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The purpose of the present study was to examine the rela-

tionship between leadership behavior and perceived burnout of

coaches. Head coaches from high schools and from Southeast and

Southwest Conference universities were included in the sample

(N=302). Coaches completed the Maslach Burnout Inventory

(MBI), Leader Behavior Description Questionnaire, Social De-

sirability Scale and a demographic data sheet. Coaches were

separated into two leadership behavior groups and classified as

Consideration or as Initiating Structure. It was predicted that

coaches in the Consideration Group would have a higher level of

perceived burnout. A multivariate analysis of variance was

conducted and indicated significant differences in four subscales

of the MBI. Specifically, coaches in the Consideration Group

scored significantly higher in the frequency and intensity

dimension of the emotional exhaustion and depersonalization

subscales (p<.001).
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CHAPTER I

INTRODUCTION

Burnout is a concept of work-related stress that causes peo-

ple to become cynical and exhausted by the job that they are

doing. Burnout was first approached in Freudenberger's (1974)

article on staff burnout and then expanded to the area of human

service or helping professions by Christina Maslach (1976).

Maslach approached burnout in terms of situational and envi-

ronmental factors interacting with individual characteristics.

Furthermore, she felt that in the helping professions there were

excessive demands placed on an individual's resources, causing

stress. Human service and helping professions have been con-

centrated on due to the close interaction with people under a

variety of conditions. How effectively each individual deals with

on-the-job stress is related to how each individual treats his or

her clients.

Defining burnout has created some problems due to its indiv-

iduality, but a popular definition is one by Maslach (1976), who

described burnout as "a loss of concern for the people with

1
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whom one is working" (p. 16). Maslach and Jackson (1981) then

developed the Maslach Burnout Inventory (MBI). The construc-

tion of the instrument was followed by a variety of experiments

which consequently have made it the most widely used mea-

surement of burnout. The MBI contains three subscales: emo-

tional exhaustion, depersonalization and personal accomplish-

ment. Each subscale is measured in two categories: intensity and

frequency.

The literature thus far on burnout has concentrated on work

and business settings. Only recently has burnout been consid-

ered in an athletic context. This approach has not limited itself

just to athletes but also to coaches, trainers, team physicians and

teachers. Athletes, in fact, have not been tested to assess if they

are burned out or not because there has not been a valid

measurement tool. To facilitate research, Smith (1986) proposed

a cognitive-affective model of athletic burnout which parallels

Thibaut and Kelley's Social Exchange Model (1959). Smith used

Thibaut and Kelley's framework to try to differentiate between

withdrawal from sport participation due to burnout and with-

drawal due to other factors. Smith stresses the need for a sport-

specific measure for burnout, epidemiological studies of inten-

sity and frequency, and causal factors contributing to burnout.

Gieck, Brown and Shank (1982) studied burnout among
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athletic trainers, and used open ended questions to determine if

an individual was experiencing burnout. Caccese and Mayerber-

ger (1984) administered the MBI to college coaches and the re-

sults showed a significant gender difference in emotional ex-

haustion and personal accomplishment subscales, with the fe-

males scoring higher than the males.

One of the potential correlates of burnout in a coaching

situation is leadership behavior. According to Hemphill (1954),

"the ability to lead is to engage in an act that initiates a structure

in the interaction as a part of the process of solving a mutual

problem" (p. 15). Leadership studies conducted by Hemphill

(1950 & 1954), Stogdill & Scott (1953) and Stogdill & Coons

(1957) have concluded that there are two basic types of leader-

ship behaviors: initiating structure and consideration. Initiating

structure is characteristic of an individual who is goal oriented

and authoritative. Consideration is characteristic of an individ-

ual who is human relation oriented and democratic. Leadership

behavior has been studied in industrial, educational, military

and hospital settings. The conclusions that have been drawn

from these studies unfortunately are equivocal. Each type of

leadership behavior has been found (in a varying degree) in

every leader and some even function well under contradictory

settings and situations. The measurement methodolgy was
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developed by Hemphill in 1950 but the revised version in wide-
spread use is Stogdill & Coon's (1957) Leader Behavior Descrip-
tion Questionnaire (LBDQ).

The studies of leadership behavior moved towards the sport
scene because of the definite structure that athletic teams pos-
sess. There is a leader (the coach) and followers (the athletes)
and the coach exhibits a definite type of leadership behavior.
Studies by Fry, Kerr & Lee (1983) have found that leader beha-
vior differs with the type of task. Chelladurai and Carron
(1982), Hersey and Blanchard (1969, 1977) and House (1971)
found there were changes in preferred leadership behavior as
the level of experience or ability increased. Hemphill (1950)

found that the size of the group has an effect on leadership be-
havior and Chelladurai and Carron (1982) found that the type of
sport has an effect on the type of leadership behavior that is

successful.

A coach whose leadership style is consideration may fall into
the category of being burned out as do others who are in human
service or helping professions less than a coach whose leadership
style is initiating structure. Thus far, however, there have been
no studies attempting to relate leadership style to burnout. A
comprehensive study which could further define the type or
style of leadership behavior which contributes to burnout would
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be beneficial in assisting the coaching profession to avoid burn-

out.

Purpose of Study

The primary purpose of this study was to determine if

leadership behavior is related to coaches' perceived burnout.

The secondary purpose of this study was to detemine if there

is any significant relationship between specific demographic var-

iables such as age, sex, years coached and .team coached to per-

ceived burnout.

Definitions of Terms

The following terms will be used throughout the next

chapters:

Burnout. The " loss of concern for the people with whom one

is working" (Maslach, 1976, p. 16).

Initiating Structure. The factor of initiating sturcture "is

referring to the extent to which a leader initiated activity in the

group, organized it, and defined the way work was to be done:

insisting on maintaining standards, meeting deadlines, deciding
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in detail what is to be done, etc" (Bass, 1981, p. 359).

Consideration. The factor of consideration "is comprised to

the extent to which a leader exhibits concern for the welfare of

the other members of the group: expressed appreciation for good

work, stressed importance of job satisfaction, treating subord-

inates as equals, putting subordinates suggestions into operation,

etc." (Bass, 1981, p. 358).

Leadership Behavior. Leadership is the "behavior of an

individual when he is directing the activities of a group toward a

shared goal" (Hemphill & Coons 1957, p. 7).

Leadership. Leadership is "the process (act) of influencing

the activities of an organized group in its efforts toward goal

setting and goal achievement" (Stogdill, 1950, p. 2).

Limitations

This study was subject to all limitations recognized in

collecting data by mailed questionnaire.

Delimitations

This study was delimited to high school coaches in Dallas, Ft.
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Worth, San Antonio and Houston areas and college coaches in the

Southeast and Southwest Conferences. It was also concerned

only with the responses of the head coaches.
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CHAPTER II

REVIEW OF LITERATURE

The purpose of the present investigation was to determine if

leadership behavior contributes to perceived burnout of coaches.

The two styles of leadership behavior of interest in the present

investigation are initiating structure and consideration (Haplin, 1957).

This chapter will discuss the relevant literature related to

burnout and leadership behavior. First, the definition and meas-

urement of burnout along with empirical research on the burn-

out syndrome and the relationship of burnout and athletics will

be presented. Next, the definition and measurement of leader-

ship behavior along with empirical research on leadership and

sport will be discussed. Finally, the relationship between burn-

out and leadership behavior in a sport context will be addressed.

Definition of Burnout

The concept of burnout first appeared in Freudenberger's

(1974) article on staff burnout. He concentrated on the help-

11
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giving fields and used the term burnout to "denote a state of

physical and emotional depletion resulting from conditions of

work" (Farber, 1983, p. 1). He developed the term from its

psychedelic birth in the drug culture, of being "burned out on

drugs," to mean a psychological characteristic of certain volun-

teers in health care facitilies. Freudenberger took a clinical ap-

proach to burnout and based his model on a paradigm that relied

on case studies and different psychological aspects of the in-

dividual. His work focused on the individual's psychological

capabilities to deal with a stressful situation, and investigations

thus far have concentrated on human service or helping profes-

sions due to the endless list of work-related stress. For example,

"virtually all human service professionals complain of long hours,

isolation, lack of automony, client 'neediness,' public misunder-

standing of the nature of their work, insufficient resources, lack

of criteria to measure accomplishments, excessive demands for

productivity, inadequate job training and administrative indiff-

erence to or interference with their work" (Farber, 1983, p. 15).

In addition to general stress, certain professions such as police-

men, attorneys and judges may feel pressured by the impact of

their everyday decisions. Teachers, also, have to address the

problems of how to deal with irate parents, bad students and
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over-crowded classrooms. Coaches have some additional

stressors such as high pressure to win and perform, adminis-

trative interference and disciplinary problems. In summary the

research thus far on burnout suggests two things: an imbalance

between resources and demands causing stress and "an imme-

diate, short term, emotional response to this imbalance charac-

terized by feelings of anxiety tension, fatigue and exhaustion"

(Cherniss, 1980, p. 17).

