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ABSTRACT

A Multi-Case Study of Intercollegiate Athletic Programs in NCAA Division II 
Schools: Their Relation to Institutional Strategic Goals and Policy Decisions

Thomas M. Abbott

Many American institutions of higher education invest a significant amount of resources 
in the development, administration, and operation of intercollegiate athletic programs and 
have offered and maintained these programs since the 19th century growing larger and 
more visible with the passage of time. Because of this, it is appropriate to ask why 
colleges offer intercollegiate athletic programs to their students. As with any other 
program of the institution, schools engage in intercollegiate athletic competition to 
further strategic institutional goals and purposes. And, as with any other defined strategic 
goal, an organization will attempt to put into place effective policies and procedures and 
will obtain and utilize the resources necessary to achieve these goals. This study seeks to 
provide insights into the foregoing idea of the confluence of institutional goals and 
institutional practices by looking at intercollegiate athletics at a specific level of 
competition, governance, and organization that level being Division II of the National 
Collegiate Athletic Association
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CHAPTER ONE
Introduction

In the general public perception, American colleges and universities are often 

associated with sport and athletic competition. In actual practice, many people gain their 

first knowledge of a college through mentions of its intercollegiate sports programs well 

before they become familiar with the school’s academic specialties, the achievements of 

its faculty, the profile of its alumni or other characteristics that might define the 

perception of the institution. In many publications and public conversations over many 

years, a common phrase that is often used is the athletics are the “front porch of the 

college.” (Brand, 2006)

In 2015-16 there were just over 3,000 four-year colleges in the United States (US 

Department of Education, 2018). Of these approximately 1,200 are members of the 

National Collegiate Athletic Association (About the NCAA-Membership, 2013), the 

most prominent governing body for intercollegiate sports. Over 460,000 student-athletes 

attend the NCAA’s member institutions. Approximately one-third of these schools and 

student-athletes compete in the NCAA’s Division II.

At a base level, it is appropriate to ask why colleges offer intercollegiate athletic 

programs to their students. As with any other program of the institution, schools engage 

in intercollegiate athletic competition to further strategic institutional goals and purposes. 

And, as with any other defined strategic goal, an organization will attempt to put into 

place effective policies and procedures and will obtain and utilize the resources necessary 

to achieve these goals.
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For example, in terms of organizational strategy, an increasing number of schools 

have come to rely significantly on athletic programs to increase enrollment and tuition 

revenue, particularly at the Division II level. Logic would dictate that the source of 

tuition revenue is students; in pursuit of tuition revenue strategies would be created and 

programs and processes deployed to attract and retain students. Extending this thinking to 

student-athletes would make the understanding of student-athletes’ choice factors 

important to such institutions particularly if the school is dependent primarily on tuition 

as one of its main revenue sources. The recruitment and retention of student-athletes 

become increasingly important at such schools because of this revenue, In addition, the 

marketing advantages provided by the publicity and recognition that accompanies a 

successful athletics program can attract students outside of the student-athlete pool. 

Therefore, in terms similar to classical political economy reasoning (e.g. Adam Smith, 

Thorstein Veblen, Karl Marx, etc.) the student-athlete effectively becomes a “factor of 

production” and is akin to a consumable resource in the provision/creation of a “product”, 

in this case, a successful ongoing athletic program. Student-athletes must continually be 

recruited and retained in regular predictable schedules as their predecessors leave school 

for whatever reason. No matter what institutional objective the particular college is trying 

to achieve by offering an intercollegiate athletics program it must attract and retain 

prospective student-athletes (PSAs) to accomplish that objective. This involves a process 

of recruitment necessary to influence the PSA in that individual’s choice of college to 

attend. Therefore, there are policy implications that should take into account the 

recruiting and retention of student-athletes. The willingness of institutional leadership to 

understand and meet the needs of student-athletes will have a profound impact in
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strategic policy and resource allocation areas ranging from recruiting and retention 

policies to physical assets such as competition and training facilities. However, this 

resource allocation must be responsive to the achievement of the institution’s goals.

Another example of a strategic issue relating to offering intercollegiate athletic 

programs is the question of the allocation of significant financial resources in the 

acquisition, construction, and maintenance of athletic facilities. For many institutions, 

this is a significant challenge particularly if the institution is dependent on ongoing 

revenue sources such as tuition and fees in order to fund its operations as well as capital 

investment. For instance, not only is the investment in and quality of facilities dictated by 

the institution’s strategic goals but frequently it is also a requirement for participation in 

intercollegiate athletics as a member of the athletics governing body to which the school 

is affiliated. Such requirements may include a number of sports to be offered, the number 

of scholarships that can be given, scheduling of home and away games (which affects 

operating expenses), etc. The level at which institutions choose to compete has a major 

impact on determining the financial requirements of an intercollegiate athletics program.

