate personal

relationships with their athletes and the community. Through further

interpretation, they found that coaches often complain more about stress and

time demands than other educators. They also concluded that coaches must

endure the constant scrutiny of the community and must exhibit adequate
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human relations skills in a loss or a team controversy. Therefore, it should

not be surprising that many coaches succumb to stress and burnout and desire

a career change.

According to Hoehn (1983), coaches burn out because they become

emotionally exhausted from dealing with large numbers of people. These

personal encounters produce conditions of chronic tension and stress. There

also appears to be a parallel between burnout and low morale, absenteeism,

and mediocrity in coaching performance.

Coaches can be classified as high achievers who often set unrealistic

goals for themselves (Shank, 1983). A coach may put pressure on himself or

herself to achieve the idealistic objective of winning every game. According

to Freudenberger and Richelson (1980), these goal-oriented, idealistic men and

women are susceptible to burnout. They have a tendency to take on too

much and to become overcommitted out of a sense of overdedication.

Besides the pressure a coach creates in himself or herself, a community

may add pressure to the coach's job:

Regardless of the community or part of the country, everyone loves a
winner. When they get a taste of winning teams, the fans become
"addicted" to it and begin expecting the team to win all the time, which
in turn puts more pressure on the coach to keep on winning. (Saboch,
1973, p. 89).

This pressure has led to the "win at all costs" philosophy in athletic

competition. The philosophy implies that if a coach does not continually

produce teams with winning records, he or she will be denied the position

(Gallon, 1974). To a coach, a losing season can produce insurmountable stress.

When the team loses or controversy arises, it is the coach who must exhibit
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adequate human relations skills to deal with parents, administrators, and the

media (Wishnietsky & Feldner, 1989).

The continual, unrelieved stress that causes burnout in the work place

also causes burnout in the coaching profession. Burnout occurs when an

individual is no longer effective and no longer cares (Palkovich, 1982). One

specific source of coaching burnout is role conflict.

Role Conflict

Schwab and Iwanicke (1982) looked at role conflict and role ambiguity

variables in the teaching profession. Role conflict was found to be high in

positions in which individuals deal simultaneously with people both inside

and outside the organization (Capel, Sisley, & Desertrain, 1987). Role

ambiguity also accounted for a statistically significant amount of variance in

personal accomplishment. Capel (1986), Kahn (1978), Mattingly (1977), and

Pines and Kafry (1978) support the finding that role conflict and role

ambiguity are related to burnout. Role conflict was defined by Kahn (1978) as

the simultaneous occurrence of two or more sets of inconsistent expected role

behaviors for an individual. This may be one of the contributing factors in

coaches' burnout as coaches are confronted with possible conflict between

winning at any cost and integrity of self and program.

A situation with the potential to create a great deal of stress is the dual

role of teacher/coach (Figone, 1986). Capel (1986) defines role conflict as the

degree of perceived conflict between expected role behaviors. Role ambiguity

is defined as the lack of clear information regarding expectations associated

with a particular role, the methods of fulfilling known role expectations,

and/or the consequences of role performance (Capel, 1986). In the winter
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issue of NASPE News, the question of conflict for the teacher/coach was

addressed by a forum of educators who all agreed that this situation presents a

difficult arena for the teacher/coach. It was commonly believed that the two

roles presented conflict for the individual to resolve ("The Role of the

Teacher/Coach," 1987).

Neal (1982) suggested that physical education teachers who also coach

are faced with a double dose of pressure. These professionals seldom take

even a day off to give themselves a chance to regroup. The thinking of

coaches, she theorized, was that even one day off could give their opponents

the edge.

The coach who also teaches experiences incompatibility in attempting

to meet the two roles of teacher and coach. Conflict may arise in attempting

to fulfill the obligations and responsibilities of both positions.

Teacher/coaches who are fulfilling dual roles usually perceive their primary

responsibilities as coaching and winning and, thus, often view coaching and

winning as their only responsibilities (Massengale, 1981). This perception is

supported by aspiring teacher/coaches who regard each of the two roles as

distinct and who prefer coaching because it appears to provide greater rewards

within the unequal reward system (Seagrave, 1980). Researchers need to

examine the inherent incompatibilities of the combined two roles. A teacher

is primarily accountable for student performance. Figone (1986) states that

despite the pressure to teach effectively, when a student fails, the teacher is

not held totally accountable. A coach, however, is normally held totally

accountable for the success or failure of the athletic program.
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According to Templin and Washburn (1981), it may be insufficient for

teacher/coaches to give their best effort to the dual role responsibilities.

Human relationships are central to the coaching profession. There are

several different rules required of coaches including those of disciplinarian,

psychologist, father/mother figure, and public relations expert (Caccesse and

Mayerberg, 1984).

The pressure to win and to meet other role expectations can add

significantly to the teaching/coaching role conflict. Someone has to be

blamed when the expectations of significant others are not fulfilled; therefore,

"as the perfect scapegoat, the coach is relieved of his or her duties" (Templin

& Washburn, 1981, p. 75).

Coaches are also scapegoats if they alienate themselves or herself from

parents, community members, administrators, or players who evaluate their

abilities. Coaches are expected to include certain game strategies, play certain

athletes, and exhibit certain personal habits beyond achieving a winning

record, a conference championship, or a playoff berth. Failure to meet these

expectations or demands may force a coach to resign. Templin and Washburn

(1981) report that this is especially true of female coaches because they have

yet to be acknowledged as experts. Coaches may then be victimized by persons

who think they know what is best for the team.

Role conflict because of two major, and sometimes conflicting,

responsibilities may increase a coach's potential for burnout. Schwab and

Iwanicki (1982) discovered that role conflict and role ambiguity each reflect

different effects on the burnout factors. Role conflict accounted for the most

variance in emotional exhaustion and depersonalization, while role
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ambiguity accounted for the most variance in personal accomplishment.

Locke and Massengale (1978), in a study which looked at role conflict, found

that the level of career aspiration influenced role conflict. A lack of direction

from administrators, inadequate job descriptions, or unclear evaluation

procedures may contribute to role ambiguity (Capel et al., 1987). Higher

aspiration demonstrated by the desire to move to a higher level of coaching, a

larger school, or a more challenging position versus the desire to remain

permanently in the present position was associated with higher conflict

scores.

Role of the Athletic Director

A problem of stress and burnout has been found to exist in the helping

professions and, in particular, education. Previous research conducted with

athletic coaches has been minimal; however, the literature shows a growing

concern in this area. Freudenburger (1974) identifies professionals who are

prone to burnout as being dedicated and committed. These people feel a

personal pressure to work and to help others and they also feel an outside

pressure to give of themselves. If pressure is added by the administration, the

professional is then under a three-pronged attack with few allies. Stier (1985)

believes it is the responsibility of the athletic director and the coach to work

cooperatively with one another to ensure stability and to support the total

athletic program. Goens and Kuciejczyk (1981) take this idea to the supervisor

level and suggest that leadership is essential to help teachers manage stress

effectively. Teachers must have supervisors who are capable of listening,

communicating, and working with people.
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Maslach (1976) states that burnout is not inevitable and that steps can be

taken to reduce and modify its occurrence. She believes that many of the

causes of burnout were located not in permanent traits of the people

involved, but in certain specific social and situational factors that could be

influenced in ways suggested by the research. This idea was supported by

Hoehn (1983) who states that burnout does not have to be a final state, but

rather an interim problem. Coaches need to develop their own support

systems. The availability of formal or informal programs in which

professionals can get together to discuss problems and get advice and support

is another way of helping to cope with job stress more successfully (Maslach,

1976). Horton (1984) supports this idea and also thinks another means to

attack burnout is to provide prospective teachers with adequate survival

skills. These survival skills include classroom management, a means of

working with parents, administrators, fellow teachers, politicians, the media,

and the teachers' own feelings of frustrations and insecurity, which may also

be necessary for coaches. Administrative stress may emanate from feelings of

lack of support, lack of control over processes, and continued effort without

success. Collins (1974) states that to do the best work, all individuals need to

generate some tension, some stress. He further states that one would not

want to eliminate all excitement and accompanying stress from the job.

Burnout does not occur overnight, and the early signals and warnings are

recognizable; therefore, total burnout is not inevitable (Shank, 1983).

Developing a good support network is critical for both female and male

administrators (Williams & Miller, 1982).
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The relationship between coaches and athletic directors is often

tenuous and can become adversarial in nature (Stier, 1985). From his research

in job satisfaction in athletics, Eng (1986) studied three job levels-upper

management, middle management and direct service delivery (coaches). He

found stresses and job dissatisfaction on all three levels, some of which were

similar on all three levels. Coaches were chagrined by work hours, job

ambiguity, lack of self-esteem, boredom, workload satisfaction, salary

inequities and being overqualified. Eng suggests that perhaps the most

important aspect for individuals is the realization of personal susceptibility to

stress and the stressful work situations. He emphasizes that athletic

professionals tend to ignore the fact that they are under constant pressures.