Defining burnout in a uniform manner has traditionally been

a problem because of its complexity and the inability to easily

describe the syndrome. Freudenberger and Richelson (1980), for

example, described burnout as "a state of fatigue or frustration

brought about by devotion to a cause, way of life or relation-

ship that failed to produce the expected reward" (p. 13). This in

turn is characterized by loss of energy and interest by staff in

their jobs. Pines and Aronson (1981) noted that burnout is

"characterized by physical depletion, by feelings of helplessness

and hopelessness, by emotional drain, and by the development

of negative self-concept and negative attitudes toward work, life

and other people.. .[It is a] sense of distress, discontent, and fail-

ure in the quest for ideals" (p. 15). Their formal definition was

that burnout "is constant or repeated emotional pressures asso-
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ciated with an intense involvement" (Pines & Aronson, 1981,
p. 15). Cherniss (1981) concentrated on motivational changes

with his definition of burnout being a "psychological withdrawal

from work in response to excessive stress and dissatisfaction"

(p. 10). The job that was once great has lost its excitement and

turns into a form of drudgery. Thus, Cherniss feels that burnout

is an attitudinal and motivational change.

There is general agreement that the burnout syndrome is

comprised of a number of components, and its development re-

presents complex interactions producing symptoms in behav-

ioral, emotional, physiological and psychological areas. The

burned out individuals may be detached in their treatment and

become cynical towards clients. The great amount of time and

devotion to one's work loses its charm and challenge resulting in

low productivity and tendency to just "go through the motions."

In essence, burnout is a disease of overcommitment (Cherniss,

1980). This syndrome also appears not to be a reaction to occa-

sional stress but to a chronic everyday stress; thus it is a process

and not just an event or happening. This process makes it even

more difficult to identify because it is not identical for each per-

son. "The process takes time to develop and flourishs in an en-

vironment characterized by high or continuous levels of stress "
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(Patrick, 1981, p. 11). The stressors seldom affect the individual

in a unique and specific way but it is usually their interaction

that affects the individual (Shaw, Bensky & Dixon, 1981). Mat-

tingly (1977) states that according to his observations "burnout

... is a subtle pattern of symptoms, behaviors and attitudes that

are unique for each person " (p. 13). In addition, burnout may

cause an individual to stop work and still others may continue

and thus it is difficult to distinguish burnout from turnover.

Turnover can be voluntary or involuntary and anticipated or not.

Turnover is also different in human service professions because

a person may leave his/her job and go onto a similar position in-

stead of leaving the field totally as in burnout. On the other

hand, professional burnout is seen by some as almost a "cop-out"

to avoid responsibilities or cause harm.

It was Christina Maslach (1976) whose concept of burnout

emcompassed all the human service occupations. She took an

empirical approach to burnout, concentrating on situational and

environmental factors interacting with the individual psycholog-

ically. Maslach focused her attention on the situation because it

is under specific conditions and constraints which the individual

is expected to perform. Thus, the situation may have limitations

or restrictions due to rules, regulations and procedures which
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increase stress. Maslach (1982) felt that such a focus allows for

the possiblity "that the nature of the job may precipitate

burnout and not just the nature of the person performing the

job" (p. 9) and therefore she studied burnout in the realm of

helping professions because of the excessive external demands

that are placed on these individuals.

Maslach (1976) defined burnout as the "loss of concern for

the people with whom one is working" (p. 16) in response to

stress that is job related. Maslach's definition will be used

because it emcompasses three important concepts that are

relevant to this investigation: 1) the loss of concern or emotional

detachment, 2) the effects on the individual and their co-

workers and 3) the response to job related stress. Maslach's

definition has clarity and specification in stating "a loss of

concern" instead of vaguely referring to a pattern of behavioral

and additional symptoms.

Measurement of Burnout

The development of a tool to measure burnout has been

difficult due to the discrepancies of exactly what influences

burnout the most. Jones (1980) developed the Staff Burnout
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Scale (SBS) that incorporates behavioral and physiological items

along with cognitive and emotional ones. The SBS also includes

an index of social desirability because of the answers that might

be given due to the social desirability factor to assess the

feelings in the work environment towards turnover.

One of the major contributions to the understanding of the

burnout syndrome is the Maslach Burnout Inventory (MBI)

developed by Maslach and Jackson (1981). The MBI can be used

to measure the burnout experienced in human service occupa-

tions. They argue that burnout is a syndrome of emotional ex-

haustion and cynicism that occurs frequently among individuals

who do "people work". The three aspects that the MBI concen-

trates on are emotional exhaustion, cynical attitudes and ten-

dency to evaluate oneself negatively. (Maslach & Jackson, 1981).

The MBI, which is the most widely used scale, contains three

subscales that assess these three aspects of burnout. The

emotional exhaustion subscale assesses feelings of being

emotionally over extended and exhausted by one's work. This is

characterized by the "development of negative attitudes towards

one's self, toward work and life" (Pines, 1981, p. 18). The deper-

sonalization subscale measures an unfeeling and impersonal

response toward recipients of one's service, care, treatment or

instruction.
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instruction. Depersonalization is characterized by detached

feelings towards recipients and work and the feelings of just

going through the motions. The personal accomplishment

subscale assesses feelings of competence and successful achieve-

ment in one's work with people (Maslach & Jackson,1981). The

perception of accomplishment which when low, results in the

perception of lack of ability to control situations and situational

variables. The MBI confronts burnout with an interactional

approach viewing personal characteristics and situational

variables as affecting the other. Cherniss (1980) expresses this

concept by stating that burnout is a "state of emotional

exhaustion related to overload " (p. 16).

The inventory is divided into three different categories be-

cause the level of burnout is affected by motivational and attit-

udinal changes and it is also a stress response to an interaction of

environmental and situational factors. This approach has been

taken by many researchers who feel that burnout is a situational

problem not an individual failure. (Pines, 1981). These indivi-

dual factors may seem part of the job or trivial but it is a com-

pounding effect of everyday stress that increases the chance or

level of burnout. It is important to be conscious of both personal

and situational factors.

For this study the research has been concentrated on a
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personal factor rather than a situational or environmental

variable. The personal factor that will be investigated is the

leadership behavior of an individual. This will be discussed in

the leadership section. The environment in which leadership be-

havior was studied is a coaching situation. Since we are con-

centrating on the personal factor of leadership behavior, Mas-

lach's (1976) definition of burnout, "a loss of concern for whom

one is working with" (p. 16) in response to job related stress, is

the definition that was used. It must be kept in mind that the

leadership behavior is going to be affected by the interaction of

environmental and situational stressors that are inherent in

coaching. Burnout has also been found to be affected by a var-

iety of situational and environmental factors. We will now

examine some of these factors.

Research and Burnout

Burnout has developed into an up and coming issue. In 1977

the federal government studied stress in the work environment

and sponsored the Occupational Stress Conference and this

stimulated work by others to delve into the causes and effects of

burnout, since,"some people are more sensitive to certain sources
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of stress or stimulation than others" (Patrick, 1981, p. 30).

Burnout was first labeled as being reflective of McGregor's

(1960) "'Theory X' view of management," an authoritarian-

moral approach. The basic assumption of Theory X is that "most
people dislike work, lack ambition, are essentially passive, avoid
responsibility, resist change and are self centered and uncon-
cerned with the needs of an organization " (Carroll & White,

1982, p. 53). Efforts were soon concerned on finding out who

exactly burns out. Maslach (1976) concentrated investigations

toward the area of human service and helping professions. A
variety of occupations in these fields have been studied and a
common theme of several articles and research has been teacher

burnout. (Landsmann, 1978; Reed, 1979 & Serrin, 1979). For

example, Bloch (1976) states that the work environment of

teachers is critically important and describes the classroom as

"resembling a combat zone" (p. 66). Shinn (1982) found that

"many aspects of the work environment can contribute to burn-

out" (p. 69). Similarly, Shaw, Bensky and Dixon (1981) list a
number of environmental stressors that are inherent to teach-

ing including; confined space, yelling kids, work demands, pres-
sures, job security, exsistance of deadlines, abrupt and unplan-

ned changes, administrative discrepancies, volume of work and
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performance standards.

Along with inherent environmental stress in an occupation,

there also can be psychological stressors such as dealing with a

client or having to give your "all" in too many situations. These,

stressors, may come in the form of anxiety, frustration, anger

and fear and are greatly dependent on your own psychological

state including needs, goals, wants and expectations. (Shaw,

Bensky & Dixon, 1981). An example of psychological and envir-

onmental factors having a great effect on the level of burnout is
in Maslach and Jackson's (1979) study on police officers. Police

officers are "'people-workers' who spend considerable time in

close encounters with others under conditions of chronic stress"

(p. 59) causing emotional exhaustion. In police work, there are

both physical and psychological risks, that are soon brushed off

as hazards of the job. It is easy to develop negative or callous

feelings towards one's clients, a protective device of sorts that

reduces the emotional involvement. The investigation also

studied the family and found that high burnout scores of officers

were associated with domestic strains that are absent or mild in

families with low scores. The families studied indicated that

there are different ways of living and coping with a burned out

police officer and there are different methods in which they
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innoculate themselves against on the job stress. Some of those

who find a way to effectively cope with the chronic levels of

stress "may become aware of burnout only when they interact

with those who are burning out and coping ineffectively "

(Patrick, 1981, p. 46). It was concluded that each police officer

had to deal with this stress in some way and that the effects that

it had on the individual would also affect their family.

