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ABSTRACT  

Community college executive leaders, presidents, and vice presidents enter their 

executive leadership roles with a variety of experiences and understandings. Community 

college athletics, a large, highly visible, and very public component of more than half of the 

community colleges in the country, is likely not to be a well-developed component of the 

experience and understanding that many new community college executive leaders bring with 

them into their new roles. This product dissertation is intended to guide a new executive leader 

in addressing any experiential or understanding gaps they might have regarding their new 

oversight role for a community college athletics program. This product will provide a brief 

discussion of a variety of topics within the realm of community college athletics that are 

important for community college executive leaders to understand, an account of why they are 

important to leaders at this level of the community college, and suggestions for additional 

exploration of the topics. 
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CHAPTER ONE: INTRODUCTION 

INTRODUCTION 

The number of presidential and vice-presidential transitions in community colleges has 

skyrocketed recently and is predicted to continue rising drastically for the foreseeable future. 

This trend means that more and more executive leaders in community colleges will be leading 

institutions with athletic programs for the first time. These new leaders will likely have 

developed experience over their careers in managing the academic, enrollment, student 

success, or other similar segments of a community college operation. They will draw on this 

background when leading the entire college. Athletic department experience, however, 

especially community college athletic experience, is very often not going to be within their 

portfolio of experiences. Athletic department experience is one of the largest and most public 

components of a community college operation in which many new executive leaders are least 

prepared to lead. It is the goal of this dissertation to provide a tool that a new community 

college executive leader can use to begin to close the leadership and experience gaps they may 

have regarding community college athletics. 

For the purposes of this research project and subsequent product, the term executive 

leader will include the chancellor, president, or vice president levels. A few small community 

colleges may even have a dean in this role with no vice president between them and the 

president. These levels have institution-wide responsibilities. Much of the literature in this area 
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focuses specifically on the campus/college president level, but most of the data and conclusions 

are equally applicable to the vice president level. 

INTERCOLLEGIATE ATHLETICS’ ENTRY INTO COMMUNITY COLLEGES 

Intercollegiate athletics is one of the most recognizable and popular components of 

many higher education institutions in the United States. Large land grant institutions are the 

epicenter of intercollegiate athletics today with their multimillion-dollar athletic budgets, large 

revenue infusions from donors and alumni, massive stadiums, premier athletic talent, lucrative 

television and endorsement contracts, and fan bases that spread from sea to sea and abroad. 

Although the United States has certainly embraced intercollegiate athletics and transformed it 

into an unrecognizable differentiation from its early American roots, the origins of 

intercollegiate athletics are not American. The first intercollegiate athletic contest was a cricket 

match in England in 1827 (Smith, 1988). The participants were the premier educational 

institutions in the world at the time, Oxford and Cambridge. Instrumental in the organization of 

this contest was Charles Wordsworth, nephew of the British Poet Laureate, William 

Wordsworth. Two years later, these same two universities, with the organizational help of 

Wordsworth again, competed in a rowing race on the River Thames in front of crowds thought 

to exceed 20,000 spectators, and with betting stakes between the teams rumored to have 

exceeded 500 British pounds (Smith, 1988). 

During colonial times, American institutions of higher education were very resistant to 

their students engaging in athletic activities for recreation. Following the American Revolution, 

students on American campuses continued to press for more freedom and additions to the 
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strict educational curriculum on their campuses. Initially, literary societies and then fraternities 

and college class-based (freshman, sophomore, etc.) activities were at the forefront of a push 

by college students to add non-academic experiences to their college (Smith, 1988). At the 

beginning of the 19th century, many of the fraternities had class traditions that contained some 

athletic contests, including wrestling, cricket, or an early version of football (soccer) that 

created a sense of community and were an expression of freedom for those students longing 

for an extracurricular outlet to the stresses of their studies (Smith, 1988). These co-curricular 

endeavors were contained within the confines of the students on a single university campus 

through the mid 1800s. 

The premier American higher education institutions of the early 1800s were influenced 

by their British predecessors in many, many ways. News of the beginnings of intercollegiate 

athletic endeavors between Oxford and Cambridge would be noticed by the students on the 

campuses of their American counterparts very soon. Crew would also serve as the initial and 

pre-eminent intercollegiate sport in the United States, as Harvard and Yale held their first 

intercollegiate rowing race in 1852. The first intercollegiate baseball game occurred in 1859 

between Williams College and Amherst and was joined after the Civil War by football (1869—

Rutgers and Princeton), track and field (1873—Amherst, Cornell, and McGill [Canada]), and 

tennis (1883) (Smith, 1988; Thelin & Edwards, 2015). The American version of intercollegiate 

athletics would continue to expand geographically, gain sport additions, and become more 

entrenched in college campuses as the 20th century began. Men such as William Rainey Harper 

and Amos Alonso Stagg played crucial roles in the institutionalization of intercollegiate athletics 

on college and university campuses in the early 1900s (Thelin & Edwards, 2015). 
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As the 20th century progressed, a newcomer joined 4-year colleges and universities on 

the landscape of higher education, the American community college. Although scholars debate 

if there were private community colleges before 1901, Joliet Junior College is widely regarded 

as the first public community college in the United States, founded by Stanley Brown and 

William Rainey Harper in Joliet, Illinois (Beach, 2011). The American community college 

developed quickly in the United States, growing from 20 institutions in 1909 to 170 in 1919 and 

spreading to 37 of the 48 states by 1922 (Cohen et al., 2013). As the community college model 

quickly expanded and developed its niche in the higher education landscape, it emulated many 

aspects of its 4-year residential campus counterparts. Intercollegiate athletics quickly made its 

way into the community college model. 

Track and field teams started developing in the young California community colleges in 

the 1920s (NJCAA, 2019c). In 1937, 13 community colleges in California petitioned the National 

Collegiate Athletic Association (NCAA) for membership so they could participate in the NCAA 

track-and-field championships. Rejected, however, by the 4-year colleges, these community 

colleges regrouped and founded the National Junior College Athletic Association (NJCAA) a year 

later. From this point on, community college athletics grew and changed as much as the 

institutions that house these athletic departments. The 1930s and 1940s saw great growth in 

the sports that were offered in the NJCAA and included basketball, swimming and diving, golf, 

tennis, boxing, and gymnastics (NJCAA, 2018). The institutions participating in the NJCAA 

quickly expanded eastward across the United States during these decades to include 

community colleges in 38 states (Teague, 2012a). 
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The California community college leaders began to resent the rapidly growing NJCAA, as 

they had lost control of the organization, and their counterparts were pushing to move some of 

the NJCAA championships outside the state of California. In 1950, the 43 NJCAA members from 

California pulled out of the NJCAA and formed their own statewide association (Teague, 2012a). 

The California community colleges remain outside of the NJCAA as part of the California 

Community College Athletic Association (CCCAA) to this day. Community colleges in 

Washington began to organize athletic programs in their state in the 1940s and 1950s as well, 

forming a conference of 10 colleges by the mid 1950s. In the 1960s, a similar organization 

developed within the Oregon community colleges (Northwest Athletic Conference, 2020). In 

1983, these statewide athletic organizations in Washington and Oregon merged to form the 

Northwest Athletic Association of Community Colleges (NWAACC), joining the CCCAA as an 

alternative athletic association to the NJCAA. In 2014, the NWAACC changed its name to the 

Northwest Athletic Conference (NWAC) (Northwest Athletic Conference, 2020). The community 

colleges in the NWAC participate in all sports offered by the conference. Additionally, a few 

NWAC member schools also participate in the NJCAA for sports the NWAC does not offer, such 

as wrestling and swimming/diving. 

Member expansion and championship additions have continued in all three of these 

community college organizations since the 1950s. As of 2018, 649 of the 1,103 U.S. community 

colleges, or 58.8%, have an intercollegiate athletic program. Only seven states in the United 

States do not have any community college intercollegiate athletic programs: Hawaii, Alaska, 

South Dakota, New Hampshire, Vermont, Kentucky, and Maine (2018–2019 California 

Community College Athletic Directory, 2018; American Association of Community Colleges, 
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2018b; NJCAA, 2019a; Northwest Athletic Conference, 2019). Thus, any aspiring community 

college president or vice president would have an almost 60% chance of ascending to a new 

position in a community college with an athletic program. 

Athletics and exercise have held an important place in the construction of society, and 

subsequently education, for much of man’s recorded history. Reid (2012) described the 

connectivity between education and athletics in ancient Greece:  

Perhaps the greatest legacy of the social changes inspired by sport in ancient Greece 
was the focus that even diehard aristocrats like Plato placed on education. Since areté 
traditionally associated with athletic success was revealed to be something cultivated 
through training rather than an entitlement of birth or capricious divine favor, the idea 
emerged that the areté associated with citizenship could be gained through effort. . . . 
So, intentional movement of the body originates in the psyché, and gymnastiké, the kind 
of training and exercises associated with the gymnasium, were understood as education 
of the whole person and not just the body. (pp. 9-10) 

It is this philosophy that leads many scholars to credit ancient Greece as the origin of 

physical education and athletics within modern Western educational systems. While the cynic 

may choose to focus on the excesses of big-time, money-focused college athletics, the 

development of athletic programs in colleges, especially smaller institutions like community 

colleges that are devoid of large television contracts and other excessive notoriety, has the 

potential for development of life skills for the athletes as well. Providing opportunities to 

acquire and develop life skills such as work ethic, persistence, and overcoming adversity are 

certainly part of the overall mission of community colleges for all students. It is a natural 

extension of this mission for community colleges to provide the laboratory of intercollegiate 

sport for its student athletes to work on developing these characteristics. With all of these 
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interconnected historical roots, it is no surprise that intercollegiate athletics has grown strong 

within the community college construct.  

EXECUTIVE LEADERSHIP TRANSITION IN COMMUNITY COLLEGES 

Several factors combine to cause this rapid growth in executive leadership transition at 

community colleges. The largest contributing factor for executive leadership transition within 

community colleges is that the colleges have reached a golden age during which many of their 

longstanding leaders are reaching the age of retirement. The average age of community college 

presidents is over the age of 61 (American Council on Education, 2012). According to Phillippe 

(2016) and McNaughtan (2018), between 35% and 54% of all community college presidents are 

likely to have retired by 2022, and 80% by 2026. It remains to be seen, but recent political 

realities at the federal and state levels, such as unfunded mandates, increased reporting and 

compliance mandates, and legislative overregulation, may be exacerbating the speed with 

which current presidents are considering retirement, as well. 