They do not recognize the symptoms of stress and burnout which they

exhibit.

Performance can be negatively influenced by stress, however, so

administrators must find and utilize ways to reduce stress. Mirable (1983)

believes that responsibility for managing stress in the work place is shared by

the institution as a whole and by each individual member. The first step is to

recognize the existence of stress and then to move beyond that step toward a

positive solution.

Organizations will benefit by facing the problem of excessive stress and

working toward effective solutions (Mirable, 1983). Eng (1986) believes that

administrators must recognize that stress is inevitable and even necessary for

the fulfilled life. He states further that we cannot stop stress nor should we

try to stop stress. Burnout can be linked to stress and to the lack of incentive.

Stress does not have to be endured at any cost but rather can be managed as
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other aspects of one's job are faced. Time management may involve avoiding

overcommitments, delegating responsibility to others, doing the things you

want to do first, and building into your lifestyle some other interests

(Williams & Miller, 1982). Rees (1986) agrees that there is a need for both

stress and stressor management. Because time is often one's scarcest resource,

she emphasizes that time must come under the control of the user, not

control the user. This involves the objective of not working longer and

harder, but making more effective use of the time spent on the job.

Administrators can remove some sources of stress for employees (Schuler,

1981). He states that one of the most effective ways to deal with stress

produced by administrator-employee relationships is to maintain appropriate

communication. Leland (1984) agreed and believed department goals must be

written and must be referred to throughout the year. Coaches and

administrators alike must keep department priorities in the forefront.

Lammert (1981) reported that staff meetings are important for staff

relationships and should be a place where individuals receive emotional and

social support. She further emphasized the need for setting realistic goals. In

research by Bloch (1977), burned out teachers stated that if their administrators

had been supportive, they could have continued with their teaching

assignments. He further noted that many teachers had an attitude of

defeatism caused by poor leadership. Cox (1985) states that workaholics are

prime candidates for burnout; teachers and coaches are prime candidates for

workaholism; and so it appears that the harder one works at becoming a great

teacher or coach, the greater the chances are of burning out.
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One of the roles of an administrator involves providing a supportive

environment in which coaches can work to achieve set goals. A life style

model was designed by Figone (1986) which was intended to produce a

healthy, balanced lifestyle while simultaneously meeting the rigors of

coaching. This model included an even balance between family, coaching,

religion, personal social development, teaching responsibilities, academic

pursuits, vacation, personal health-fitness, leisure time, development of new

knowledge, and pursuit of other occupations. According to Stier (1985),

athletic directors and coaches have definite obligations toward one another as

well as specific expectations of each other. The qualifications a coach should

have the right to expect in an athletic director are the abilities:

1. To give due recognition and demonstrative support to the coach

2. To serve as a mediator and to be a stabilizing force

3. To give direction and guidance to motivate the coach

4. To provide personal and professional incentives and rewards

5. To have the confidence of upper-level administration

6. To utilize one's power, prestige, influence, authority, and

wherewithal to accomplish objectives of the department

7. To exhibit fairness, consistency, loyalty, and frankness in dealing

with the coaching staff

8. To involve all members in establishment of reasonable goals

9. To provide an adequate budget

10. To hire competent athletic coaches

11. To establish and utilize open communication channels with

all members of coaching staff
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12. To recognize and to act/react in an appropriate manner to

the weaknesses and strengths of the coaches

13. To provide inservice educational opportunities for staff

14. To provide for and to conduct evaluation and feedback to

staff members

15. To assist coaches who seek better career positions

16. To demonstrate absolute honesty and respect for the

individual staff members

17. To avoid asking anyone to do something which the athletic

director would not be willing to do

In Hartman's (1981) research with athletic directors, he concluded that

"one might surmise that directors of athletics are healthy, hardworking

individuals who are adept at handling the stress factors in their lives" (p. 16).

If Hartman is correct in his conclusion, then athletic directors can make a

difference for their coaches when dealing with stress.

Research indicates that coaches suffer from stress factors, some of

which may be precursors of burnout. Alshuler (1984) emphasizes the need to

recognize the signs of stress and to take steps to reduce it. Oliva (1986)

believes that when society makes unrealistic demands on the coach,

administrators must have the courage to step between the coach and the

external forces. Ricken (1980) concluded from his findings that administrators

can make a difference for their employees. He states that burnout does not

have to be the end result of stress, but through the administrator's efforts

stress can be a positive factor rather than a negative factor.
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Farber's (1984a) research with suburban teachers showed that a large

percentage of teachers did not feel adequately prepared for the stresses of

teaching. They also did not see principals and administrators as improving

the quality of teachers' jobs.

Hartman's (1981) study with athletic directors indicates that athletic

directors look for challenges as opposed to secureity in their work and that

they enjoy the feeling of accomplishment in a stressful situation. His survey

found that athletic directors do not necessarily thrive on stress but rather they

are individuals who have learned to handle stress. The most common

solution seemed to be to confront the problem directly, make a decision, and

then put it behind them. This finding may indicate that athletic directors can

help their coaches to handle stressful situations effectively.

Summary

In general, stress is the nonspecific response of the body to any demand

placed upon it. Stress has been researched from both physiological and

psychological viewpoints. Occupational stress is the result of a misfit between

the individual and the environment.

Burnout is a symptom of emotional exhaustion, depersonalization,

and reduced personal accomplishment and is often a concern among helping

professionals. Research on stress and burnout in coaching has been limited to

monitoring heart rates of coaches during competition and to general causes of

stress and burnout. According to Wishnietsky and Feldner (1989), solutions

to stress suggested in the journals either do not work; are not being practiced

by coaches, administrators, and educators; or are being implemented in a

substandard manner. Current research in this area of stress utilizes other
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methods such as questionnaires, interviews, and observations. The link

between stress and burnout in the coaching profession has not yet been

studied. This is an area of concern in athletics in which many professionals

are searching for possible solutions or insights.



CHAPTER 3

PROCEDURES

This study examined the role of athletic directors in providing stress

reduction for athletic coaches in Division II of the NCAA in ten selected

men's and women's sports. The method of research for this descriptive study

was the survey method using the questionnaire technique.

Population

The population surveyed for this study was the athletic coaches in the

NCAA Division II in ten selected revenue and non-revenue producing

sports. The 1989-90 National Directory of College Athletics Men's Edition and

Women's Edition served as the source for names and addresses of these

individuals. The colleges and universities listed numbered 151 in the

women's category and 159 in the men's. The sports selected for this study

were men's and women's basketball, men's and women's track, men's and

women's tennis, men's baseball and football, and women's volleyball and

softball. These sports were selected as being representative of athletic

programs without regard to regional differences.

The total number of coaches in the available population was 1,216. The

number of coaches in each category are listed as follows:

35
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Men's (156) and women's (147) basketball

Men's (102) and women's (86) track

Men's (131) and women's (116) tennis

Baseball (128) and softball (117)

Football (95) and volleyball (138)

Division II colleges and universities were chosen to survey because this

category included sports which were revenue producing as well as non-

revenue producing. The teams chosen to be surveyed also included athletic

scholarship and non-athletic scholarship sports. Division II had a large school

membership which offered some unique qualities such as school size,

number of athletic programs offered, number of coaching staff, and

institutional commitment to athletics and academics. Other studies (Caccesse

& Mayerberg, 1984; Feldner & Wishnietsky, 1988; Humphrey, 1984; Hunt,

1983) involved both Division I and III but few if any studies had been

conducted in Division II.

Selection of Sample

The 1989-90 National Directories (Men and Women Editions) of

College Coaches were used to initially identify institutions which were listed

as members of Division II. These institutions were listed alphabetically.

The subjects of this study were selected by a stratified random sampling of the

selected categories in the population of Division II coaches in the selected

sports from 159 universities and colleges (n = 1,216). The population included

coaches of men's (612) and women's (604) sport programs.

The Isaac and Michael (1982) Table for Determining Needed Sample

Size recommended a sample size of 297 for a population of 1,300. One-third of
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each available individual group of coaches in each of 10 team categories for

men and women was randomly selected to participate in the study. They

were selected by the following method: Beginning on the page where the

directory was opened, the first listed Division II institution provided one

coach (i.e., men's tennis). The next school provided the second coach (i.e.,

men's basketball). This procedure was followed until one-third of the

population of available coaches in each of five men's sports had been

identified. The same procedure was used to identify one-third of the coaches

in each of five women's sports. This sampling method provided more than

400 coaches of the 1,216 available, or approximately 33% of the population.

Research Design

The Coaches Survey was developed from related literature on stress

and burnout and was reviewed by a panel of professionals who assessed the

items and revised the instrument. The members of this panel included both

currently active professionals and individuals who were no longer active in

athletics. The currently active group included an NCAA institutional

representative, a Division II athletic director, an NAIA athletic director, a

Division II assistant director, a Division III women's basketball coach, an

NAIA men's track coach, an NAIA women's volleyball coach, and a Division

II baseball coach.