Sakharoo and Farber (1983) turned their concern away from

the occupation itself and in the direction of preparation for an

occupation and the attitudes towards it. They conducted a study

of burnout on teachers involving four topics and these topics

were posed in question form in an interview type setting. The

results of the study found; a) 80% expressed a desire to help and

nurture children, b) 30% felt they were poorly prepared;

training was unrealistic and theoretical, c) feelings of frustration

stemed from bureaucratic problems and that "67% felt their

physical health was adversely affected by their work " (p.73)

and d) half of the teachers were considering leaving the profes-

sion. (Sakharoo & Farber, 1983). Further research confirmed

their findings that burnout was correlated with "poor physical

health, sleep problems, amount of alcohol drinking and such on

duty symptoms as headaches, loss of appetite, nervousness,
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backaches and stomachaches " (Pines, 1981, p. 17). Thus, it is

important for an individual to be emotionally, mentally and

physically able and prepared for a job since this directly affects

the individual in their satisfaction and performance. This

satisfaction will also affect turnover.

An empirical study observing social workers in child abuse

programs, (Berkely Planning Association, 1977) found that

burnout and turnover were significantly correlated (r=.36), "thus

burnout is associated with worker turnover but is not the same

thing" (p. 33). Professionals in soical work and rehabilitation

services leave jobs at a rate of twice (25-30%) that per year than

professionals in nonservice fields (8-15%). (Katzell, Korman &

Levine, 1977). Furthermore, burnout has been found negatively

correlated with "satisfaction from work, life and oneself and

positively correlated with turnover, tardiness and intention to

leave a job " (Pines, 1982; Pines & Aronson, 1980, 1981; Paines,

1982 & Maslach, 1978). However, individuals in professional.

occupations are not the only people to be affected by burnout.

We will now discuss burnout and athletics.
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Burnout and Athletics

We have now distinguished the differences between burnout

and turnover in the human service professions. This aspect has

also been addressed in an athletic context by Robinson and

Carron (1982). They examined the relationship between

personal and situational factors associated with dropping out or

maintaining participation in athletics. Personal factors were put

into categories of trait measures such as achievement motiva-

tion, intrinsic motivation and self esteem. The situational factors,

such as support from significant others, coaching and leadership,

consideration and cohesiveness of the group, were also

categorized. (Robinson & Carron, 1982). Robinson and Carron

concentrated their efforts on discovering if these factors had an

effect on participation. Participating was put on a continuum,

from participating to not participating (dropping out). The results

of the study indicated that participation was directly related to

personal factors and their perception of specific situational

factors. (Robinson & Carron, 1982). The most common reason

given for discontinuing participation was "other things to do"

and this applied to other sports, hobbies, work or involvements.

Since this study used children ages eight through fourteen, most
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continued some participation in some sport so their "dropping

out" of one sport would not classify them as being burned out.

Most of the studies thus far on burnout have been concerned

with professional and work situations. Gieck, Brown and Shank

(1982), however, studied burnout among athletic trainers, pro-

mpting research in the sport domain. They investigated not only

the cause and effects of stress resulting in burnout but the use of

modifiers to reduce the effects of stress. They argued that it is

stress that causes a gradual deterioration of a person's ability to

be productive on the job. The physical signs and symptoms of

pressures of decisions, frustration with coaches, exhaustion from

long hours can cause the trainer to become less effective and

efficient. The physiological signs and symptoms from chronic

everyday stress are manifested by an increased pulse rate,

headaches, shortness of breath and neuromuscular tension. The

quality and quantity of the athletic trainers' work is also re-

duced when the body shows signs of exhaustion (Gieck, Brown &

Shank, 1982). The psychological signs and symptoms are ex-

pressed as anxiety, depression, sleeplessness and sometimes

sexual dysfunction,(Gieck, Brown & Shank, 1982). This is when a

substance dependency may begin with drugs, alcohol or tobacco.

The situation that the athletic trainer works under is also
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unusual in the sense that it occurs in a school semester. Gieck,

Brown and Shank (1982) felt that the best way to examine the

athletic trainer's potential for burnout was "to look at the daily

duties and re-examine the time spent on a variety of activities "

(p. 39). The solution prescribed to variety of victims of burnout

to combat fatigue was to have an active outside life, proper

health habits, restructure behavior and analyze job stress.

(Gieck, Brown & Shank, 1982). Along with examining daily ha-

bits, being able to control one's environment is equally impor-

tant. Along these lines the author felt that the ability that one

has to organize is frequently part of the problem. In addition,

the investigators felt that the athletic trainers could reorganize

and re-examine a variety of factors in their life and work to

reduce the level of burnout by decreasing the amount of stress.

In the first empirical study of burnout in the coaching

profession, Caccese and Mayerberger (1984) studied gender

differences in perceived burnout of college coaches. College

coaches seem to be prime candidates for burnout due to the

stressful environment they must function under, the multitude

of different types of people they have to deal with and the

variety of different roles they fulfill. With the increasing number

of females joining the coaching profession, the question was
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raised concerning differences between male and female coaches,

in terms of perceived burnout. A random sample of 375 NCAA

and AIAW Division I college coaches was used and the coaches

completed the Maslach Burnout Inventory. Results revealed the

"female coaches reported higher ratings on both the emotional

exhaustion and personal accomplishment subscales than did

the male coaches. On both of these subscales the frequency and

intensity of these reported feelings was significantly different in

male and female " (Caccese & Mayerberger, 1984, p. 282). Deper-

sonalization did not differ siginificantly between the two gen-

ders. Caccese and Mayerberger's (1984) results, when compared

with normative data, showed that neither sex was excessively

burned out. One item of interest was the quantity, (frequency

dimension) with the female coaches scoring one full unit lower

than the norm on the personal accomplishment subscale. There-

fore it was concluded that "female coaches feel far less personal

accomplishment than do female health and service professional "

(Caccese & Mayerberger, 1984, p. 284). The females were also

found to be younger and have coached fewer years. This seems

to go along with the logical progression of burnout because the

men scored lower than the females did on the level of perceived

burnout. The men who were burned out may have already
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stopped coaching, leaving the men who have found effective

ways to deal with stress.

Caccese and Mayerberger (1984) suggested a variety of

reasons for their findings. First, female coaches have fewer

years of coaching behind them so they are presumably less

experienced and have had less opportunity to learn to cope.

Second, they feel more stress because they are trying harder to

prove that female athletic teams can perform well and do

deserve respect. Third, the female coaches are too idealistic,

expecting too much and it is these unrealistic aspirations that are

multipled by few visable results that increase the burnout rate.

(Caccese & Mayerberger, 1984 & Kehl, 1981). However, one then

could also argue that burnout is cumulative, a long term result of

stress over time so females should be less burned out.

The studies have all had a central theme of how burnout

affects individuals, but it was Smith (1986) who devised a

theortical framework. Smith (1986) has developed a cogn-

itive-affective model of stress to parallel the different compon-

ents of burnout. (see Figure 1) He uses the framework of

Thibaut and Kelley's Social Exchange Model (1959) to differen-

tiate between withdrawal from an activity due to burnout and

withdrawal from an activity due to other reasons. The social
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exchange model is ulitizied due to the assumption that human

behavior is governed primarily by the desire to maximize

positive experiences and to minimize the negative ones (Thibaut

& Kelley, 1959). The positive experiences were favorable conse-
quences such as achievement of goals, feeling of competence and
mastery, affiliation with others, approval from significant others

and tangible rewards such as trophies, money, prizes and cloth-
ing. The negative experiences ranged from feelings of failure,
depression, lack of control, feelings of incompetence and waste of
time and effort. Thibaut and Kelley believed that an individual

will continue the activity depending on the outcome, which is
evaluated by the comparison level for an alternative activity.

The alternative activity can range from changing jobs, taking up

a new career to doing nothing. This comparison level is based on
past experiences, observations of others and momentary need

states ranging on a scale from pleasant to unpleasant. But this

alone does not determine if an individual will continue partici-

pation since the comparison level for alternatives must also be

considered. Any opportunity that falls below the comparison

level of an alternative will then be discontinued.

Smith's model illustrates the variety of contributing factors in

burnout considering not only factors of participation motivation
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but also nonparticipation motivational factors that lower the

outcome below the comparison level for alternatives. These

factors such as fear of failure and excessive time and energy

demands are stress-inducing. But as the results from Robinson

and Carron's (1982) study indicated, the reason for discon-

tinuing participation was interest in other activities. The other

activities had a higher outcome when compared to the present

activity.