Another contributing factor to the increasing community college executive leadership 

transition is the decreasing length of tenure of community college presidents. Not only are 

many executive leaders reaching the age of retirement, thus leaving community colleges with a 

growing void of executive leaders who have community college athletic experience and 

understanding, but their replacements are serving much shorter tenures than their 

predecessors. Phillippe (2016) indicated that the average tenure of a president in 2016 was only 

5.5 years. This is down from an average of 8.6 years a decade before (McNaughtan, 2018). The 

combination of executive leader mass retirements and the shorter tenures of their 
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replacements translates to an increasingly frequent churn in these executive leadership 

positions. Subsequently, there will be a continuing increase in community college executive 

leaders who need to have a functional working knowledge of their institution’s athletic 

situation. The new community college leaders must possess the information and contextual 

knowledge to understand and manage their own athletic programs, or be able to competently 

evaluate if their community college without an intercollegiate athletic program should continue 

to refrain from having one. 

Most new community college executive leaders do not have experience in the 

administration of a college athletic department to draw from as they take over their new 

institution-wide executive leadership positions. Of community college presidency openings, 

41% are filled by individuals coming out of chief academic officer (CAO) positions or other 

higher-ranking academic services positions, such as dean (American Council on Education, 

2012). In most community colleges, the academic division does not have managerial 

responsibility over the athletic department. The American Council on Education (2012) report 

also indicates that 11% of new community college presidents come from outside higher 

education, where they presumably have little or no experience administering a community 

college athletic program. Most often in community colleges, the athletic department is situated 

in the student services division of the college. Previous chief student service officers (CSSOs) 

make up only a small percentage of new presidents. Given these data trends, there is a need to 

assist new executive leaders in their transitions by providing a framework to understand their 

institutions’ intercollegiate athletic situations. 
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The above data establish a high likelihood that a new community college executive 

leader will not have athletic department experience in their portfolio, but why is that 

important? Why does a new executive leader need to know about community college athletics? 

What do they need to know about community college athletics? 

IMPORTANCE OF ATHLETIC UNDERSTANDING FOR A NEW EXECUTIVE LEADER 

Only 30% of candidates accepting a new community college president position are 

coming to the position from another community college presidency (American Council on 

Education, 2012, 2017). Most new community college executive leaders are rising to a level of 

leadership that is new to them. With this rise in position and responsibility comes a need to 

continue their personal leadership development. Cloud (2010) indicated that there are three 

components to the preparation of a new community college president. The first is the 

individual’s academic degrees and formal education. The second includes training programs run 

by organizations or higher education institutions. The third component is  

informal and lifelong learning strategies that enable leaders at all levels to increase their 
knowledge of management and leadership processes and improve performance. These 
informal strategies may include professional reading, personal reflection, travel, writing 
for publication, and active involvement in professional organizations. (p. 75) 

That is where this dissertation comes into play, to provide a concise and practical tool for new 

and aspiring executive leaders on the topic of community college athletics. 

For new executive leaders, there will be components of the organization that they know 

very well, and others with which they have had very little familiarity or experience. Achieving at 

least a basic level of understanding of these areas through professional reading, as Cloud (2010) 



 

10 

encouraged, will help new executive leaders better lead their institutions. Zeiss (2003) echoed 

this advice: 

Know your business. Successful presidents are people of substance, and they know their 
business. More important, they recognize their weak areas and take action to eliminate 
them. New presidents should assess their strengths and weaknesses in each area of the 
college operations and strategize to learn what they need to be able to lead effectively. 
Having good people supporting leaders is essential for success, but having the 
knowledge base to lead and operate the organization is equally important. (p. 123) 

As Zeiss indicated, having good athletic directors and deans running the day-to-day 

operation of the athletic department is important, but it is not a substitute for executive 

leaders having a good foundation in understanding community college athletics themselves. A 

new executive leader needs a sufficient understanding of the workings of the athletic 

department: the context of the athletic department within the institution; the institution’s 

culture as it relates to athletics; and what role community college athletics plays in their 

community college district, their conference, their NJCAA region, and the NJCAA as a whole. 

These will be explained momentarily. 

For new executive leaders in colleges that have athletic programs, there is a need for, 

and an expectation of, substantial oversight of athletics at the highest levels of the 

organization. The successful administration of a community college athletic department can be 

extremely beneficial to the college and the community when the college’s executive leaders 

provide diligent and attentive support and oversight. While not running the day-to-day 

operations of the athletic department, executive leaders of community colleges must take 

responsibility for the successful and ethical administration of the community college athletic 

department (Brown, 1989). Conversely, lack of executive leadership oversight can lead to 
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dramatically negative consequences (Brown, 1989). The athletic department at community 

colleges is too public for the executive leadership not to make vigilance of the program a 

priority. 

The very public nature of the athletic program at a community college can mean that 

any issues or lapses involving the administration of the athletic department and its activities, 

personnel, and students will be highly visible and damaging to the reputation of the institution. 

Nazarian (2007) called college athletic programs the “front porch” (p. 1) of their institutions. 

According to Lawrence et al. (2009), “Coaches, athletic teams, student athletes, and athletic 

department staff serve as a ‘link between the immediate campus family and the larger 

community’” (p. 39). When a student in the nursing program is accused of academic 

dishonesty, typically there will not be a front page article in the local newspaper. The same may 

not be true when a star athlete is accused of a major conduct code violation or a coach is 

accused of major recruiting violations. 

Slaughter (1989) confirmed the potential for dire consequences when there is a lack of 

executive leadership oversight of athletics, as he writes, 

Presidential leadership or, more accurately, the lack of presidential leadership is 
certainly one of the major issues associated with the perception that big-time college 
athletic programs [and community college athletic programs] are in trouble. While far 
more of these programs are conducted with integrity than are not, the ones that get 
press and media attention are those with avarice, dishonesty, and the exploitation of 
athletes. (p. 180) 

Given the public and visible nature that a community college athletic program can have, 

the executive leaders must take an active leadership role and maintain vigilance of the college’s 

athletic department instead of adopting an out-of-sight/out-of-mind philosophy. The executive 
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leaders have a responsibility to know what is going on in the athletic department and not be 

kept “in the dark,” either intentionally or unintentionally (Brown, 1989, p. 173). 

To be able to be effective in their responsibility of monitoring their athletic program, 

new executive leaders must understand the athletic department the same way they understand 

the more familiar components of the college, such as student success, faculty tenure, or 

community relations. New executive leaders need more than a cursory understanding of 

community college athletics to speak intelligently on the topic with their many constituent 

groups. Whether it be the local media request, local Rotary club meeting, a faculty senate 

conversation, or a hallway conversation, an executive leader may find a community member or 

constituent whose grandchild is on one of the teams or who is a loyal follower of a program and 

wants to have a conversation about a coach or last night’s game. 

Above, the question was asked: What does a new or aspiring community college 

executive leader need to know about community college athletics? The answer to this question 

is the crux of this dissertation. The goal of this dissertation is to add a practical tool to the 

literature that can be drawn upon to create a basic understanding of community college 

athletics for these new community college executive leaders. 

Besides merely having a working understanding of their athletic department, a new 

executive leader is trying to understand the culture of an institution and in what ways 

intercollegiate athletics are part of that culture. New executive leaders will need to learn and 

understand this contextual relationship of the athletic department to the institution, its people, 

and the community/district. The new executive leader will need this contextual understanding 
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in order to formulate and refine their personal philosophies regarding intercollegiate athletics 

as it relates to the college. 

A new executive leader may be asked directly about their philosophy on intercollegiate 

athletics in general or on the athletic department specifically. They will be asked to make 

decisions about budget, travel policies, or personnel that certainly impact the athletic 

department. If they have athletics at their college, a new executive leader must be able to 

answer two questions related to athletics: Why should the college invest the funding in athletic 

programs instead of other programs such as academic success or workforce training? Should 

we make any changes to it (budget, sports offered, divisions, scholarships, etc.)? New executive 

leaders are guaranteed to be asked about the athletic budget the first time the college 

experiences financial uncertainty under their leadership. The new executive leaders should also 

be creating or redefining the institutions’ vision and value statements on athletics within their 

philosophies on intercollegiate athletics. 

If a new executive leader is joining a college that currently does not have intercollegiate 

athletics, there are two questions related to athletics they should be able to answer. Why don’t 

we have community college athletics? Should we start a community college athletics program? 

The new executive leader needs to speak with confidence on the subject of community college 

athletics, supported by a well-informed personal philosophy on community college athletics 

that is contextually rooted in that particular institution’s culture. If they have an athletic 

program already, they need to be able to speak knowledgeably about it and provide necessary 

oversight of it. 
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As discussed above, many of these new community college executive leaders will enter 

their new positions without the requisite athletic knowledge. Where does a new community 

college president turn for a crash course in community college athletics? Unfortunately, not 

much literature exists for tomorrow’s community college executive leaders to draw on. 

According to Horton (2009), 

Knowledge of the value or benefit of athletic programs and student participation at the 
community college is a topic that has yet to be fully explored. Issues pertaining to 
community college athletes and athletics have received far less attention in both 
research-based and practitioner-based literatures (Umbach, Palmer, Kuh, and Hannah, 
2006), compared to their four-year counterparts. Furthermore, much of the literature 
that is available on this topic is presented in a deficit model: student athletes don’t 
graduate, bigtime athletic programs are bad for institutions, athletic programs’ 
obsession with state-of-the-art stadiums and bigger programs conflicts with 
development of improved academic buildings and programs (for example, Shulman and 
Bowen, 2001; Bowen and Levin, 2003; Sperber, 2000). Minimal attention has been given 
to sports’ positive achievements, especially the academic and personal impact on 
athletes at the community college (Mangold, Bean, and Adams, 2003). (pp. 16-17) 

In the last 10 years, this research gap has not been closed. As of 2015, Horton (2015) 

had found that in the last 35 years no more than two dozen scholarly articles on community 

college athletics had been written. 

The product developed in this dissertation provides new executive leaders with an 

efficient and concise tool to acquire what they need to know about community college athletics 

as they transition into their new positions. Specifically, three research questions will be 

addressed by this product: 

1. What information does a new community college executive leader need to know 
about the structure of community college athletics nationally, regionally, and 
institutionally? 

2. What information does a new community college executive leader need to know to 
be able to conduct or evaluate an analysis of the athletic situation at their current 
institution? 
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3. What information does a new community college executive leader need to know 
when making future decisions regarding community college athletics at their 
institution? 

CONCLUSION  

The responses to these three questions form the sections of the product. Because 

athletics is just one of the topics a new executive leader needs to get up to speed on at the 

beginning of their tenure, the product is intended to provide a short, easily digested 

introduction to the information needed. It is intended to be the beginning of their journey into 

the world of community college athletics. The product will provide a functional and 

introductory understanding of the issues. Also provided for each topic will be a rationale as to 

why this information is needed, to assist leaders in forming the contextual understanding from 

which their mastery of this subtopic within community college athletics can grow. A short 

additional reading list will be provided on each subtopic to provide a convenient mechanism for 

the new executive leader to cultivate their continued learning about community college 

athletics. 