The group of individuals consulted who were no longer active in

athletics included a former Division II athletic director, a former NAIA

athletic director, a Division II physical education department chair, a Division

I softball coach, a Division III basketball coach, a Division II track coach, and

an NAIA tennis coach.
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Isaac and Michael (1982) recommend survey construction which keeps

the final survey as brief, simple, clear, and straightforward as possible.

Furthermore, they suggest that the respondent's characteristics necessary for

the data analysis be kept to minimum and not be an invasion of privacy.

Berdie, Anderson, and Niebuhr (1986) believe that questionnaires in

research operate on one basic assumption. That assumption is that each

individual question works. This assumption means that respondents should

be asked questions to which they can respond from direct knowledge. Berdie

et al. (1986) also suggest that questionnaires be used to seek information that is

not available from other sources.

The Coaches Survey

Since a questionnaire was not available which asked questions in the

areas of interest, an instrument was designed for this study. Items for the

Coaches Survey were selected from research which was conducted and

published in various professional sources. An extensive list of stress-

producing conditions was generated. This list was then used to construct

statements with which a coach could agree or disagree depending on the

coach's own experience. The entire list of generated statements was

submitted individually to the panel of professionals to evaluate the merit of

each statement. The panel returned the initial list of statements which

contained more than 50 items. The suggestions and recommendations

ranged from simple word choices to elimination or total rewording of

statements. The recommendations of the panel were studied and changes

were made. This process resulted in a survey which was understandable.

Selected members of the panel then received the corrected format for final
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evaluation. These members included the institutional representative, the

Division II assistant athletic director, the women's basketball coach, the men's

track coach, the baseball coach, and the softball coach.

Questionnaire Mailing

During the first week in September 1989, 409 surveys were mailed to

the randomly selected coaching sample. Each envelope was coded with a

number that was used for the purpose of sending a reminder and a second

copy of the survey in the event that the first mailing did not solicit the desired

number of respondents.

Approximately five weeks later, a second mailing was made to the 204

coaches who had not responded to the original request. The results of the

second mailing provided a sufficient number of returns to satisfy the

stipulated minimum which was needed for this study. The number of

returned surveys was fairly evenly distributed across the 10 coaching groups.

Analysis of Data

Data were collected for analysis from the Coach's Survey which

contained 36 statements. The respondents were asked to agree or disagree

with the statements as they perceived the situation to be real compared to the

way it should be ideal. The degree of choices ranged from strongly agree to

strongly disagree on a four-point scale.

Analysis of the data was based on 290 returned survey instruments. To

compare the responses on research questions one through eight, the means

and standard deviations of each of the appropriate statements were calculated.
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The t-test was utilized to make comparisons of mean responses on the

real responses and the ideal responses for research questions nine through

thirteen. This analysis allowed for a comparison of responses between

coaches of the various sports that were studied.

Research question 14 was analyzed by selection of the statements that

showed the largest discrepancy between Real and Ideal responses. These

selected responses were examined to determine any specific areas of concern

for which an athletic director should provide assistance and guidance.

For comparisons of means between the various groups, an overall

analysis of variance was performed. The analysis of variance was used to look

for differences between the means for the following groups: (a) coaches of

men's sports compared to women's sports, (b) male coaches compared to

female coaches, and (c) revenue producing sports compared to non-revenue

producing sports.

The data were organized and reported for each research question. The

number of items on the instrument which related to each of the research

questions are:

Research question

1. items 7, 11, 15, 21, 37, 39

2. items 3, 35, 65

3. items 17, 19, 27, 29, 31, 57, 65

4. items 25, 33, 49, 57

5. items 1, 23, 43, 53, 71

6. items all

7. items 13, 17, 47, 69
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8. items 5, 9, 13, 69

9. items all

10. items all

11. items all

12. items all

13. items all

For all statistical tests, the level of significance was _ < 0.05.



CHAPTER 4

PRESENTATION AND ANALYSIS OF DATA

This chapter presents the findings of the research and analyses utilized

to interpret the data. To study stress in the coaching profession and the role of

the athletic director, 411 surveys were mailed to National Collegiate Athletic

Association (NCAA) Division II institutions in 10 selected men's and

women's athletic programs. Two hundred and ninety-eight surveys (72.5%)

were returned. From these returned, 273, or 66.1%, were used in the data

analysis. Surveys received too late, incorrectly completed, or from

institutions which changed athletic affiliation were not included in the

sample. The number of respondents by sport are shown in Table 1.

Data for the study are reported and discussed in the following sections

by comparisons of the means of responses between the following:

1. Coaches of men's sports and coaches of women's sports

2. Male coaches and female coaches

3. Revenue producing sports and non-revenue producing sports

4. Each of the ten sport categories surveyed.

Demographics

The demographic data of the responding coaches are presented in Table

2. Of the 273 responding coaches, 71% were males and 29% were females.

This was interesting since 49% of the responses were from the coaches of

42
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TABLE 1
NUMBER OF SUBJECTS BY SPORTS

Sample Total Sent Returns Percent of returns

Men's Sports

Basketball 55 35 66
Track 34 22 64
Tennis 44 25 56
Baseball 45 35 77
Football 32 20 62
Men's Totals 210 154

Women's Sports

Basketball 49 37 75
Track 29 21 72
Tennis 38 20 52
Softball 39 29 71
Volleyball 46 34 73

Women's Totals 201 147

Grand Total 411 301

women's sports programs. Fifty-one percent were from coaches of men's

sports programs.

One finding not anticipated was the number of men who were coaches

of women's programs while in comparison no women were coaches of men's

programs. Only 14% of the respondents were considered part-time coaches

with no other university affiliation. Another unanticipated finding was that

8% of the coaches of women's teams were head coaches of two separate

women's teams. In contrast only one coach reported to be a head coach of two
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TABLE 2
DEMOGRAPHIC DATA OF RESPONDENTS

193
77

Years in this position
Years in all career

6.849
11.388

Enrollment
(Max 31,000)
(Min 550)

Level of competition
National
Regional
Conference

7129 Full-time
Part-time

89
61

111

AD's other responsibilities
Head coach 62
Assist coach 1
Teach 47
Dept chair 33
Other 39
None 90

Head Coach of 2 sports
Male
Female

Revenue
Non-revenue

Coaches' other responsibilities
Head coach
Assist coach
Teach
Administrator
Other
None

1
21

men's teams. Coaches of track and tennis were found to be head coaches of

both men's and women's teams.

The number of programs which belonged to a conference (91%) was

much greater than those that did not (9%). Seventy-nine percent of the

coaches said that their programs were non-revenue producing as compared to

21% of the coaches who viewed their programs as revenue producing.

Males
Females

221
52

54
216

22
8

112
37
41
52
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The average number of years coaches had been in their current position was

seven (6.849). The average number of years of overall coaching experience

was eleven (11.38) years. Institution size varied from 31,000 students to 550

students with 7,129 as the average enrollment.

Thirty-three percent of the coaches believed their teams were expected

to compete on the national level, while 41% felt they were expected to be

competitive within a conference. Twenty-two percent of the respondents

were expected to compete at the regional level. Four percent of the coaches

indicated that they were not encouraged or expected to be competitive at any

level.

Analysis of Data

Data were analyzed by calculating means and standard deviations for

each of the real and ideal responses of each survey participant. The means

were then compared in order to discover any statistically significant

differences for research questions 1, 2, 3, 4, 5, 6, 7, and 8. Respondents were

asked to circle 1 if they strongly agreed with the statement, 2 if they agreed

with the statement, 3 if they disagreed with the statement, and 4 if they

strongly disagreed with the statement. The following ranges were used in the

discussion of results to further delineate the in-between values of the four-

point scale:

1.0 - 1.5 strongly agree

1.51 -- 2.5 agree

2.51 -- 3.5 disagree

3.51 --- 4.0 strongly disagree
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Interpretation of the data was based on these figures and was used to

aid in the elimination of confusion or oversimplification of the data.

An overall analysis of variance was used to compare means. If significant

differences were obtained, the Scheffe post hoc test was used to determine

mean differences in regard to research questions 9, 10, 11, 12, and 13.

ResearchQuestion 1

The coaches' responses to survey items 7, 11, 15, 21, 37, and 39 were

utilized to answer the question of whether coaches perceived that their

athletic department provided adequate facilities and equipment for the

coaches to conduct their programs. The mean of the real response was 2.288

which indicated overall agreement. The ideal mean, however, was 1.388

which indicated strong agreement. See Table 3.

This finding suggests that although adequate facilities and equipment

appear to be provided, coaches felt that facilities and equipment provision

could or should be better. The coaches' responses indicated that uniforms

were adequately provided. Item 39 indicated that the coaches did not agree

that adequate recruiting funds were provided and that they should be

provided.

