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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



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



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).



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, lllinois (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).



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,



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



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



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.



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)



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

20

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

11



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, 20193,

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

22



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

III

“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 enroliment, 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. Castafieda (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 | 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). Castarieda (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 Castafieda 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

27



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

28



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). Castarfieda (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. Castafieda (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. Castafieda 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. Castafieda et al. (2008) discussed the financial
expenditures per sport and gender in the context of Title IX compliance, and Castafieda 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 Castarieda (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.

Castafieda’s work pointed to some considerations for expansion or elimination of
community college athletics, especially in rural community colleges (Castafieda, 2004;
Castarieda 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.

36



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
guestions 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
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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”:

e Clarifying and sharing learning intentions and criteria for success

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

e Providing feedback that moves learners forward

e Activating students as instructional resources for one another

e 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—

40



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
qguestion (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 lllinois 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, lllinois, 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

| 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 | spent the better part of a decade roaming the
sidelines or dugouts of one sport or another. | 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 | made the jump to intercollegiate athletics,
where | spent five years as a community college head volleyball coach and athletic academic

advisor. | 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 | 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.

| 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 enroliment
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, | 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, |
have served as an interim athletic director for a year while a permanent athletic director was
hired. | have rebuilt an athletic budget and trained the new athletic director and his staff on all
aspects of administering that budget. | 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. | 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. | 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 | have had. | 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. | 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. | 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, | have practiced in the areas of recruiting,
admissions, academic advising, student success, budget, compliance, administration, financial
aid and scholarships, fundraising, and sports information. | have added experience in
interscholastic athletics and club athletics, the feeder pipelines for community college athletics,
and NCAA Division | athletics, the transfer pathway for many community college athletes. My

experiences are at the coaching, support staff, and administration levels, so | 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 | 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. | 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, | have undertaken many professional
development opportunities that have expanded my knowledge base in the areas covered by

this dissertation. For example, | 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 lllinois, who also desired an accurate ROl 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

guestions, 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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PREFACE

This guide is intended to be a practitioner's
resource for two audiences: community college
presidents who are taking over leadership of NJ-
CAA-affiliated institutions, and community college
vice presidents (or deans in some small commu-
nity colleges) who are taking over direction of divi-
sions that include their institution's intercollegiate
athletic programs. There are three main organi-
zations in the United States that are responsible
for administering community college athletics.
The NJCAA is by far the largest and administers
(or would presumably administer) athletics in all

states but five: Alaska, California, Hawaii, Oregon,
and Washington. Most of the information in this
guide is likely to be applicable to all community
colleges that have intercollegiate athletics, but
the intention of this guide is to limit its scope to
NJCAA-affiliated institutions. This guide also is in-
tended to be an introductory-level look at commu-
nity college athletics, providing readers with the
contextual foundation for a deeper look into the
institution-specific structures, operations, commu-
nity connectivity, and personnel that make up the
athletic departments at their colleges.

This briefing tool created in partial fulfillment
for Doctorate in Community College Leadership
(Ed.D.) dissertation requirements at Ferris State
University.

Briefing tool design and layout completed by
W Jake Tatar, senior graphic designer at Parkland
College.
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INTRODUCTION

An argument can be made that intercolle-
giate athletics at the community college
level is the most prevalent community college
endeavor that has the smallest research basis, is
the least understood, and engenders, perhaps, the
widest range of feelings and opinions regarding
its purpose and value. Misconceptions run ram-
pant with regard to community college athletics
because of its association with its counterpart at
NCAA Division | institutions. Very little academic

research about community college athletics exists.

The emotional response to community college
athletics, especially in communities where there
are no competing professional or other collegiate
athletic enterprises, can be incredibly strong in
both the positive and negative directions. Many
community and institutional constituent groups
are able to get close to community college ath-
letics and the athletes, often much closer than at
the NCAA level. Community members may have
watched the community college athletes play in
their hometowns or have season tickets to the
community college athletic events where they
can sit right on the floor and interact intimately
with the teams and contests. College faculty/staff
might have worked closely with the student in the
classroom or student service area. Especially in
small, rural, or financially struggling community
colleges, there might be an intense competition
for resources where faculty and staff feel that the
community college athletic program is directly
negatively impacting the mission of the commu-
nity college and their personal role within the
college. As a result, the intimacy that community
members and employees can have with their com-
munity college athletic programs can lead to a
number of voices advocating passionate and per-
sonal perspectives regarding community college
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athletics at their institutions. These are some of
the reasons why a guide like this is needed in the
community college leadership landscape. Presi-
dents and vice presidents will undoubtedly need
to interact with these perspectives on numerous
occasions.

Many community college leaders at the pres-
idential or vice presidential level move into their
positions having very little experience with, or un-
derstanding of, community college athletics, and
then face a duty to lead institutions with athletic
programs. Current or future community college
leaders also may have intercollegiate athletic
experience at the NCAA level, a drastically dif-
ferent construct from that existing in community
college athletics. The turnover of leadership that
is expected to continue in the community college
sector also drains institutions of leaders that have
community college athletic experience and under-
standing. Between the beginning of the 2011-2012
academic year and March of 2016, the American
Association of Community Colleges calculated
that 1,026 community college presidencies turned
over.? As of May 2016, “‘Seventy-five percent of
presidents have announced plans to retire in the
next 10 years, as have 75 percent of senior ad-
ministrators,’ said [Terry] O'Banion,” a prominent
scholar on community college leadership.? This
presidential churn in community colleges has un-
derstandably created a similar turnover at the vice
presidential level.

According to the American Association of Com-
munity Colleges (AACC), there are 1,103 commu-
nity colleges in the United States.* The National
Junior College Athletic Association (NJCAA) has
511 member colleges or campuses that partic-
ipate in intercollegiate athletics, which include
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colleges from 42 of the 48 continental states.? The
Northwest Athletic Conference (NWAC), serving
predominantly the community colleges in Wash-
ington and Oregon, has 31 U.S. member colleges
that are not also members of the NJCAA® The Cal-
ifornia Community College Athletic Association
(CCCAA) has 107 member colleges or campuses
and serves the colleges in the state of California.”
These numbers mean that 649 out of the 1,103
U.S. community colleges, or 58.8%, have an in-
tercollegiate 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.?

This prevalence of community college athletic
programs, the expansionary trends of community
colleges to explore the enroliment implications of
expanding or reducing their intercollegiate athletic
programs, and the high turnover in community
college leadership combine to create a great
need for new presidents and vice presidents to
increase their understanding of community col-
lege athletics. Roscoe C. Brown, Jr., member of the
famed Tuskegee Airmen and former president of
Bronx Community College, points out the myriad
of aspects that a community college president
should understand: the philosophy underscoring
their athletic program, the ethical and educational
standards maintained by the athletic program, the
resources devoted to the athletic program, the
community connectivity to the college through the
athletic program, the impact of the athletic pro-
gram on a variety of institutional success metrics,
and the coaching personnel who become very
high-profile members of the employee categories.?

“Presidents must exercise leadership in order to
develop and maintain a ‘clean’ athletic program.

The president’s first responsibility in meeting this
obligation is to know what's going on. In too many
instances, the president either does not investi-
gate what is happening in the athletic program or
is just kept in the dark.”" It is challenging for new
presidents and vice presidents to truly know what
is going on with their athletic programs without a
contextual understanding of community college
athletics. Very little scholarly writing has been
done on the subject to provide this context for
incoming community college leadership. David
Horton, Jr,, adjunct professor and noted commu-
nity college athletic researcher, indicated in 2015
that “since 1980, fewer than 25 peer-reviewed
articles have been written on the topic of stu-
dent-athletes or athletics at 2-year or community
colleges.""" This body of research has grown only
minimally since then.

Itis for these reasons this guide is being devel-
oped. Every community college athletic program
looks different, because the local district context
produces a different construct of what the athletic
program in that district can and should be. If a
community college has an athletic department,
that college’s executive leaders need to be armed
with an understanding of the commonalities that
underpin community college athletics along with
knowledge and tools to evaluate the construct of
the athletic program they have inherited. If a new
executive leader is inheriting a community college
that does not have an athletic program, these new
leaders will be expected either to defend the deci-
sion not to have athletics or to change the course of
the institution and move toward creating an athletic
program. Hopefully, this guide will provide a useful
contextual understanding for a new executive
leader as they try to efficiently and effectively come
up to speed on their new institution and position.

28mith, 2016

38mith, 20186, p. 2

* American Association of Community Colleges (AACC), 2018
& National Junior College Athletic Association (NJCAA), 2019a
¢ Northwest Athletic Conference (NWAC), 2019
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? Brown, 1989

10 Brown, 1989, p. 173

1 Horton, 2015, p. 287
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HISTORY OF
THE NJCAA

Why is this important to me as a community college executive leader?

1. Presidential leadership by college CEOs has been vital in the development of the NJCAA and com-
munity college athletics. Maintaining strong involvement by college presidents and vice presidents
in the NJCAA in the future, especially as turnover in these administrative ranks is rapidly increasing,
will allow the NJCAA to stay responsive to the needs and changes of its membership.

2. The NJCAA and community college athletics have an important place historically in the social im-
pact that community colleges have played in areas such as gender and racial equality. This impact
of the NJCAA can be maintained and strengthened through a strong relationship between the
NJCAA and the college presidents.

3. Understanding the history of the NJCAA and community college athletics is vital for presidents and
vice presidents as they attempt to steer their institutions and the athletic programs they already
have or may want in the future. Undoubtedly, the subject of athletics is important to some members
of their constituencies, and a good historical background will let these executive leaders "speak the
language” of their constituents.

The Beginnings (the 1930s and early 1940s)

* The spark that ignited the beginning of the
National Junior College Athletic Association
was rejection. The 13 community colleges
that ultimately created the NJCAA petitioned
the National Collegiate Athletic Association
(NCAA) to participate in their national track
and field championships but were rejected,
as the NCAA decided their championships
would be for four-year institutions only.? This
single rejection had a drastic impact on the
historical course of community college devel-
opment in the United States.

The combined efforts of 13 junior colleges
from California were drawn upon to found the
National Junior College Athletic Association
(NJCAA). The first championship event spon-
sored by the fledgling organization was the
1939 National Junior College Track and Field
Meet held in Sacramento, California.’
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* Expansion of the NJCAA beyond the state
of California rapidly picked up steam in the
early 1940s. In 1941, the NJCAA Track and
Field championships were held outside of
California (Denver, Colorado) and “"over 30
colleges from Arizona, Colorado, Kansas,
Mississippi, Nebraska, Oklahoma, Texas
and Utah are documented as having partici-
pated."'®

As the United States was drawn into World
War Il and the war effort became the primary
national focus, most community colleges

were understandably depleted of potential
male athletes and the resources needed to
compete in NJCAA athletics. The NJCAA sus-
pended all championships from 1943-1945.®



The Defining Decades (the late 1940s and 1950s)

* As the country came out of World War |l, the
NJCAA rode the momentum of community
college growth, propelled forward by the infu-
sion of men seeking higher education, many
as a result of the Gl Bill. The NJCAA records
show that by the end of the 1940s organiza-
tional membership had reached 207 colleges
representing 38 different states.'®

The NJCAA's potential to advance social pro-
gressivism was immediately evident as the
NJCAA added a National Men'’s Basketball
Championship tournament to its offerings
for the first time in 1948. “By participating in
the 1948 tournament in Springfield, MO, Bob
Crowe of Compton College (Calif) became
the first African-American to play in South-
west Missouri State's Field House."'”

NJCAA sport expansion was happening as
rapidly as membership expansion. Swim-
ming, golf, tennis, gymnastics, and boxing
national championships for men were added
by the end of 1949."®

* Early in the 1950s, “the organization’s push

for expansion across the map frustrated Cal-
ifornian administrators who felt that travel
costs to national tournaments outside the
state would be too high. Following the as-
sumption that the national competitions often
pitted California schools against each other
anyways, the California State Athletic Com-
mittee took action with a recommendation
for withdrawal. In November 1950, the Cali-
fornia Junior College Association approved a
measure banning state colleges from partic-
ipating in NJCAA sponsored contests begin-
ning Sept. 1, 1951. Having 43 members in the
Golden State, the NJCAA saw its membership
plummet from 185 in 1950-51 to 137 in 1951-
52."18 To this day, the California community
colleges have not returned to the NJCAA.
Even the loss of 20% of its membership could
not slow the momentum of the NJCAAin the
1950s, as the organization would continue its
rapid expansion over the rest of the decade
to reach 246 member colleges representing
37 different states by the end of the decade.2®

Great Sport Expansion (1959 through the 1970s)

* The NCAA, the very organization whose
snubbing of two-year colleges led to the birth
of the NJCAA, realized its mistake in 1959
and advanced an idea to absorb the NJCAA
into its organization as an NCAA two-year
division. The NJCAA leadership and member
college presidents were vital in rebuffing the
NCAA encroachment. “We believe that any
junior college program, athletic or otherwise,
should be administered by junior college
people, [NJCAA President Reed] Swenson
said in April 1959. ‘We believe that junior
college presidents and athletic directors can
more capably administer intersectional and
national athletic competition for the junior
colleges than the NCAA, which is primarily
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designed to serve the needs of the large
four-year colleges and universities."? The
importance of presidential and administrator
leadership was underscored and strength-
ened by these events.

The 1970s exemplified, perhaps, the greatest
example of the need for presidential leader-
ship in NJCAA athletics. It was the NJCAA
and its executive director, George Killian, that
first cleared the path for gender equality in
U.S. college athletics after the passing of Title
IXiin 1972. “In 1972, Killian formed the Pres-
idents’ Special Study Committee to analyze
the prospect of adding a separate division

for women within the NJCAA. ‘I knew that if
we got the presidents to say it was a good
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move, then we could get this done, Killian
said. ‘We brought them to Hutchinson and
explained to them everything in detail. They
thought it was a great idea and that's all we
needed, the support of the [college] presi-
dents.” The progressive spirit, leadership,
and courage of these community college
presidents led to the NJCAA being the U.S.
groundbreaker in gender equality in athletics.
The very firstwomen's national champion-
ship tournaments offered by an integrated
national organizing body was offered by the
NJCAA because of the leadership of these
presidents. November 1975 marked the inau-
gural U.S. collegiate women's championship
as the NJCAA held their volleyball champi-
onships that month. It would take until 1980
for the National Association of Intercollegiate

Athletics (NAIA) to hold their first women's
championship, and the NCAAwould not hold
their first until 1981.2

As the 1970s drew to a close, the NJCAA had
grown to have 489 colleges participating in
its Women's Division and 662 colleges par-
ticipating in its Men's Division. The NJCAA
Board of Directors had grown to contain 44
representatives; one Men's Division repre-
sentative and one Women's Division repre-
sentative were selected from each of the
NJCAA's 22 regions to collectively govern the
organization.?®

During these two decades, the NJCAA added
championships in 13 men's sports and 11
women'’s sports, bringing the NJCAA total to
24 championships, four times more than it
had going into 1959.%*

Governance Development and Organizational Maturation
(the 1980s and 1990s)

In 1986, the American Association of Com-
munity and Junior Colleges (AACJC) created
an ad hoc committee to seek feedback from
all community/junior college presidents on
changes needed regarding intercollegiate
athletics. This group made requests to the
NJCAA to make changes/additions to the
rules in the following areas: adding college
presidents into the governance structure of
the NJCAA, standardization of academic eli-
gibility standards including credit attainment
and grade point average, individual sport pro-
cedures, and scholarship limitations.®
Semester-based eligibility standards were
implemented by the NJCAA in 1988, making
the NJCAA the first intercollegiate athletic or-
ganization to adopt such eligibility mandates.
A national letter of intent system was imple-
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mented soon after with comprehensive, new
sport procedures adopted in 1993.%

“The NJCAA again leads the way [towards
gender equity in U.S. collegiate athletics]

as its board of directors tap Lea Plarski as

its 13th president in 1990. The election of
Plarski made her the first female to hold the
top position of a national sports organization
in the United States."?"