The definitions that we have been concerned with the burn-

out syndrome incorporate a relationship among situational, cog-

nitive, physiological and behavioral components. The situational

component in burnout occurs when the environmental demands

exceed personal and situational resources causing stress due to

overload. Coaches have filled the roles of administrators, dis-

ciplinarians, managers, parents, psychologist and friends. Many

coaches also are required to teach classes and many even have

to coach another sport. The opposite, underload, can also take

place when an individual is bored and not challenged to use his

or her resources. The cognitive component is also extremely im-

portant in understanding the nature and intensity of the stress

response. In essence, it involves an appraisal process that is de-

rived from the individual's belief system that creates the re-
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sponse whether appropriate or inappropriate. Each individual

coach deals with a disruptive athlete in a different way. An

example of the physiological component occurs when there is the

treath of danger or emergency which produces a physiological

arousal to deal with the situation. The intensity of the arousal

indicates the amount of stress. The behavioral component is ex-

hibited and some how the situation is going to be dealt with. Not

only does one component affect another component but all four

of them are affected by motivational and personality variables.

This makes burnout very individualized and hard to predict.

From the potential factors contributing to burnout, one factor

will be isolated, leadership behavior, to determine if there is any

relationship with perceived burnout. Leadership behavior was

chosen for a variety of reasons; the ease of measurement, the

ability to distinguish between the two types of leadership styles

(initiating structure and consideration) and because it is a per-

sonal attribute or factor. Smith emphazied how personal factors

have a great deal of impact on the level of burnout. The

coaching situation was chosen because of the lack of data that

has been collected and it is also a situation that leadership is

readly displayed. We will discuss research on the definition and

measurement of leadership.
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Definitions and Measurement of Leadership

Many definitions of leadership have appeared in the
literature as most reseachers have tried to identify specific
qualities or characteristics of an individual behavior which can
be recognized as leadership. For example, Stogdill (1959) defines
leadership as "the initiation and maintenance of structure in
expectation and interaction... "(p. 15). The leader of a group has
been identified by Homans (1950) as the one who "orginates
interaction." Investigations concentrating on leadership have

established it on a behavioral continuum from consideration to
initiating structure. For example, Parten (1933) considers
leadership "not a single trait possessed either to a maximum

degree or not at all, but, rather, a quality which is present in
varying quantities " (p. 430). Leadership has also been defined
by placing the emphasis on the group or team that is being led.
"A leader is an individual who is moving in a particular

direction... ." (p. 145), is the definition that Cowley (1928)

provides. Hemphill (1954) furthers Cowley's definition by
continuing "... who succeeds in including others to follow him "

(p. 15).

But other investigators do not believe that leadership is a
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characteristic or quality of an indvidual but takes on the role of

a particular individual in a social situation. (Pigors, 1935). Along

these lines, several studies have pointed out the importance of

the social situation and Stogdill (1959) concluded that many of

the qualities, characteristics and skills required in a leader are

determined basically by the situational demands that he must

function as the leader.

Hemphill (1954) combined the characteristics of a social

situation and the individual's personality to define leadership "as

the ability to lead is to engage in an act that initiates a structure

in the interaction as a part of the process of solving a mutual

problem" (p. 309). This definition emcompasses the character-

istics that we are trying to identify: a leader or the style that a

leader exhibits. It also combines two major ideas in leadership:

1) that the leader initiates the structure of the group and 2) that

there needs to be some consideration involved that leads to

solving a mutual problem.

In recent years, there has been a great number of studies

investigating leadership behavior. The studies have tried to

determine the leadership style that leads to the highest

productivity, job satisfaction, group effectiveness, group cohes-

ion and goal achievement. The University of Michigan Survey
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Research Center was working toward the specific purpose of

determining ".. . principles which contribute both to the prod-

uctivity of the group and the satisfaction that the group mem-

bers derive from their participation" (Likert, 1950, p. iii). These

researchers were concerned with identifying behavior that was

universally exhibited by leaders in a variety of different situa-

tions. Studies in the area have narrowed down their conclusions

and found two basic areas of leadership behaivor: initiation of

structure, which is characteristic of an authoritarian person, and

consideration, which is characteristic of a person-oriented, human

relation individual.

Fiedler (1967) took an interactional approach to study

leadership and proposed the Contingency Model of Leadership

Effectiveness. This model parallels other leadership measure-

ments because it measures two types of leadership behavior:

task oriented (initiating structure) and interpersonally oriented

(consideration). Fiedler measures the leadership behavior

dimensions separately with the Least Preferred Coworker (LPC)

and the Most Preferred Coworker (MPC). This model differs

from others because it takes into consideration the situation and

its favorability. The-proposition of Fiedler's theory is that "task

oriented (initiating structure) leaders will be more effective in
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both the least and most favorable situations, whereas the

interpersonally oriented (consideration) leaders will be more

effective in moderately favorable situations " (Fiedler, 1967, p.

147). This model is difficult to test, however, due to the lack of

differences in situational favorability. But Fiedler was one of the

first researchers to concentrate his efforts on the fact that

personal and situational factors interact together causing a final

product, one does not cause the other.

The measurement scale that will be used in the present study

was developed by the Ohio State Leadership Studies staff called

the Leader Behavior Description Questionnaire (LBDQ). Their

studies determined that initiating structure and consideration

were the two factors which had the strongest intercorrelation

(Hemphill, 1950b). The LBDQ has been revised numerous times.

The 'ideal' and 'real' forms of the LBDQ were developed by

Hemphill, Seigel and Westies (1974) to measure not just the

actions a leader exhibits but the expectations of what a leader

ought to do. It was developed due to discrepancies between

worker's observations and description of leader's behavior and

the leaders description of their behavior. However some resear-

chers felt that leadership could not be described by just two

factors. For example, Halpin and Croft (1966) developed four
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factors; a) aloofness (formality and social distance), b) produc-

tion emphasis (pushing for results), c) thrust (personal hard

work and task structure) and d) consideration (concern for

comfort and welfare of followers). These four factors were used

to describe leader's behavior of school principals while four

more were used to describe the teachers leadership behavior: a)

disengagement (clique formation, withdrawal), b) hindrance

(frustration from routine and overwork), c) espirit (high morale,

enthusiasm) and d) intimacy (mutal liking and teamwork).

Stogdill (1963) agreed with Halpin and Croft that more than two

factors must be used to describe leader behavior. He researched

factors such as persuasiveness, tolerance of freedom, inter-

gration and predictive accuracy, to name a few. Saris (1969) and

Yukl (1971) produced additional subscales to accompany the

ones Stogdill had listed. They were responsibility, deference and

decision centralization.

One reason the LBDQ (Stogdill & Coons, 1957) is utilized is due

to its simplicity and ease of determining which type of

leadership behavior an individual demostrates: either initiating

structure and consideration. This personal factor will then be

correlated with the level of burnout, since the leadership style

has a great impact on one's emotional state and affects how an
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individual handles and deals with a situation. Leadership

behavior is affected by the situation that an individual is in, and

one of these situations is coaching. The next seciton will discuss

leadership behavior and sport.

Leadership and Sport

A multidimensional model of leadership was presented by

Chelladurai (1978) to try to incorporate not just the personal

characteristics of the leaders and the situational characteristics

that we have discussed, but also environmental demands and

subordinate's characteristics. Chelladurai considered the leader-

ship of a coach since it is felt that leadership has a direct in-

fluence on the athlete and it is important to study the different

types of leadership behavior that coaches exhibit. Chelladurai's

(1984) reasoning behind this was that the study of leadership is

critical to the understanding of sport performance because

leadership is instrumental in enhancing the motivational state of

the athlete and/or team. The multidimensional model has three

essentials: the coach, the athlete and the situation. The leader

behavior has three states: the preferred behavior, what the

athlete wants the coach to do; the required behavior, what the
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situation dictates; and the actual behavior, what the coach does.

The required and preferred behaviors have an influence on the

coaches actual behavior and how much of an influence will

determine the performance and satisfaction of the coaches

action. (Chellaurai, 1978). Chelladurai and Saleh (1978) also

studied leadership behavior in an athletic setting using

Chelladuria's multidimensional scale. It was used to measure

the preferred leader behavior. The results paralleled Danielson

et al (1975) study in the behavioral dimensions of training, social

support and recognition. The factors of autocratic and demo-

cratic behavior were the preferred styles.

After considering the type of leadership preferred by the

athlete, researchers turned their interest towards the athlete.

Researchers have hypothesized that the greater the ability of the

athlete, the less the athlete would prefer instruction and training

type of leadership (initiating structure). (Hersey & Blanchard,

1969, 1977; House, 1971). The hypothesis has not been tested

yet, but Chelladurai and Carron (1982) used 'experience' as

a surrogate measure of ability and their results were not

consistent with the theoretical predictions. They found that

experienced athletes preferred social support, whereas in
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Erie's (1981) article he concluded that competitive experience

was positively related to a preference for training, instruction

and social support. Researchers moved on to study situational

factors that might affect preferred leadership such as nature of

task, size of team and organizational goals. For example Chella-

durai and Carron (1982) found athletes playing team sports

preferred training and instruction more than athletes playing

individual sports. Open sports such as basketball preferred

more training and instruction while closed sports such as diving

preferred it less.