It may be of value to note here that this product also might be a valuable tool for 

continuing community college executive leaders who can use refreshers on these concepts in 

their leadership of community college athletic programs. While this is not the intent of this 

product at this time, practitioners might utilize the product in unintended ways. This points to 

additional research needs in the area of community college athletics, a theme in the 

forthcoming literature review. 
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CHAPTER TWO: LITERATURE REVIEW  

INTRODUCTION 

A review of the literature surrounding community college athletics reveals the minimal 

amount of literature that exists on the topic. This literature review seeks to highlight some of 

the areas where literature has been generated and to discuss gaps in this literature relevant to 

community college executive leadership of a community college athletic program. This 

literature review will demonstrate a potential gap in the preparation of current and aspiring 

executive leaders regarding community college athletic administration, the need for community 

college executive leadership involvement in the administration of community college athletic 

programs, the need for a tool to address this potential gap, and the requisite components of 

such a tool. 

NEED FOR THIS BRIEFING TOOL 

GAP IN KNOWLEDGE/EXPERIENCE OF NEW/ASPIRING COMMUNITY COLLEGE EXECUTIVE LEADERS 

Shults’ (2001) research is representative of a growing body of work in the first two 

decades of this millennium that focuses on presidential and other leadership turnover in 

community colleges. The American Association of Community Colleges has been monitoring the 

leadership turnover over the last two decades and releasing regular data on its quantity and 

impact on its membership (Phillippe, 2016; Phillippe & Tekle, 2013). Part of Schults’ work 

describes the narrowing pipeline from which pending leadership voids could be filled and the 
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diminishing amount of community college leadership experience that candidates may have 

before they get selected for an executive leadership position. 

Significant work on presidential pipeline reductions has been published on all institution 

types within higher education. Birnbaum and Umbach (2001) and Eckel et al. (2009) described 

the shrinking of the most common pipeline to a college presidency, chief academic officers 

(CAOs), in colleges and universities. According to Amey et al. (2002), 42% of presidents come 

from the chief academic officers track and less than 12% come from the chief student services 

officer track. These authors’ data mean that only around half of the community college 

presidents come from the two arms of the institution that were likely to have had 

administrative oversight of their athletic program, since the predominance of community 

college athletic programs fall under one of these two arms of their institutions. 

Compounding the leadership challenges for community colleges presented by a 

narrowing pipeline is that once in office, community college presidents’ tenure is getting 

shorter over time. Current data show that average community college presidency tenure has 

shrunk to below 6.5 years for the first time in the history of community colleges (McNaughtan, 

2018). An extrapolation of presidential tenure decreasing is that vice presidents are promoted 

more rapidly, which means they potentially will have had less time in their subordinate 

positions and thus less opportunity to gain experience with community college athletics. 

The literature constructs a good picture of the community college executive leadership 

turnover that is growing in volume and speed. It further confirms the existence of a sizable 

executive leadership group, and subsequently a pool of future executive leaders, with much 

less experience in executive community college leadership. The AACC Competencies for 
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Community College Leaders (AACC, 2018a) describes overarching competencies an executive 

leader needs in order to do the job, as well as weaknesses they are likely to have when they 

first take over the job, but, according to Eddy and Garza Mitchell (2017),  

While the AACC competencies provide a baseline for learning about the duties of 
leadership in a community college that are easily taught in leadership programs, they do 
not adequately address the concepts of what it means to be a leader or what it means 
to lead a community college. (p. 130) 

There is little academic research on the experiences and knowledge these more 

neophyte executive leaders bring to the job or the weaknesses in experience they may have 

when ascending to new executive leadership positions. For that matter, there is little academic 

research on community college athletics of any type that community college executive leaders 

can use to fill this gap of knowledge. Horton (2015) indicated that, as of 2015, there were fewer 

than 25 peer-reviewed pieces including material about community college athletic programs. 

Therefore, this review of the literature points to a likely gap in the knowledge that new or 

aspiring community college executive leaders have regarding community college athletic 

administration and leadership. 

KNOWLEDGE OF ATHLETICS NEEDED BY COMMUNITY COLLEGE EXECUTIVE LEADERSHIP 

The research documents that this gap exists; therefore, the next question that must be 

explored is whether a good foundational knowledge in community college athletics is important 

for community college executive leaders to have. Early works by such scholars as Raepple, 

Peery, and Hohman (1982) begin the discussion of presidential responsibility in the athletic 

department of their community college. The seminal work addressing this question is by R. C. 

Brown, Jr. (1989). This work is dated, but provides the most significant work in the field 
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regarding the executive leadership role in community college athletics. Brown listed mission 

alignment, programmatic oversight, philosophy creation, and governance and organizational 

representation as some of the most significant duties of a community college executive leader 

regarding athletics. To Brown’s list, Slaughter (1989) added the maintenance of ethical 

standards that will contribute positively to the public perception of the community college. 

The second seminal work relevant to answering this question comes from the scholars 

Williams, Byrd, and Pennington (2008). They studied the perceptions of community college 

presidents regarding community college athletics in two different studies that geographically 

spanned seven states and 221 community colleges. Their impetus in doing this research was the 

need for community college presidents, presumably with the assistance of their vice presidents 

and other executive-level leaders, to make difficult and potentially controversial decisions to 

“initiate, expand, or terminate intercollegiate athletic programs” (p. 453). One of their 

conclusions discussed the importance of continued and “strong institutional leadership” (p. 

460) over athletics. 

More recently, Horton (2009) and Jenkins (2006) have strengthened the argument for 

executive leader involvement in community college athletics on the basis of enrollment 

management concerns for the institution. Salomon-Fernandez (2018) most recently advocated 

for executive leadership’s need to understand and be involved in intercollegiate athletics. 

HOW TO ADDRESS THIS GAP 

With the literature strongly suggesting that a likely gap exists for new and aspiring 

community college executive leaders in terms of their knowledge base or experience in 
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community college athletic administration, and that a need for this knowledge or experience 

exists, the next question to be explored in the literature is whether opportunities to fill this gap 

exist currently. Campbell, Syed, and Morris (2010) and Cloud (2010) described three basic ways 

for community college executive leaders to supplement their professional experience in 

preparation for their executive leadership positions: formal graduate education programs, 

informal training programs put forth by national organizations or the institutions themselves, 

and informal learning obtained through additional professional development experiences and 

individual study. Significant literature has been written on the need for formal doctoral 

education programs focused on community college leadership and the competencies that 

should be taught within them (Eddy & Garza Mitchell, 2017; Luna, 2010; McNair, 2009; McNair 

et al., 2011). None of these works, however, discuss an inclusion of community college athletics 

within the subject matter that is or should be covered by these programs. 

Additional leadership research has been undertaken on institutional and national 

leadership development programs for community college executive leaders. Hammons and 

Miller (2006) indicated a significant benefit of these kinds of executive leadership development 

programs is the participant’s interaction with current community college practitioners, such as 

the athletic director whom they now supervise, about real topics, including the current issues 

facing their athletic department that they must help navigate. 

Rice and O’Keefe (2014) summarized the benefits of institutional leadership 

development and succession planning and included topics such as negotiations, process 

documentation, hiring processes, budgeting, risk management, training, shared governance, 

legal issues, strategic planning, and servant leadership. However, there is no mention of 
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athletics in their work. Forthun and Freeman (2017), in their review of the composition of these 

programs, discussed only the AACC core competencies and never alluded to athletics or other 

similarly specific topics. A review of this literature points to the need for executive leader 

preparation through interaction with current practitioners on topics less familiar to the leader, 

such as athletics, but this literature gives no indications that such structured opportunity 

currently exists. 

There is, however, a significant theme in these pieces of the literature regarding the 

need for new community college executive leaders to address knowledge gaps. Zeiss (2003) 

summarized this theme when he contended that successful community college leaders must 

“recognize their weak areas and take action to eliminate them” (p. 123). If new community 

college executive leaders need to address weaknesses in their understanding of community 

college athletics, there are few options in graduate programs or leadership development 

programs, leaving these leaders on their own to increase their understanding of this area. It is 

in this conclusion that the need for the product created in this project is clearly demonstrated. 

PRODUCT SECTION 1 – STRUCTURAL CONTEXT OF ATHLETICS 

HISTORY OF THE NJCAA 

Very little literature exists regarding the history of the NJCAA outside of work 

commissioned by the NJCAA itself. There are a few documents that refer to a historical element 

or two from the NJCAA 80-plus-year history, but very few that discuss a significant portion of 

NJCAA history. One of the few is Raepple et al. (1982), which contains one page of NJCAA 

history in the course of its comprehensive book chapter on NJCAA athletics. The definitive 
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works on NJCAA history are pieces written by Michael Teague for the NJCAA. These pieces were 

written to help the NJCAA celebrate its 75th anniversary (Teague, 2012a, 2012b). The NJCAA 

website also has considerable content written to educate interested individuals about its 

storied history (NJCAA, 2016, 2018, 2019c). 

NJCAA NATIONAL AND REGIONAL GOVERNANCE STRUCTURES/GEOGRAPHY 

The governance structures of the NJCAA and the leadership positions within the NJCAA 

national office are sparsely covered by the literature. In their 1980s work, Raepple et al. (1982) 

included short discussions of both topics in their work on the NJCAA, and Campion (1990) 

discussed some NJCAA governance elements in his work on NJCAA rules structure. Both of 

these materials are significantly dated, as most of the rules and structures they discuss have 

been changed in the 30-plus years since they were written. Alexander (2009) contributed a 

dissertation to the field that detailed the governance structure of the Mississippi community 

college athletic conference, but its narrow geographic scope limits its utility beyond that 

narrow audience. The only substantial information on NJCAA national and regional governance 

and geography comes from the NJCAA itself in its handbook and on its website (NJCAA, 2019a, 

2019b, 2020, 2021b). 

COMMUNITY AND INSTITUTIONAL CONTEXT FOR INTERCOLLEGIATE ATHLETICS 

There are important works in the literature about the “town/gown” relationships 

between institutions of higher education (IHEs) generally and the communities within which 

they exist. Kemp (2013), in his seminal book, Town and Gown Relations: A Handbook of Best 

Practices, discussed the myriad of ways that IHEs benefit and complicate the communities 
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around them. Unfortunately, other than an introductory section on IHEs generally, there is little 

information devoted to community colleges directly, as only two of the 49 case studies are 

about community colleges. 