In 1995, the NJCAA divisional structure
system began, giving member colleges a
choice as to the level of financial commit-
ment they would make toward athletics-re-
lated, student-athlete financial support.2



The New Millennium and the Changing NJCAA (2000 to present)

* “In July 2009, the NJCAA set another mile-
stone for women in sports when Mary Ellen
Leicht was named the association's executive
director. Leicht is the first and only female
chief executive of any national collegiate ath-
letic organization in the United States."®
Leadership change has been the reality for
the NJCAA in the new millennium. In the 40
years from 1969 to 2009, the NJCAA had two
executive directors and seven presidents.

In the 10 years since, the NJCAA has had
two executive directors and four presidents
(President Art Becker's tenure spans both
periods).®®

With the growing pace of leadership change,
an argument can be made that college pres-
ident participation in the NJCAA is more
important than ever. To this end, the NJCAA

For more information:

created a 12-member Presidential Advisory
Council (PAC) to help steer the NJCAA. When
new NJCAA executive director, Dr. Chris
Parker, revamped the governing body into a
37-member Board of Regents in 2017, he de-
voted six voting spots on the board to mem-
bers of the PAC.*'

Membership and sport changes are again
looming on the horizon as several colleges
are choosing to either add athletic programs
or add to their athletic sport offerings for the
positive enrollment impacts these additions
might have. Beach volleyball was added in
April 2018, which marked the first time since
2004 that the NJCAA added a new sport to its
offerings.® Esports, multi-player videogame
competition, has been added as well.

1. NJCAA website - www.njcaa.org - sections on: History, Timeline, 75" Anniversary Features.

2NJCAA, 2019¢e 22 Raepple et al., 1982
12 Raepple, Peery, & Hohman, 1982 2 NICAA, 20190
“NICAA, 2019e 2 Campion, 1990

' Teague, 20123 2 NJCAA, 2018

8 Teague, 2012a 2TNJCAA, 2019¢

7 NICAA, 2019e 28 NJCAA, 20190
'®NICAA, 2018 * Teague, 2012b

1% Teague, 2012a I NJCAA, 2019e

* Teague, 20123 31 NIJCAA, 2019e

21 Teague, 20123 3ZNJCAA, 2019b

2 Teague, 2012b
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NJCAA NATIONAL
GOVERNANCE
STRUCTURE

Why is this important to me as a community college executive leader?

1. Understanding the NJCAA organizational and national office structure will provide college leaders
with insight into how the rules that govern student-athletes and the operation of the athletic depart-
ment are created and changed. Understanding this governance structure will also add knowledge
regarding how an executive leader can best support the success of their student-athletes.

2. For the benefit of student-athletes, the athletic department, and the entire college, presidential and
vice presidential participation in this governance structure is extremely valuable and necessary. As
new rules or changes to current rules are proposed and debated, each college will be asked to reg-
ister input on the proposals with their regent or their Presidential Advisory Council representative.
The president and vice president will need to have a detailed understanding of these proposals so
they are able to join the athletic director in setting the input for their college. A president also should

feel free to engage their Presidential Advisory Council representative to lodge input on proposals

and the direction of the NJCAA.

3. College presidents have the opportunity to make an even greater impact by serving on the NJCAA
Presidential Advisory Council or a subcommittee of the Board of Regents (BOR).

hen Dr. Chris Parker took over as exec-

W utive director of the NJCAA in 2019, he
enacted a new governance structure for the orga-
nization. His goals in creating this new structure
were to improve communication, to create an egal-
itarian body where each region of the organization
had an equal voice in decision making, and to
make the body more nimble and timely in decision
making compared to the former executive com-
mittee/annual meeting structure.®

The NJCAA is governed by a 37-to 39-member
Board of Regents (BOR). All policy, rule, region
geography, championship, sport, and financial
decisions for the organization are run through this
body. The membership of the BOR is made up en-
tirely of volunteers from the member colleges and
regions and is organized as follows:
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Board Chair - In the new governance struc-
ture, the board chair position has replaced
the president of the NJCAA that previously
existed. Mick McDaniel took over as the 19th
president of the NJCAA in 2017, but shortly
transitioned to board chair in 2018.%

Men’s Senior Administrator - This position
serves as the top administrator in the NJCAA
for all men’s sports.

Women's Senior Administrator - This po-
sition serves as the top administrator in the
NJCAA for all women's sports.

24 Regents - Each of the 24 geographic re-
gions in the NJCAA has one regent elected
by its colleges. In many regions this is a re-
gion administrator or athletic director. The
position is crucial for the effectiveness of



NJCAA Board of Regents

Board Chair

Women's/
Men’s Senior
Administrator

Regents

(1 from each of 24 regiona)

Presidential Advisory

Council Members
(6 PAC members)

At-Large Members

b 4 b 4 ) 4 4
NJCAA Councils Sports Committees NJCAA Regions Presidential Coaches
Diisicnl NICAA Eigitilty Womeeis Regicn Director Advisory Council Associstions
Diisicnll Crampionship R (PAC) Baseball
Divigicn Il md-m.u.ﬂll Region Director 24 NICAA regions dividsd M &W Basketbal
Divesity Equiy, & hedusion et e ol Mo e
StudsntAthlete Baach \dlleyball iy 2pregidants from each Football
Academic Suscees mm Region Director RAGreghn M Gatf-D DI, DIl
8 Courtry - WGl
W":u":""h Foottall Ahletic Director from each M& W Lacrosse
M Galf D1, DIl DIl ol M &WSaoose
WGalf Softbal
Lacroess Swimming & Diving
M & W Soccer- DI, DI, DIl WTennis
Safthall- DI, Dil, DIl Track & Fiskd
Swimming & Diving \oleyball
M&W Ternis Wirsatling
Track & Fiakd
Velleyll - DI, DA, DIl

Note: Information adapted from the NJCAA.*
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the NJCAA governance structure because
these representatives are the most intimately
familiar with the importance and implications
of the decisions being voted on.

6 Presidents - These six presidents are geo-
graphically selected by NJCAA regions and
are members of the 12-member Presidential
Advisory Council.®® The presidents’ role in
the governance structure is vital to the long-
term success of the organization. According
to Dr. Parker, the presidents “connect all of
the dots" among larger trends and initiatives
within the community college sector and
higher education as a whole. The presidents
also ensure that the primary focus of the
NJCAA never waivers from the academic suc-
cess of student-athletes, the proper role of
athletics within the member colleges.”
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* 6 At-Large Members - As with most at-large
positions on governing boards, these six
positions on the Board of Regents allow the
board chair and executive director to add per-
spectives to the decision-making body that
are missing from the BOR, or that are present
but need to be strengthened.

The NJCAA national office is staffed predom-
inantly by paid employees of the organization.
According to Dr. Parker, the retooled NJCAA of-
fice structure was created to mimic the typical
community college structure. Each of four areas
is headed by a chief who reports either to the ex-
ecutive director directly, or indirectly to Dr. Parker
through the vice president of the NJCAA.® The
four heads of the divisions of the national office
structure are:




* Vice President/Chief Operating Officer -
This position operates as the top financial

person in the organization, and the division is
responsible for all of the business work and

processes flowing through the NJCAA®
* Chief Legal, Diversity, and Compliance

Officer - The compliance component of this
position handles all student-athlete eligibility

and compliance areas.®

For more information:

* Chief Membership, Championships, and
Events Officer - This division is responsible
for recruiting new members to the organi-
zation, making sure current members are
taken care of and have what they need to be
successful, putting on the national champi-
onships, and hosting many other events for
the NJCAA*

Chief External Affairs and Development
Officer - This division is responsible for all
marketing and public relations for the orga-
nization, cultivating new and maintaining
existing sponsorships, and coordinating all
NJCAA fundraising efforts.®

1. NJCAA website - www.njcaa.org — sections on: National Office, Governance Structure, and Foundation.

= NJCAA, 20213

3 Parker, personal communication, August 2, 2019
3¥NICAA, 2018

%=NICAA, 2018

# Parker, personal communication, August 2, 2019
* Parker, personal communication, August 2, 2019
®NJCAA, 2019¢c

#NICAA, 2019¢c

4“1 NJCAA, 2019¢c

2 NJCAA, 2019¢c



NJCAA REGION
GEOGRAPHY AND
GOVERNANCE
STRUCTURE

Why is this important to me as a community college executive leader?

1. The size of a college's NJCAA region, as well as its sport division composition, will heavily impact the
amount and type of travel needed for a college to compete in any particular sport. Regions such as
Region 4 or Region 24, which are densely populated with participating colleges and also smaller in
terms of square miles, can have lower travel costs and time commitments compared to large regions
such as Regions 18 and 9.

2. As conversations about sport additions, or sport division selections or changes, occur on campuses,
the upper-level administrators need to be knowledgeable about NJCAA geography, especially of
their own region, in order to make informed decisions.

3. The geographic landscape of the NJCAA could change significantly if other states such as California
or Kentucky were ever to join the organization. In these circumstances, campus administrators will
want their voices heard as NJCAA makes changes to the current region structure.

Note: NJCAA region map taken from NJCAA.org.*® Not all states have member colleges. See the table
that follows for indication of which states do and do not have NJCAA member colleges.
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Regional College Membership

Member
Region Geographic Area® Colleges®

1 Arizona 16
2 Arkansas and Oklahoma 19
3 Upper New York State 22
4 Upper lllinois and Southern Wisconsin 30
5 New Mexico and Western Texas 28
6 Kansas 21
7 Kentucky* and Tennessee 10
8 Florida 26
9 Colorado (east of the Continental Divide), Eastern Montana, 19

Nebraska, and Wyoming
10 North Carolina, South Carolina, Virginia, and Southern West Virginia 34
11 lowa and Northeast Nebraska 16
12 Indiana, Lower Michigan, and Ohio 33
13 Minnesota, Nort'h Dakt?ta, South Dakota,* Upper Michigan Peninsula, .

and Northern Wisconsin
14 Eastern Texas and Southwestern Louisiana 21
15 Lower New York 18
16 Missouri 12
17 Georgia 14
e Idaho, Nevada, Oregon,™ Washington,** Western Montana, i3

Colorado (west of the Continental Divide), and Utah
19 New Jersey, Eastern Pennsylvania, and Delaware 31
20 Maryland, Western Pennsylvania, and West Virginia Panhandle 24
21 Connecticut, Massachusetts, and Rhode Island 14
22 Alabama 21
23 Mississippi and Louisiana 20
24 Lower lllinois 20

*State currently has no NJCAA member colleges, including Kentucky, South Dakota, Hawaii,
Alaska, California, Maine, New Hampshire, and Vermont.

**Washington and Oregon are limited NJCAA members in only 3 sports: Wrestling, Swimming and
Diving, and Esports
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Regional Governance Structures

The governance structure of each of the 24
NJCAA regions varies from region to region. Each
region should have a constitution and by-laws that
outline the governance structure for the region.
There are some commonalities in the governance
structures of each region that are set forth by the
NJCAA Constitution:

1. Regent - Official delegate to the NJCAA
Board of Regents for each region. This regent
can be one of the region directors or can be
independent of that position.

2. Region Directors - Most regions have one
men's region director and one women's
region director. Each of these is the chief
administrator for either the men's or the
women's sports within the region. They are in
charge of organizing and/or supervising the
men's and women's sport championships.
They also are in charge of administering the

For more information:

region's processes for dispute resolution and
rules compliance. If a region director is an
employee of a region member college, they
must have a letter of support from their col-
lege president to the region before they can
be a candidate for the position. The region
directors also can serve on NJCAA sport and
standing committees.*

. Assistant Region Directors - Most regions

have a men’s assistant region director and a
women's assistant region director. The assis-
tant region director not only assists the re-
gion director with all of the duties, but also is
vital in adding another arbitrator when the re-
gion director has a conflict of interest in dis-
pute resolution and rules compliance duties.
The assistant region directors also can serve
on NJCAA sport and standing committees.*”

1. NJCAA website - www.njcaa.org - sections on: Membership Directory.
2. The constitution and by-laws for the region that a college is in can be obtained from each region’s
regent, men's region director, and/or women's region director.

#NICAA, 2021b
“NICAA, 2019d
*NJCAA, 2019a
% NICAA, 2019d
NICAA, 2019d
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COMMUNITY AND
INSTITUTIONAL
CONTEXT FOR
INTERCOLLEGIATE
ATHLETICS

Why is this important to me as a community college executive leader?
1. A new community college executive leader should understand the economic impact of the com-
ponents of their institution, including the athletic department, in order to leverage the positive eco-

nomic benefits in a number of ways.

When asked about the budget expenditures on athletics, a new executive leader should be able

to speak knowledgeably on all components of the return on investment for those expenditures, in-
cluding returns that are difficult to quantify in dollars and cents. Athletic expenditures will likely be
a topic that executive leaders will need to discuss and justify, at times, to both internal stakeholders

and external taxpayers.

. Fundraising activities of a new community college executive leader might include conversations

with those interested in the college’s athletic program, and the executive leader will want to be well-

versed for those conversations.

he importance of the community (or com-

munities) in which a community college is
located and which that community college serves
is so strong it is likely emphasized in the mission,
vision, and core values of each institution. For
most community colleges, there are certainly
an almost endless number of ways in which the
community is served and impacted by their local
community college. “Nowadays, everyone knows
the positive employment, economic contributions
and impact made by the educational sector on
a community, as well as the purchasing power
that school officials, faculty and staff, as well as
students [and visitors], have in the neighborhoods
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where schools are located . . .. The revenues from
the economic impact generated from those folks
associated with schools in a given community is
very significant. Also, the economic development
influence of a school on the neighborhood where
it is located is dramatic."*®

Understanding what role a community college
athletic program has in the course of the town-
and-gown relationship between the community
college and its community is an important aspect
of a new executive’s understanding of their ath-
letic program. The relative economic impact of a
community college athletic program certainly can
vary from great to small depending on the location



of the community college and the composition of
the economy in that community. Impacts from a
community college athletic program on the local
economy can include:

* Housing rentals®

* Local business expenditures by the commu-
nity college’s athletes at department stores,
gas stations, grocery stores, clothing stores,
restaurants, and entertainment venues

* Local business expenditures by visiting
teams and their fans at hotels, gas stations,
and restaurants

The economic impact on the local economy that
is generated from the community college athletic
programs may potentially lead to corporate spon-
sorships for the community college as well.®° The
sponsorships can take many forms:

* Direct donations

* Advertising-based contributions on venue
billboards, event programs, or websites

* Gifts-in-kind

* Tournament sponsorships

Besides economic impact, an athletic program
might have a significant cultural, social, historic,
and entertainment importance for some com-
munities that house community college athletic
programs. It is very important that a new commu-
nity college executive leader understand the eco-
nomic, historic, social, entertainment, and cultural
contexts of the athletic department so they are not
caught unaware or uninformed when interacting
with community or institutional constituents. A
new executive leader never knows when their
athletic program will be the topic of conversation
with a community member. Some of the important
community-based items to understand about the
community college athletic program are:

* Which alumni of the athletic program are in
the area who might be important to the col-
lege as a business, political, or social leader
in the community?