The coaches' behavior comes from their personality, exper-

ience, ability and motivation which interacts with the situation.

Fry, Kerr and Lee (1983) found that perceived leader behavior

changed with the task. Specifically, in sports such as basketball,

volleyball and football, that are interdependent sports, coaches

that were rated high in coordinating, exercising leadership and

emphasis on production were perceived as being successful

(initiating structure). Sports such as swimming, golf and

wrestling are considered independent sports, and coaches who

easily maintain a closely knit group and resolve conflicts were

perceived as more successful (consideration).
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Burnout and Leadership Style

When focusing on leadership, numerous variables must be

taken into consideration before and statement about leadership

is made. Studies (Erie, 1981; Fiedler, 1967; Fry, Kerr & Lee,

1983 & House, 1971) have concluded that since initiating

structure and consideration leadership behaviors can function

effectively in similar situations, it becomes difficult to study. We

are going to use leadership style in determining the level of

perceived burnout of coaches. The information that has been

gathered on burnout leads to the conclusion that individuals who

are in human services burn out faster than those in nonhuman

services. Individuals in the human services also tend to be

.interpersonally oriented (consideration). So it is felt that coaches

who are high in consideration will tend to burn out faster or

score higher than those who are high in initiating structure.

These coaches will tend to get more emotionally involved with

their athletes, become more driven to produce a winning team

and have their athlete perform well. Similarly, McPherson

(1972) desribed "how older teachers in a public school influence

the newer ones to emphasize order and maintain control in their
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classrooms."(p. 21). These teachers being high initiating structure

would seem more likely to burn out slower than those high in
consideration. This would explain why they are "older teachers".

They have continued teaching because they are not burned out

and are able to cope with these stressors. Maslach and Jackson

(1981) found that as age increases, high scores on burnout

inventories decreases. The teachers who are still teaching and

who emphasize order and control (initiating structure) burn out

less than those who are interpersonally oriented (consideration).

Since no studies have been conducted testing the relationship

between leadership style and perceived burnout in coaches, this

was the major focus of the present study. This study attempted

to determine if there is any difference in perceived level of

burnout when compared with a coach's leadership behavior.
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CHAPTER III

METHODS AND PROCEDURES

Subjects

Subjects were high school and college, male and female

coaches from private and public schools. The high school coaches

were from Dallas, Fort Worth, San Antonio and Houston. (N=400)

The college coaches were from the Southwest and Southeast

Division I NCAA Conferences. (N= 180).

Procedures

From each school, the athletic director or principal was con-

tacted by telephone, informed of the study, and asked to provide

the information of how many sports and head coaches are at his/

her school. A folder was sent to the individual contacted inclu-

ding an introductory letter (Appendix A-high school or B-college)

addressed to them and the questionnaires (Appendix C, D, E, & F).
An extra set of questionnaires was included in each folder in

case of error or loss. Each head coach from each school was to be
included in the study and each received an envelope with the
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questionnaires and stamped return envelope. The question-

naires were anonymous to ensure complete confidentiality. It

was estimated that each high school had seven to thirteen head

coaches, covering basketball for males and females, football for

males, volleyball for females, baseball for males, golf for males

and females, soccer for males and females and track and field for
males and females. It was estimated that each college had thir-
teen to twenty head coaches. NCAA Division I rules require
each school to field 8 teams for men and women to maintain its

classification as a Division I school.

In order to insure an adequate sample, approximately 580

questionnaires were mailed with a minimum return rate of 50%.

The high school sample were from of four major cities in Texas.

The sample was taken from both public and private schools and
male and female coaches, hoping to exclude any sampling bias.

The questionnaires were mailed November 23, 1986.

Four weeks after the questionnaires were sent a follow up

letter were mailed to the principal or athletic director. The letter

indicated that the completed questionnaires had not yet been

received and that their return would be most helpful in comp-

leting the research.



Testing Instruments

Maslach Burnout Inventory_(Appendix C)

The Maslach Burnout Inventory contains three subscales;
emotional exhaustion, depersonalization and personal accomp-
lishment. Each statement is rated on two dimensions: 1) freq-
uency, in which, the scale ranges from 0 ("never") to 6 ("every-
day") and 2) intensity, in which, the scale ranges from 0

("never") to 7 ("major, very strong") (Maslach & Jackson, 1981).
The correlations between the frequency and intensity dimen-
sions across individual items range from .35 to .75 with a mean
of .56. The results suggest a moderate relationship between
"how often one experiences various feelings and how intensely
they are felt " (Maslach & Jackson, 1981.) Reseach by Gann
(1979) and Maslach and Jackson (1982) found that frequency
and intensity sometimes reveal different patterns of correlations
with situational and personality variables.

There are nine items in the Emotional Exhaustion subscales,
the item with the highest loading factor(.84 on frequency and
.81 on intensity) refers directly to burnout, "I feel burned out
from my work " (Maslach & Jackson, 1981). There are five items
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in the Depersonalization subscale with a high score correspon-

ding to a higher degree of burnout being experienced. There are

eight items in the Personal Accomplishment subscale. A lower

score in this subscale corresponds to a higher level of burnout

being experienced.

The reliability coefficients for the three subscales are

reported by Maslach as .90 (frequency) and .76 (intensity) for

the emotional exhaustion subscale, .79 (frequency) and .76
(intensity) for the personal accomplishment subscale and .71

(frequency) and .73 (intensity) for depersonalization subscale.

(Maslach, 1981). The validity for the MBI was demostrated in
three ways. First, an individual's MBI score was correlated with

behavioral ratings made independently by persons who knew

the individual well (i.e., spouse or co-worker). Second, MBI
scores were correlated with the presence of certain

characteristics that were expected to contribute to burnout

experienced. Third, MBI scores were correlated with measures

of various outcomes that have been hypothesized as related to

burnout. All three sets of correlations provided evidence for the

validity of the Maslach Burnout Inventory (Maslach & Jackson,

1981a & b). Still with these figures, the different subscales of

the MBI are not highly intercorrelated, and they have somewhat

"different patterns of correlations with other criteria
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suggesting once again the importance of specifying what is being

discussed in burnout research " (Shinn, 1982).

The normative data presented in the manual for the MBI (see

Appendix G) does not separate groups into occupations; rather,

people in a variety of health and service occupations are

included (police officers, nurses, agency administrators,

teachers, counselors, social workers, probation officers, mental

health workers, physicians, psychologists and psychiatrists,

attorneys and others) (Caccese & Mayerberger, 1984). The

items are in the form of statements about personal feelings and

attitudes.

Leader Behavior Description Ouestionnaire (Appendix D)

It was Hemphill (1950a) who developed the Leader Behavior

Description Questionnaire (LBDQ), which in its earliest form was

150 questions and eight categories. Stogdill and Coons (1957)

revised and shortened the form to thirty questions and two

categories: consideration and initiating structure. [Form XII-LBDQ

(short form)] The revised edition yields much higher reliability

than Hemphill's first version. Stogdill and Scott (1953) found the

average reliability of the LBDQ above .65. The description of

consideration and initiating structure by leaders are highly

stable and consistent from situation to situation (Talyor, Crook &
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Dropkin, 1961). It was concluded by Halpin and Winer (1957)

that the reliabilities of consideration and initiating structure

were satisfactorily high for partical use and that the scales were

independent enough to measure different kinds of behavior.

The split-half reliability that was found by Halpin (1955) to be

.83 and .92 for initiating structure and consideration

respectively. Schriesheim and Kerr (1974) found that the LBDQ

does maintain high internal consistency that ranges from .7 to

more than .8. Some researchers have reported that the LBDQ

suffers from leniency response bias that creates a halo effect of

favorable and possibly untrue items (Seeman, 1957; Schrie-

sheim, Kinicki & Schriesheim, 1979). The LBDQ has been

validated by an unusual way of using actors to play subordinate

and superior and observers were asked to describe the super-

visors behavior using the LBDQ. Each role was played by two

actors. There were no significant differences found between

two different actors playing the same role (Stogdill, 1969).

Demographic Data Sheet (Appendix E)

The demographic data sheet contains questions gathering in-

formation such as age, sex, years coached, sport coached and lev-

el of education. These specific variables will be correlated to the



levels of perceived burnout and type of leadership style.

Maslach and Jackson found that females scored higher on the
emotional exhaustion subscale, individuals that were single and

thirty and under scored higher than others on the MBI, and
individuals that were highly educated scored higher on the
emotional exhaustion subscale (Maslach & Jackson, 1981).