A small amount of literature highlights the relationship between community college 

athletic programs and their communities more specifically. Vaughan (2006) described 

“recreational, social, and cultural” (p. 7) expectations that communities have of their 

community colleges that sit parallel to their academic expectations. He included sporting events 

in that list of expectations. M. T. Miller and Kissinger (2007), in their discussion of the 

connectivity between rural community colleges and their communities, specifically called out 

leisure education through summer youth sports camps that provide not only a needed athletic 

outlet in the moment but also a campus acclimation that may lead to future college enrollment 

for these campers. The authors also discussed the economic importance of the community 

college to the rural economy. Lawrence et al. (2009) expanded on this concept in their 

discussion of the impact of a community college athletic department on the local economy, 

including housing rentals, local shop and restaurant spending, and hotel room rentals for 

visiting teams and spectators. A significant void exists in the literature in that little quantifiable 

data have been produced on the impact of community college athletics on their local economy, 

district’s communities, or college contexts, which will be explained in more detail shortly. 

The institutional context of the community college athletic program will be discussed in 

several sections of this literature review, specifically those relating to enrollment, finances, 

diversity, and student success. In addition to these topics, the role of community college 

athletics in the overall institutional culture is significant in the literature. Castañeda (2004) 
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indicated that two themes in the literature, school spirit and human development, help explain 

why community college athletics exist. Several scholars have discussed the benefits of 

community college athletics to school spirit, as well as the positive impact on school spirit of 

the pep bands and drill teams that exist at the community college because of their affiliation 

with athletics (Bennion, 1992; Brooks, 1988; Stokes, 1979). Kissinger et al. (2011) and Noonan-

Terry and Sanchez (2009) are newer works that also discuss the benefits of community college 

athletics on school spirit. Ashburn (2007) discussed the impact on school spirit that athletics has 

in terms of creating stylish college apparel that can be worn by student athletes, staff, and all 

students, positively enhancing student spirit and pride. The author’s premise is that this apparel 

might not be created if not for the athletic department, and if it were created outside of the 

athletic department, the apparel likely would not be as pervasive or popular. 

ROLE OF THE EXECUTIVE LEADER 

Most of the literature on the role of the executive leader was reviewed previously in this 

chapter in the section about the importance of executive leaders playing a role in community 

college athletics. Thelin and Wiseman (1989) argued there are too many possible negative 

outcomes if the executive leadership is not involved with their athletic department at some 

level. 

In addition to the material presented previously, the executive leadership very likely will 

need to be involved in fundraising for athletics. Klingaman (2012) produced seminal work on 

community college fundraising, and the role of the president and other executive leaders is 

covered extensively, but there is little mention of athletics in this treatise. In fact, few of the 
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works that are written about community college fundraising discuss athletics. A few works 

about community college athletics, however, address fundraising. Lawrence et al. (2009) 

discussed fundraising at both the department/team/player level and in the larger context of 

institutional fundraising and alumni relations. It is not specifically discussed in this article, but 

the latter likely involves an executive leadership component. There is no overt reference in the 

literature about the fiduciary responsibility of community college executive leaders to make 

sure the fundraising done by athletic booster clubs, which can be quite substantial in terms of 

number of dollars, is raised, expended, and accounted for properly. 

PRODUCT SECTION 2 – INFORMATIONAL CONTEXT FOR ATHLETICS 

INSTITUTIONAL ROLES 

Very few works in the current literature take a comprehensive look at the construct of a 

college athletic department in terms of roles that need to be filled. Works such as Wong’s 

(2009) book focus on jobs within athletic organizations of all types, from the standpoint of 

examining possible career choices for individuals interested in athletics, but do not identify the 

positions a college athletic department needs to have to function properly, nor do they explain 

how those positions typically are crafted together to function in today’s community college 

context. 

Much of the literature on college athletic department roles is singularly focused on 

particular positions instead of providing a comprehensive construct, and most are focused on 

the NCAA Division I athletic model, not a community college athletic construct. These works 

explore individual college athletic roles that are not community college specific, such as athletic 
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directors (Eason, 2021), sports information staff (Yanity, 2013), athletic counseling and advising 

(Fletcher et al., 2003), senior women’s administrator (Tiell & Dixon, 2008), and social media 

specialist (Pate & Bosley, 2020). Castañeda (2004), in her community college athletic 

dissertation, provided a small review of a few community college athletic department roles, but 

this discussion is by no means a comprehensive look at this topic. 

ENROLLMENT AND DIVERSITY 

With the steady decline in community college enrollment nationally over the past 

decade, there has been a steady increase in the amount of literature focusing on community 

college enrollment. Only a small amount of this literature is devoted to the impact that athletics 

has on a community college’s enrollment, or how athletics can or should be factored into a 

community college’s enrollment management strategy in the future. Seminal works on the 

topic by Bontrager and Clemetsen (2009) give no significant mention of community college 

athletics, despite what seems to be a slowly growing group of writers who see an increased 

need for analyzing the current and future place of athletics in community college enrollment 

strategies. Williams and Pennington (2006) began the current push to examine athletics’ role in 

enrollment management. They surveyed community college presidents from six states, at 

institutions with and without athletic programs. In this survey, the presidents who responded 

believed that community college athletic programs have significant enrollment impacts: 

“promote student diversity,” 70%; “lead to higher enrollment,” 59%; “encourage local students 

to attend,” 61%; and “increase the college’s reputation,” 59% (Williams & Pennington, 2006). 

Jenkins (2006) testified to the enrollment impact of community college athletics, and this 
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perspective is echoed by Ashburn (2007) and Alexander (2009), who discuss the strategies 

being employed in several Midwestern, Eastern, and Southern community colleges to build 

institutional enrollment through the addition of athletic offerings. 

Horton (2009) built on the work of these scholars, as well as that of Castañeda et al. 

(2005) and others who are exploring community college enrollment impacts, when he wrote 

that “for many community colleges, ‘what counts’ is creating opportunities for access to higher 

education for students, especially those from underprivileged socioeconomic or 

underrepresented racial and ethnic backgrounds” (p. 16). In other works, Horton (2015) and 

Mendoza et al. (2012) discussed community college athletics as a conduit to higher education 

for “students from low-income and ethnic minority backgrounds” (p. 202). 

Several writers have examined the effects on persistence and retention of community 

college athletes, especially for underserved populations on their campuses. Lawrence et al. 

(2009) mentioned the retention benefits that community college athletics can have. Mendoza 

et al. (2012) not only acknowledged the retention benefits of community college athletics on 

student athletes but also disaggregated retention data to identify which components of an 

athletic program have the greatest impact on student-athlete retention. 

STUDENT-ATHLETE SUCCESS 

Student-athlete success in community colleges is quite possibly the topic regarding 

community college athletics that is most well-researched and represented in the literature. The 

two main themes in the literature on community college student-athlete success are, first, the 



 

28 

impact of athletic participation on student athletes, and, second, the factors within an athletic 

department context that might be responsible for these impacts. 

Horton (2015) explored the first theme in his study examining the impact of athletic 

participation on grade-point attainment, credit hours taken, credit hours earned, and degree 

completion for black male student athletes versus the rest of the student-athlete population in 

Florida community colleges. He then disaggregated the data by race and gender of the student 

athletes. Harper (2009) discussed additional convergences of race and racial identity constructs 

and the effects that these have on the success of community college student athletes. Horton 

(2011) also looked at degree attainment among community college student athletes. 

Nichols (2014) looked at this topic differently and explored student-athlete perceptions 

about their academic successes gained from their community college and which practices by 

the college they thought contributed to their success. The work of Mendoza et al. (2012) looked 

at data from Oklahoma community colleges to determine which institutional financial practices 

might contribute to the success and retention of college student athletes. T. L. Byrd (2017) 

extended these earlier works in her dissertation by examining the perceptions of successful 

African-American student athletes regarding which athletic department factors most 

contributed to their academic success. Storch and Ohlson (2009) discussed the student-service 

supports needed to help student athletes be academically successful. 

COMPLIANCE – TITLE IX AND MORE 

Significant literature exists regarding the implications of the Title IX legislation for 

college athletics in general. Bonnette and Von Euler's (2004) work is a treatise that collegiate 
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and scholastic practitioners use for all aspects of Title IX, including history, information, and 

compliance strategy. Though it is dated, it remains the most comprehensive and respected 

work in the field. Unlike many other aspects of community college athletics, Title IX compliance 

for community college athletics has been addressed often in the literature. 

Shortly after the federal laws regarding equity in athletics went into effect, Steiner and 

Milander (1978), in their early work in the field, described work conducted at Olympic College 

in Bremerton, Washington, to address Title IX compliance. The strategy promoted ways to 

shrink and reduce all athletic structures and offerings, most notably all the existing male 

athletic components, to make equity much easier to achieve. While this was certainly a strategy 

considered by some colleges early on, it was contrary to the much more pervasive strategy 

taken over time, which was to enhance female athletic opportunities in order to achieve equity, 

rather than diminish male athletic opportunities. 

Staurowsky (2009a, 2009b) provided the most comprehensive and well-known 

community college Title IX work in the beginning of this millennium. Her two-part series 

provides both an accounting of community college Title IX compliance history and a look into 

the challenges and opportunities for community college administrators, at the time, regarding 

Title IX compliance. She also made some predictions about the future of community college 

compliance. Modern authors have built on this work. Pierce (2018) provided an overview of 

Title IX compliance considerations for community college administrators; however, this work is 

only an overview without significant depth on any of the more nuanced challenges that 

community college administrators face. 
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B. A. Miller (2019) produced work analyzing data on the efforts of community colleges 

to provide gender equity in their intercollegiate athletic offerings. She presented an argument 

that gender equity has not been achieved by community college athletic programs, provided an 

accounting of the disparities that still exist, and argued for increased effort by community 

colleges to address these inequities. She called for an amendment to the proportionality test 

that the Office of Civil Rights allows community colleges to use to determine equity within 

community college athletic programs. She argued that the current test does not provide a true 

level playing field between male and female athletics. She also argued for a mandate that 

community colleges have athletic Title IX coordinator or deputy coordinator positions as part of 

their comprehensive Title IX compliance efforts, because she believes this will provide the 

requisite focus on the athletic Title IX compliance that she does not believe currently exists in 

most community colleges. 

While significant Title IX gender equity work specifically related to community colleges 

exists, this is not the case for other community college athletic compliance realms. Compliance 

literature regarding NJCAA rules, regional or conference rules, the Clery Act, sexual misconduct 

laws, or alcohol and drug laws specifically written from the community college perspective is 

almost non-existent. Significant contributions to the literature in these areas are needed. 