ResearchQuestion 2

Coaches' responses to items 3, 35, and 65 were examined to determine if

their athletic departments provided adequate support staff. The mean of the

real responses was 2.30 and the mean of the ideal responses was 1.614. The

responses (Table 4) indicate that coaches felt that support staff was adequate.

The main area of concern, as indicated by the significant
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TABLE 3
RESEARCLQUESTION 1

Do coaches perceive that their athletic department provides adequate

facilities and equipment to conduct their own program as indicated by their

responses?

real ideal
Item Mean SD Mean SD
#7
provide practice facilities 2.127 0.969 1.353 0.566
#11
provide equipment 2.249 1.500 1.502 0.946
#15
adequate uniforms 2.015 0.871 1.514 0.950
#21
secure funds 2.476 0.987 1.410 0.662
#37
travel funds 2.209 0.945 1.246 0.474
#39
recruiting funds 2.657 0.965 1.303 0.578

Overall Mean 2.288 1.388
(agree) (str agree)

difference between the real response (2.92) and the ideal response (2.129), was

the provision of an assistant coach. A lower ideal response indicates that

coaches felt that an assistant was not provided to their satisfaction. A second

area of concern was that the provision of staff to maintain the practice and

playing area was not adequate.
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TABLE 4
RESEARCH QUESTION 2

Do coaches perceive that their athletic department provides adequate support

staff to conduct their own program as indicated by their responses?

REAL IDEAL
Item Mean SD Mean SD
#3
assistant coach 2.920 1.161 2.129 1.195
#35
maintenance provided 2.121 1.029 1.364 0.843
#65
supports coach 1.871 0.769 1.350 0.502

Overall Mean 2.300 1.614
(agree) (agree)

Research Question 3

Coaches' responses to items 17, 19,27,29,31,57, and 65 were utilized to

answer the question of whether athletic directors provided a supportive

environment for the coaches (Table 5). The real responses indicate that this

was usually the case but the ideal responses suggest that it could be better.

Coaches felt that athletic directors support and protect the coach from outside

criticism and offers encouragement even after losses but again felt they could

do better. The coaches responses indicate that athletic directors should attend

away games, which they apparently did not.
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TABLE 5
RESEARCH QUESTION 3

Do coaches believe the athletic director provides a supportive environment

for the coaches as indicated by their responses?

REAL IDEAL
Itn Mean SD Mean SD
#17
avoid schedule conflict
#19
screen external criticism
#27
AD travels with team
#29
AD attends away games
#31
gives encouragement
#57
commitment to sport
#65
supports coach

Overall Mean

2.115

2.060

3.227

2.926

0.907

0.899

0.862

0.967

1.575 1.397

1.462 0.647

2.466 0.893

2.125 0.838

1.396 0.541

1.206 0.441

1.350 0.502

1.907 0.839

1.862 0.815

1.871 0.769

2.280
(agree)

1.654
(agree)

Research Question 4

Items 25, 33, 49, and 57 were examined to determine by the coaches'

responses if athletic directors related to the coaches in a professional manner

(Table 6). The responses to the four statements which were used to interpret

this question were divided. Responses indicate that athletic directors

generally made necessary criticisms privately with the coach and also that

athletic directors allowed coaches autonomy in conducting their programs.

The equipment purchased through the coach's budget was viewed by the

J6 V JL'%w %46JL & %.e A..O
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athletic director as the team's equipment and other teams were not allowed to

use it, but the respondents felt stronger support could be expressed in regard

to this issue. Coaches' responses regarding support for the coach's program

indicated the administration's commitment should be stronger than it was.

TABLE 6
RESEARCH QUESTION 4

Do coaches perceive that the athletic director relates to the coach in a

professional manner as indicated by their responses?

Item
#25
private criticism
#33

team's equip private
#49
hands off policy
#57
commit to sport

REAL
Ma i D

1.892 0.816

1.683 0.823

1.883

1.862

1.830
(agree)

Overall Mean

IDEAL

1.536 0.675

1.335 0.511

1.639 0.775

1.206 0.441

0.810

0.815

1.429
(str agree)- w(straree)O

Research Question 5

Items 1, 23, 43, 53, and 71 were utilized to determine, by the coaches'

responses, if the athletic director performed functions that coaches believed

were the athletic directors' duties (Table 7). The means of the ideal and real

responses show that coaches did not want the athletic director to schedule the

non-conference games and in fact the athletic directors did not. The coaches'

eVCU n M ivean ZSD
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responses also indicate that they had, and wanted, the control of special

events for their programs. A major issue was the matter of assigning game

officials. By their ideal responses, coaches wanted the athletic directors to hire

game officials but their real responses indicated that athletic directors were

not taking this responsibility.

TABLE 7
RESEARCH QUESTION 5

Does the athletic director perform the functions that the coaches believe are

the athletic director's duties as measured by their responses?

Item
#1
schedules non-conf
#23
coach autonomous
#43
schedule game official
#53

knowledge of NCAA
#71

department meeting

Overall Mean

REAL
Mean SD

3.361

1.941

2.618

1.697

1.819

2.287
(agree)

IDEAL
Mean SD

0.914

0.799

1.124

0.733

0.849

3.162

1.553

1.946

1.216

1.317

1.839
(agree)

1.017

0.633

1.006

0.430

0.490

Research Question 6

The coaches' responses to all items were analyzed to answer the

question of whether coaches knew what was expected of them. Five items

indicate some disagreement which may be areas for coaches' and athletic

... v
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directors' concern. Coaches' responses indicate that evaluation criteria had

been stated but the coaches strongly agreed that this should be explicitly stated.

Although the coaches' responses showed that athletic directors were

approachable and that they shared a common belief in the value of athletics

and education, the coaches felt it should be a stronger commitment (Table 8).

According to the coaches' responses, athletic directors do not schedule

evaluation meetings with the coaches, but the coaches felt strongly that the

athletic directors should do so. Another area of disagreement was that

coaches were expected to perform non-coaching duties, but the responses

indicated that in the ideal situation this should not be the case.

Research Question 7

Items 13, 17, 47, and 69 were examined to determine by the coaches'

responses, if athletic directors were able to solve problems and resolve

conflicts (Table 9). Responses indicate that athletic directors were capable but

could do better. Responses to this issue ranged from agreement to strong

agreement. The coaches' responses suggest that athletic directors did help

avoid scheduling conflicts and that, with the help of their athletic directors,

coaches were able to solve problems. The responses indicate satisfaction with

the role of athletic directors regarding scheduling of events to avoid

scheduling conflicts.
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TABLE 8
RESEARCH QUESTION 6

#67

Do coaches know what is expected of them as measured by their responses?

REAL IDEAL
Item Mean SD Mean SD
#1
schedule non-conf 3.361 0.914 3.162 1.017
#3
assistant coach 2.92 1.161 2.129 1.195
#13

resolve conflict 1.985 0.845 1.413 0.538
#23
coach autonomy 1.941 0.799 1.553 0.633
#27

AD travel with team 3.227 0.862 2.466 0.893
#29
AD attends away games 2.926 0.967 2.125 0.838
#39
recruiting funds 2.657 0.965 1.303 0.578
#41
evaluation criteria 3.452 0.963 1.464 0.627
#43

game officials 2.618 1.124 1.946 1.006
#45
AD approachable 1.641 0.811 1.23 0.439
#47
problem solver 1.915 0.832 1.396 0.534
#49
hands off policy 1.883 0.81 1.639 0.774
#51
value of education 1.554 0.691 1.273 0.455
#53
NCAA knowledge 1.697 0.773 1.216 0.43
#57
commit to sport 1.862 0.815 1.206 0.441
#61
evaluation meet 2.537 0.957 1.676 0.682
#63
set goals 2.401 0.911 1.761 0.75
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TABLE 8 (continued)

REAL IDEAL
Item Mean SD Mean SD

non-coach duties 2.215 0.924 2.593 0.964
#69
confront conflicts 1.923 0.80 1.464 0.522
#71
dept meeting 1.819 0.849 1.317 0.49

TABLE 9
RESEARCH QUESTION 7

Do coaches perceive that the athletic director is able to solve problems and

resolve conflicts as measured by their responses?

REAL IDEAL
Item Mean SD Mean SD
#13
resolves conflicts 1.985 0.845 1.413 0.538
#17
avoid schedule conflicts 2.115 0.907 1.575 1.397
#47

problem solve 1.915 0.832 1.396 0.534
#69
confront conflict 1.923 0.800 1.464 0.522

Overall Mean 1.938 1.462
(agree) (str agree)
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Research Question 8

The coaches' responses to survey items 5, 9, 13, and 69 were analyzed to

answer the question of whether coaches perceived that athletic directors

provided equitable treatment of all their coaches.