Crowne - Marlowe Social Desirability Scale (Appendix F)

A social desirability scale has been included along with the
other questionnaires because "personality test scores are influ-

enced by non-test-relevant response determinants " (Crowne &
Marlowe, 1960, p. 349). A variety of attempts have been made
to make a distinction between a response that was attributable

to what is socially desirable or a genuine presence or absence of
such feelings (Meehl & Hathaway, 1946 and Cronbach, 1946,
1950). After studying social desirability scales of Edwards'
(1957) and Talyor (1953), Crowne & Marlowe's Social Desir-
ability Scale (1960) was choosen. It appeared to avoid
ambiguities of the other scales that took a statistical deviance

approach. The internal consistency coefficient was .88 with a
test-retest correlation of .89 which seemed more than adequate.
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CHAPTER IV

RESULTS

This chapter is organized into the following sections. First,
descriptive statistics are provided for the demographic variables
of the coaches in the sample. Second, the relationship between
leadership behavior and perceived burnout is examined. Third,
the relationship between the demographic variables and per-
ceived burnout is presented.

Descriptive Statistics

Descriptive statistics for the demographic variables of the
coaches revealed the following profile. Of all the coaches

(N=302), 77% (N=232) were male and 23% (N=69) were female
with the mean age of the sample being 38.9 years old. Most of
the coaches were married (69%) and only 23% are single. The
coaches have been at their present coaching positions for about
seven years (M=7.2) and has been in the coaching profession for
approximately fourteen years (M=14.5). In addition to this
general profile, most of the coaches had some postgraduate
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education with44% having earned a graduate degree and 30.7%

with some postgraduate work. The coaches in this sample spend

an average of 40 to 49 hours a week coaching their athletes. The

sample represents coaches from twelve sports with the majority

of the coaches from football (20.3%), basketball (17.3%) and

track & field (10%). Public high schools employed the vast

majority of the coaches in this sample (59%) with 10% of the

coaches coming from private high schools, 22% from state

colleges and 8% from private colleges. Coaches also responded to

questions referring to how successful or unsuccessful they felt
they were in a variety of areas on an 11 point scale. Coaches

rated themselves as pretty successful (M=8.0) as a coach and

fairly successful in dealing with their athletes (M=8.90). The

question which asked the coaches to respond to win/loss per-

centage was not included in the analysis because only 41% of

those who returned questionnaires responded to the question.

Finally, coaches felt less pressure to win from outside sources

(M=5.35) than they pressured themselves to win (M= 8.28).

The overall return rate was 56% with a similar percentage

returned from private and public high schools and colleges. This

ensured a representative sample of coaches from different types

of educational institutions.



Leadership Behavior and Burnout

Leadership style was determined by coaches scores on the
LBDQ. The coaches who scored in the upper one-third (above
40) on consideration and the lower one-third (below 43) on

initiating structure were classifed as consideration (N=35) while
coaches who scored in the upper one-third (above 48) on

initiating structure and the lower one-third (below 36) on con-

sideration were classifed as initiating structure(N=30). Multi-

variate analysis of variance was conducted using the six sub-

scales of the MBI. Results indicated an overall multivariate main
effect for leadership style, F (6,59)=7.00, p<.001. Univariate

analysis of variance indicated significant differences on the

subscales of emotional exhaustion frequency F(1,63)= 43.37,

p<.001, depersonalization frequency, F(1.63)=15.54, p<.001,

emotional exhaustion intensity, F(1,63)=22.93, p<.001 and

depersonalization intensity F(1,63)=11.14, p<.001. The direction

of the differences indicated that the consideration coaches were

significantly higher than the initiating structure coaches on all

subscales. (see Table 1).

Discrimanant function analysis was employed to further

examine the relationship between leadership behavior and the
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subscaies of perceived burnout. Results indicated that the four

subscales that most discriminated between leadership groups

were emotional exhaustion frequency (.97), depersonalization

frequency (.58), emotional exhaustion intensity (.71) and

depersonalization intensity (.50).

TABLE 1

LEADERSHIP BEHAVIOR & BURNOUT

Subscale Initiating Structure Consideration

Frequency Dimension M SD M SD
Emotional Exhaustion 10.00 6.00 24.80 10.96

Depersonalization 4.00 4.02 9.23 6.23

Personal Accomplishment 38.70 7.34 38.03 4.57

Intensity Dimension

Emotional Exhaustion 17.33 12.55 31.40 11.14

Depersonalization 6.40 6.68 12.40 7.51

Personal Accomplishment 43.00 6.89 42.31 5.76

Note: High scores on Personal Accomplishment indicates less

burnout.
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Demographic variables were analyzed for coaches in the Con-

sideration Group and the Initiating Structure Group. (see Table

2 for M's & SD's). There were no significant differences between

the two leadership behavior groups and the variables of sex,
martial status, level of education, type of school and sport

coached.

Relationship Between Demographic Variables & Perceived

Burnout

The secondary purpose of the present investigation was

designed to determine if leadership behavior and other demo-

graphic variables are related to coaches perceived burnout as

defined by the Maslach Burnout Inventory. First, it should be
noted that consistent with previous research (Caccese & Mayer-

berger, 1984; Capel, 1986, Haggerty, 1982 and Wilson, Haggerty

& Bird, 1986), it was found that the coaches were not excessively

burned out. Compared to individuals in the helping professions

coaches on the average scored lower than the norm. As compared

to coaches in Caccese and Mayerberger's (1984) study, the pre-

sent investigation found the male coaches slightly more burned

out and the female coaches were about the same. (See Table 3).

The coaches also exhibited a higher feeling of personal
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accomplishment than human service professionals.

A series of exploratory one way ANOVA's were conducted on

TABLE 3

COMPARISON OF SUBSCALES MEANS BY GENDER: PRESENT

STUDY VERSUS CACCESE AND MAYERBERGER (1984)

Subscale Male Female

Present Present

Frequency Dimension Study C & M Study C & M

Emotional Exhaustion 1.81 1.50 2.44 2.19

Depersonalization 1.46 1.35 1.01 1.39

Personal Accomplishment 4.56 2.33 4.58 2.74

Intensity Dimension

Emotional Exhaustion 2.54 2.46 2.76 3.44

Depersonalization 2.09 2.07 1.50 2.05

Personal Accomplishment 5.17 2.46 4.08 2.18

Note: The scores on Personal Accomplishment indicates less

burnout.
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the demographic variables and the six subscales of the perceived

burnout inventory. (p>.01). Results revealed a significant

difference between gender with male coaches scoring signifi-

cantly higher in both the frequency and intensity dimension of

the depersonalization subscale, F(1,300)= 7.17, p.<.01. Results

also indicated a significant effect for martial status with married

coaches scoring significantly higher (meaning less burned out) on

the personal accomplishment subscale frequency dimension than

the single or divorced coaches, F(2,296)= 6.28,p.<O1. (see Table 4

for M's & SD's). Furthermore, results form the analysis of the

type of sport and perceived burnout yielded a significant finding

on the emotional exhaustion subscale in the frequency dimen-

sion, F(11, 296)= 6.69, p<.O1. (see Table 5 for M's & SD's).

Specifically, Newman Keuls post hoc test indicated that individ-

uals coaching football, baseball and track & field scored signifi-

cantly lower than individuals coaching swimming.

To further examine the relationship betwen the demographic

variables and burnout, Persons Product Moment correlations

were employed. In general, most of the relationships were low

and nonsignificant. The variable that was found to be sign-

ificantly related to burnout (p<.05) was how successful coaches

rated themselves. Specifically, it was found that the more
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successful coaches rated themselves the lower the feelings of

burnout on the emotional exhaustion and depersonalization

subscales for both the frequency and intensity with correlations

ranging from .20 to .25.

Crowne - Marlowe (1964) Social Desirability Scale (SDS) was

also correlated with the MBI subscales to see if the coaches res-

ponses may have been influenced to be more socially desirable,

but the MBI and the SDS scores were not significantly corrleated.
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CHAPTER V

DISCUSSION

Leadership Behavior

The results indicated that there was a significant difference

between leadership behavior and perceived burnout.

Specifically, coaches with the consideration leadership style

scored significantly higher on the frequency and intensity

dimension of the emotional exhaustion subscale and the fre-

quency and intensity dimension of the depersonalization sub-

scale. Consideration as defined in the leadership research lists
such characteristic behavior indicative of "friendship, mutual

trust, respect, a certain warmth between supervisor and his

men, and consideration of their feelings " (Harris & Fleishman,

1958, p. 465). Consideration has also been referred to as
"reflecting the human relations aspect of group leadership "
(Harris & Fleishman, 1958, p.465). Burnout research concludes

that individuals in the human relation or helping professions are
prime candidates for experiencing burnout. Individuals in these

types of professions deal with people directly, give of them-
selves to others, are helpful, enthusiatic, idealistic and prehaps
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overachievers. Their jobs may not always be pleasant dealing

with life and death situations, emotional individuals and pres-

sured for time , it is a stressful situation.