RISK MANAGEMENT 

The risk management literature regarding sport management, and more precisely 

college athletics, generally is plentiful. The seminal works in the field cover a range of legal 

issues that can be applied to athletics, whether they be scholastic, collegiate, park district, or 
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club sports, such as the work edited by Appenzeller (2012). This specific work has several 

chapters relevant to portions of this dissertation’s proposed product (Ball, 2012; LaVetter, 

2012). These comprehensive works cover legal and risk management issues in a wide variety of 

topics, including insurance, liability, sports medicine, transportation, and many more. These are 

useful works but are not specific to the nuances of collegiate sport, much less community 

college athletics. 

Additional works are specific to college athletics that provide additional risk 

management information (Abraham, 2013; McClellan et al., 2012). These also are useful, but 

still are not directly focused on community college athletic issues or what might be different for 

community colleges compared to their 4-year counterparts. There also are many topic-specific 

articles relevant to the community college athletic environment that discuss such topics as 

playing surfaces, concussion protocols, and insurance (Conway & Jones, 1993; Krutsch et al., 

2020; O'Brien, 2018; Sadler, 2012). One of the few community college athletic topics covered in 

the literature on risk management is related to transportation. LaVetter and Kim (2010) 

provided a comprehensive and data-informed treatise on the issues that community colleges 

need to review regarding transportation of their athletic teams. There are significant and 

important discussions on the dangers of using vans with lay drivers as a transportation strategy, 

a practice common to community college athletic programs. 
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PRODUCT SECTION 3 – DECISIONAL CONTEXT FOR ATHLETICS 

DIVISIONS AND DECLARATIONS 

Outside of a few discussions of scholarship versus non-scholarship athletics within the 

NJCAA, there is almost no mention of NJCAA divisions in the literature (Bryan, 2019; Bush et al., 

2009; Trump, 2018). Castañeda (2004) provided one of the only significant discussions of this 

topic in the literature, as she provides what is now outdated data on sport participation at 

different NJCAA divisions. Most information about the divisions themselves and the declaration 

of those divisions by community college athletic programs comes from the NJCAA itself. The 

NJCAA Handbook provides the most important information on the topic and it is supplemented 

by the NJCAA website (NJCAA, 2020, 2021a). 

ATHLETIC SCHOLARSHIPS 

A significant amount of literature on athletic scholarships at the NJCAA level focuses on 

the amount of scholarships that student athletes receive and the benefits of those scholarships 

to the student athlete. Castañeda (2004) provided turn-of-the-century data on the percentage 

of NJCAA student athletes receiving athletic grants-in-aid, as well as average dollar amounts for 

those awards disaggregated by gender, sport, and institution type. Bush et al. (2009) expanded 

on this early work with updated information on the per-sport disaggregation of these data. 

Mendoza et al. (2012) discussed the impact that athletic scholarships have on student-athlete 

retention at community colleges. Nichols (2014) and Pflum et al. (2017) built on the earlier 

work by Kissinger and Miller (2007) by discussing community college athletic scholarship 
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availability as it correlates to the college choice of student athletes and their happiness and 

success once enrolled in a community college as a student athlete. 

Unfortunately, only a small number of scholarly works exist about decisions community 

colleges must make regarding their athletic programs’ division and the implications of this 

decision to their scholarship philosophies and structures. Lawrence et al. (2009) provides one of 

the few discussions of community college athletic scholarship decision metrics, as the authors 

discussed, in a brief section of their work, the possibility of and benefits of offering partial 

versus full athletic scholarships. Castañeda et al. (2008) discussed the Title IX gender equity and 

compliance implications of these decisions for community colleges. 

BUDGET AND FINANCIAL MODEL 

References to community college athletic budgets in the literature are almost 

exclusively limited to how much athletics cost an institution; these costs are then viewed 

through lenses of determining the worth of athletics to a community college or whether 

changes should be made to a college’s current athletic offerings. In one of the seminal works on 

community college budgeting and finance (Mullin et al., 2015), there is no significant discussion 

of athletic department budgeting. Diede (2005) discussed some revenue components, 

specifically related to fundraising, of community college athletic budgets, but his work does not 

give any attention to the expense side of the financial equation and is primarily related to the 

athletic trainer components of the budget. 

There is very little work on existing financial models for community college athletic 

programs. The work that does exist tends to look at specific components of community college 
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athletic budgets, such as sport expenditures by college. These studies take large financial data 

sets, predominantly the federal Equity in Athletic Disclosure Act (EADA) data, and use them to 

hone in on one component of the financial picture regarding community college athletic 

expenditures or revenues. Bush et al. (2009), for example, used this federal data to describe the 

average expenditure by community colleges on scholarships disaggregated by sport and further 

disaggregated by scholarship athlete per sport. Castañeda et al. (2008) discussed the financial 

expenditures per sport and gender in the context of Title IX compliance, and Castañeda et al. 

(2005) discussed scholarship expenditure per student at rural-serving community colleges. 

The challenge is the dearth of comprehensive literature exploring how to build and 

understand possible financial models that would help a specific college understand the financial 

impact of their intercollegiate athletic program. When there are references in the literature 

regarding what it costs a college per athlete to have a community college athletic department, 

there is little detail given that would allow a current community college executive leader to 

replicate the model for their institution given their fiscal context (Alexander, 2009; Ashburn, 

2007; Horton, 2009). The closest study to this type of modeling can be found in the dissertation 

by Castañeda (2004), but that research does not provide a workable methodology sufficient for 

a current community college executive leader to replicate the model for their own use. 

SPORT ADDITION OR DELETION 

The community college executive leader with an athletic program is likely to be faced at 

some point in their career with a question or suggestion about expanding or contracting their 

athletic program. If they are at an institution that does not currently have an athletic program, 
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the question about starting a program might arise. There is only a small amount of guidance in 

the literature on this type of decision that considers the nuances of community college 

athletics. Certainly, in today’s enrollment-focused community college, a significant part of the 

decision to contract or expand an athletic program will be enrollment-based, as discussed 

previously, but there are more than enrollment considerations that need to be taken into 

account in these decisions.  

L. A. Byrd and Williams (2007) provided one of the earlier discussions of this topic. They 

discussed recent trends in community college athletic expansion within the context of what 

they were observing in the North Carolina community college system. They discussed funding 

sources, a desire for a focus on local student athletes, and the desire by North Carolina 

executive leaders for a statewide control over athletic expansion and governance of community 

college athletics. 

Castañeda’s work pointed to some considerations for expansion or elimination of 

community college athletics, especially in rural community colleges (Castañeda, 2004; 

Castañeda et al., 2005). More recently, the most comprehensive discussion of these decision-

making metrics came from Lawrence et al. (2009). In this work, the authors discussed revenue-

generation possibilities, some expense categories that might be manipulated to reduce 

expenses, the relationship of athletics to the community college mission, facilities, and some 

potential troubles related to athletics. They then provided guidance to keep the athletes and 

their needs at the forefront of these decision points. Others have built upon these works to add 

perspectives, such as athletics building a sense of community within the college, traditional 
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college environment building, and community partnerships, for community college executive 

leaders to consider when making these decisions (Ashburn, 2007; Horton, 2009; Jenkins, 2006). 

CONCLUSION 

There is a significant shortage of academic devotion to community college athletics. This 

leads to a shortage of research in the field, which makes it incredibly difficult for a new 

community college executive to easily address gaps in knowledge they may have regarding 

community college athletics. This literature review has analyzed what little work in the field 

exists and has combined this analysis with relevant publications from 4-year college athletics 

and other applicable contexts. As community college athletics is experiencing a period of 

expansion in terms of growth in both institutions and teams offered, academics and 

practitioners will hopefully devote more time and resources to research on all aspects of 

athletics within the NJCAA. 
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CHAPTER THREE: METHODOLOGY 

INTRODUCTION 

The impetus behind this research topic springs from a combination of two of the 

author’s strongest professional passions, community colleges and athletics, and whose life’s 

work has centered around these two topics. The opportunity to combine them into this 

dissertation research was a natural fit. Narrowing the research topic and honing the research 

questions led to an extended journey intertwining elements of the author’s professional 

journey and doctoral studies. 

IDENTIFICATION AND REFINEMENT OF RESEARCH QUESTIONS 

The development and revision of the research questions that guided the organization of 

this product were born out of a series of professional and educational contexts. The first was 

attendance at the 2015 Future Leaders Institute (FLI) sponsored by the American Association of 

Community Colleges (AACC). The purpose of this enrichment conference is to prepare 

community college deans, directors, and faculty leaders for executive leadership positions as 

community college vice presidents and presidents of the future. During this conference, the 

topics covered ranged from navigating the executive leadership search process to 

understanding the job demands, prerequisite knowledge, and experience required to succeed 

in these executive leadership positions. Other discussion topics included leveraging an 

individual’s community college leadership pathway and the knowledge coming from that 
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journey, and, conversely, shoring up voids in one’s knowledge base. For example, the majority 

of the attendees were from the faculty and academic leadership ranks. They had significant 

experience and knowledge regarding academic issues, but much less experience and 

knowledge, if any, regarding leading an institution’s student services, financial, governmental 

relations, public relations, human resources, fundraising, intercollegiate athletics, or other 

divisions. Although presidents would not need to do the financial or student services work 

personally for their institutions, they must be able to understand and lead these divisions’ 

interconnectedness with the academic enterprise at their college. FLI made it clear that this 

2015 cohort was representative of executive leadership transitions all across the country. 

As the FLI cohort members discussed their backgrounds and experiences, it was 

apparent that most of these future leaders had minimal experience with, and knowledge of, 

community college athletics in the United States. Through informal conversations at the FLI 

conference sessions, it became clear that a challenge for most aspiring community college 

executive leaders would be their preparedness to knowledgeably lead institutions or divisions 

with community college athletic programs at the beginning of their tenure. Further, it was 

acknowledged that the AACC was putting out very little information, at the time, on athletics 

that would help aspiring executive leaders speed up their learning curve. 

The next step in topic revision was the discussion of the lessons learned at the FLI with 

another group of aspiring community college executive leaders, the author’s doctoral program 

in community college leadership (DCCL) cohort classmates, faculty, and mentors. Many of the 

DCCL students had similar backgrounds and experiences to those found in the FLI cohort. They 

reported minimal understanding of community college athletics, the challenges that athletics 
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could present to a community college executive leader, or how to augment their knowledge in 

this area. One pointed example was obtained from a DCCL cohort member who was promoted 

from an academic position to an executive leadership position that included supervision of the 

athletic department at that particular community college. This classmate expressed immediate 

frustration at having to make decisions right away regarding topics for which this individual had 

no knowledge base nor an easy or quick way to address that lack. She could not find any 

concise resources in the literature to help her development in this area of community college 

leadership. 