Responses show that coaches felt that athletic directors provided

equitable treatment of coaches, scheduled practice times in a fair manner,

scheduled practice facilities fairly, and resolved conflicts among coaches in an

equitable manner. The responses also indicate that coaches and athletic

directors confronted the coach's problems directly. See Table 10.

TABLE 10
RESEARCH QUESTION 8

Do coaches perceive that the athletic director provides equitable treatment of

coaches?

REAL IDEAL
Item Mean SD Mean SD
#5
schedule practice facil 2.199 1.016 1.506 0.758
#9
schedule practice times 2.258 1.033 1.701 1.540
#13
resolves conflict 1.985 0.845 1.413 0.538
#69
confront conflict 1.923 0.800 1.464 0.522

Overall Mean 2.091 1.521
(agree) (agree)
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Research Question 9

Data were analyzed to determine if coaches of women's sports

expressed different concerns than coaches of men's sports as measured by

their responses to all items.

Comparisons of coaches of male sports and coaches of female sports

were made by utilizing the unpaired t-Test. From the demographic data, 51%

of the respondents were coaches of male sports and 49% were coaches of

female sports.

The responses of the coaches did not vary significantly based on

whether they coached a man's team or a woman's team. Many of the

responses were close to a unanimous conclusion by the coaches (Table 11).

TABLE 11
RESEARCH QUESTION 9

Do coaches of women's (fem) sports express different concerns than coaches of

men's sports as indicated by their responses?

Item Mean(men) SD Mean (fem) SD P value
#9
schedule practice times 2.131 0.966 2.412 1.092 *0.0277
#27
AD travels with team 2.101 0.894 2.28 0.799 *0.0081
#29
AD attends away games 2.796 1.00 3.082 0.905 *0.0254
#37
travel funds 2.311 0.946 2.082 0.932 *0.0122
#65
supports coach 1.979 0.806 1.742 0.704 *0.0122

*P<0.05 indicates that ideal response is significantly different than real
response; data presented as mean response +/- standard deviation.
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No significant differences were found as a result of the comparison of coaches

of men's sports with coaches of women's sports. The items which were noted

were generally the same concerns which have previously been noted.

Research Question 10

Data were analyzed to determine if coaches of revenue sports had

different concerns than coaches of non-revenue sports as measured by

responses to all the items.

The coaches identified their sport as revenue or non-revenue

producing in the demographic information. Twenty-one percent of the

respondents labeled their programs as revenue producing and 79% labeled

their programs as non-revenue producing.

An analysis of the data indicates no significant differences between

coaches of revenue producing sports and coaches of non-revenue producing

sports. The two groups had identical mean real responses to 10 of the items,

as the coaches expressed agreement with the performance of athletic directors.

Of the 10 items, 9 were seen as positive actions by athletic directors. These

were that athletic directors resolved conflict fairly, screened criticism from the

coach, provided adequate travel funds, helped solve problems, allowed

coaches autonomy, scheduled informal coaches' gatherings, supported

coaches, confronted problems directly with coaches, and were approachable.

The only negative item agreed on by the coaches was that athletic directors

expected coaches to perform non-coaching duties. The expectancy to be
revenue producing did not appear to cause coaches any more concerns than
non-revenue programs. See Table 12. The items which were noted as

significant have been previously discussed.
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Research Question 11

Items were analyzed to determine if male coaches had different

concerns than female coaches.

Seventy-one percent of the respondents were males and 29% were

females. This information was obtained from the demographic information.

Data were analyzed for this category by using an unpaired t-test of the real

responses (Table 13). Each item in the survey was individually studied to

determine if there were any differences which could be attributed to gender

bias.

Examination of these data did not reveal any significant differences

between men's and women's responses. The comparisons of responses by

males and females did not provide any indication that gender affected

coaches' observations of the performance of athletic directors.

Research Question 12

Data were analyzed to determine if there were differences in

perceptions between full-time coaches and part-time coaches.

Comparisons of the responses of full-time coaches and those who

identified their coaching position as part-time were analyzed by the means of

the unpaired t-Test (Table 14). Nineteen percent of coaches were part-time

employees of the athletic department while 80% of the coaches were full-time.

Most of the part-time coaches had other employment. The responses for full-
time to part-time coaches by use of the unpaired t-Test showed more

similarities than differences.

Comparisons of the real responses of full-time and part-time coaches
revealed a concern for the same areas of performance of the athletic directors.
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TABLE 12
RESEARCH QUESTION 10

Do coaches of revenue sports have different concerns than coaches of non-

revenue sports as expressed by their responses?

Item
#15
uniforms
#21
secure funds
#29
AD attends

away games
#35
maintenance

provided
#43
schedule officials
#57
commitment

to sport

Mean(Rev) SD

1.741 0.757

2.222 1.022

2.593 1.055

1.815 0.953

2.189 1.210

1.623 0.740

Mean(NonRev) SD

2.09 0.889

2.538 0.975

3.000 0.929

2.191 1.035

2.723 1.080

1.925 0.826

*P<0.05 indicates that ideal response is significantly different than real
response; data presented as mean response +/- standard deviation.

Employment status did not reveal any differences between the real and deal

responses.

Research Question 13

Is there a difference between what is real and what is ideal in the

perception of coaches in each of the sport classifications as measured by all

items?

P value

*0.0085

*0.0365

*0.0055

*0.0161

*0.0019

*0.0157

a I i -_. -_.
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TABLE 13
RESEARCH QUESTION 11

Do male coaches respond differently than female coaches as measured by their

responses?

Item Mean(male) SD Mean(fem) SD P value
#5
schedule

practice facil
#9
schedule

practice times
#13

resolves conflicts
#27
AD travels

with team
#29
AD attends
away games

#33
team's equip

private
#41
evaluation

criteria
#43
schedule game

officials
#45
AD approachable
#55
meet community

leaders
#57
commit to sport

2.106 1.000

2.134 1.002

1.890 0.823

3.121 0.903

2.831 1.012

1.597 0.754

2.375 0.952

2.492 1.119

1.570 0.755

2.238 0.876

1.794 0.795

2.400 1.027

2.547 1.044

2.237 0.862

3.474 0.702

3.156 0.828

1.896 0.954

2.649 0.984

2.921 01.08

1.805 0.932

2.539 1.012

2.026 0.858

*0.0333

*0.0032

*0.0024

*0.0025

*0.0131

*0.007

*0.0352

*0.0049

*0.0319

*0.0162

*0.0357

*P<0.05 indicates that ideal response is significantly different than real
response; data presented as mean response +/- standard deviation.
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The means of real and ideal responses were compared by an unpaired t-

Test. The slight differences by sport warranted examination of this question

by an analysis of the overall responses of all the coaches.

TABLE 14
RESEARCH QUESTION 12

Are there differences in responses between full-time (ful) coaches and part-

time (par) coaches as measured by their responses?

Item
#1
schedule non-

conf
#27
AD travel with

team
#29
AD attends

away games
#33
team equip

private
#57
commitment to

sport
#61
evaluation

meeting

~ ~ AP AP

3.436 0.863

3.177 0.881

2.859 0.971

1.632 0.809

1.791 0.789

2.466 0.973

Ma _r)SV

3.039 1.058

3.449 0.738

3.224 0.896

1.902 0.955

2.184 0.858

2.857 0.816

*P<0.05 indicates that ideal response is significantly different than real
response; data presented as mean response +/- standard deviation.

Examination of the responses of the coaches did not reveal any

difference between the ideal and the real responses of the coaches. Item one,

P value

*0.0051

*0.0051

*0.0165

*0.0343

*0.0021

*0.0094

Mecan ,tu1) SD Mean(par) SD
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which concerned the athletic directors' responsibility for scheduling officials

for non-conference games, was answered the same for both the real and the

ideal. This item did not reflect a discrepancy for the coaches, and further

discussion was unwarranted.

Seven survey items were identified as areas of concern for athletic

directors. Coaches agreed with the ideal item but disagreed with the real.

This interpretation means that coaches believe an item should be

accomplished but that it was not occurring in the real situation in the coaches

institutions. Overall these seven items may carry strong implication for

athletic directors to examine. Examination of these seven items of

disagreement seemed to put them in two categories. One area was finances

and the other area was communication.

The coaches' responses indicate that a knowledgeable assistant coach

was not provided and that the coaches felt strongly that one should be

provided. The other concern was the lack of recruiting funds to sustain a

successful program.

The area of communication was a major concern for the coaches.

Based on the coaches' responses, athletic directors did not schedule meetings

with each coach to discuss strengths and weaknesses, but the coaches'

responses indicate the desire for such meetings. If these meetings were

utilized, the remaining concerns might not have occurred. Duties of the

athletic director involved scheduling game officials, traveling with the team,

and assigning what coaches viewed as non-coaching duties.
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The overall interpretation of the coaches' responses did not show any

other significant differences between the real responses and the ideal

responses.

Research Question 14

What are the primary areas in which coaches feel athletic directors

could be most helpful in aiding coaches perform their responsibilities?