Shank (1983) identified different behavior characteristics

that are likely to be present in individuals who may be prone to

burnout. For example,"perfectionists set high sometimes unreal-

istic standards for themselves and are generally overachievers

who invest more time and effort than necessary "(Shank, 1983,

p. 54). Perfectionism is also typically something that is involved

or needed in the human service professions. Becoming over in-
volved with a client, patient or athlete is extremely easy for this

type of individual. Another characteristic of an individual who is
prone to burnout are those who are "other oriented", give more

to others than themselves and feel that they must give help to

rescue others (Shank, 1983).

Characteristics such as friendship, mutual trust, respect, war-

mth and investment of time and effort are qualities that would

seem to be found in individuals not only in the human service or

helping professions but also individuals who possess the consid-

eration style of leadership behavior. It appears that individuals

who choose the human service professions as their career have a

variety of personality traits in common with individuals who
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are consideration and other oriented, thus making them more

susceptible to burnout.

Initiating structure as defined in the leadership literature is a

supervisor who is authoritative and "plays a more active role in

directing group activities through planning, scheduling and

criticizing" (Harris & Fleishman, 1958, p. 465) to facilitate goal

attainment. These elements of an individual's personality may

help them deal with stressful and emotional situations without

"getting involved". Even certain personality factors that seem

characteristic of initiating structure style of leadership such as

"going by the book" may just be a way of distancing oneself from

individuals.

Leadership behavior and burnout has not been addressed by

any other investigations making it difficult to refute or rebute

any other findings. The crucial importance of this study is that it

is the first study of its kind to strongly demonstrate a specific

trait or characteristic of a coach as a contributing factor to per-

ceived burnout. The results have established that leadership

behavior has a significant relationship with the level of burnout.

Changing the type or style of leadership behavior could be the

best solution. But it would be difficult to change an individual's
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personality makeup and researchers have not determined that
one type of leadership behavior is "better" than the other in
terms of production, satisfaction or performance.

A more logical approach would be to become more aware of
certain characteristics that make a coach with the leadership
style of consideration more susceptible to burnout. Coping skills
such as stress management, improved physical fitness, con-
quered negative feelings towards coaching and location of a
source of positive reinforcement would be beneficial (Wilson,

Haggerty & Bird, 1986).

Demographic Variables

Gender: Results indicated that male coaches were significantly
higher than female coaches on both the frequency and intensity
dimensions of the depersonalization subscale. However, other

studies have produced equivocal findings on this issue. For ex-

ample, Wilson, Haggerty and Bird (1986) found no significant dif-

ferences but Haggerty (1982) found that male coaches scored
higher on the personal accomplishment subscale indicating that
they were less burned out than female coaches. Caccese and

Mayerberger (1984) found that female coaches scored signifi-



cantly higher on the emotional exhaustion subscale than the
male coaches. The present investigation reported similar feelings
of emotional exhaustion but the results were small and non-

significant.

These equivocal findings concerning male-female differences

may be explained in a couple of ways. First, throughout the
four studies that have been documented, the particular type or
level of coach in the sample has not been consistent. For
instance, some studies used all college coaches while others
included National team coaches and others used high school

coaches.

A second reason for differing results may be situational vari-
ables or circumstances such as the time of the season that the
questionnaires were completed. Questionnaires that were com-
pleted at the beginning of the season, in the middle of the season
and at the end of the season may differ. Another explanation for
the diverse findings may be due to the type of sport. The present

study investigated twelve different types of sports (individual
and team) whereas the other studies included a variety of other
sports such as field hockey, rugby, ice hockey, lacrosse and

water polo.

A potential problem area is that it is extremely difficult to
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sample a truely "burned out coach" because if burnout has

occurred, the individual would have left the coaching profession

entirely. For example, Billy Maxwell, 'the track & field coach

at LSU, recently resigned his position. He was quoted as saying,

"This was not an easy decision, but due to burnout, this was the

best decision to make for me " (Porretto, 1987, p. 11). This coach

would be a perfect candidate to sample. However, it must be

reiterated that "burnout is a cumulative, long term result of

stress overtime " (Caccese & Mayerberger, 1984, p. 287).

Martial Status: One item of interest was found in the

category of martial status. Specifically, married coaches had a

significantly higher feeling of personal accomplishment than

those who were single or divorced. Since there were so few

(N=2) widowed subjects they were not included in this

calculation. Previous research has not found any significant

differences in martial status. (Caccese & Mayerberger, 1984;

Haggerty, 1982 & Wilson, Haggerty & Bird, 1986). However, a

possible explanation for these findings as mentioned in the

gender section are the sample variations. The present study

included 70% Texas high school coaches whereas Wilson,

Haggerty and Bird (1986) had 100% National Level coaches, it

seems logical that their feelings of personal accomplishment may
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differ. Further research should focus on how different levels

of coaches and athletes are affected by burnout.

Conclusions

1) There is no significant relationship between burnout and age,

sport coached, education, rank or type of school.

2) Male coaches have a higher feeling of depersonalizaiton than

female coaches.

3) A significant relationship exists between leadership behavior

and burnout. Coaches who have a consideration type of leader-

ship behavior have significantly higher feelings of emotional

exhaustion and depersonalization than do coaches with initiating

structure type of leadership behavior.

4) Coaches who have a consideration type of leadership behavior

exhibit significantly higher levels of burnout than the norms.

Recommendations

1) Additional testing in this area, with a larger sample, might

provide information that indicates a consistent relationship

between leadership behavior and burnout.
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2) A sample of coaches who have left the profession due to
burnout would provide a better representation of truely burned

out coaches.

3) A sport specific measurment tool for both the athlete and
coach needs to be developed.

4) Methods for eliminating feelings of emotional exhaustion,
depersonalization and low personal accomplishment should be
tested and programs to orient administrators and supervisors to

stress management and coping skills need to be developed.

5) Further studies should investigate win/loss percentage as a
potential predictor of burnout since the low response rate to this

question in the present investigation made it impossible to make
any valid conclusions.
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NORTH TEXAS STATE UNIVERSITY
P.o. ox 13S57

DONToN. Tams 72033-57

PHYsICAL OUCATION AND DANCS

November 10,1986

Judy Dale
6638 Aintree Circle
Dallas, TX 75214

Dear Sir:

I am a graduate student at North Texas State University completing mycoursework, for my masters, with my thesis. The thesis is concerned withstudying job related stress that creates burnout. The research thus fas hascovered a variety of occupations concerning burnout including teachers. Ihave chosen to study not just teachers but teachers who are coaches also.Burnout is a response to stress and we would like to see to what degreeteacher-coaches experience burnout. With this information, we may beginto structure the environment to reduce or control the factors related to
burnout.

The study consists of four questionnaires: Human Service Survey, CoachingQuestionnaire, Crowne Marlowe Questionnaire and a demographic data sheet.We are gathering information from the head coaches of each sport. If acoach for example coaches two sports they should only fill out one set of
questionnaires.

I greatly appreciate your much needed help and time. I have included 10sets of questionnaires for all of your head coaches. I have encloseda return card for you to fill out if you would like me to send you the
results of the study.

Thank you for your time. If you have any questions, please do not hesitate
to call me (214/696-0268).

Sincerely,

Judy Dale Robert S. Weinberg, PhD.
Associate Professor & Research Director
North Texas State University

COLLGS OO FoucsaTsgo S AC 617-G.s-25i
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NORTH TEXAS STATE UNIVERSITY,
P.O. Box 13857

DENTON.,TEXAS 76203-3857

PHYSICAL EDUCATION AND DANCE

November 10, 1986

Judy Dale
6638 Aintree Circle
Dallas, 'TX 75214

I am a graduate student at North Texas State University completing my
coursework, for my masters, with my thesis. The thesis is concerned with
studying job related stress that creates burnout. The research thus far has
covered a variety of areas concerning burnout but there has only been one
study conducted on coaches and burnout. It is my intention to further delve into
this area and gather additional information. Burnout is a response to stress,
and we would like to determine if there are any specific variables that
contribute to coaches experiencing burnout. With this information, we may
begin to structure the environment to reduce or control the factors related
to burnout.

The study consists of four questionnaires: Human Service Survey, Coaching
Questionnaire, Crowne Marlowe Questionnaire and a demographic data sheet.
We are gathering information from only the head coach in each sport.

I greatly appreciate your much needed help and time.
questionnaires for all your head coaches. Since the
could have an impact on the welfare of your coaches,
card for you to fill in if you would like me to send

I have included 10
results of this study
I have enclosed a return

you the results of the study.

Thank you for your time. If you have any questions, please do not hesitate
to call me (214/696-0268).