FORMATIVE EVALUATION CONSTRUCT 

One of the foundations of formative evaluation is that the need for the program or 

process to be developed must be clearly established. The informal process described above had 

identified the void existing in the preparation of community college executive leaders regarding 

their knowledge of community college athletics, constituting a formative assessment-type 

process of establishing the need for this product. Thus, a decision was made to explore creating 

this product under the guiding principles of formative evaluation/assessment. Within the field 

of education, formative evaluation is an evaluation model primarily used for program 

contemplation and development in the field of instructional design.  

Walter Dick (1977), a founder within this branch of formative evaluation, offered that 

“formative evaluation may be more precisely defined as a process of systematically trying 

instructional materials with learners in order to gather information and data which will be used 

to revise the materials” (p. 311). Conceptualizing this product certainly was not accomplished 



 

40 

utilizing a strict or full formative assessment process, but this theoretical framework guided 

how the product was constructed. 

A review of the formative evaluation/assessment literature for instructional design 

indicates that there are three primary agents in a formative assessment situation—the learner, 

the teacher, and the learner’s peers (Black & Wiliam, 2009). Applying these agent roles to this 

product assigns the title of learner to the new community college executive leaders, the 

teacher role to the author of the product, and the peer role to the new leader’s institutional 

colleagues, such as the athletic director, the chief financial officer, the Title IX coordinator, and 

many others.  

Influenced by earlier works in the literature, such as Wiliam and Thompson (2007), Black 

and Wiliam (2009) concluded that “formative assessment can be conceptualized as consisting 

of five key strategies”: 

• Clarifying and sharing learning intentions and criteria for success 

• Engineering effective classroom discussions and other learning tasks that elicit 
evidence of student understanding 

• Providing feedback that moves learners forward 

• Activating students as instructional resources for one another 

• Activating students as the owners of their own learning. (p. 8) 

Utilizing these strategies, this product was designed to create a formative evaluation 

cycle for the learner (the new executive leaders) in which they have a structure to evaluate 

their specific learning needs in a particular area of community college athletic knowledge. 

First, the teacher (author) has used the literature and personal background knowledge 

and expertise to “clarify and share the learning intentions” and criteria for success—
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understanding of that aspect of community college athletics. The learner (new executive 

leader) can then utilize the “why is this important to me” component of each topic in the 

product to evaluate if they identify this topic as a weakness needing their attention. The main 

content discussion for each topic within the product is then intended to create “effective 

classroom discussions and other learning tasks that elicit evidence of student understanding.” 

The section content is intended to be part of the learning process, but it is also intended to 

serve as a conversation starter between the new executive leader (learner) and the content 

experts both within and outside of their institution (peers) in order to activate “students as 

instructional resources for one another.” 

The content and subsequent conversations are intended to provide a formative 

opportunity for the executive leader to match their need for knowledge on a topic, within the 

specific context of their institution and leadership situation, with their development in that 

area. In effect, this provides them with the formative feedback loop that “moves the learner 

forward.” Finally, the last section under each topic within the product is the “Additional 

Resources” section, which is intended to activate the “students as the owners of their own 

learning.” The new executive leaders can continue to evaluate their own learning and 

additional knowledge until they feel they have the requisite knowledge needed for their 

specific situation. 

Three components were combined to refine the research questions to be answered 

under this formative evaluation construct and guide the teacher (author) in identifying the 

initial “learning intentions and criteria for success.” These three components are a review of the 
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community college athletic literature, conversations with experts in the field, and the personal 

expertise in community college athletic administration of the author. 

LITERATURE REVIEW CONTRIBUTION TO METHODOLOGY 

Through the professional and educational experiences described earlier, the need for a 

product to assist new community college executive leaders in understanding the complex 

administrative issues of community college athletics became clearer. The author began 

conducting an extensive review of the literature. The first conclusion drawn from this review 

was that community college athletic literature was somewhat scarce. The second conclusion 

was that while much has been written on leadership in community colleges, the impending 

turnover of community college executive leaders in the coming years, and many of the 

knowledge and experiential components needed in an aspiring community college executive 

leader’s portfolio, there was almost nothing included in this literature pertaining to community 

college athletics. The gaps in the literature with regard to community college leadership and 

athletics were wide and deep. 

In the literature related to community college leadership and its role with athletics or 

knowledge of athletics at that level, there is a scant study or two focused on whether athletics 

fit within the mission of the community college, and, if so, how current leaders feel about this 

question (Williams & Pennington, 2006). No matter what the result of a scholarly debate on 

that topic might be, athletics in community colleges seems to be a reality for the foreseeable 

future since over half of the community colleges in the country have athletic programs. Rather, 

the ultimate relevant issue is what aspiring executive leaders who are going to lead community 
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colleges with athletics need to know to do their job. This question was the focal point for this 

scholarly project. 

COMMUNICATIONS WITH EXPERTS IN THE FIELD 

At this point, several more communications occurred that were combined with the 

existing literature and the author’s DCCL coursework to refine the three research questions that 

frame this product. Two conversations conducted with high-ranking members of the National 

Junior College Athletic Association (NJCAA) were instrumental. The author was fortunate to 

have a discussion with Dr. Chris Parker, the chief executive officer of the NJCAA (C. Parker, 

personal communication, 2019). This conversation was held at a time when Dr. Parker was 

restructuring the organization, and it helped narrow the first research question to its final 

version: What information does a new community college executive leader need to know about 

the structure of community college athletics nationally, regionally, and institutionally? 

Significant discussion occurred about the rationale behind his restructuring plans, much of 

which involved empowering the leadership within the member colleges to guide the 

organization in more effective and efficient ways. How vital it is for community college 

executive leaders to understand the NJCAA so they can participate in future planning for the 

success of their student athletes at institutional, regional, and national levels was emphasized. 

Discussions with Rod Lovett, a long-time and award-winning community college athletic 

director and long-serving NJCAA Region 24 director, now turned director of championship 

events for the NJCAA, were also instrumental in framing the components of topics to be 
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covered in order to answer this first research question (R. Lovett, personal communication, 

2004-2021). 

Conversations with Mr. Lovett also were instrumental in helping to refine the 

components of the second research question: What information does a new community college 

executive leader need to know to be able to conduct or evaluate an analysis of the athletic 

situation at their current institution? Extensive discussions took place about the institutional 

components important for him, as a former community college athletic director, in educating 

new executive leaders, as he worked with three different presidents and three different vice 

presidents during his tenure. Additionally, the author’s DCCL practicum class allowed for the 

interview of three experienced Illinois community college presidents about their athletic 

programs and what knowledge they had gained over the years about evaluating community 

college athletics, at their institutions and in general. Important items for new executive leaders 

to know were extrapolated from these conversations. Much of the author’s personal 

experience in community college athletics, as a coach and an executive leader overseeing a 

division containing an athletic department, also were utilized to make decisions about which 

topics to include in the product to answer this research question. 

The third research question is: What information does a new community college 

executive leader need to know when making future decisions regarding community college 

athletics at their institution? Much of the refinement of this third research question was again 

based on personal conversations and personal experiences. Fellow chief student services 

officers have generously and openly shared their experiences in dealing with athletics in both 

times of expansion and rescission. The enrollment, financial, and structural components of 
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community college athletics that were important to them and their institutions have been 

enlightening. Again, conversations with Rod Lovett were essential on this question. 

Additionally, Chris Randles, chief financial officer and vice president for administrative services 

at Parkland College in Champaign, Illinois, helped review the financial modeling section to 

provide feedback on the model. It should be noted that much of this product was developed 

and refined during the global COVID-19 pandemic of 2020-21, and research interviews and 

conversations were conducted virtually via telephone (C. Randles, personal communication, 

May 26, 2021). 

Lastly, many of the refinements made to the research questions and the decisions about 

what to include in answering those questions comes from the author’s personal experiences. 

These experiences lend credibility to academic decisions made in the course of organizing and 

creating this product. 

AUTHOR’S PERSONAL STATEMENT ABOUT QUALIFICATIONS IN THE FIELD 

I have spent the majority of my life involved in interscholastic or intercollegiate athletics 

in one capacity or another. My professional career began as a high school mathematics and 

social studies teacher and athletic coach, where I spent the better part of a decade roaming the 

sidelines or dugouts of one sport or another. I spent time training athletes who wanted to make 

it to the next level, to play in college, many of whom would end up going through the 

community college recruiting process. From there I made the jump to intercollegiate athletics, 

where I spent five years as a community college head volleyball coach and athletic academic 

advisor. I then made a career change to the other extreme of intercollegiate athletics, spending 
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4 years at a Big Ten conference, athletic powerhouse where I would again serve as an athletic 

academic advisor, working on student-athlete success initiatives and academic progressions for 

athletes who were NCAA national champions and Olympians. 

I decided to return to the community college sector, spent a few years working in the 

placement and testing side of admissions, and then progressed to the dean of enrollment 

management role. These two professional endeavors are important to my athletic 

understanding; they added significant depth to my understanding of community college 

enrollment theory and practice generally, and specifically as it relates to community college 

athletics and its relationship to institutional enrollment. For the last 6 years, I have served as a 

community college vice president for student services with an incredibly robust and successful 

NJCAA-member athletic department under my portfolio of responsibility. In those 6 years, I 

have served as an interim athletic director for a year while a permanent athletic director was 

hired. I have rebuilt an athletic budget and trained the new athletic director and his staff on all 

aspects of administering that budget. I have also completed 2 years of the annual Equity in 

Athletics report required by the federal government. 

A couple of additional components of my experience over the last 25 years are relevant 

as the reader assesses my credibility related to community college athletics. I have spent over 

20 of those years coaching club volleyball on the nights and weekends, training and helping 

with recruiting many athletes who would end up receiving community college athletic 

scholarships. I have spent the last 12 years as a radio announcer for a Big Ten conference 

volleyball team. My role as vice president for student services also includes the duties as Title IX 
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coordinator on my campus. These three seemingly unconnected components add significant 

depth to my community college athletic credibility. 

So how does this seemingly disjointed bunch of experiences make me qualified to write 

this guide for new executive leaders getting their first experiences with community college 

athletic oversight? The first observation that can be made from my professional trajectory, 

perhaps, is the breadth of experiences I have had. I have worked with student athletes entering 

college on both ends of academic preparedness and everywhere in between, from those who 

were reading at a very low level and whose math skills were below college level when they 

started, to those who were academically gifted and high achieving in the most rigorous of high 

school curriculums. I have worked with a similar wide range of athletic talents, from those 

wanting desperately to be college athletes but being unable to perform at that level, to those 

athletes destined to be NCAA champions and Olympians. I have worked on both ends of the 

athletic department spectrum, from the community college athletic department where the 

coaches drove a 15-passenger van to the games and the coaches’ salaries were about $10,000 

for a season, to those where the teams chartered planes for games and the coaches made a 

higher annual salary than the university president or the governor of the state. 