Respondents were instructed to indicate on their surveys the five items

which they felt were most important. Most of the coaches did not complete

this information. Interpretation of this question was not possible because of

lack of data. There were some suggestions which might be obtained from the

partial responses but not enough to adequately answer this research question.

Major Findings

This investigation was conducted in the attempt to find areas which

provide stress in coaches of university athletic teams. A survey was

constructed which allowed coaches to agree or disagree with statements

related to their coaching environments.

From the respondents' demographic information, several findings

were noted which had not been anticipated. Seventy-one percent of the

responding coaches were male, even though 49% were coaches of female

teams. This particular finding was followed by the finding that not even one

woman was the coach of a male team.

Generally, the responding coaches indicated that their programs were

part of a conference (91%). Only 21% of the coaches viewed their programs as
revenue producing. Forty-one percent of all respondents believed their teams
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needed to be competitive within their own conference and not any higher.

Four percent of the coaches indicated that they were not expected nor

encouraged to be competitive at any level.

Overall, the answers provided by the responding coaches seemed to

indicate the feeling that coaches were generally satisfied with their coaching

situations. By their degree of agreement or disagreement, it appears that they

believed it could be better but that they were not distressed with their overall

conditions. Regarding financial matters, many respondents recognized the

fact that the problem was beyond the control of athletic directors and that, in

many cases, they were providing as well as was possible in their situations.

The coaches expressed a concern in the matter of facilities and

equipment. It was indicated that the facilities were adequate; however, the

coaches preferred better facilities and times available for practices. The matter

of uniforms did not generate much interest, which may indicate the coaches'

satisfaction with this part of their programs.

Another area of concern which may have been financial was the

provision of an assistant. The coaches' indication was that satisfactory

assistants were not provided for many of the responding coaches' programs.

The next grouping of research questions concerned the manner in which

athletic directors worked with coaches in personnel matters. The degree of

differences between the real and ideal responses was not great in several of

these areas. Overall coaches agreed that athletic directors supported them, but

felt that the situation could be better. Athletic directors apparently supported

the respondents' programs but the coaches wanted stronger commitment

from the athletic directors.
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The coaches disagreed with the idea of the scheduling of non-

conference games by athletic directors. The coaches wanted to schedule these

contests, and their responses indicated that they had this responsibility.

However, they wanted athletic directors to schedule and assign the officials.

The coaches also had this responsibility, which they did not want.

Evaluation of performance by the coaches was a concern which

produced some interesting responses. Overall the coaches' responses show

that they were aware of the evaluation criteria. The coaches strongly agreed

that this sensitive area should be explicitly stated. Their responses indicate

that evaluation meetings with the coach and athletic director did not take

place but that the coaches felt a strong need for such a meeting.

In several areas, respondents indicated general satisfaction with the

performance of athletic directors, but they still desired a stronger commitment

and expression of this commitment from athletic directors. Two such areas

were in the matter of problem solving and to avoid scheduling conflicts.

According to their responses, the coaches believed that athletic directors

provided equitable treatment of coaches and scheduled practice times and

facilities fairly.

The research questions which were concerned with comparing coaches

of various demographic groupings did not reveal any significant differences.

Responses of coaches of men's sports and coaches of women's sports were not

different. Coaches of revenue producing teams did not respond differently

than coaches of non-revenue producing teams.

The responses did not reveal any discrepancies which could be

analyzed as strongly agree or as strongly disagree. The coaches who responded
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to this survey generally seemed to agree that athletic directors were doing a

good job but that, in some areas, they should do more.



CHAPTER 5

SUMMARY, DISCUSSION, CONCLUSIONS,

AND RECOMMENDATIONS

The purpose of this research was to study the role of athletic directors

in regard to stress of coaches of athletic teams in the NCAA Division II in

selected revenue and non-revenue producing sports. The method of inquiry

in this descriptive study was the survey method. A Coaches Survey regarding

various aspects of athletic coaching was prepared for this study in

consultation with athletic personnel currently and formerly employed in

universities. The instrument which contained 36 statements allowed

respondents to agree or disagree with the statements regarding the desired

(Ideal) situation and the actual (Redl) situation. Respondents were asked to

circle 1 if they strongly agreed with the statement, 2 if they agreed with the

statement, 3 if they disagreed, and 4 if they strongly disagreed with the

statement. Certain demographic information was also requested and was

used to interpret the results.

The sports selected for this study were men's and women's basketball,

men's and women's track, men's and women's tennis, men's baseball and

football, and women's volleyball and softball. The total number of coaches in

the available population was 1,216. A randpm sample was selected by a

stratified method to identify one-third of the coaches in each of the 10 sports.

67
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Coaches Surveys were mailed to 411 coaches and 298 were returned; 273 were

used in the analysis of data.

The surveys were sent with a cover letter to the selected sample during

the first week in September 1989. This mailing had a return rate of slightly

over 50%. A second copy of the survey and a different cover letter were

mailed to 204 coaches approximately five weeks later in an effort to achieve a

higher return rate. The two mailings resulted in 298 returned surveys of the

411 surveys mailed.

The means and standard deviations of each of the appropriate

statements were calculated to compare the responses for research questions

one through eight. Research questions 9 through 13 were compared by

utilizing the unpaired t-test. If significant differences were obtained, the

Scheffe post hoc test was used to determine mean differences.

Coaches were asked to indicate their perceptions as to whether their

athletic departments provided adequate facilities and equipment for coaches

to conduct their programs. Coaches agreed that adequate facilities and

equipment were provided for their programs. However, the responses

indicated dissatisfaction with the amount of funds provided for recruiting.

Their responses indicated that better funding should be provided.

One area of great concern for coaches was the provision of adequate

support staff. The coaches' responses indicated that a knowledgeable assistant

coach was not provided and that adequate staff to care for playing and practice

areas was not provided. The coaches' responses indicated a desire for more

leadership from athletic directors.
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Coaches were asked to indicate by their responses whether the athletic

department provided a supportive environment for coaches. The coaches

expressed a sense of support and protection from outside criticism by athletic

directors but felt that it could be better. They felt that the athletic directors

should attend away contests which they apparently did not attend.

A greater range of responses was collected regarding, athletic directors'

conduct with relation to the coaches in a professional manner. Generally, the

coaches indicated that athletic directors made suggestions and criticisms in

private and allowed coaches autonomy when conducting the sport team, but

coaches' responses regarding support for the coaches' programs indicated the

administrations' commitment should be stronger. Coaches were asked to

indicate by their responses whether or not the athletic directors performed

functions which the coaches believed were the directors' duties.

The responses showed that coaches did not want the athletic directors

to schedule non-conference games and in fact the directors did not. Coaches

did want athletic directors to hires game officials but by their real responses

the coaches indicated that the athletic directors did not take this responsibility.

This concern should be addressed by the athletic directors and the coaches.

Although the coaches' responses indicated that evaluation criteria had

been stated, the coaches strongly agreed that this should be explicitly stated

and discussed. According to the responses, the athletic directors did not

schedule evaluation meetings with the coaches but the coaches felt strongly

that they should do so. The coaches' responses indicated that they felt

required to perform duties which were not specifically coaching duties and

that they preferred to not be required to do so. Their responses indicated that
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athletic director were approachable and that they shared common beliefs in

the value of athletics. The coaches' responses regarding athletic directors

attending out-of-town contests were split. The athletic directors did not

attend these contests but the coaches' response that they should.

The athletic directors were seen as approachable and as problem

solvers. The mean difference between real and ideal responses indicated an

apparent need for improved communication at a number of institutions.

Knowledge of the NCAA policies was seen as a positive asset in athletic

directors. The coaches agreed that athletic directors were committed to

maintaining their sport but strongly agreed that athletic directors should

provide a commitment to the sport.

The athletic directors were seen in a positive manner in regard to

provision of equitable treatment, scheduling of practice facilities and practice

times in a fair manner, and assistance to help the coaches face problems. The

responses indicated satisfaction with the role of the athletic directors in regard

to scheduling of events to avoid conflicts.

The responses of the coaches did not vary significantly based on

whether they coached a men's team or a women's team. An analysis of the

data indicated no significant differences between coaches of revenue

producing and non-revenue producing sports. The items which were

identified by these groups were the same concerns expressed by the total group

responses.

The comparisons of responses by males and females did not provide

any indication that gender affected the coaches' observations of the

performance of the athletic directors except for some categories. Both men
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and women agreed that athletic directors did not travel to away contests; the

women coaches expressed stronger responses to this item. The male coaches'

responses indicated greater satisfaction with the stated evaluation criteria.

The data indicated that male coaches had better access to community leaders

than did female coaches.