Sincerely,

L

Judy Dale Robert S. Weinberg, PhD.
Associate Professor & Research Director
North Texas State University

COLLEGE OF EDUCATION " AC 817-565-2651
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Human Services Survey

This questionnaire is widely used in a variety of Occuations"Recipients" to refer to the athletes that you instruct. cpla ns , it uses the tern
carefully and decide if you ever feel this vway about your job. If you have never hadthis feeling, write a "0" (zero) in both "HOW OFTEN" and "HOW STRONG" colum eethe statement. If you have had this feeling, indicate how o el s before
the number (1 to 6) that best describes how frequently often you feel it by writing
how strong the feeling is when yue eunl you feel that way. Then decidehow strongdthe feeling isrwhenyou experience it by writing the number (from I to 7)that best describes how strongly you feel.

OW OREN: 0 1 2 3 4
News A M l e once a

o r noina ims a t a
MOW STRONG: 0 1 23

Nee Vr ul,3 4 5 aN" w y Mma MaW,
i re e very lron

HoThm wraa
o-? " Statements:

I feel emotionally drained from my work.
----- I feel used up at the end of the workday.

Feel fatigued when I get up in the morning and have to tacoanother day on the job."g hvtofc
I can easily understand how my recipients feel about things.
I feel I treat some recipients as if they were impersonalobjects.
Working with people all day is really a strain for me.
I deal very effectively with the problems of my recipients.
I feel burned out from my work.
I feel I'm positively influencing other people's lives throughmywork. e hog
I've become more callous toward people since I took this job.I worry that this job is hardening me emotionally.
I feel very energetic.
I feel frustrated by my job.
I Joel I'm working too hard on my job.
I don't really care what happens to some recipients.
Working with people directly puts too much stress on me.I can easily create a relaxed atmosphere with my recipients.
I feel exhilarated after working closely with my recipients.

,----I have accomplished many worthwhile things in this jobI feel like I'm at the end of my rope.
----- In my work, I deal with emotional problems very calmlyI feel recipients blame me for some of their problems.

Reproduction by special permission of the PuInc. , Palo Alto, CA 94306, from The H blisher, Consulting Psychologists Press,Jackson, 1981. Further 3 romTe Human Service Survey by Christine Maslach & SusanJackon,198. Frthr production is prohibited without Publisher's cnet

1.
2. ______

3.__ _

4....____

5. ___

7.

8.__ _

9.

10.__ _

11..,
12. ___

13. ___

14.

15.__ _

17. ___

18.__ _

19.__ _

20.
21.
22.
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CoaCxII@ ISTIohAIU

Read each statement carefully and check the column which you feel most applys to
the way you interact with your athletes (never, seldom, occasionally, often or always).
These statements apply to what you usually do, not what you think you should do.

A a Always 0 a Often 0cc * Occasionally S = Seldom N n Never

1. I try out new ideas with team members.
2. I ask that team members follow standard rules

and regulations.
3. I am friendly and approachable.
4. I see to it that the work of team members is

coordinated.
5. I am easy to understand.
6. 1 put suggestions made by team members into

operation.
7. I criticize poor work.
8. I do personal favors for team members.
9. I work without a plan.
10. I emphasize the meeting of deadlines.
11. I look out for the personal welfare of team

members.
12. I make my attitudes clear to team members.
13. 1 do little things to make it pleasant to be a

member of the team.
14. 1 rule with an iron hand.
15. 1 get team members approval on important

matters before going ahead.
16. I make team members feel at ease when talking

with me.
17. I encourage the use of uniform procedures.
18. 1 let team members know what is expected of them.
19. 1 am willing to make changes.
20. 1 treat all team members as my equal.
21. 1 see to it that team members are working up to

capacity.
22. 1 am slow to accept new-ideas.
23. 1 speak in a manner not to be questioned.
24. 1 refuse to explain my actions.
25. 1 act without consulting team members.
26. 1 assign team members to particular tasks.
27. 1 keep to myself.
28. I find time to listen to ream members.
29. I maintain definite standard of performance.
30. 1 make sure that my part in the team is under-

stood by all team members.

A 0 0cc S N

f-

H-F____

_ 4i

I coach a male female team.
(please check one or both.)
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Read each statement carefully & check the appropriate answers that applys.

Tour sex Your age:
(1) male years

-(2) female

Marital Status:
-- (1) s-e.-_.. (2) married
- (3) divorced -. (4) wdowed
--- (5) other (please specify

What was the highest year you completed in school (Check only one.)
(1) high school graduate
(2) some college
(3) college graduate

-_.-.-(4) some postgraduate work
(5) graduate degree MS _ Ph
(6) other (please specify

What is the primary sport in which you coach? (Check only one)
(1) Swimming (7) Gymnastics
(2) Diving (8) Football

- (3) Tennis (9) Basketball
(4) Track & Field _.(......(10)Baseball

--(5)Golf-.(11)Voeyball
---- (6) Soceer -.. _..(12) Other (please specify )

What is the level of achievement of your team? ((st ranking)
(1) National ranking
(2) State ranking
(3) Regional ranking
(4) City ranking
(5) Unranked
(6) Other (please specifye___

How many hours per week do you work in your sport?
(1) > 70hours per week (5) 30 -39
--.(2)60-69r (6) 20 - 29

-.---(3) 50- 59 (7) <20 ( _ours per week)-... (4) 40 -49



hoW 1004 b*V* yOU been at your prewnt pton?

....- yers

HOWw0ag I you been emiployd In coaching in general?
-- years

Watype. a schoo do ou cin?
- . ( 1 ) p r p t e m h g 0 2 "

-. (2) 000 hghNot
(3..) prtyat. uatversity

4)sat. unerty
OmS (I pctym m

What is th prcnag of wins that your trm had In Wi last smon.

Wwiyms7 weW e reosG uamoa.

.n..W ...... L
On a mcle how succesul 1'ou14 you rate yourseff as a coc.

1 2
Unsuccsul

3 4 56d
Moderately
SucceisuL

7 8 9 10 11
Emirinely
Successful

Oi ascaleb.oWSUCCessful are you indoeling with your athletes.

1 2
Unsuccessful

3 4 5 6 7 b 9 10 11
Moderately Erremeiy
Successful Successful

On a scale how much pressure do you put on yourself to win.

1 2
Very little

4 5 6 7 3 9 :0 :.
Moderate A great
amount deal

On a scale how much pressure do you feet from outside sources (parents,
administrator, district, etc.)

1 2
Very little

93

3 4 5 6 7 5 9 :0
Moderate A great

deal
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THECROWNE-MARLOWE PERSONAL REACTION INVENTORY

Please read each statement carefully and check true or false as thesentence applys to you. Please use your first reaction.

TRUE FALSE

1. Before voting I thoroughly investigate the qualifications of all the
candidates.

___2. I never hesitate to go out of my way to help someone in trouble.
3. It is sometimes hard for me to go on with my work if I am not encouraged.4. I have never intensely disliked someone.

_ 5. On occasion I have had doubts about my ability .to succeed in life.
6. I sometimes feel resentful when I don't get my way.
7. I am always careful about my manner of dress.
8. My table manners at home are as good as when I eat out in a rest3':rant.
9. If I could get into a movie without paying and be sure I was not seen

I would probably do it.
10. On a few occasions, I have given up doing something because I thcuht

too little of my ability.
11. I like to gossip at times.
12. There have been times when I felt like rebelling against people in

authority even though I knew they were right.
13. No matter who I'm talking to, I'm always a good listener.
14. I can remember "playing sick" to get out of something.
15. There have been occasions when I took advantage of someone.
16. I'm always willing to admit it when I make a mistake.
17. I always try to practice what I preach.
18. I don't find it particularly difficult to get along with loud

mouthed, obnoxious people.
19. I sometimes try to get even rather than forgive and forget.
20. When I don't know something I don't at all mind admitting it.21. I am always courteous, even to people who are disagreeable

_ __22. At times I have really insisted on having things my own way.
23. There have been occasions when I felt like smashing things.
24. 1 would never think of letting someone else be punished for my

wrong-doings.
25. I never resent being asked to return a favor.
26. I have never been irked when people expressed ideas very different

from my own.
27. I never make a long trip without checking the safety of my car.28. There have been times when I was quite jealous of the good fortune

of others.
29. I have almost never felt the urge to tell someone off.
30. I am sometimes irritated by people who ask favors of me.
31. I have never felt that I was punished without cause.
32. I sometimes think when people have a misfortune they only got what

they deserved.
33. I have never deliberately said something that hurt someone's feelInss.
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SUBSCALE MEANS BY GENDER: NORM GROUP
OF THE MASLACH BURNOUT INVENTORY

Subscale Male Female

Frequency Dimension
Emotional Exhaustion 2.56 2.72
Depersonalization 2.09 1.79
Personal Accomplishment 1.54 1.48

Intensity Dimension
Emotional Exhaustion 3.22 3.70
Depersonalization 2.54 2.22
Personal Accomplishment 2.06 2.02

Note: Norm group includes social security administrators, public
contact employees, police officers, nurses, agency administrators,
teachers, counselors, social workers, probation officers, mental
health workers, physicians, psychologists, psychiatrists, attor-
neys, and others. Frequency dimension N=1.384(429 males;955
females); Intensity dimension N= 1,928 (724 males; 1,186 fe-
males).
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