* What social connections does the athletic
department have in the community?

20 BRIEFING TOOL ON ATHLETICS FOR NEW COMMUNITY COLLEGE EXECUTIVE LEADERS

73

* Which charities, youth groups, or social orga-
nizations do they work with?

* What cultural connections do the athletes
or coaches in the program have in terms of
schools, churches, or youth organizations?

* Whatis the history of the athletic program
and how has the community been connected
to that athletic history?

The geographic setting of the community col-
lege may be important to understanding the rela-
tive strength of the connections to the community
college athletic program by both external and
internal stakeholders. Rural community colleges
have historically been the most dedicated to their
commitments to athletic programs, as discussed
by Castafieda®! and Rooney:?

* Enrollment impact of athletic program rel-
ative to the overall enrollment size of the
institution is greater at smaller, rural colleges
“which provides several benefits: increased
efficiency and economies of scale in housing,
food service and student activities” along
with more state funding revenue.®
“The spatial organization of intercollegiate
sport also favors the sparsely populated
areas' (1972, p. 287)."%

“‘Sport seems to be given highest priority

in small towns and cities, characterized by
average income and a lack of intervening
opportunities’ (p. 284). .. [There are] a higher
percentage of athletes found in small rural
colleges than in colleges of any other type."s®
In many cases, the popularity of community
college athletic programs at rural community
colleges also stems from the lack of other
athletic and entertainment activities for citi-
zens in those communities.5®

A community college athletic program also can
have a profound importance within the community
college itself and its institutional constituents.
Some of the most heated conversations regarding
athletics that an executive leader may have early
in their tenure might be with faculty, staff, unions,




or institutional senates. On the other hand, the
culture of that community college may value its
athletic program as a source of institutional pride,
enrollment stability, and student engagement. In
terms of institutional pride, some have offered the
following conjectures for new executive leaders to
frame the context of their intercollegiate athletic
offerings:

* "At colleges and universities across the na-
tion, intercollegiate athletics is a key element
of campus community. Almost since the first
intercollegiate competition—a rowing race
between Harvard and Yale in 1852—athletic
competition has brought students together
as athletes and spectators in a manner dif-
ferent from the intellectual pursuits of the
classroom, yet similar in embodying the core
values of collegiality, hard work, integrity, and
respect."s?

Some scholars believe that athletics are a
glue that binds the student body to the insti-
tution.®
Additional scholars advocate that community
college athletic programs have made “‘an im-
portant contribution to the total educational
program, both as a job opportunity for many
young men and women and a pivot around
which junior college school spirit has been
built (p. 247).""®
* Shared college activities, such as athletics,
help unite the community college and its
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community and citizenry.®

School spirit and pride are created in the
general student body and faculty/staff con-
stituency by the athletic program. This is en-
hanced by cheerleading teams, dance teams,
and pep bands that are related to the athletic
department.®!

Community college athletics can provide ad-
ditional demand for stylish college-branded
apparel.®

Community college athletic programs can
provide a more traditional four-year college
atmosphere.®

Alumni, especially alumni of the athletic de-
partment, and community members giving
to the institution might be enhanced by the
community college athletic department.®
The size and geographic location of the com-
munity college can account for significant
variance on the scope of this impact.
Marketing impacts for the college may result
from a community college athletic depart-
ment's competitions and successes.® For
example, athletic success and its subsequent
coverage and messaging by a college can
drive traffic to an institution's websites and
social media sites where content on other
non-athletic institutional information is pre-
sented and digested by community mem-
bers, as well.



For more information:
1. Holbrook, K. A. (2004). Jumping through hoops: Can athletics enhance the academic mission? Pres-
idency, 7(1), 24-31.
2. Noonan-Terry, C. M., & Sanchez, R. M. (2009). Honing athletic skills, academics at community col-
leges. Diverse: Issues in Higher Education, 26(8), 20.
3. Castafieda, C., Katsinas, S. G., & Hardy, D. E. (2005). The importance of intercollegiate athletics at
rural-serving community colleges. Partnership Brief.
4. Klingaman, S. (2012). Fundraising strategies for community colleges: The definitive guide for ad-
vancement. Stylus Publishing.
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ROLE OF EXECUTIVE
LEADERSIN AN
NJCAA ATHLETIC
PROGRAM

Why is this important to me as a community college executive leader?
1. One's role as an executive leader is vital to the success of many aspects of the athletic department.
2. Issues within the athletic department tend to be highly visible in the campus community and exter-

nally.

3. Awell-administered community college athletic department can provide many benefits for the institution.

he range of personal feelings that executive

leaders have about their athletic program
will fall somewhere on a gamut between love and
despise and the million emotions in between.
Throughout much of the history of intercollegiate
athletics in the United States, campus executive
leaders, especially presidents, have kept their
institution's athletic program at arm's length de-
spite their personal feelings. The issue for these
executive leaders has been that athletics are a
“no-win proposition . No matter what happens,
someone is visibly and vocally upset, thus leading
to the syndrome of ‘presidential inattention’
(Hanford 1976)."% Historically, the perfect inter-
collegiate athletic scenario was that the sports
teams win, the student-athletes succeed in the
classroom, and no off-the-field public relations
nightmares take place. If this perfect scenario
were approached at an institution, the credit went
to the coaches and the athletes, and the executive
leaders were rarely considered when credit was
doled out. Conversely, if there were any problems
in the athletic department, it was the executive
leaders taking some to all of the blame. The ex-
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ecutive leaders were blamed for allowing the
academic mission and values of the institution

to be compromised, for not providing the level of
support that allowed the teams to succeed on the
field, or for the lack of leadership that let the prob-
lems off the field manifest. Executive leaders rec-
ognized that the athletic program was a lightning
rod that could draw the ire of the board of trustees,
faculty, alumni, community, or the media at any
time and with little to no warning.¥” This is why
many executive leaders, over time, unfortunately
chose to take a hands-off approach with respect to
their athletic program, regardless of their personal
feelings about it.

Suggested Roles:

For years, this was the collective wisdom for
presidents in universities, colleges, and commu-
nity colleges alike. An argument can be made that
in a modern community college, where the exec-
utive leaders must navigate the myriad of issues
facing community colleges, including financial
resources, enrollment, student engagement, diver-
sity, and student success, executive leaders must
have a much greater role in their institutions’ inter-



collegiate athletic program than the “old wisdom"
referenced above suggests. Today, community
colleges with NJCAA athletic programs require the
following roles from their executive leaders:

* Institutional mission protection - In a 2006
research study, many community college
presidents at community colleges with ath-
letics believed that a well-functioning com-
munity college athletic program is not only
in line with the mission of their community
college, butin fact supports that mission.
Williams and Pennington, in that study, indi-
cated that “just as presidential leadership is
imperative to students’ academic success, it
is also crucial for athletic success. The sup-
port and promotion of athletics as a valuable
educational activity on the part of [execu-
tive] leaders is vital to a thriving, sustainable
athletic program."® As the people ultimately
responsible for ensuring that the mission of
the community college is carried out, the ex-
ecutive leadership needs to ensure that the
athletic department constantly contributes to
and supports that mission.

Philosophy setting - The college needs to
have clearly defined philosophies regarding
its athletic programs. These philosophies
will include the level of athletic success ex-
pected, the resources that will be devoted to
athletics, and the recruiting and enrollment
expectations of the athletic department. Ex-
ecutive leaders will want to be active partici-
pants in the setting of these philosophies and
the annual review of these expectations.
Compliance oversight - Executive leaders
must maintain a good understanding of what
is transpiring in their athletic department

at all imes in order to maintain an athletic
program that is “clean.” This level of under-
standing will come from dedicated vigilance
and regular attention focused on the athletic
program.8 Title IX, the Clery Act, NJCAA eligi-
bility and sport rules, region and conference
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rules, and college policies and procedures
all demand compliance responsibilities for
an organization relative to its athletic depart-
ment. Oversight of these institutional, athletic
compliance endeavors ultimately is the re-
sponsibility of the executive leadership. Fail-
ures in these compliance areas can lead to
costly and public errors that will certainly be
big challenges for executive leaders. Avoid
these compliance mistakes at all costs.
Academic oversight - Community college
executive leaders should set expectations ac-
ademically for their athletic departments and
then communicate this philosophy to the ath-
letic department and faculty alike.™ The fac-
ulty relationship with the athletic department
and its student-athletes can be a contentious
one if left unattended, but an extremely pos-
itive one if the executive leadership fosters
collaboration and cooperation between the
athletic department, the student-athletes,
and the faculty. The executive leadership ul-
timately is responsible for ensuring that high
academic standards for student-athlete suc-
cess in the classroom are met.
Representation of the college’s interests at
the NJCAA, region, and conference levels

- “How can the individual president or chan-
cellor take responsibility for the conduct

of intercollegiate athletics and participate
effectively in the movement for reform?...
One obvious answer is that [executive leader-
ship] should be involved at the national level
(NCAA, NAIA, and so forth), at the regional or
conference level, and at the campus or insti-
tutional level."71 As philosophies, policies,
and rules are being made at all of these orga-
nizational levels through debate and vote, the
executive leadership of the individual com-
munity college needs to represent the philos-
ophies of their institution and governing
board in these processes. A proactive and
participatory approach is advised. Executive




leaders have an important perspective on the community college fundraising endeavors.

state of community colleges in general, and Corporate sponsors and private individuals
can make sure that athletics remains aligned may be interested in large gifts to an athletic
with the mission and context of community department because of business implica-
colleges. tions and advertising benefits. An example
Community relations - Collegiate athletic pro- might be an apartment complex where many
grams are referred to by many as the “front student-athletes choose to live in a college
porch” of an institution. The people who town that then donates to a student orienta-
comprise the community college athletic tion program at the college because of the
department, from the athletic director to the apartment complex’s connection with the
coaches to the student-athletes, are a bridge students at that institution.

between the college and the community.72 Private individuals might have an affinity for the
Executive leaders will often be asked in the athletic programs in a college and be interested in
community about a community college ath- naming rights of facilities. For example, the gymna-
letic program, its coaches and athletes, and sium building at one athletically prominent commu-

the teams' success in competition and in the nity college in lllinois was named after a community
classroom. The athletic programs will provide member who made a large donation to the college

an opportunity to endear the campus to its in the name of the athletic program. That individual
community, and executive leaders will want enjoyed the athletic program but had no other sub-
to leverage their knowledge of their athletic stantial connection to the program.

departments into stronger community part-
nerships benefiting the entire campus.
Local media - Especially for community As the people ultimately
colleges that are in smaller or rural commu- responsible for ensuring that the
nities, the local media has a strong desire

for stories from the local community college.
Athletic success stories are especially ap-
pealing to many of these local media sources.
Executive leaders can promote the college that the athletic department
more generally by encouraging local media constantly contributes to and
coverage of contest results, post-season supports that mission.
success, award acquisition, and transfer

opportunities for its athletes. These stories

mission of the community college
is carried out, the executive

leadership needs to ensure

can then be used to drive attention to other Alumni of the athletic program also are im-
college information, including enroliment op- portant relationships for a community college
portunities, academic successes, and com- foundation to cultivate. Often some of this relation-
munity-oriented events. ship cultivation will need to be done by executive
Fundraising support - “Athletics also pro- leaders who are not part of the college's founda-
motes fundraising whether through alumni tion. This is especially true for the college presi-

or community donations, corporate spon- dent. After achieving financial success through
sorships or through sales of college mer- professional sports or business enterprises, these
chandise."73 The executive leadership is alumni can be in a position to contribute major

often needed to “make the final ask” in larger gifts to their community college athletic program.
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3. Raepple, R., Peery, D., & Hohman, H. (1982). Athletics in community and junior colleges. In J. H. Frey
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4. Hagedorn, L. S,, & Horton, D. Jr. (2009). Conclusions and parting words from the editors. New Direc-
tions for Community Colleges, 2009(147), 85-92.

% Thelin & Wiseman, 1989, p. 65

& Thelin & Wiseman, 1989

82 Lawrence, Mullin, et al., 2009, p. 42
% Brown, 1989

™ Brown, 1889

71 Slaughter, 1989, p. 190

72 Lawrence, Mullin, et al., 2000

™2 Noonan-Terry & Sanchez, 2009, p. 20

26 BRIEFING TOOL ON ATHLETICS FOR NEW COMMUNITY COLLEGE EXECUTIVE LEADERS

79



SECTIONII

INFORMATION
ABOUT

ATHLETICS
NEEDED BY

COMMUNITY
COLLEGE

EXECUTIVE
LEADERS

DANIELLE ADAMS, JEFFERSON (MO)

80



INSTITUTIONAL
ROLES NEEDED TO
RUN AN NJCAA
ATHLETIC PROGRAM

Why is this important to me as a community college executive leader?

1.

As college staffing plans and decisions are considered, an understanding of what roles must be

completed to run an athletic department is essential to make informed and appropriate decisions.

Seeing the interconnectedness of the athletic department with the rest of the college departments

is essential to understanding work volume across the campus. One way executive leaders support
their athletic department is by strengthening the relationships the athletic department has with the
other departments within the college. The athletic department's success is partially dependent on

the strength of these relationships.

n the community college there are many in-

stitutional roles needed to make the athletic
department function. In larger community col-
lege athletic departments, there might be several
employees, each of whom is performing one or
two of these roles. In smaller departments, a few
employees might be performing several of these
roles each in order to meet all of the needs of
the department and its student-athletes. At many
community colleges, many of these roles will be
performed by members of other departments in
the college as part of their comprehensive service
to all endeavors of the college. For example, much
of the financial and business operation of the
athletic department might be conducted by mem-
bers of the college’s general business operation,
such as college accounts payable and accounts
receivable staff. The following is a list of roles/du-
ties that a staff member of the institution, whether
inside or outside of the athletic department, will
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As athletic department budget decisions are considered, this is important information.

need to perform. This list was created from years
of personal experience working within community
college and four-year athletic administrations, in
conjunction with more general college athletic ca-
reer information from Glen Wong.™

As a new community college executive leader is
trying to build their understanding of the athletic
department at their institution, they should meet
with the athletic director and the human resources
director to discuss which position at their institu-
tion is responsible for each of these duties. This
will allow the executive leader to understand how
the athletic department is structured at their insti-
tution in a much more meaningful way than just
looking at an organizational chart. Job titles vary
greatly from institution to institution. A review by
the new executive leader of job descriptions for
these positions might be useful in conjunction
with the conversations recommended above.