The question of whether there was a difference between what was real

and what was ideal was analyzed by the responses of the coaches and were

compared by an unpaired t-test. Seven items were identified as areas of

concern although no significant differences were noted. The major concern

for coaches was in the area of communication. The athletic directors
provided leadership but coaches indicated by their responses that they desired

more meetings with the athletic directors. The other concerns were financial

in nature. The major concern was indicated a feeling of not having enough

recruiting funds to enable coaches to be as competitive as the expectations of

their departments for the programs. The other concern was that of not

having knowledgeable assistant coaches provided for the coaches' programs.

Discussion

The purpose of this study was to survey active coaches regarding

matters which might be stressful to the coach. The Coaches Survey was

constructed and utilized to investigate NCAA Divison II coaches regarding
coaching stress. Furthermore, these conditions were examined to analyze
how athletic directors and coaches confronted these problems in their athletic

programs.

The results indicated a general overall satisfaction with the
performance of athletic directors. The respondents agreed that athletic
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directors performed as well as they were able but that they desired stronger

support.

An important finding from this research was the significant under-

representation of female coaches of intercollegiate teams at this level. The

demographics revealed that of the 270 respondents, 193 were males and only

77 were females. This was in spite of the fact that 49% or 132 of the

respondents were coaches of women's programs. This finding supports

Acosta and Carpenter's (1990) research regarding the loss of coaching positions

for women. According to their latest research in 1989, 47.3 % of coaching jobs

within women's athletics are held by women. This compares to 48.3% in

1988, 58.2% in 1977, and, before the enactment of Title IX in 1972, over 90% of

the coaches were women.

Several questions were raised by this study.

1. Does the high rate of returned surveys indicate a potential problem

for coaches and athletic directors?

2. Do coaches feel alone with no support and as a result continue with

their responsibilities without demonstrating higher expectations?

3. Have coaches developed effective coping techniques or found

personal support to endure the stresses of coaching?

4. Is it significant that 25% of the sample did not respond?

5. Are burnout and coaching stress overstated as problems in the

coaching profession?

To answer the first question one must examine the findings which the

data seem to suggest. Some comments were conveyed by the respondents

which had not been asked by the questionnaire. The coaches who took part in
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the study appeared interested in this subject area. This was apparent by

remarks made under the Comments section. "My AD does the best job he can

under the circumstances (financial)." "My AD and I have never discussed my

evaluation or my team goals." "My team is not expected to be competitive

nor are we encouraged to be." "My program is expected to be revenue

producing to support the other programs. Women's basketball is not revenue

producing and yet they get my money. Is this fair?" "... my duties are more

than an individual should have to be responsible for." ". . . our AD is not

given full authority to act ideally in all situations." "My AD is outstanding

and we have a tremendous working relationship." "Athletic administration

is not concerned with the sports I coach." These and other remarks ranged

from complacent to angry. It appears that some coaches used the survey tool

as a vent for their frustrations.

Coaches appeared to be concerned regarding the stress of coaching and

appeared to be interested in examining the causes and also possible coping

strategies. This idea is similar to the findings and conclusions of Hoehn

(1983) and Humphrey (1987) who found many of the same concerns from

their research.

The data showed the possibilities of underlying problems. This was

apparent from the respondents' agreement with most of the statements in the

real situation. These same statements were often strongly agreed with by the

coaches in the ideal. From this information, it may be concluded that the

coaches were not totally satisfied and that they were looking for stronger

leadership from athletic directors. This finding tends to support the views of

Feldner and Wishnietsky (1988); Hartman (1981); Hoehn (1983); Oliva (1986),
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and Ricken (1983), who expressed the thesis that the leadership and support of

athletic directors are very important for coaches. Athletic directors may be

able to assist their coaches by using supportive measures even when financial

limitations are a reality of the athletic department.

This previously stated assumption from the data suggests conflicting

answers for the second question. Do coaches feel alone with no support and

as a result continue with their responsibilities without demonstrating higher

expectations? The data regarding support staff seemed to indicate some

dissatisfaction within the various programs that may be construed as feelings

of aloneness on the part of the coaches. These feelings of loneliness were

noted by Maslach (1976) and Capel (1986) as a symptom of burnout. Athletic

directors may need to help coaches cope by providing adequate support staff.

This study and the previous listed studies have implications for the value of

support staff and the feeling that the administration cares about coaches. Stier

(1985) believed it was the responsibility of the athletic director and the coach

to work cooperatively in order to ensure stability and to support the total

athletic program. This idea was also supported by Maslach (1976). Goens and
Kuciejczyk (1981) stated that a supervisor's leadership was essential to help

teachers manage stress. According to Stier (1985), this working relationship

does not exist, the relationship between athletic directors and coaches often

becomes tenuous and adversarial in nature.

Although necessary, the next question may be beyond the scope of this

study. Have coaches developed effective coping techniques or found personal

support to endure the stresses of coaching? An examination of the

demographic data provides some insights into this question. Seventy-one
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percent of the respondents were males and 29% were females. The question

of marital status was not asked so the concern for personal support cannot be

drawn from these data. The average number of years in coaching at the

present institution was 6.8 years and the overall career was 11.3 years. This

statistic may be significant as these are not, on the average, beginning coaches

nor did the career average show great longevity at 11 years. The question may

have been better answered by the 25% of the sample who did not respond.

However, as Schuler (1981) stated, one of the most effective ways to deal with

stress is to maintain appropriate communication. Leland (1984) agreed, and

believed department goals must be written and must be referred to

throughout the year. One may surmise that some of the missing sample were

coaches who were feeling alienated or alone and needed a support system.

The fourth question regarding the 25% of the sample who did not

respond may be highly significant. The research of Bloch (1977), Figone (1986),

Humphrey (1987), and Neal (1989) may support some common conclusions

regarding these coaches.

The dual role of teacher/coach (Figone, 1986) has the potential to create

a great amount of stress. This may be a contributing factor for understanding

the coaches who did not respond. Neal's (1989) research may support this

assumption, as she believes a teacher/coach was afraid to take even one day

off for fear of giving the opponents the edge. Coaches who did not respond

may be those individuals. Poor leadership causes an attitude of defeatism

among coaches, according to Bloch (1977). If this is true, then some of the

coaches who did not respond may have believed this study was an exercise in

futility. These coaches may be coaches who are at burnout. Humphrey (1987)
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stated that when coaches fail to cope with job stress, they may experience

burnout. The 25% of coaches who did not respond may be the burned-out

professionals.

Are burnout and coaching stress overstated as problems in the coaching

profession? The fact that 298 of the 411 surveys mailed to Division II coaches

were returned may indicate that this is a matter of great concern to

professionals who are actively involved in college athletics. The help and

encouragement from coaches, athletic directors, former coaches, and

administrators provided in the preliminary stages of this study further

illustrates concern regarding stress in coaching.

This particular questionnaire did not ascertain burnout or the degree of

burnout of coaches. Stresses of athletics for both administrators and coaches

seem to be a major concern. As cited from previous research, coaches and

athletic directors alike recognize the stresses inherent in coaching.

In general, the conclusion from this study is that coaches are aware of

some of the problems facing their athletic directors and are understanding.

The coaches believe, by their ideal responses, that their administrations

should be more supportive and open with coaches. As many researchers

have stated (Bioch,1977; Eng,1986; Farber,1984b; Figone,1986; French & Caplan,

1973; Goens & Kuciejczyk,1981; Hartman,1981; Horton,1984; Kiev &

Kohn,1979; Lammert,1981; Leland,1984; Mirable,1983; Oliva,1986; Perry,1982;

Ricken,1980; Schuler,1981; Stier,1985; Williams & Miller, 1982, Wishnietsky &

Feldner,1989), two-way communication skill is a most important quality for

an athletic director to possess.
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Conclusions

From the major findings cited in the previous section, and within the

limitations of this research, the following conclusions were made:

1. Better communication between athletic directors and coaches result

in better understanding and acceptance of limitations which may be beyond

the athletic directors' control.

2. Coaching stress is a real concern for coaches.

3. Coaches believe that athletic directors should be strong leaders.

4. Men have better access to community leaders than do women.

5. Even though there are some weaknesses, coaches generally believe

athletic directors perform adequately.

6. An area of concern for most coaches is financial support for their

programs. Even when understood as a fact, it was seen as restricting the

strength and growth of programs.

Additional Conclusions

In addition to the conclusions related to the stated purpose of this

study, the following additional conclusions seem warranted:

1. Women are underrepresented in the coaching profession.

2. Women are much more frequently asked to coach two sports than

are men.

Recommendations for Further Study

The following recommendations are suggested for further research on

stress and burnout in the athletic profession:
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1. Rework and improve the Coaches Survey which was developed for

this study.

2. Replicate this study with coaches on other levels of athletic

programs.

3. Administer this survey to the athletic directors of NCAA Division II.

4. Repeat this study with the same population and draw comparisons

between the results of the two studies.

5. Attempt to reach the 25% of coaches who did not respond to this

study and ask them to respond to a different set of questions regarding stress

in coaching.