Within community college athletics, I have practiced in the areas of recruiting, 

admissions, academic advising, student success, budget, compliance, administration, financial 

aid and scholarships, fundraising, and sports information. I have added experience in 

interscholastic athletics and club athletics, the feeder pipelines for community college athletics, 

and NCAA Division I athletics, the transfer pathway for many community college athletes. My 

experiences are at the coaching, support staff, and administration levels, so I have seen all 
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aspects of the community college athletic enterprise from the inside out. My community 

college dean of enrollment management experience makes me intimately familiar with all 

aspects of community college admissions, placement, and onboarding. The Title IX coordinator 

duties I currently undertake make me intimately familiar with the gender-equality requirements 

of community college athletics and give me constant administrative involvement with 

community college athletic budgeting, facility planning and utilization, and compliance aspects 

of the program. 

Lastly, my 6 years serving as a community college vice president with an athletic 

department in his portfolio give me the experience to understand the informational needs of a 

colleague newly in my position or in a new president’s position, especially if that new executive 

leader, be it president or vice president, does not have a strong athletic background to begin 

with. I have spent the last 6 years helping a president navigate budget challenges where 

athletics was certainly part of the conversations; supervising a dean of enrollment management 

where strategic enrollment management conversations certainly contained athletic 

components; assisting board of trustee members in staying current on information related to 

our athletic components, including the pros and cons of athletics to our community college 

mission; assisting the chief academic officer in building good relationships between the athletic 

department and the faculty; and making sure the athletic department was carefully spending its 

limited resources and performing its myriad of duties in a manner consistent with all of its 

regulatory obligations. In the course of these duties, I have undertaken many professional 

development opportunities that have expanded my knowledge base in the areas covered by 

this dissertation. For example, I have been to the Association of Title IX Administrators’ (ATIXA) 
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training on Title IX as it relates to athletic compliance, program evaluation sessions at Higher 

Learning Commission (HLC) conferences, enrollment management sessions on building 

enrollment through community college athletics at HLC conferences, and more. It is these 

experiences that make me uniquely qualified to use existing research and best practices to 

create this guide for community college executive leaders of the future. 

RESEARCH QUESTIONS 

The three components discussed in this chapter produced these final research questions 

to be answered as the starting place in this formative assessment guided product: 

1. What information does a new community college executive leader need to know 
about the structure of community college athletics nationally, regionally, and 
institutionally? 

2. What information does a new community college executive leader need to know to 
be able to conduct or evaluate an analysis of the athletic situation at their current 
institution? 

3. What information does a new community college executive leader need to know 
when making future decisions regarding community college athletics at their 
institution? 

ADDITIONAL RESEARCH METHODOLOGY 

The concept of a financial model to look at the return on investment (ROI) for a 

community college’s expenditures on its athletic program is certainly not new. There have been 

a few references in the literature regarding how a community college could and should 

scrutinize its athletic program’s finances (Alexander, 2009; Bush et al., 2009). The ROI 

calculations discussed in the literature were largely vague in their methodology, and any details 
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included did not provide the level of specificity needed by executive leaders in making decisions 

for their community college. 

In 2015 and 2016, the author had conversations with Steve Norton, another community 

college vice president for student services in Illinois, who also desired an accurate ROI tool in 

calculating the ROI for his teams (S. Norton, personal communication, 2016). He shared a 

spreadsheet he had been using to try to get to the ROI for his teams at his particular community 

college. These conversations were extremely useful in conceptualizing the level of financial 

specificity and comprehensiveness needed in an ROI calculation model. What also was needed 

was a flexible model that could be tailored by each community college to fit unique institutional 

financial constructs regarding athletics and state financial contexts. Informed by these 

conversations with Steve Norton and other chief student services officer colleagues, and the 

author’s own knowledge in the field, a model was created that is intended to achieve these 

goals. To test the model and provide some degree of external validation, Rod Lovett, from the 

NJCAA, and Chris Randles, a community college chief financial officer with over 20 years of 

experience, reviewed and critiqued its content (R. Lovett, personal communication, 2004-2021; 

C. Randles, personal communication, April 29, 2021). 

ASSUMPTIONS AND LIMITATIONS 

AUDIENCE LIMITATION 

The first limitation defines the audience of this product. The term used in the research 

questions, executive leader, is meant to be the chief executive officer, most often called 

president, and the vice president levels of a community college district. The rationale for this 
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assumption is that presidents are responsible for everything at their institution and president 

seems to be the most common term for the chief executive officer of a community college 

district. The guide is intended to be equally applicable to a district chancellor position. Vice 

presidents are counted in the executive leader category as well. In many cases, the vice 

president, under whose portfolio athletics at that institution sits, will be the executive-level 

leader with the most interactions and responsibility regarding athletics. In many cases this will 

be the vice president for student services (or equivalent title), but in some cases it might be the 

provost, vice president for academic affairs, or the vice president for administrative affairs. In 

some cases, especially at smaller community colleges, deans may function as the administrative 

level below the president, and in these cases, these deans would be counted in the executive 

leader category as well. 

ORGANIZATIONAL LIMITATION 

There are three governing body organizations for community college athletics. While 

there may be similarities between the organizations, and the material contained in this product 

might have some implications for the other two organizations and their members, this product 

is written regarding the largest community college governing body, the National Junior College 

Athletic Association (NJCAA) only. The NJCAA governs community college athletics in all of the 

continental United States except for California, Washington, and Oregon. California has its own 

governing body, the CCCAA, as does the partnership between the community colleges in 

Washington and Oregon, the NWAC. The distinction is blurred a little by the fact that a few of 

the Washington and Oregon community colleges send teams in the sports of swimming and 
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diving and wrestling to the NJCAA to compete since the NWAC does not have those sports. 

Given the much larger membership in terms of states and community colleges involved, the 

NJCAA was chosen as the focus of this product. 

CONCLUSION 

As the need for this product was discerned through professional interactions of the 

author, a multifaceted approach to defining the research questions was used. The author’s 

experience with community college athletics, and as a community college executive leading a 

division that contained the athletic department, was leveraged to provide a base for identifying 

the knowledge a new community executive leader might need to know. A formative evaluation 

construct was chosen to provide a theoretical structure for the product. Communication with 

experts in the field, as well as a review of pertinent literature, was then used to refine the 

research questions that defined the product created. 
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CHAPTER FOUR: BRIEFING TOOL ON ATHLETICS FOR 
NEW COMMUNITY COLLEGE EXECUTIVE LEADERS 
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CHAPTER FIVE: CONCLUSION 

INTRODUCTION 

There are many preparation manuals for new college presidents that have hundreds of 

pages covering a multitude of different skills and understandings that new presidents must 

have as they transition to their new jobs. These manuals often paint with a broad brush and 

cover everything from A to Z in the presidential “must knows.” An excerpt from Valeau and 

Raby (2021), a recent version of one of these guides, offers the following: 

Embarking on a career as a community college president demands that aspirants be 
committed to bold and courageous leadership. It demands that aspirants have the 
competencies to lead an institution through its ups and downs while striving for 
greatness. Community college presidents are expected to be visionaries, innovators, and 
builders of people, programs, services, and students. They are required to manage the 
college or district affairs and work cooperatively and communicate effectively with all 
constituents. Issues of the day related to budgeting and financing, curricular and 
student services planning, fundraising, student life, community needs and business and 
industry needs all fall with the role’s scope. (p. 7) 

This guidance is important, and no doubt provides prospective and new presidents with 

great understanding of many topics. This segment of community college leadership literature 

has been well-developed. A new executive leader can take these pieces of the existing 

literature and use them to hone their career full of experiences into a robust resumé, 

demonstrating aptitude for great success in an executive leadership position. But certainly, 

there will be gaps in any new executive leader’s experiences, past duties, and educational 

opportunities, leaving them less prepared for certain aspects of their job. 
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IMPLICATIONS OF THIS PRODUCT 

Knowledge of community college athletics is often one of these gaps for many new 

community college executive leaders. A scan of these preparation guides reveals little, if any, 

consideration of community college athletics. Community college athletics can be one of the 

largest single departmental budgets existing in the college. It has a structure and a mode of 

operations very different from any other in the college. It likely has very different constituent 

groups in terms of philosophies, education, motivation, and performance compared with other 

areas of the college. 

This current product is not designed to be one of those broad, all-encompassing works, 

but rather fills a void within them. It is the intention of this product to help new executive 

leaders begin to fill a gap, to provide a basic introduction to community college athletics as they 

transition into their new roles. This product can start conversations between the new executive 

leader and members of their institutional teams who play a role in the athletic operation. These 

team members can help contextualize the new leader’s understanding of the athletic program 

at that particular institution. The new leader can then perform an initial evaluation of the 

athletic program they have inherited and begin to provide leadership and vision for their 

athletic program. The hope is that, after reading this product, the new executive leader will be 

entering those conversations from a level of understanding that is much greater than before 

they interacted with this product. Further, the product is intended to shape a thought process 

and organizational structure for the new executive leader to go out and seek the most relevant, 

immediate information they need to begin to fill in their athletic knowledge gap. 
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RECOMMENDATIONS FOR FUTURE WORK 

As noted in the literature review section of this dissertation, the breadth and depth of 

research on community college athletics is in need of bolstering. The author hopes that this 

product plays an important role of invigorating research about community college athletics by 

academic practitioners who understand the nuances of athletics at the community college 

level. Further research is needed regarding athletics in the scope of some rapidly changing 

contexts within community colleges. A deeper level of understanding will allow leaders to make 

more specific and informed decisions regarding their athletic department as they gain 

experience and time in their positions. Future research needs can be categorized into the 

following areas: community college leadership and athletics, institutional enrollment 

relationships and strategies regarding community college athletics, financial aspects of 

community college athletics, new contextual factors for community college athletics, and 

additional audiences. 

LEADERSHIP AND COMMUNITY COLLEGE ATHLETICS 

Mitchell Williams and Kevin Pennington have led teams conducting research efforts into 

the intersection between community college athletics and presidential leadership (Williams 

et al., 2008; Williams & Pennington, 2006). However, their work focused on only six states, it 

was conducted more than a decade ago when the athletic and community college contexts 

were drastically different than they are today, and other executive-level leaders were not 

included in their work. Also, many institutions have changed leadership since that point in time. 