Athletics Director

* Leads strategic planning for all aspects of the
athletic department

* Coordinates and manages all athletic opera-
tions and personnel

* Evaluates staff, creates staffing plans, and co-
ordinates all staffing decisions

* Represents the athletic department within
college administration

* Maintains financial responsibility for the en-
tire athletic department budget

* Fosters positive community relations with
local community

* Evaluates all aspects of the athletic depart-
ment annually

Compliance Coordinator

* Conducts all academic eligibility evaluations,
completes all requisite paperwork, garners
all necessary signatures, and reviews and
submits all paperwork for all student-athletes
and teams
Ensures compliance with all other NJCAA, re-
gion, conference, and institutional rules. Rule
areas include, but are not limited to, recruiting,
academic eligibility, transfer into the commu-
nity college, travel, sport participation and
practice limitations, scholarship, and housing

Athletics Academic Advisor
* Academic advising:

+ Assists all student-athletes with course
selection for every semester
Facilitates and monitors student-athlete
academic schedule creation with em-
phasis on athletic responsibilities such as
practice time, contest
participation, and travel
Promotes and oversees academic and
athletic transfer planning; monitors
NCAA/NAIA transfer requirements for
each student-athlete when athletic partic-
ipation upon transfer is a possibility (four-

-

-

-

year colleges belong to one of these two
athletics governing bodies)

+ Safeguards work toward community col-
lege retention, persistence, and comple-
tion for student-athletes

+ Develops and implements academic suc-
cess plans when academic issues arise
for a student-athlete

+ Fosters a strong relationship with campus
academic advisors

* Academic monitoring:

+ Assures class attendance by each stu-
dent-athlete

+ Monitors class progression and success

+ Administers study table for all student-ath-
letes. Study tables are study halls where
athletes get caught up on reading, prepare
for tests, get tutoring, and prepare upcoming
assignments and course preparations

Registrar

* Confirms all grades earned and hours at-
tained for student-athletes

* Performs an institutional check and balance
on academic eligibility processes

* Certifies all final eligibility documentation

* Verifies all hours and grades on transfer tran-
scripts

* Validates all award nominations for academic
awards, both team and individual

Athletics Training

* Provides connection between the athletes
and the doctors/physical therapists

* Performs injury diagnoses and treatments

* Provides physical rehabilitation and enhance-
ment programming for the athletes

* Supervises the athletic department's drug-
testing regimen

* Consults with coaching staffs on athlete
physical and participation limitations

* Supplies wellness consultations for stu-
dent-athletes

* Orders all needed athletic training supplies



Doctor
* Provides initial physical certifications for all
athletes every year
Makes final injury diagnoses and approves
injury treatment regimens that athletic trainer
develops
Provides final clearance for injured athletes
to return to competition
* Authorizes medical redshirt requests. A med-
ical redshirt is a rule provision that allows a
student-athlete to get a year of eligibility back
if they have played a small number of games
in a season and then suffer a season-ending
injury
Strength/Conditioning
* Creates off-season and in-season strength,
agility, speed, and conditioning training plans
for the athletes

* Supervises and instructs athletes on proper
training techniques

* Consults with coaching staffs on in-season
performance modifications for athletes

Title IX Coordinator

* Monitors gender equity in all aspects of the
athletic department

* Completes federal Equity in Athletics report
(EADA) annually

* Oversees sexual harassment, discrimination,
and misconduct prevention training for ath-
letes and athletic department employees

* Manages the investigation of any reports
of sexual harassment, discrimination, and
misconduct claims, including disparity of re-
source or treatment claims between genders
in intercollegiate athletics

Events Management
* Administers all aspects of home athletic con-
tests, including:
+ Scheduling all needed facilities
+ Staffing and implementing all ticket sales
operations
+ Staffing and implementing all concession
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and souvenir sales operations

+ Hiring, coordinating, and paying all con-
test officials

+ Hiring, coordinating, and paying all
support personnel, including bench
personnel, score keepers, scoreboard
operators, statisticians, audio/visual per-
sonnel, announcers, and janitorial staff

+ Publicizing home contests

Facilities Management

* Ensures all athletic facilities are properly
maintained and equipped to meet all practice
and competition needs

* Coordinates all mowing, weeding, watering,
painting, and maintenance of all safety
equipment, netting for spectators, spectator
seating, lighting, restroom facilities, locker
rooms, storage facilities, scoreboards, ath-
letic fields or courts, and signage

* Fosters a strong relationship with the campus
physical plant department

Equipment Management

* Orders and distributes all uniforms and ap-
parel for athletes

* Purchases and maintains all equipment for
each sport

* Acquires and maintains all general athletic
department equipment

* Coordinates washing and distributing all
practice and game apparel for athletes

* Coordinates washing and disseminating all ath-
letic department towels and other equipment

Foundation/Fundraising

* Oversees all sport-specific and general gift
giving to athletics. This can include major
gifts and naming of facilities

* Coordinates corporate and personal sponsor-
ship programs for athletic teams and events.
This includes sponsorship sales of advertise-
ments

* Fosters a strong relationship with the campus
foundation enterprise




Alumni Relations

* Maintains records of all past players and
their athletic, academic, and career achieve-
ments after leaving the community college,
including current contact information

* Maintains all college Athletic Hall of Fame
records, including those for induction cere-
monies and future enshrinement class
discussions

* Works with foundation/fundraising efforts

Head Coaches

* Undertakes and oversees recruiting for the
program

* Plans and executes all player development

* Facilitates all in-season coaching activities,
including scouting, game planning,

* and game coaching

* Builds all competition schedules

* Organizes all team travel arrangements, in-
cluding transportation, meals, and lodging

* Promotes athletic placement of student-ath-
letes to post-community college athletic
programs

* Implements the program budget

Assistant Coaches
* Assists head coaches with all head coaching
duties

Sports Information
* Completes and publishes the athletic web-
site, including:
+ All player and coach “bios"
+ All game schedules
+ All team rosters
+ All athletic department general information
» Writes and publicizes all contest “recaps”
and related stories for all contests
» Writes and publicizes all press releases and
news stories for all sports and the athletic de-
partment as a whole
* Submits all weekly sport award nominations
* Submits all sport statistics weekly
* Maintains all annual record keeping for ath-
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letic department, including final sport statis-
tical records, letter-winners, and awards

* Promotes all athletic department games, pro-
motions, events, and announcements

* Oversees and initiates all athletic department
social media

* Fosters a strong relationship with the campus
public relations department

Marketing
* Creates all website and social media graphic
design elements for the athletic department
* Designs all printand graphic elements and lay-
outs for all athletic department print material
* Fosters a strong relationship with the campus
marketing department

Budgeting and Business Services/Comptroller

* Creates and reviews athletic department and
sport budgeting

* Conducts all athletic department accounts
payable work

* Handles all athletic department accounts re-
ceivable work

* Initiates and reviews all insurance policies
and claims

* Fosters a strong relationship with campus
comptroller, business services, accounts
payable/receivable, and risk management
departments

Administrative Assistant

* Supports athletic director, coaches, and other
athletic department personnel in adminis-
trative tasks, including, but not limited to,
communication with organizations and oppo-
nents, scheduling, contracts work, vendors,
and business services

* Maintains initial point of contact for athletic
department for constituents in-person, by
phone, and email

* Manages the athletic department main office

* Assists the athletic director with all duties
listed above



Human Resources * Fosters a strong relationship with the campus
* Supports all athletic department hiring and human resources department
personnel work

For more information:
1. Wong, G. M. (2009). The comprehensive guide to careers in sports. Jones and Bartlett Publishers.
2. Won, D., Bravo, G., & Lee, C. (2013). Careers in collegiate athletic administration: Hiring criteria and
skills needed for success. Managing Leisure, 18(1), 71-91. https://doi.org/10.1080/13606719.2012
742222

3. Karlin, L. (1997). The guide to careers in sports (2nd ed.). E.M. Guild.
4. Castafieda, C. (2004). A national overview of intercollegiate athletics at public community colleges
(No. 3144975) [Doctoral dissertation, University of North Texas], ProQuest Dissertations Publishing.

7+ Wong, 2009
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ENROLLMENT
AND DIVERSITY
RELATED TO
ATHLETICS

Why is this important to me as a community college executive leader?
1. Intimes of population decline, demographic change, and national economic prosperity, enroll-
ment and enrollment management are some of the most complex and important issues for to-
day's community college executive leaders to be engaged with.
2. Athletics' role in the enrollment strategy is a key and vital one for many community colleges, es-
pecially smaller and rural community colleges.
3. As athletic department budget decisions are considered, this is important information.

Communi(y college enrollment has seen a
considerable drop in many states over the
course of the last decade. A highly publicized
decline in birth rates predicted for the midpoint
of the next decade also could cause a drop in
traditional-aged college students at community
colleges. Many community colleges also have
seen a considerable drop in state funding. Given
these enrollment-related factors, over the last
10 years community colleges are at the point
where enrollment is a considerable focus on
almost every community college campus. Stra-
tegic enroliment management philosophies,
structures, and priorities are as prevalent at
community colleges as they are on the cam-
puses of four-year institutions. With this drastic
change in enrollment focus, community college
athletics and the interplay between athletics and
campus enrollment seems to be changing as
well. The opportunities for enroliment growth
for community colleges through athletics, or at
least maintaining the enrollment a community
college has, are getting considerable attention

on many community college campuses. Much
academic study around the topic of enroliment
growth in community colleges through athletics
is needed. Empirical evidence linking athletics
with increases in community college enroliment
increases is very sparse in the literature, but
many scholars are in anecdotal agreement that
the linkage exists at some level of certainty, es-
pecially in rural community colleges.™ There is
a growing tide in community college enrollment
management strategy development to include
athletic recruitment as a tactic.

* Brian Alexander and Elyse Ashburn note
strategies to increase enrollment through
athletics in community colleges in Virginia,
Pennsylvania, North Carolina, and many
Midwestern states.™
Enrollment management presentations in-
volving athletic concepts at national confer-

ences are starting to pop up, including one
at the American Association of Community
College’s convention titled “Enroliment
Growth Through Athletics."™
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* “Paul Thein, vice president of student ser-
vices and institutional development and
director of athletics at Feather River College,
explained how his small two-year institution
in Northern California hit on the novel idea

of starting a football program—footballl—to
rejuvenate sagging enroliment and increase
student retention."™

“Officials at lowa Central Community Col-
lege see it a little differently. They're using
sports to attract local students, but are also
interested in recruiting from out of state.

‘It's about enrollment, says Dee A. Brown,
head coach of the men’s and women's cross-
country and track teams. lowa Central already
fielded 11 teams when it added rodeo, cross-
country, and track in 2004. The cross-country
and track teams attract about 60 men and
women each year who probably would not at-
tend lowa Central otherwise, Mr. Brown says.
That is not an insignificant number given that
the 6,700-student college is growing slowly,
adding only 100 to 150 students a year. Mr.
Brown's athletes have come from all over the
state and from nearby Minnesota, Nebraska,
and Wisconsin. He has also landed a couple
students from Kenya and one each from
Texas and Florida."™

The Flutie Factor, a theory that a successful
sports team will produce exposure for a col-
lege and lead to subsequent enrollment in-
creases in the immediate years following, has
largely been discounted in the literature, es-
pecially for community colleges. However, in-
creased enrollment and other related positive
impacts for a college from providing athletics
are receiving attention in the literature.®?

Listed below are some of the considerations

+ Most student-athletes at a community col-
lege would go to a different institution to
play if not for the athletic program at their
community college, so they are direct ad-
ditions to headcount.®'

Every walk-on (a student who is on an
athletic team but is receiving no athletic-
related aid, regardless of whether the stu-
dent was recruited to play or earned their

-

spot on the team in a tryout) or partial
scholarship student-athlete is paying tui-
tion that the institution would not receive
otherwise.
Every athlete has the potential to bring
other students with them in the form of
friends, siblings, boyfriends/girlfriends, or
classmates who want to come to the same
town to share the college experience.
* Every athlete will be a full FTE, because ath-
letes must maintain full-time student status

-

for the most part, as compared to the general
student body, which averages much less than
full-time status at most community colleges.
A relative efficiency of athlete recruiting
versus recruitment of general students can
be calculated.

All athletes are generating full-time reim-
bursement levels from states that reimburse
community colleges based on credit, regard-
less of whether the students are on scholar-
ship or not.

Athletics provides a venue to draw other stu-
dents to the institution to participate in other
activities, such as marching band, pep band,
dance groups, spirit squads, cheerleaders,
athletic training students, and fitness studies
students.

* Media coverage for athletics is highly visible

regarding where enrollment management philos- free marketing for the entire college.

ophy and planning meet the athletic department:
* Athletics are an opportunity for head-count
growth.
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For many community colleges, the composi-
tion of the athletic department is likely to be very
different from the general student body of the
institution and perhaps the community itself. Ath-
letics has the opportunity to provide diversity in a
number of ways to the campus and the commu-
nity: racial/ethnic diversity, global/international di-
versity, U.S. region diversity, gender diversity, and
diversity of experience/thought.

* John Wood Community College president
Mike Elbe, the former athletic director at
the college, reinforced the importance that
athletics played in adding multiple types of
diversity to his small rural community college
campus in lllinois. President Elbe indicated

For more information:

that athletics “does provide a sense of diver-
sity on our campus, and | think our students
in the end really enjoy interacting with stu-
dents” from other parts of the world and who
are different demographically than they are.*
“Community college presidents have long
considered athletics as a mechanism for in-
creasing gender and ethnic diversity within
their student populations (Lawrence, Mullin,
& Horton, 2009; Williams & Pennington,
2006). However, attracting new and diverse
populations using athletics has its limits,
such as team roster and international student
recruiting restrictions."®

1. Jenkins, R. (2006). Athletics aren't a luxury at community colleges. Chronicle of Higher Education,

52(29).

2. Ashburn, E. (2007). To increase enroliment, community colleges add more sports. Education Di-

gest, 73(2), 58.

3. Alexander, B. C. (2009). A descriptive study of intercollegiate athletics in Mississippi's public com-
munity and junior colleges. Mississippi State University.

¢ Lawrence, Mullin, et al., 2009

¢ Alexander, 2009; Ashbum, 2007, pp. 2-3

™ Jenkins, 2008, p. 1

™ Jankins, 20086, p. 1

™ Ashburn, 2007, pp. 2-3

% Horton, 2009

8 Nichols, 2014

& E|be, personal communication, March 8, 2016
% Horton, 2015; Williams & Pennington, 2006
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STUDENT SUCCESS
BY ATHLETES

Why is this important to me as a community college executive leader?

11

Striving for excellence is imbedded in the nature of every athletic program. Executive leaders must

ensure that striving for excellence is maintained in balance on both components of the student-ath-

lete experience.