6. Investigate why the number of women involved in coaching

women's sports is so diminished.

7. Investigate the question whether athletic directors and coaches have

different expectations based on the gender of each.
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September 11, 1989

Dear Coach:

As my dissertation requirement for a doctoral degree in higher
education I am conducting a study concerning stress in coaching in
selected sports at NCAA Division II institutions. Your participation is
vital to this study.

Your name was selected randomly from the Directory of College
Coaches as a representative of this group. Please complete and return
the enclosed Coaches Survey in the self-addressed, stamped envelope
as soon as possible.

As a means to ensure the confidentiality of each returned survey, the
following procedure will be used. Each return envelope will be coded
with a number to enable a follow-up card to remind you of the
importance to respond, in the event that I do not receive your answer
form. The envelopes will be opened by a second person who will keep
a list of the returned envelopes and will give the unmarked answer
forms to me.

Your time and assistance are greatly appreciated.

Very truly yours,

Kathleen McCann

approved: //I'e

How d W. Smith, Jr.
Professor & Director
Office of Policy Studies

in Higher Education
University of North Texas
Denton, Texas



COACHES SURVEY DIRECTIONS

The enclosed survey consists of two parts. The first portion asks for background information ordemographic information and the second part is the actual survey tool.

Please complete the "Demographics of the Coach" section by circling your response for each of thetwelve (12) items. Under "comments" please add any information you believe to be helpful to the
interpretation of this study.

To complete the "'Coaches Survey" section, please circle your response directly on the survey.
Read the statement and either agree or disagree with it in the way you perceive the situation in yourposition is (REAL) and then as you believe it should be (IDEAL).

The following code is to be used for both REAL and IDEAL:

SA strongly agree
A agree
D disagree
SD strongly disagree

example:

REAL IDEAL

00. SA A 1) SI) My athletic director is a good racquetball 01. SA A D SD
player.

When you have completed the Survey, please put the Survey and the demographic sheet in theenclosed envelope and return to:

KATHLEEN McCANN
HYSLOP SPORTS CENTER

Box 8175
University of North Dakota
Grand Forks, ND 58202



DEMOGRAPHICS OF THE COACH

Please answer the following questions to help interpret the results of this survey. Your responses
will be confidential and treated with anonymity. Please indicate all that apply.

1. Which men's sport(s) do you head coach?

a. Basketball d. Tennis

b. Football e. Baseball

c. Track f. I am not a head coach of a men's sport

2. Which women's sport(s) do you head coach? Please indicate all that apply.

a. Basketball d. Tennis

b. Volleyball e. Softball

c. Track f. I am not a head coach of a women's sport

3. How many years have you been in this position?

a. 0-3 b. 4-6 c. 7- 10 d. 11-14 e. 15 or more

4. How many total years have you coached at all levels?

a. 0-3 b. 4-6 c. 7-10 d. 11-14 e. 15 or more

5. School enrollment:

6. Sex: a. Male b. Female

7. University position:

a. full-time appointment b. part-time appointment

8. What other university responsibilities do you have?

a. None. My coaching position is full time.

b. Teaching.

c. Administration.

d. Head coach for another sport.

e. Assistant coach for another sport.

f. Other.



9. Does your athletic director have any of the following responsibilities:

a. Head coach

b. Assistant coach

c. Teacher

d. Department chair

e. Other

10. Is your sport expected to be revenue-producing? a. Yes b. No

11. Is your sport a member of a conference? a. Yes b. No

12. At which level is your team expected to be competitive?

a. Nationally b. Regionally c. Conference

d. My team is not expected to be competitive.

COMMENTS:

Please indicate which statements you believe are the five most important for the athletic director to
do by circling those statements on the Survey.



COACHES SURVEY

The following list contains a series of statements about athletics, athletic directors, and coaches.
Please indicate your degree of agreement or disagreement with each statement by indicating how
you believe the situation at your institution is (REAL) and the way it should be (IDEAL) by circling
your response.

Use this code:

a. SA = Strongly Agree
b. A = Agree
c. D = Disagree
d. SD = Strongly Disagree

REAL IDEAL

1. SAAD SD

3. SA ADSD

5. SA ADSD

7. SA ADSD

9. SA ADSD

11. SA A D SD

13. SA A D SD

15. SA A D SD

17. SA A D SD

19. SA A D SD

21. SA A D SD

The athletic director does the scheduling of the
season's non-conference games.

The athletic director provides a knowledgeable
assistant coach.

The athletic director schedules the practice
facilities or all teams in a fair and equitable manner.

The athletic director provides adequate practice
facilities for every team.

The athletic director schedules the practice times
for all teams in a fair and equitable manner.

The athletic director provides the necessary
equipment for your team.

The athletic director resolves conflicts among
coaches in a fair and equitable way.

The athletic director provides adequate uniforms
for your team.

The athletic director helps to avoid scheduling
conflicts with other campus and sporting events.

The athletic director screens the coach away from
petty, external criticism and allows the coach
to coach the team.

The athletic director helps secure funds or
support for upcoming projects or games.

2. SAADSD

4. SAADSD

6. SA A D SD

8. SAADSD

10. SA A DSD

12. SA A DSD

14. SAADSD

16. SAADSD

18. SAADSD

20. SA A D SD

22. SAADSD



REAL

23. SA A ID SD

25. SA A D SD

27. SA A D SI)

29. SA A I) SD

31. SA A I) SD

33. SA A I) SE)

35. SA A I) SD

37. SA A ) SD

39. SA A L) SD

41. SA A D SD

43. SA A D SD

45. SA A D SD

47. SA A D SD

49. SA A D SD

IDEAL

The athletic director allows the coach autonomy
in preparing for special events (i.e. recognition
events, tournaments).

The athletic director provides necessary
criticism of the coach in private.

The athletic director attends away contests,
traveling with the team.

The athletic director attends away contests.

The athletic director offers encouragement even
when the team is not winning.

The athletic director regards equipment
purchased through the coach's budget as the
team's equipment and does not lend it out to
others.

The athletic director provides for someone other
than the coach to maintain the playing area
and/or practice area.

The athletic director provides adequate funds for
travel, meals, and supplies.

The athletic director provides adequate funds for
recruitingto enable the coach to have a
competitive program.

The athletic director has explicitly stated the
criteria by which the coach and the program
will be evaluated.

The athletic director schedules the game officials
and makes all the necessary arrangements for the
officials.

The athletic director is approachable by the coach.

The athletic director assists the coach with a
problem to reach a solution.

The athletic director has a hands-off policy and
allows the coach to run the program in the
coach's own way.

24. SAADSD

26. SAADSD

28. SAADSD

30. SA A D SD

32. SA A D SD

34. SAADSD

36. SA A D SD

38. SAADSD

40. SAADSD

42. SA A D SD

44. SAADSD

46. SAADSD

48. SA A D SD

50. SAADSD



IDEAL
51. SA ADSD

53. SA A D SD

55. SA A D SD

57. SA A D SD

59. SA A D SID

61. SA A D SD

63. SA A D SD

65. SA A D SD

67. SA A D SD

69. SA A D SD

71. SA A D SD

The athletic director and coach share a common
belief in the value of education and athletics.

The athletic director provides leadership and
knowledge of NCAA rules and regulations.

The athletic director assists the coach in meeting
the university and community leaders.

The athletic director has expressed a commitment
to your sport and supports continuation of this
program.

The athletic director schedules informal
gatherings for coaches to visit with each other.

The athletic director schedules meetings during
the year with each coach to discuss the coach's
strengths, successes, and weaknesses.

The athletic director and coach set realistic goals
for the team and for the coach.

The athletic director supports the coach when
there are outside pressures and criticism.

The athletic director expects the coach to perform
duties which are not coaching duties or
responsibilities.

The athletic director and the coach confront
directly any problems which come to the athletic
director's attention.

The athletic director schedules departmental
meetings which provide information and
leadership for all coaches to better work within
the rules of the NCAA and the conference.

52. SAADSD

54. SAADSD

56. SAADSD

58. SA A D SD

60. SAADSD

62. SAADSD

64. SAADSD

66. SAADSD

68. SAADSD

70. SAADSD

72. SAADSD

SEAL



October 13, 1989

Coach:

I need your HELP. A few weeks ago you received a survey from me with
the approval of my major professor, Dr. Howard Smith, University of
North Texas. He recently told me to send a second request asking my
coaches sample to complete the survey.

Here is the limb I crawled out on:

1. I convinced my committee that this subject area needs to be
studied.

2. I also convinced them Division II doesn't get queried often
and that is an oversight because Division II offers the best
of all worlds in NCAA.

3. In spite of our reduced numbers I convinced them I could still
garner a large enough sample.

I need to convince you now (a much tougher sell) that I need your help.

Please complete the enclosed survey and return it to me. You will
make one doctoral candidate very happy.

Thanks,

Kathleen McCann

KM:ks
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