Their work focused predominantly on the data quantifying presidential perceptions of 
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community college athletics. It did not correlate these perceptions to the success rates of 

athletic and academic accomplishment at the institutions these presidents led. This research 

needs to be extended to understand what impact the philosophies, practices, and actions of 

executive leadership have on the success of the athletic program and its student athletes. It is 

through these types of data that executive leaders will have a better understanding of how to 

adjust their philosophies, practices, and actions to produce the optimal athletic program for 

their institutional context. 

ENROLLMENT 

The national declines in community college enrollment over the last decade have been 

noteworthy, with precipitous declines occurring within some states. As a result, there has been 

an explosion of community colleges focusing, within both the institutional and academic 

communities, on enrollment, as evidenced by many community colleges joining their 4-year 

counterparts in subscribing to the burgeoning field of strategic enrollment management. 

Unfortunately, the current impact of athletics on community college enrollment, and the 

strategic possibilities for including athletics in a community college’s enrollment management 

strategy, are woefully under-researched. In the seminal works of Bob Bontrager and Bruce 

Clemetsen (2009), such as Applying SEM at the Community College, there is no substantive 

mention of athletics. 

For a new community college executive leader to understand the potential impact of 

community college athletics on enrollment, the literature needs to be updated on the student 

athlete’s college choice motivation and student-athlete participation demographics. Important 
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works by Nichols (2014), Knight (2012), and Ashburn (2007) are now approaching a decade or 

more since being completed. Both the enrollment and athletic contexts have changed 

dramatically since these works were published. Four-year universities are enrolling more 

students than ever who historically were community college bound. Who are the current 

student athletes participating in community college athletics? What are the current motivations 

and goals for athletes looking at community college athletics? What opportunities for growth in 

enrollment exist for community colleges regarding athletics? These are a few of the questions 

that new community college executive leaders will want to have researched in the near future 

in order to better lead their community colleges and the athletic enterprises contained within 

them. 

There are 4-year colleges, many private, NCAA Division II, NCAA Division III, or National 

Association of Intercollegiate Athletics (NAIA) institutions that are exploring models that 

attempt to provide significant enrollment growth for their institutions through athletic 

expansion. These institutions, such as Lindenwood University in Missouri, are sponsoring 

upwards of 20 varsity sports in order to boost enrollment and, subsequently, to positively 

impact the financial contributions of the athletic department to the institution’s bottom line. A 

few community colleges, such as Iowa Central College, have begun to explore this type of 

model as well. Significant research needs to be conducted at both the 4-year and community 

college levels to understand the enrollment strategies and implications of these models in 

order to determine their usefulness for community colleges in the future. 

Related to the enrollment and athletic participation research opportunities just 

discussed is a need for additional research on the topic of diversity as it relates to community 
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college athletics. A limited, but dated, amount of literature exists on these topics (Harper, 2009; 

Horton, 2009, 2015; Mendoza et al., 2012). Community college executive leaders would be well 

served to have additional research data on the diversity benefits of intercollegiate athletics, 

trends in athletic participation, and their related impacts on diversity for their institutions. 

Many institutions have these data for their specific situations, but understanding how these 

trends are playing out regionally and by sport across the country will allow for better decision 

making related to strategic enrollment management plan improvements for their institution, 

for athletic funding decisions, and for sport elimination or addition decisions. 

FINANCIAL RESEARCH 

There is an extensive body of research about a vast array of NCAA athletic financial 

topics. A review of the literature for similar research on community college athletic financial 

topics does not produce the same breadth and depth. The return on investment (ROI) literature 

is inconsistent and dated at best. Castañeda (2004), Bush et al. (2009), and Lawrence et al. 

(2009) provide basic information and general research regarding the financial costs and returns 

for community college athletic programs, but there is very little detail that can be used by 

executive leaders in evaluating their own programs at their institutions. This product provides a 

model that can be used for individual institutions to review their own ROI for their athletic 

program. Considerable research should be conducted to expand on the work of previous 

research projects and to evaluate the model put forth in this product formally, potentially 

providing improvements to its construct. 



 

132 

Additionally, research should be conducted on the individual budget components 

introduced in this current research product. Each of these budgetary areas should be studied 

financially to determine which constructs of each component produce the best ROI model for 

that component within the community college athletic context. For example, research could be 

conducted on the financial ROI on different types of academic support service models or 

coaching pay models and which contextual variables alter the ROI calculations. Also, research 

on the fundraising being done for community college athletics, both formally by institutional 

foundations and informally by booster clubs, athletic departments, and teams, is needed. 

Information of this nature would allow executive leaders at community colleges to have greater 

information with which to conduct detailed athletic program reviews and to make efficient 

athletic budget allocations. Pinpointed financial research of this nature also would allow 

executive leaders to make more informed decisions about potential budget adjustments 

needed to improve performance on success metrics, as well as what level of fiduciary oversight 

was needed by the executive leaders to make sure institutional spending for athletics was in 

line with the philosophies and fiscal policies of the institution. 

NEW CONTEXTUAL FACTORS FOR COMMUNITY COLLEGE ATHLETICS 

Name, Image, and Likeness 

In the fall of 2019, California was the first state to pass a law allowing college athletes to 

create endorsement deals to profit from their name, image, and likeness (NIL) (Murphy, 2021). 

This law stood firmly in opposition to the amateurism rules created by the NCAA, NAIA, and the 

NJCAA. In December of 2020, the U.S. Supreme Court decided to hear the appeal from the 9th 
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Circuit ruling in the “Alston v. NCAA antitrust lawsuit. While not directly related to NIL rules, the 

Supreme Court’s decision in this case could impact how much control the NCAA has in defining 

amateurism in the future” (Murphy, 2021). When it became apparent in the spring of 2021 that 

no federal NIL law was likely, after several failed attempts to get such a law through Congress 

were made, individual states began to take it upon themselves to follow California’s lead and 

pass state NIL laws. These laws made it illegal for the NCAA, NAIA, and NJCAA to block 

collegiate athletes in their states from making NIL endorsement deals that earned them 

revenues based on their status as student athletes. Currently, 27 states have passed NIL laws, 

with several more having NIL bills pending in their state legislatures. Many of these states made 

their bills effective as early as July 1, 2021 (Murphy, 2021). 

NIL laws will make it permissible under NJCAA rules for community college student 

athletes to receive compensation for such things as doing a commercial for a business, 

recording a message for a fan, influencing behavior on social media, making appearances, 

selling merchandise, signing with an agent to help them navigate these endorsement 

opportunities, and several other endorsements opportunities. Community colleges could now 

be responsible for training student athletes on taking advantage of these opportunities legally, 

filing the correct contract and tax paperwork, reporting their endorsement opportunities to 

their colleges, not infringing upon college-owned trademarks and logos during these 

opportunities, and building their individual brands. Community colleges certainly will need to 

train student athletes on how to take advantage of these opportunities within the NJCAA rules. 

Employees of the institution also will need training on how to interact with these opportunities 

legally without risking the student-athlete’s eligibility or institutional sanction from the NJCAA. 
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It is not overstated to conjecture that this is the most significant development in 

collegiate athletics, causing member colleges the most amount of work, since athletic 

scholarships were made legal and compliance work regarding scholarships was thrust upon 

institutions. A significant amount of research and information will be needed by executive 

leaders once the ramifications of these new NIL laws are fully understood, and before 

community colleges are required to create NIL policies and procedures ensuring they function 

legally and in the best interest of their student athletes. A subsequent edition of a product like 

the one created for this research will undoubtedly need to contain significant material on NIL 

laws. These laws and their implications are simply too new to be included in this version. 

Transfer Issues 

Another issue that could fundamentally alter the landscape and construct of collegiate 

athletics is the transfer student athletes. In the summer of 2021, thousands of NCAA athletes 

entered the NCAA transfer portal, with many switching colleges (Weaver, 2021). This 

unprecedented transfer volume had profound impacts on recruiting, roster management, and 

team stability. Athletes changed venues for what appeared to be better opportunities for 

themselves or for no apparent reason at all. The roster instability and the potentially profound 

impact on the already seemingly never-ending recruiting cycle for college athletics will need 

close study and research in the coming years. This has been exclusively an NCAA issue so far, 

but in the future the NCAA impact might trickle down to community colleges or the transfer 

culture might encroach on the NJCAA. 

There is another side of the transfer issue that community college executive leaders will 

need to monitor closely. Weaver (2021) quotes Jeff Hansen of 247Sports: 
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“That’s true in some cases, but I think the transfer portal has also convinced college 
coaches that it’s easier to ask players to move on from their program. When you look at 
the number of players who enter the portal and don’t find a new home, it’s hard not to 
wonder if many of those players didn’t have a choice to enter their name into the 
transfer portal.” How do administrators know if athletes are being run out of the 
program? (para. 7) 

If the transfer culture in the NCAA makes its way to the community college athletic 

landscape, community college executive leaders will need to stay vigilant for coaches using the 

transfer culture to disguise pushing players who are not working out in their program away 

from their institution. Additional research will need to be commissioned to study the potential 

impacts of transfer on community college athletics. Best practices in oversight will need to be 

identified and maintained by community college executive leaders. 

ADDITIONAL AUDIENCES 

The intended audience for this product is the executive leaders of NJCAA member 

institutions and those considering membership in the NJCAA. The members of the governing 

boards at these institutions may benefit from a version of this product as well. Although this 

product in its current form could be used by these elected and appointed officials, a revised 

version that discusses the role of the trustee in community college athletics and more detailed 

governance sections would be advisable for this audience. 

The material in this product was written within the construct of the National Junior 

College Athletic Association (NJCAA) and its member institutions, athletic offerings, and student 

athletes. While there certainly are similarities that exist between the NJCAA and its constituent 

groups and the other two community college athletic associations and their constituencies, 

significant differences also exist. These differences are important enough that a guide of this 
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nature should be created for executive leaders at community colleges who are members of the 

California Community College Athletic Association (CCCAA) and the Northwest Athletic 

Conference (NWAC). 

CONCLUSION 

This product is intended to add to the body of leadership preparation tools that exist for 

new community college executive leaders. As the tenures of current presidents and vice 

presidents in community colleges get shorter, and transitions of these leaders become more 

frequent within community colleges, it is likely that more and more new leaders will have little 

to no experience administering community college athletics. Athletics at the community college 

level likely makes up a significant portion of an institution’s budget, can be one of the most 

visible departments in the entire institution, and provides some of the most high-profile 

opportunities for failures in leadership. Given these contextual realities, new community 

college executive leaders need support as they attempt to get up to speed on the athletic 

portions of their new responsibilities. This briefing tool provides them with a construct for their 

preparation strategy for community college athletics, through baseline information, suggestions 

for additional knowledge acquisition on relevant subjects, and frameworks for conversations 

with the appropriate members of their institutions. 
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