Resources and institutional connectivity between the athletic department and student support

services on campus will need to be ensured if the student-athletes are going to maximize their aca-

demic success.

A positive faculty/athlete relationship is crucial to student-athlete academic success. Its creation

and maintenance require nurturing from executive leadership.

here is no disputing that intercollegiate ath-
letics as awhole, and especially community
college athletics, can engender harsh criticism
when it comes to academic qualifications, dedica-
tion, successes, and attainments of the students
who choose to add athletics to their scholarly
pursuits. Historically, the criticisms of the term stu-
dent-athlete sometimes were well deserved. Some
of these criticisms are that community college
student-athletes are underprepared, unmotivated
academically, and “less intelligent”; take only easy
classes that do not count toward degree attain-
ment; take only physical education courses; are
blocked by their athletic demands from academic
achievement; and do not graduate or succeed
academically.®* While these criticisms surely
have been warranted at some points in history
with some community college student-athletes,
a review of the literature includes a contrasting
view of academic success by community college
student-athletes. There are contrasting data in
the literature regarding the academic success
of student-athletes at community colleges and
the relative impact of the athletic participation on
these success metrics. Although not irrefutable,
evidence can be found in the literature indicating
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that the following is true of community college stu-
dent-athletes:

* When comparing student-athletes and
non-student-athletes, it is the student-ath-
letes who tend to outperform their non-ath-
lete counterparts in terms of both credit
hours earned per semester and grade point
average.®

Different studies provide contrasting results
as to whether student-athletes have a higher
degree-attainment rate than their non-athlete
counterparts.®®
“Within the context of community colleges,
it could be argued that athletic participa-
tion increases the likelihood of success
for student-athletes, rather than serves as
a distractor from academic performance,
compared with students in the general popu-
lation."s7

In a 2009 study, one researcher “found that
[community college] students felt as if their
academics supersede the sport in which
they participate. In relation, the stronger of
a relationship they had with their team and
coaches correlated with a commitment to
succeed in the classroom."®




* Persistence and retention rates at community of executive leadership. According to one

colleges are generally higher for student-ath- study, more than one third of all community
letes than non-athletes.® college student-athletes report animosity
* A 2002 study at Palomar College showed between themselves and their faculty, es-
that degree attainment time is much faster pecially related to absences. Fostering a
for student-athletes than non-athletes, with collaborative and trust-filled relationship can
as many as five times more student-athletes be an arduous task but will undoubtedly pay
attaining a degree by the fifth semester than dividends, as student-athletes will miss class
non-athletes.® from time to time and will likely need to make
Every college with athletics should calculate up missed assignments and exams on a fre-
these comparisons of their student-athletes quent basis.
versus non-athletes in order to have an under- * A well-built academic monitoring and tu-
standing of the impact of athletics on institutional toring system. “Athletes at most two- year
student success metrics and the effectiveness of colleges have the advantage of a sophisti-
their athletic-academic support services. cated and comprehensive support system:

coaches who force them to go to class, as-
sistant coaches and tutors who monitor their
academic progress, and required study halls
and tutoring sessions. Without that support
system, many athletes would undoubtedly
drop out. With it, they tend not only to stay in
school but usually end up moving on."® One

It is imperative that new executive leaders make
certain the academic environment of their athletic
department fosters positive academic metrics and
does not allow academic complacency to set in.
Setting the academic expectations and monitoring
the fulfillment of these expectations are vital roles
of new executive leaders if the athletic department
is to maintain its place within the mission of the
community college. Setting the academic

Demanding a culture of student-athlete aca- expectations and monitoring the
demic success needs to start with the executive fulfillment of these expectations
leadership of the college creating that expectation.
The new executive leaders overseeing athletics
then need to create or maintain the infrastructure ) ) i o
that will allow the coaches and the athletic depart- is to maintain its place within the
ment leadership make that culture a reality. This mission of the community college.
infrastructure includes:

* A positive athletic department/faculty

are vital roles of new executive

leaders if the athletic department

relationship. One idea to strengthen this study indicated that these student-athlete ac-
relationship would be to include a blend of ademic support services can have dramatic
student services and academic services impacts on success rates of student-athletes
staff/faculty when designing the academic from underrepresented groups, as compared
supports for student-athletes and when with their non-athlete counterparts of the
setting the academic expectations of the same demographic groups. This is especially
athletic program.*' Constantly monitoring and true of African-American males. This study
improving the relationship between faculty suggested "the proliferation of student so-
and the athletic department is a vital role cial and academic integration manifested
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through sport participation, and the encour-
agement and mentorship provided by athletic
coaches and other institutional members,
contributed to the differences found in re-
tention rates between Black male nonathlete
students and student-athletes."® This is a
component of the athletics enterprise that is
potentially fraught with institutional tension,
as other members of the campus community
may wonder why these extensive supports
are not provided for all students or why the
expenditures for these supports are made
only when they benefit student-athletes. Ex
ecutive leaders should be prepared to have con-
versations regarding these potential criticisms.
A strong academic advising system for stu-
dent-athletes. Student-athlete academic suc-
cess requires these athletes to get through

a myriad of challenges that fall within the
student-academic advisor relationship. These
potentially include navigating the maze of
developmental courses before entering
college-level coursework and completing

all degree requirements. Student-athletes
will need to complete “the required core
courses, avoid taking non-transferable credit
hours that will not count toward transfer,

and be quickly brought up to college-level
readiness, if they enter college not ready for
college-level work."® Academic advisors play
a central role in assisting student-athletes
through these obstacles. Additionally, the
academic advisors used by student-athletes
will need very specific and up-to-date under-
standings of all the NAIA and NCAA transfer
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rules to help student-athletes prepare for ath-
letic scholarships and playing opportunities
once their community college playing days
are over.® Studies also show that to produce
the positive success metrics for underrepre-
sented student-athletes, a strong relationship
between the student-athlete and the aca-
demic advisor, coaches, and faculty was cru-
cial 27 Executive leaders should be involved

in this component of the athletics enterprise
by monitoring the degree attainment rates
and degree types earned by the student-ath-
letes in order to adjust expectations if this is
needed over time.

A strong student-athlete personal devel-
opment system. “A well-run and well-con-
nected athletics program also helps promote
educational values to future generations of
students. Student-athletes are among the
most active community volunteers, frequently
speaking to school children and hospital pa-
tients. Many talk passionately about their ac-
ademic goals."™ The skills at the heart of any
good athletic personal development program
include proper socialization skills, leadership
skills, sportsmanship skills, community ser-
vice, and appropriate citizenry skills.® “The
overwhelming majority [of student-athletes]
stated that these learned skills and values, as
well as the personal contacts they have made
through intercollegiate athletics, will indeed
help them in the future to obtain a desirable
job or career.'®
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For more information:
1. Horton, D. (2009). Class and cleats: Community college student athletes and academic success.
New Directions for Community Colleges, 2009(147), 15-27. https://doi.org/10.1002/cc.374
2. Nichols, H. (2014). The experiences of community college student athletes [Master's thesis,
Eastern lllinois University]. http://thekeep.eiu.edu/theses/1293
3. Horton, D. (2015). Between a ball and a harsh Place. Community College Review, 43(3), 287-305.
https://doi.org10.1177/0091552115578168
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COMPLIANCE PART A

= TITLE IX

GENDER EQUITY

Why is this important to me as a community college executive leader?

1.

Given the understaffing and underfunding of most Title IX compliance programs at community col-

leges, it is easy for Title IX athletic compliance to take a backseat to the sexual harassment and mis-
conduct efforts that currently are responding to frequent changes in federal requirements. Because
the Title IX coordinator at many community colleges reports directly to the executive leaders, these
top administrators must make sure Title X athletic compliance is regularly reviewed and maintained.

“[Recent legal cases and complaints to OCR] reveal that Title IX compliance in athletic departments

is being monitored at the community college level and institutions may be vulnerable to complaints
and lawsuits. The cost of such litigation can be extremely high, not only in time and effort to respond
to complaints but in the cost of litigation itself"'!

itle IX compliance is a fundamental require-
T ment for all aspects of community college
service to its constituencies. “Fundamentally, Title
I1X of the Education Amendment to the 1964 Civil
Rights Act is the law that offers protection against
sex discrimination for students participating in
programs offered by educational institutions
that receive federal financial support. In relevant
part, the statute reads: No person in the United
States shall, on the basis of sex, be excluded from
participation in, be denied the benefits of or be
subjected to discrimination under any education
program or activity receiving Federal financial
assistance [Title IX of the Education Amendments
of 1972, 44 Fed. Reg. at 71413]."'® |t is this statute
that paved the way for women's athletic teams
and opportunities to be added to the male teams
and opportunities that existed prior to 1972 in
community college athletic departments. Soon
after the Title IX law was passed, the federal gov-
ernment was asked how it would be determined if
a college or university was meeting the standards
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for gender equity as required by Title IX. “The
requirements for Title IX compliance are clarified
and outlined in the 1979 Intercollegiate Athletics
Interpretation, otherwise known as the Policy In-
terpretation. Itis in the Policy Interpretation where
a measure of athletic participation opportunities
known as the ‘three-part test' is found."'® The
three-part test has been further clarified sev-
eral times by the Office of Civil Rights (OCR) in
1996, 1998, 2003, 2005, and several other times
since the first discussion of the test in 1979.'%To
demonstrate a community college is providing
equal gender access to their athletic program, a
college must meet at least one of these three re-
quirements:

‘Test one is proportionality. Ensure participa-
tion in athletics for women and men at rates that
are proportional to their enroliment.

Test two is the continued expansion of pro-
grams for the underrepresented sex as their
interests and abilities have evolved.

Test three is full accommodation of the un-




derrepresented sex: Offer every team for which
there is sufficient interest and ability, as well as
sufficient competition in the geographic areas
where the college normally competes."!%

Beyond equal gender access to athletic pro-
grams, Title IX requires equal treatment between
the genders after access has been achieved. Bon-
nette and Von Euler (2004) describe the 12 areas
in which gender equality must be reviewed and
achieved for a community college to achieve Title
IX compliance:

“Athletic Financial Assistance [scholarships]
equipment and supplies

scheduling of games and practice times
travel and per diem allowances

tutoring

coaching

locker rooms, practice and competitive facilities
medical and training facilities and services
housing and dining facilities and services
publicity

support services

recruitment of student-athletes"1%®

There are many facets to each of these aspects
that must be carefully administered to ensure
compliance. Even the most diligent of athletic
programs can contain areas of non-compliance if
they are not regularly reviewed. Sports with large
rosters and large budgets, such as football, can
present significant compliance challenges for Title
IX compliance at community colleges.

One of the most common problem areas for
Title IX compliance for community colleges of
concern is facilities. Most sports where there are
corresponding male and female versions that
usually play at the same venue are a little easier
to manage in some ways under these compliance
requirements because the playing spaces and ad-
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jacent facilities, such as locker rooms and training
spaces, are likely to be equivalent. Even with these
matching male and female sports, there are other
Title IX compliance pitfalls, such as which team
gets which practice times, training times, and the
prime time for contests when they play on the
same evening, which is common. Baseball and
softball can prove to be particularly difficult from a
Title IX compliance standpoint and should be very
closely examined on a regular basis because they
are corresponding sports but play at different but
easily comparable facilities. Football is another
NJCAA sport that creates considerable Title IX
challenges pertaining to facilities because of the
requisite number of facilities, size of those facili-
ties to facilitate such a large roster, and the event
management needs of such a sport.

The OCR monitors every intercollegiate ath-
letic program annually to help ensure Title IX
compliance, including the publication of every
institution's compliance data as part of its annual
disclosure requirements. The Equity in Athletics
Disclosure Act mandates that every Title IV fed-
eral aid-eligible, co-ed community college submit
an annual accounting of “athletic participation,
staffing, and revenues and expenses, by men's and
women's teams.” The Department [of Education]
will use this information in preparing its required
report to the Congress on gender equity in inter-
collegiate athletics.'”” This report is due mid-Oc-
tober every year and will likely take significant
efforts from an institution’s athletic director and
Title IX coordinator, along with assistance from the
human resources department, the business office,
and the institutional research department.



For more information:

1. OCR Reading Room - Policy - Sex Discrimination https://www2.ed.gov/about/offices/list/ocr/
frontpage/faq/rr/policyguidance/sex.html

2. Bonnette, V. M., & Von Euler, M. (2004). Title IX and intercollegiate athletics: How it all works—in
plain English. Good Sports.

3. Staurowsky, E. J. (2009a). Gender equity in two-year athletic departments: Part |. Student Athletes
and Athletics. New Directions for Community Colleges, 2009(147), 53-62. https://doi.org/10.1002/
cc.377

4. Staurowsky, E. J. (2009b). Gender equity in two-year athletic departments: Part |l. Student Athletes
and Athletics. New Directions for Community Colleges, 2009(147), 63-73. https://doi.org/10.1002/
cc.378

5. Miller, B. A. (2019). Title IX after 45 years: Overlooked disparities in the National Junior College Ath-
letic Association and California Community College Athletic Association. https://commons.lib.niu.
edu/bitstream/handle/10843/20252/Vol10lss2-Miller-PDFA.pdf?sequence=1&isAllowed=y
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1o7 1, S. Department of Education, 2017
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COMPLIANCE PARTB
= OTHER FEDERAL
AND NJCAA
COMPLIANCE

Why is this important to me as a community college executive leader?

1.
these compliance requirements.

Executive leadership must ensure that the community college has adequate resources to meet all of

Compliance violations can be very visible “black eyes" for a community college. They also can have

significant financial impacts in terms of fines, lawsuits, or eligibility to participate in Title IV funding

with the U.S. Department of Education.

Many of these compliance requirements exist for the safety of our student-athletes, and protecting

these students must be a priority for any community college with an athletic department.

ender equity in athletics certainly receives
G a considerable amount of attention with
regard to federal compliance in intercollegiate
athletics; however, it is but one of many compli-
ance requirements a community college athletic
department must successfully navigate for the
good of its student-athletes and the institution. It
is the role of the executive leaders in an institution
to make sure that all those involved with the ath-
letic enterprise at the community college do not
let the wins and losses and the day-to-day athletic
grind of practices, home events, road trips, and
post-season success overshadow the compliance
efforts in these environments.

Sexual Violence Prevention
Midway through the last decade, the major
college athletic organizations focused significant
attention on the larger societal issue of sexual
misconduct, especially as it related to the miscon-
duct of college athletes. “Sexual misconduct—in-
cluding sexual and gender-based harassment,
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sexual assault/sexual violence, stalking, and inti-
mate partner violence—is embedded in American
society and affects people of all socioeconomic
levels in our culture. Institutions of higher educa-
tion and their athletics programs are not immune
to the attitudes and behaviors that contribute to
sexual violence, a major public health threat that
demands a strong and comprehensive public
health response."'®

In 2015, the NJCAA announced the “It's On
Us"1® campaign to help its member colleges
and their athletes at the same time the NCAA
had commissioned a task force to develop their
“Sexual Violence Prevention: An Athletics Tool Kit
for a Healthy and Safe Culture.""® Under Title IX,
the Clery Act, the Violence Against Women Act
(VAWA), and various state laws, such as lllinois’
Preventing Sexual Violence in Higher Education
Act, community colleges have an affirmative duty to
work with their students and campus communities
to combat sexual violence. Working with student-ath-



letes is a significant component of these duties.
Examples of the connectivity between institu-
tional compliance with these laws and a commu-
nity college’s athletic departments comes from
the Department of Education’s The Handbook
for Campus Safety and Security Reporting 2016
Edition, a manual for college compliance with the
Clery and VAWA acts.""! This manual details a
community college's responsibility to:

* Count non-contiguous athletic complexes
into a college's Clery geography and re-
porting obligations.

* Designate "a director of athletics, [and] all
athletic coaches (including part-time em-
ployees and graduate assistants)” as Campus

It is the role of the executive leaders in

an institution to make sure that all those
involved with the athletic enterprise at
the community college do not let the

wins and losses and the day-to-day
athletic grind of practices, home events,
road trips, and post-season success
overshadow the compliance efforts in
these environments.

Security Authorities (CSAs) which creates in
them specific reporting and training obliga-
tions.'?

* Include in the annual campus safety report
crime statistics of properties that teams stay
at during their travels.

Fines for Clery violations can range as high as
$69,017 per offense currently. There are not only
moral and ethical reasons to work toward sexual
misconduct prevention, but financial reasons to
make compliance a priority as well.

Biennial Alcohol and Drug Review

According to the Drug-Free Schools and Cam-
puses regulations, all colleges and universities
must review all alcohol and drug use mitigation
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programming and its effectiveness every two
years.'"? One of the components required in this
review is a reporting of any athletic department
infractions of its drug and alcohol policies. Also,
these policies require a review to determine suffi-
ciency or needed alterations. If one’s community
college has an athletic drug testing policy, it will
need to be reported and reviewed in this biennial
review as well. The drug testing policy for an insti-
tution can be an important issue for new executive
leaders to become informed about, especially re-
garding decisions on test types administered, fre-
quency of testing, and consequences for positive
tests. There are significant competitive, legal, and
public perception implications for these decisions.
Executive leadership will be needed to work with
legal counsel for the institution in this area.

NJCAA Compliance

NJCAA compliance is an extensive and daunting
endeavor for any community college athletic de-
partment. The more teams and student-athletes
that an institution has, the larger this task is. Com-
pliance rules are published annually by the NJCAA
in the NJCAA Handbook.""* They can be grouped
into the following categories:

* |nitial Athlete Eligibility - These are the stan-
dards that athletes coming out of high school
must meet initially to be eligible to compete
athletically for a community college.
Academic Eligibility - These rules all revolve
around the academic progress and success
metrics that student-athletes must meet
to continue to be eligible to participate in
their sports. These rules include credit-hour
attainment rules for both semesters and
academic years, grade-point-average rules,

acceptable course-completion rules, and
rules pertaining to student-athletes with dis-
abilities.

Athletic Eligibility - These rules pertain to
seasons of competition and the ability for stu-
dent-athletes to compete for their community
college team.




* Medical Safety — These are rules that focus
on physical examinations, drug and alcohol
use, and concussion protocols.

Amateurism - These rules focus on athletic
competition and participation that are legal
for NJCAA student-athletes outside of their
community college teams. Definitions of
what constitutes prohibited professional ath-
letic participation are crucial in this area.
Administrative Procedures for community
college athletic departments - These rules
focus on the procedures athletic depart-
ments must follow with regard to certifying
athlete eligibility, participation, and communi-
cation with the national office.

Hardships - These rules pertain to situations
when athletes start a season of competition
and cannot finish. These are commonly
known as “Redshirt" situations.

Transfer - These rules govern situations
when student-athletes transfer from another
community college or four-year institution.
They are used to determine if that stu-
dent-athlete will be eligible to compete for
their new community college upon transfer.
Grant-in-Aid - These rules govern all aspects
of athletic scholarships and include which
costs scholarships can cover, to whom schol-
arships can be given, how scholarships are
renewed or retracted with student-athletes,
institutional obligations, number of scholar-
ships permitted by sport, and Letters of In-
tent (LOIs). LOls are the agreements created
between the institution and the athlete that
outline the terms of the scholarship.
Recruitment - These rules govern which
students can be recruited, which recruitment
practices are permissible, and financial ex-
penditures in recruiting.

Athletic Calendar and Participation - These
rules govern the yearly athletic calendar for
each sport and which activities are permis-
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sible in each component of that yearly cycle.
They delineate between each sport’s official
in-season and out-of-season designations;
establish practice, workout, and competition
limitations for in-season; and establish prac-
tice, workout, and competition limitations for
out-of-season times.

Financial Rules - These rules detail which ex-
penditures are legally covered by institutional
funds for all aspects of the athletic depart-
ment.

Sport Procedures - These rules govern all

aspects of the competition seasons for indi-
vidual sports, including, but not limited to, the
number of allowable contests, facility rules,
sport rules unique to that sport, post-season
tournament structure and eligibility, sport
relevant dates and deadlines, athletic awards,
uniform and equipment rules, and sport-spe-
cific health and safety rules.

Region/Conference Compliance

NJCAA regions may create rules that are appli-
cable only for their respective regions. Compli-
ance with these rules must be maintained by each
regional athletic department. Many of these rules
will govern competition rules and requirements for
member institutions as they relate to regional tour-
naments, the beginning phase of post-season play
for most NJCAA sports. These rules might require
a certain number of competitions among regional
teams, establish seeding and regional tournament
structures, govern regional awards, set conduct
standards, and govern disciplinary requirements.
These rules might also set official pay and assign-
ment guidelines, set regional dues, set regional
leadership selection, and establish dispute reso-
lution procedures. In addition to the types of rules
mentioned for NJCAA regions, conferences might
establish additional conference transfer rules,
championship procedures, and conference mem-
bership guidelines. The NJCAA sets the overall
rule structure, the boundaries, for all rules at the



region, conference, and institutional level. The re- long as they stay within these general guidelines
gion, conference, and institution can then choose of all of the entities above them in this hierarchy.
to make additional and more restrictive rules as

For more information:

1. The latest Campus Security Reporting Guidelines: https:/wwwz2.ed.gov/admins/lead /safety/
campus.html

2. NJCAA. (2020). NJCAA handbook: 2020-2021 academic year.

3. Region and Conference By-Laws - These can be obtained from each region’s Regent, Men’s Region
Director, and/or Women's Region Director.

4. National Collegiate Athletic Association (NCAA) and Sport Science Institute. (2019). Sexual vio-
lence prevention: An athletics tool kit for a healthy and safe culture (2nd ed.). https://ncaaorg.s3.am-
azonaws.com/ssi/violence/SSI_SexualViolencePreventionToolkit.pdf

1% National Collegiate Athletic Association (NCAA) & Sport Science Institute, 2019, p. 1
100 NJCAA, 2015

110 NCAA & Sport Science Institute, 2019

"' U.S. Department of Education, 2016

12 .S, Department of Education, 2016, p. 4-3

113 .S, Department of Education, 2006

114 NJCAA, 2020
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RISK MANAGEMENT

Why is this important to me as a community college executive leader?

1. Analyzing and finding solutions for all of these factors requires significant resources. Risk manage-
ment is not the area in which to skimp financially within the community college athletic budget. To
protect the institution, resource allocation for athletic risk management needs to be a high priority
for executive leaders in the community college.

2. Many risk management policies are institutional policy level and therefore require the support of col-
lege executive leadership.

3. At most community colleges, this level of legal and financial risk assumption is a decision for the
highest levels of leadership and governance.

he area of risk management in athletics Informed Consent
is a particularly important component of

executive leadership participation in the athletic

“Risk warning and informed consent ... [are] crit-
ical aspects of sport risk management.”''s

program at a community college. Inherent dangers
lurk in almost every aspect of a community college
athletic program, but most programs do not have
the legal or risk management staff to handle these
topics at the athletic department level. The sig-
nificant amount of policy development and legal
and risk management development needed for

a community college athletic department almost
certainly requires the involvement and significant
participation of the community college’s executive
leadership. For most new executive leaders, even
if they have experience with risk management in
other aspects of the community college operation,
there are many components of the athletic risk
management portfolio that will be new to their
attention. Every athletic program is different in its
offerings, facilities, and practices, so no section

of this tool outlining general risk management
concepts could be comprehensive, nor is that the
intent of this section. It will, however, provide sev-
eral starters for the conversations that will need

to occur among new executive leaders, athletic
department leadership, campus risk management
experts, college legal counsel, and trustees.

100

* Athletic participation comes with an inherent
risk of injury. In order to lessen the risk of
litigation by an athlete when injury does
occur, most colleges will attempt to protect
themselves by asking the participants, or the
parent/guardian if the athlete is a minor, to
waive their right to sue.!®

In order for the waiver of risk to be effective,
it must be combined with another legal doc-
trine—informed consent. “Adult athletes are
agreeing to submit themselves to the circum-
stances of participation with the attendant
risks."""?

Athletes must not only be informed about
the risks associated with their participation,
but also be educated about injury preven-
tion and risk reduction. “Thus, the issues of
‘risk warning' and ‘informed consent’ are
interrelated. Unless athletes and parents are
advised of the risk of injury in their chosen
sport, and fully understand that risk, they
have not given legally effective consent to
participation. For that reason it is essential to
integrate warning and informed consent into
one process."!®



* Regular evaluation and adjustment of a com-
munity college's risk warnings and informed
consent policies and procedures should
be part of the work done by the executive
leaders over athletics.

Transportation

* The legal duty for a community college to
provide safe transportation to and from its
athletic contests is well documented both le-
gally and in the academic literature.

“The duty to provide safe transportation be-
gins with securing or checking current travel
insurance policies, gaining required autho-
rized travel forms, selecting the appropriate
mode of safe transportation for one's group,
selecting a qualified driver, supervising the
entire group from the point of meeting at the
vehicle and throughout the entire trip, and
finally ensuring all passengers are safely

in their vehicles to return to their destina-
tions."1®

15-passenger vans

+ Selection of the appropriate mode of
transportation is worth additional atten-
tion. Because of their cost effectiveness
and prevalence, 15-passenger vans have
been a very common form of transporta-
tion among community college athletic
programs. This mode of transportation
also has proven to be one of the most
dangerous when it comes to catastrophic
athletic-related accidents over the years.

“The National Highway Transportation

Safety Administration (NHTSA) and Na-

tional Transportation Safety Board (NTSB)

have addressed the risks and dangers of
rollover accidents associated with con-
tinued use of 15-passenger vans. After
conducting numerous tests on 15-pas-
senger van travel, the NHTSA and NTSB
have issued repeated warnings regarding
the use of 15-passenger vans. The tests
indicated that vans are three times more

-
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likely to roll over when carrying more
than 10 passengers (NHTSA, 2001, 2002,
2004; NTSB, 2002). The NTSB also found
that 15-passenger vans are involved in

a greater number of single-vehicle acci-
dents resulting in rollover crashes than
any other passenger vehicles (NTSB,
2002)."2

Facilitating creative vehicle sharing or the

-

funding for transportation rental agree-
ments is another way executive leaders in
community colleges can be influential to
minimize the financial and risk issues as-
sociated with athletic travel.
Drivers

+ Acommon practice in community col-
lege athletics is to have coaches serve
as drivers for their teams. Extreme care
should be taken with this practice.

* Imagine a situation where a part-
time basketball coach works her
full-time job off campus starting at 8
AM, comes to campus to pick up her
team at 3 PM, and drives them the
2.5 hours to their basketball game.
She then goes through a stressful
and exhausting 3-hour game where
various mishaps, or even serious
injuries, might have occurred. She
then gets back into the vehicle at 10
PM, driving her team home, arriving
after midnight, while she has been
distracted by thoughts of the game
and the needed next steps for the
season. That coach has had the
team’s safety put in her hands after
already working 14 hours that day.
Driver training and hours limitation
regulations should be putin place for
every community college. Additional
state regulations might exist for
drivers of this nature as well.

+ The risk associated with staff drivers,
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along with the costs associated with
college-owned fleet vehicles has led
some community colleges to contract out
driving and/or vehicle use.
* “Transporting college athletes has been an
overlooked risk management issue facing
administrators. Team travel accidents have
caused death, injury, liability claims, property
loss, and grief."'2! If a college has not had any
major travel-related issues ever, or for a long
period of time, they can be lulled into a false
sense of security with regard to transporta-
tion-related liability.
Transportation costs and risks should be
significant components in all decisions
regarding adding, retaining, or eliminating
sports when these decisions are being con-
sidered by executive leaders.
Regular athletic transportation policy and
procedure development and review are
needed and must involve the college’s ex-
ecutive leadership. With the great volume of
athletic trips, consistent follow-through is the
key to minimizing risk in transportation. “If
exceptions and inconsistencies prevail, then
prudent practices begin to slacken and the
institution increases its risk for lawsuits."12

Property and Facility Risk

Community college athletic departments may
have several facilities, both indoor and outdoor,
that will need to be part of an institution's risk
management portfolio in order to ensure safety for
both athletes and spectators. These facilities in-
clude not only the facilities that house one's com-
petitions, but also those that house one's practice
complexes, fitness training spaces, locker rooms,
storage facilities, and medical and athletic training
facilities. Given the unique and nuanced uses of
these facilities, it is difficult for athletic directors
and coaches to have enough time and expertise to
be solely responsible for facility risk management,
and an institutional general risk management su-
pervisor might not have requisite athletics under-

standing to adequately assess athletic facilities on
their own. “There is no doubt that most managers
at recreational facilities understand the basics of
loss control and claims management. However,
because many aren't full-time risk managers, it is
difficult for them to keep pace with this sophisti-
cated, evolving profession.... As is the case with
the sporting activities that take place at many
recreational facilities, a winning approach to risk
management involves having a good team—in
this case, consisting of [the athletic director, the
coaches,] the risk manager, claims personnel, a
loss control expert and the insurance agent, all
working together to identify potential problems and
their remedies.”'2?

Insurance
Community colleges must take great care of

the insurance components of their risk manage-
ment strategies as they pertain to intercollegiate
athletics. "All sports organizations. . . need to be
covered and protected by a number of different
liability and property insurance policies that
comprise what is commonly known as a property
and casualty insurance program.. .. And it's not
just the sports organizations as legal entities that
are atrisk. It's of equal importance to protect the
respective directors, officers, employees, and vol-
unteers who operate these sports organizations,
as their personal assets are often ‘on the chopping
block’ during litigation."'?* It is important that each
community college conduct a frequent analysis of
existing coverage under general institutional poli-
cies for athletics and additional policies/endorse-
ments or coverage limits needed to adequately
protect the athletic program and those individuals
within it. According to John Sadler,'® examples of
needed coverages might include:

* General Liability

* Student-Athlete Health

* Catastrophic Injury

* Cyber Liability

* Medical Liability

* Sexual Abuse/Molestation
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* Warranty of Waiver * Business Auto/Transportation

* Punitive Damages * Management/Directors/Professional Liability
* Property Liability * Equipment Liability
* Accident

For more information:
1. Appenzeller, H. (Ed.), Risk management in sport: Issues and strategies (3rd ed.). Carolina Academic
Press.
2. Keehan, A. S. (2009). Bad tackles, stray balls, and hot weather: Managing risk in college athletics.
Chronicle of Higher Education, 56(14), A25-A25.

118 Ball, 2012, p. 23

118 Ball, 2012

17 Ball, 2012, p. 26

"8 Ball, 2012, p. 27

110 aVetter, 2012, p. 55

120 | aVetter & Kim, 2010, p. 450

121 | aVetter & Kim, 2010, p. 449
122|_aVetter, 2012, p. 56

123 Corway & Jones, 1993, p. 1; O'Brien, 2018
124 Sadler, 2012, p. 139; Keehan, 2009
128 Sadler, 2012, p. 139
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NJCAA DIVISIONS
AND DECLARATION
CONSIDERATIONS

Why is this important to me as a community college executive leader?
1. Every four years, when NJCAA member colleges declare which sports they will be offering and at
which division of play, the upper administration should be part of the review due to the financial and

student success implications of these decisions.

2. The college’s division of competition for each of its sports provides vital context for upper admin-
istrators in setting the strategic goals for the athletic department and completing a programmatic

assessment of the athletic department.

3. The athletic division decisions made by neighboring colleges will have a significant impact on the
decisions made at one’s own college. Understanding these divisional decisions allows administra-
tors to participate in informed conversations with their peers.

nother important aspect of NJCAA athletics
Athat a new community college leader needs
to understand is the divisional structure. Similar
to the NCAA, the NJCAA division structure sets up
competition in three sport divisions: Division | (DI),
Division Il (DI1), and Division I1I (DIII).

NJCAA member colleges choose not only which
sports they will offer, but also within which division
they will participate and at what funding levels
within that division. This determination is made
during the declaration period, held once every four
years. The last NJCAA declaration period was held
in Fall 2020, with the declarations made by each
member school at that time in effect from August
1, 2022 through July 31, 2026.'2 Some of the
sports under the NJCAA umbrella are offered at all
three divisions and others are offered at only one
or two of the division levels.

NJCAA Divisional Grant-In-Aid Differences'?® D-I DIl D-1ll
Tuition and fees Yes Yes No
Room and board Yes No No
Course-related books Yes Yes No
“Up to $250 in course-related supplies” Yes Yes No
Transportation - 1 trip each way to and from the student- Yes No No

athlete's home by most direct route per academic year
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Offered

ivisions

tionby D

icipa

(Number of Teams for 2021/2022 Year)'?®

NJCAA Sports Part

194
134
94
30
50
73
61
42
13
43
79
a6
28
24
61
57
168
140
84
80
60
29
87
64
149
63
14
14s
93
18

2 3 4 6 6 7 8 9 10 41 12 43 14 16 16 17 48 19 20 21 22 23 24 Total
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There are many important contextual factors that
go into the choice of the division a college se-
lects for any given sport. Some of these factors,
especially those related to finance and budget,
will be covered in greater depth in other sections
of this guide. The following, however, are some of
the considerations:

* In which division do most other teams in an
NJCAA region or conference compete for that
sport? In some sports, choosing a division of
competition different from a college’s confer-
ence or regional peers might leave that col-
lege with challenging travel distances to find
competitions, possibly resulting in concerns
about student-athlete academic issues and
missed class time, as well as large budgetary
demands for travel and lodging costs.

+ Inan lllinois example, College X was par-
ticipating at the DIl level while almost all
neighboring community colleges were
participating at the Dl level. College X re-
duced its sport offerings and moved these
financial savings into financial support for
the remaining sports to stay competitive
athletically but minimize their travel dis-
tances.

What level of competition is the college
seeking? What level of aid is needed to draw
the athletes that a college hopes to attract to
its campus? In some cases, NJCAA DI teams
are able to attract a higher caliber of athlete
and field more athletically skilled teams than
DIl teams because of the increased athletic
aid allowed. The same generally can be said
for the competitive difference between DIl
and DIl teams. The location of the college,
the enrollment and diversity goals of the col-
lege, and the existence of recruiting competi-
tors might allweigh into the decision-making
metrics in determining which athletic divi-
sion—DlI, DII, or DIll—makes the most sense
for an institution’s goals. The executive lead-
ership of the college will need to create and
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articulate its philosophy and its goals of ath-
letics as it matches to its contextual realities
of budget, geography, and enrollment. These
philosophies and goals should be the primary
components used by the executive leader-
ship in the selection of division for its sports.
+ College Y, for example, is on the edge of
the DI/DII band in one Midwestern state
and chooses to be DI in some sport offer-
ings and DIl in others.
College Y’s men's basketball plays at the
DI level and their roster in 2019-2020 had
two international players, nine out-of-state
players, two out-of-district players, and
three players from within their community

-

college district.'2

College Y's women's basketball plays at
the DIl level, and their roster in 2019-2020
had no international players, two out-of-
state players, six out-of-district players, and

-

seven players from within their community
college district.'¥ |t should be noted for
transparency's sake that College Y at-
tempts to maintain Title IX compliance by
offering DI opportunities and resources in
other women's sports, such as volleyball.

* Which competition levels are offered by the
NJCAA for the particular sport the college
wants to sponsor? Some divisions might not
be available for particular sports.

+ Historically, all of Parkland College’s (llli-
nois) teams participated at the DIl level,
except for men's and women's soccer.
Those two sports were offered only at
the DI and DIII levels. The sport is very
popular in Parkland's community college
district, so offering soccer is a big attrac-
tion for Parkland. The college provided
Dll-level grant-in-aid only for soccer,
however, to keep it consistent with its
other programs, despite the competitive
disadvantage this created in post-season
competition.




+ When the NJCAA created Division Il all of its other sports in terms of division
soccer in 2020, Parkland made the switch played.
to the DIl level and matched soccer with

For more information:
1. NJCAA website - www.njcaa.org - sections on: Membership Directory and Divisional Structure.

CRYSTL BUSTOS, PALMBEACH (FL)

“Bp 4" by recubejim, CC BY-SA2.0.

128 NJCAA, 2020

12T\ JCAA, 2020

128 | ovett, 2021

120| aka Land College, 2019a
120 | ake Land College, 2019b
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ADDITIONAL
SCHOLARSHIP

DECISIONS

Why is this important to me as a community college executive leader?
1. Scholarship decisions have significant budget ramifications and need to be made at the institutional

budget level of decision making.

2. Scholarship allocations may have governing board implications for community colleges so executive

leadership should be involved in that interaction.

3. Regular review of these decisions and the effectiveness of the current scholarship system should be
undertaken by the athletic director and the executive leadership. Foundation and institutional scholar-
ships can be potentially combined with athletic grants-in-aid. There is potential for misuse and abuse
of these non-athletic scholarships, especially in, but not limited to, DI and DIll sport situations. Itis
therefore imperative that new executive leaders understand these scholarship situations in great detail
so they can provide the requisite oversight of an institution's scholarship practices and compliance.

n conjunction with decisions about NJCAA di-

visions for competition, scholarship decisions
will need to be made if the community college is
going to compete at the Division | or Division I
levels. It first may be helpful to discuss some in-
formation from the community college literature
regarding athletic scholarships.

Is a community college going to offer athletic
grants-in-aid (athletic scholarships)?

* There are many schools of thought re-
garding the necessity of scholarships for
community college athletics. According to
some scholars, "whether to offer athletic
scholarships or not depends on the college’s
circumstances and mission. However, ad-
ministrators should not assume that schol-
arships must always be offered to ensure a
successful athletic program. Many students
value the opportunity to participate in athletics
beyond high school as sufficient reward."13!

* "Institutions may also consider offering
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partial scholarships as a way of containing
costs while still presenting an incentive for
students to attend and play sports at their
institution. Though many successful athletic
programs do award athletic scholarships, it is
also possible to have a solid program without
providing student-athletes with athletically
related financial aid."1*

The circumstances these scholars discuss
are likely geographic and demographic de-
pendent. Rural community colleges spend
more money on athletic-related aid for stu-
dent-athletes than their suburban and urban
counterparts in an effort to boost enroll-
ment.3



If scholarships are going to be offered, will the
college offer the maximum number of allowable
scholarships or some number less than the
maximum?

* On the chart below, the maximum number
of Letters of Intent (LOIs) for each sport are
listed. An LOl is the agreement between the
player and the college; the player promises to
attend the college and play for the team and
the college promises some form of athletic
aid and/or a spot on the team.
Every student-athlete receiving any amount
of athletic grant-in-aid must be on an LOI.
Not every student on an LOIl must be re-
ceiving athletic grant-in-aid. There might be
strategic reasons to put a student-athlete
on an LOI even if they are not receiving any
athletic grant-in-aid if the college is giving
fewer than the maximum allowable number
of scholarships.
If a college is providing fewer than the max-
imum number of allowable full athletic schol-
arships in a particular sport, the number of
full athletic scholarships they are giving can
be divided up between any number of stu-
dent-athletes up to the maximum number of
allowable LOls. For example:

+ If College X decides to provide half the
amount of allowable wrestling scholar-
ships, they would allot 10 full scholarships
to the wrestling coach to award. The head
wrestling coach could decide to divide
all 10 scholarships in half and give 20 dif-
ferent wrestlers each one-half of a schol-
arship, since wrestling is allotted 20 LOls.
A combination of approaches can be used
in a single sport. In volleyball, assume
College Y allots 10 full scholarships to
the sport. The volleyball coach could,
for example, give out seven full scholar-
ships to athletes, divide the other three
scholarships in half, and give six athletes
half scholarships, and then “lock up” one

-
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walk-on on an LOI so that athlete cannot
be recruited by a different community col-
lege.

As indicated in the chart below, the
number of allowable football scholarships
is significantly larger than any other sport.
Offsetting this potentially large number of
male scholarships with requisite women's
offerings in a way that is Title IX compliant
can be incredibly challenging.

-

What allowable scholarship components will a
full scholarship include?

* Remember from the previous section, DI
athletic scholarships may include tuition and
fees, room and board, books, and course sup-
plies up to $250 per academic year. Division ||
allows the same, except no room and board.
Many community colleges do not include all
of the allowable scholarship components in
their scholarships. For example, DIl College
X might choose to include tuition, fees, and
books for full scholarships, whereas College
Y might choose to include only tuition and
fees. This is purely an institutional decision.

What will be the funding source for athletic
scholarships?

* A college may choose to use institutional
funds to pay for grants-in-aid if that is allowed
under their institutional policy and appro-
priate state laws. Some states prohibit the
use of state and/or local funds for athletic
scholarships.

* A college may choose to use student fee
money collected from mandatory fees to pay
for athletic scholarships.

* A college may choose to use fundraised

money for athletic scholarships. This might

be money raised by the college’s foundation
or by the athletic department itself.

Colleges may choose to combine multiple allow-

able funding sources for athletic scholarships.



Number of LOI -
Full Scholarships

Women's
Basketball
Beach Volleyball
Bowling

Cross Country

Golf

Half Marathon
Lacrosse

Soccer

Softball

Swimming & Diving
Tennis

Track & Field
Volleyball

*Cross Country and Half Marathon get 10 combined scholarships

** Diision | Tennis will be limited to a maximum of nine Letters of Intent/Scholarships. Three of the nine schol
arships given may be a maximum of tuition, course-related fees, room and board, course-related books, up to $260
in course-required supplies and transportation costs to and from the college by direct route one time per aca-
demic year. Six of the nine scholarships are limited to tuition, course-related fees, coursevelated books, and up to
$260 in course-required supplies.

Chart created from the 2020-21 NJCAA Handbook.'**

Baseball
Basketball
Bowling
Cross Country
Football

Golf

Half Marathon
Lacrosse
Soccer
Swimming & Diving
Tennis

Track & Field
Wrestling

Will the college place any residency limitations dent-athletes from each of these categories.
on scholarships? * A college might choose to exclude or limit
* If one considers the four main residency types members of any of these residency catego-
of community college students—in-district, ries from receiving athletic scholarships, in
out-of-district but in-state, out-of-state, and in- keeping with the college’s mission, policies,
ternational—colleges may choose to have stu- or athletic philosophy.

For more information:
1. NJCAA Handbook - Eligibility Casebook Section: https://d202figo6ddd0g.cloudfront.net/g/r/
km51pszfzit4xp/NJCAA_Handbook_-_Eligiblity_Casebook_04-17-21.pdf
2. Annual institutional audit of the athletic department budget - Obtained from institution’s Chief Fi-
nancial Officer or Comptroller.

131 Lawrence, Mullin, et al,, 2009, p. 45
122 | awrence, Mullin, et al,, 2009, p. 45
123 Castafieda, 2004

12 NJCAA, 2020
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ATHLETIC BUDGET

CONSTRUCTION FOR
AN NJCAA ATHLETIC
PROGRAM

Why is this important to me as a community college executive leader?
1. Fiscal oversight of athletics is an important role of the executive leader who oversees the athletic

department. With a budget as large and diverse as that of a community college athletic department,
the potential for fiscal inefficiency or malfeasance exists. The executive leader should be one of the

checks and balances against these issues.

2. Executive leaders need a good working understanding of the athletic budget, because they may be
asked to justify spending and make potential cuts in the athletic budget when the fiscal situation at

the institution gets tight.

3. Executive leaders will want to be effective when assisting in institutional fundraising activities in-
volving a potential donor who may be interested in a donation dedicated to the athletic department.

new executive leader should understand the
Aconstruct of an athletic department budget.
While not every community college athletic budget
is constructed in the same manner, these general

categories will provide new executive leaders with a

conversational starting point for an athletic budget
conversation with the athletic director and the chief

financial officer at their institution.'%

Athletic Department Main Office Expenses

* Salaries and benefits for all athletic depart-
ment general staff, including the athletic di-

rector and administrative assistants
* Office supplies and expenses, including
postage, copying, and office equipment

* Travel expenses for athletic office personnel,

including the athletic director

* Dues, including NJCAA, region, conference,

and professional organizations
* Awards for players, coaches, and teams,
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including awards for presentation to the re-
cipients and awards or publicity of them used
for display in the facilities (e.g., banners, pho-
tographs, or murals)

Computer hardware and software costs for
athletic department main office personnel
Athletic department gear and clothing for the
main office and other units of the athletic de-
partment (excluding teams)

Professional development costs for athletic
main office personnel

Medical Department Expenses
* Salaries and benefits or contractual arrange-

ments for all trainers and doctors

* Training and medical supplies for trainers and

doctors for injury prevention and rehabilitation

* Training and medical equipment
* Training and medical facility expenses, in-

cluding maintenance, cleaning, rentals, or



other expenses Sports Information Department Expenses

* Expenses for drug testing program * Salaries and benefits or contractual arrange-
* Travel expenses for trainers or doctors ments for all sports information personnel
* Computer hardware and software costs for * Sports information contractual services for
medical personnel marketing, graphics, and photography
* Medical insurance costs * Web and social media related expenses
Strength and Conditioning Department * Travel expenses for sports information per-
Expenses sonnel
. - * Professional development costs for sports
* Salaries and benefits or contractual arrange-
ments for all strength and conditioning per- information personnel
sonnel * Computer hardware and software costs for

sports information personnel
* Live streaming, video, and audio costs for
game broadcasts

Travel expenses for strength and condi-
tioning personnel
Strength and conditioning supplies

* Strength and conditioning equipment Athletic Facilities Department Expenses

« Strength and conditioning facility expenses, * Salaries and benefits or contractual arrange-
including maintenance, cleaning, rentals, or ments for all facilities personnel
other expenses * Facilities maintenance equipment and

* Professional development costs for strength rentals, including those for mowing, painting,
and conditioning personnel cleaning, and more

» Computer hardware and software costs for * Facilities maintenance supplies, including
strength and conditioning personnel fertilizer, paint, cleaning products, and more

* Professional development costs for facilities

Academic Support Department Expenses
* Salaries and benefits or contractual arrange-
ments for all academic support personnel
* Travel expenses for academic support per-

personnel
* Computer hardware and software costs for
facilities personnel

sonnel Event Management Department Expenses

* Academic support supplies * Salaries and benefits or contractual arrange-

* Academic support equipment ments for all event management personnel

* Academic support facility expenses, in- » Event management equipment and rentals,
cluding maintenance, cleaning, or other ex- including ticket sales, signs, crowd control,
penses publicity, concession stand, and more

* Professional development costs for academic * Security-related costs for events
support personnel * Game official costs and hospitality

* Computer hardware and software costs for * Hospitality for opposing team personnel,
academic support personnel VIPs, and college personnel

* Event management supplies, including con-
cession products, tickets, printing, and pub-
licity

* Professional development costs for event
management personnel

* Computer hardware and software costs for
event management personnel
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Team costs and travel-related equipment and services

* Salaries and benefits or contractual arrange- * All team recruiting expenses, including those
ments for all team personnel for team personnel travel, recruiting visits,
* Team equipment and maintenance of that contest watching, recruiting services, and
equipment, including practice and game more
equipment * All postseason competition expenses
* All player clothing and playing gear, including * All grant-in-aid expenses
game and practice items * Professional development costs for team
* All team personnel clothing and gear, in- personnel
cluding game and practice items * Computer hardware and software costs for
* All team travel-related expenses, including team personnel
lodging, transportation costs, meal expenses, * Sport office supplies

For more information:

1. Diede, M. (2005). Junior college and community college athletic capitalism and the work of athletic
trainers (No. 3161671) [Doctoral dissertation, University of Arizona], ProQuest Dissertations Pub-
lishing. https:/fAww.proquest.com/openview/49a221c263c5600261cfc1cad7aa7bea/1?pg-orig-
site=gscholar&cbl=18750&diss=y

135 Diede, 2005
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FINANCIAL MODEL
FOR ANNJCAA
ATHLETIC PROGRAM

Why is this important to me as a community college executive leader?
1. Executive leaders need to know how their institution will evaluate the fiscal reality of their athletic

department.

2. Understanding the fiscal calculation for the athletic department allows the executive leader to make
strategic budget alterations to components of the calculation in order to change its outcomes.
3. Understanding this calculation allows executive leaders to strengthen strategic planning as the

fiscal situation of the institution changes.

Calculating the true cost (or profit) of a com-
munity college athletic program is not as
easy as it may seem. A lot of detailed calculation
and nuance are required to get the calculation
correct for an institution. There is significant in-
stitutional variation in the funding mechanisms
and expense constructs that can make the cost
or profit calculations vary widely by institution.
Recent studies in the literature have come to

very different conclusions about whether com-
munity college athletics is a revenue generator
for the community college. One scholar studying
community college budgets in 2004, Castafieda,
concluded that community college athletics
would likely be a revenue generator for community
colleges when state funding levels for student-ath-
letes were factored in.'® Another researcher in
2009, Horton, concluded that "According to the
Equity in Athletics Disclosure Act (EADA) 2006
survey, approximately 49 percent (212) of the

430 National Junior College Athletic Association
(NJCAA) member institutions reported either a fi-
nancial loss or no positive financial gain (total rev-
enues net total athletic expenses) in 20086. Of the
remaining 218 institutions surveyed, 23 percent
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(101) earned revenues at or above $25,000, while
only 4 percent (18) earned revenues at or above
$150,000."7

Many of these studies use very blunt financial
metrics, such as the tuition cost per credit hour
to determine expenses and revenues. These have
been commonly used in the literature because it
is easy to find standardized versions across mul-
tiple institutions for these metrics. Unfortunately,
these metrics do not produce the most accurate of
models to determine the fiscal reality of a commu-
nity college athletic enterprise. For example, the
tuition amount per credit hour is not the amount
that it costs the college to produce that hour of in-
struction. That cost per credit hour includes many
sunken costs that are not related to the cost of the
athletic program.

Below, a more nuanced model is presented that
an executive leader could use to truly ascertain
the fiscal realities of their current athletic depart-
ment or for starting an athletic department. With
some detailed work by the athletic director and the
chief financial officer of the institution, it can be
used to give a more accurate picture of the “true
cost of athletics" to an executive leader.
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Community College Athletic Financial Analysis Model

Tuition and fees paid by student-athletes®

+
State apportionment for all credithours
Cost of instruction for all credit hours taken by taken by student-athletes
student sthletes*
+
Prorsted share of support service expenses
when department budgetis impacted by +
athletics®

Fundraising revenue dedicated
specifically for athletics®

+

Facility expenses not included in athletics +
budget expenses™ Profits from ticket sales,
+ concessions, merchandise
Total athletic budget expenses excluding +
grants-in-aid ¥ Tournament entry fees and sponsorships
+
Student fee contributions to athletics”®

+

All housing, book, and resource grant-in-aid +
allocations to student sthletes

Profits from all student-athlete expenditures at
college auxilliary services (housing, bookstore,
food services)

Total Expenses Total Revenues

Total expenses - total revenues =

Athletics cost to the college

Key for Financial Model

8 = Thisincludas sl finsncial aid, grants, snd non-sthietic scholsrship dollsrs psid towards the student sccount balsnces

* = Calculsted by taking all acsdamic instructions! depsrtment costs multiplied by (number of studant-sthists hours/total institutions| credit hours). Does
not include suppart depsrtment costs, only tasching depsrtments To produce the most scourate version of this cslculation, exclude il high cost
prog from thi kculstions that student-athistes do not hsve the opportunity o participsts in while they are sthietas (such ss hesith professions
prog with clinical obligstions or career and tachnical programs that may not be options for student-athietes until they are finished plsying due to
time confiicts,) Exclude both the costs snd institutional credit h from the calcuisti

@ = Csn be donation diractly to athistic department, donation to sthistics through the colliage foundation, fundrsising done by sthistic depsrtment, or
profits from sthistic camps and clincs.

& - Calcuisted by taking all applicable department budgets (exp ) {# student-athiete credit hours fotal institutionsi credit hours). Depsrt-

ments includad in celewlations only if answer to thi:., ion is yes-"If. wera d/added would it require staffing or rasource changes to
the depsrtment budget?” This might include everything from ling services, ic advising, to tutaring and many others.

# = Should include exp for ians and hendise sold by sthistic depsrtment plus sil svent msnsgement expenses.

% = Onlyinclude if colflege would not incur the expense if it did not have athlatics. This might include pro-rsted cslcwlations for cempus utilities, jenitoris!
services, maintenance, grounds work, etc.

A = To pravent s small doubls counting evror, only the student sctivity fass thatsre esrmariad for sthistics paid by nan-student athistas should be used hers.
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Therefore, itis advisable that every community
college undertake this more detailed and accurate
analysis of the financial reality of their athletic
department. With this analysis, a community col-
lege executive leadership team will know the true
costs for adding a team or the true savings when
contemplating cutting a program. Even if a com-

For more information:
1. Castafieda, C. (2004). A national overview of intercollegiate athletics at public community colleges
(No. 3144975) [Doctoral dissertation, University of North Texas], ProQuest Dissertations Publishing.
2. Mullin, C. M., Baime, D. S., & Honeyman, D. S. (2015). Community college finance: A guide for insti-
tutional leaders. John Wiley & Sons.

munity college is content not making any changes
to its current athletic offerings at the moment, it
would be advantageous to complete this type of
analysis sooner rather than later in case the fiscal
picture of the institution turns bleak and the ath-
letic department is once again under the financial
microscope.

12 Alexander, 2009
3T Horton, 2009, p. 15
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SPORT ADDITION
OR DELETION

Why is this important to me as a community college executive leader?
1. Given the controversial nature of these decisions, the entire executive leadership group should be

knowledgeable about these issues so they can have thorough debate about the pros and cons of

each decision.

2. The intense polarization these decisions can produce requires an executive leader with an extensive
understanding of the issues before speaking to stakeholders.
3. These decisions are nuanced and require a depth of knowledge to understand.

dding an athletic department to a com-

munity college that does not have one or
adding additional sports to an existing athletic
program is a complex financial and logistical de-
cision that conjures many strong opinions among
the constituent groups of the college. Adding to
or deleting from the existing sports in an athletic
department is also a complex decisions that, in
many cases, can generate highly charged pro and
con feelings, both inside an institution and with
external stakeholders. Ending entire athletic pro-
grams at a community college can be an incred-
ibly difficult decision that is a highly emotional and
public decision with long-lasting and unforeseen
consequences. Executive leaders, especially new
ones, should be very careful and deliberative with
these decisions. There are contrasting studies in
the literature, as discussed earlier, as to whether
community college athletic departments are likely
to be a revenue generator for the institution or a
loss.

Historically, athletic programs are one of the
most common components of a community col-
lege operation looked to by executive leaders
when they feel the need to shrink the institution.
One experienced college administrator related,
“In my 18 years as a community college faculty
member, basketball coach, athletics director, de-

partment chair, and academic dean, I've learned
that athletics programs are always on the table.
Inevitably, there are those among the faculty and
administration who view them as a luxury, not

as a function central to the core mission of the
institution. When budgets are tight, as they usu-
ally are, and administrators are looking for a little
extra cash, their steely-eyed gaze turns naturally
towards athletics."'® There are some important
lessons from the literature that an executive leader
should consider before deciding to add or elimi-
nate an athletic department or a sport:

* There will be many stakeholders or constitu-
ency groups that have a keen interest in the
decision. "An institution seeking to add or
eliminate an athletic program or teams needs
first to prepare a plan that is transparent to
stakeholders. The plan should clearly com-
municate how addition or elimination of
the program complements the core ideolo-
gies of the institution. This communication
should emphasize how offering athletics
aligns with the institution’s mission and pur-
pose."1¥ These stakeholder groups might
be internal or external to the institution.
Internal stakeholder groups could contain
current students, faculty and staff, current
team members and their parents, athletic
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department employees including the current
coaches and administrators, the college
foundation, and the governing board. Ex-
ternal stakeholders with a strong interest in
the decision include alumni of that team, the
local business community, athletic boosters,
college donors, fans in the community,
prospective students, district high school
programs, local athletic clubs in that sport,
and civic organizations such as the chamber
of commerce or the convention and visitors
bureau. Careful consideration of the effects
on each of these groups and their reactions
to the decisions should be considered when
relevant to the situation.

“Given the impact a major change in athletics
can have on the institution, formal approval
should come from the highest authority pos-
sible, in most cases a governing board."1%°
These elected/appointed officials are the
representatives of many of the constituency
groups named in the previous point. Changes
to the athletic department can be very public,
and these officials are likely to be the ones
taking the brunt of strong feelings from
whichever constituencies are upset with the
decision. Depending on the political connec-
tions of the concerned individuals, executive
leaders need the full support of the governing
board for these athletic decisions.

Extensive and detailed financial work should
be done in either case—addition or sub-
traction of sports or programs—to truly
understand the financial ramifications of the
decisions. Every state and community college
is different in how its funding model plays
out. There is little agreement on this subject
in the literature. The financial cost informa-
tion in the literature is not entirely definitive.
“Athletics may be a net income producer for
public community colleges. Intercollegiate
athletics appears to result in a net financial
loss for public community colleges because
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expenses exceed revenues. Nationally, when
state reimbursement per full-time student is
considered, the total income per student-ath-
lete exceeded the cost by $376 per student.
This net benefit does not include the revenue
to the college from enrolling other students
who may come to participate in drill team,
band, or cheerleading. Colleges also benefit
from having athletes live in the residence
halls and take part in the food service plan,
lowering the marginal cost for all students
on campus. However, a state-level analysis
provides mixed evidence with only 25 of 42
states showing a greater reimbursement

per athlete than cost per athlete."*! Careful
calculations of actual savings or costs must
be done with an honest and accurate as-
sessment of resources saved in the case of
deletions.

There are benefits and liabilities of com-
munity college athletics that are hard to
quantify. These intangible costs and benefits
should be carefully considered in the deci-
sion-making process for athletic addition or
deletions. Examples of these unquantifiable
benefits include college media coverage
and name recognition, student engagement
and culture benefits, and diversity consider-
ations.'®

A detailed analysis of the enrollment and
student success metrics for the college's
student-athletes needs to be factored into all
athletic addition or deletion decisions.
Creative revenue options should be explored
in these decisions. “Athletic programs may
be supported by several sources, among
them the traditional revenue streams of state
government, local government, and student
fees. However, creating new entrepreneurial
revenue sources is becoming a requirement
to keep pace with escalating operational
costs.""*3 In some cases, the savings from
sport subtractions are not as large as they
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may seem, and, conversely, the costs for ad-
ditions might not be as great as one thinks.
There sometimes are hidden funding sources
that can be leveraged. “Examining the im-
pact of athletics on the local economy, one
community college administrator observed
that student-athletes rent housing from the
community and patronize local businesses

For more information:

(Keenum interview, 2008). This results in
additional economic impact on the locale,
which ultimately benefits the institution and
community.""** These benefiting members

of the local economy might have a vested
interest in supplementing community college
revenue to ensure their business operations
remain lucrative.

1. Lawrence, H. J., Mullin, C. M., & Horton, D., Jr. (2009). Considerations for expanding, eliminating, and
maintaining community college athletic teams and programs. New Directions for Community Col-

leges, 2009(147), 39-51.

2. Jenkins, R. (2006). Athletics aren't a luxury at community colleges. Chronicle of Higher Education,

52(29).

138 Jankins, 2006, p. 1

120 | awrence, Mullin, et al., 2009, pp. 42-43
40 |_awrence, Mullin, et al., 2009, p. 43

4! Castafieda, 2004, p. 128

12 Horton, 2009

143 awrence, Mullin, et al., 2009, p. 44

44 |_awrence, Mullin, et al.,, 2009, p. 42
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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

|ll

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 Il, NCAA Division lll, 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 lowa 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. Castafieda (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.
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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 ROl model for
that component within the community college athletic context. For example, research could be
conducted on the financial ROl 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 | 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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