Intercollegiate athletics in the United States is governed primarily by two 

organizations, the National Collegiate Athletic Association (NCAA) and the National 

Association of Intercollegiate Athletics (NAIA). The NCAA is the much larger and more 

widely known of the two encompassing a membership of over 1,000 divided into three 

divisions. The NCAA requires its member institutions to align their core athletic 

programs with one of the three divisions each of which has different requirements for its 

membership including such items as the scope of programs, granting of athletics-based 

financial aid and various other programmatic issues. Currently, there are three hundred
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forty members of Division I, two hundred ninety members of Division II, and four 

hundred thirty-six members of Division III. (About the NCAA-Membership, 2013) The 

NAIA has over three hundred member institutions. (About the NAIA, 2013)

This study focuses on Division II of the NCAA. This body’s differentiating 

characteristics define some of the factors that prospective student-athletes consider when 

deciding on Division II or any school. For example, the members of Division II are 

committed to the principle that intercollegiate athletics are an integral part of a student’s 

“balanced” college experience (About the NCAA-Membership, 2013). Athletics 

governance and administration are part of the overall university administrative and 

budgetary structures and are not separate entities as they are in many of the larger 

Division I institutions. The Division II model is based on the concept of “partial 

scholarships”, that athletics-based financial aid is only part of an institution’s financial 

assistance to students. (Differences Among the Three Divisions NCAA, 2012) The 

characteristics of Division II also align with the athletic missions as well as the overall 

institutional missions of the membership, defining the institutional offerings in program, 

facilities, environment, etc.

The intersection of institutional goals for the offering of an intercollegiate 

athletics program and the policy and operational decisions taken by individual schools is 

the focus of this study. The study seeks to understand why and how representative 

Division II schools see intercollegiate athletics as part of their organizational strategies; 

how do those institutions formulate policies to further institutional goals using 

intercollegiate athletics. In summary, the study will attempt to address the impact of 

action taken at the confluence of the institutional question “why do we want
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intercollegiate athletics our school?” with “how will we use the athletic program as a 

practical tool for institutional advancement?”

Background of the Problem

It is important to understand that there are significant differences between the 

Divisions of the NCAA. Division I has long been considered to be the highest level of 

intercollegiate sports. The membership of Division I is characterized (with some minor 

exceptions) by large institutions such as state universities and large private schools. 

Schools in this category must offer a minimum number of sports for both men and 

women that is larger than the other divisions, face scheduling restrictions that limit the 

number of competitions to primarily Division I members and meet the minimum and 

maximum athletic scholarship amounts and numbers. (National Collegiate Athletic 

Association, 2012) Many of these schools’ programs compete on a national level and 

receive significant coverage in both regional and national media. Most of the student- 

athletes at Division I schools are actively recruited by the institution for their athletic 

skills, even if the student-athlete does not receive an athletic scholarship (the non

scholarship student-athlete is commonly referred to as a “walk-on”, actively recruited 

non-scholarship athletes are referred to as “preferred walk-ons”.) Frequently in Division I 

the athletic department functions as a separate entity outside the regular university 

financial/budgetary structure. To the general public, this division is most commonly 

recognized as “intercollegiate athletics.” In contrast, Division II of the NCAA is 

comprised of mostly smaller schools and operates on a more regional basis. The stated 

philosophy of the division is that member schools view athletic and academic life as a 

balance of the entire educational experience. (National Collegiate Athletic Association)
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The educational value of intercollegiate athletics is considered strongly. (Division II 

Community Page NCAA) Although Division II allows its members to grant athletics- 

based financial aid to students, rarely does a student-athlete at a Division II school 

receive a full athletics-based scholarship (or its equivalent.) The Division II student- 

athlete is far more likely to fund their college attendance through a mix of personal 

resources, athletics-based, academically-based, and/or need-based financial aid. 

(Differences Among the Three Divisions NCAA, 2012) Still, with the foregoing in mind, 

a large percentage of Division II athletes are actively recruited by the colleges 

specifically for their athletic skills. Division III is composed mainly of smaller schools. 

While there similar membership requirements to the other two divisions in regard to the 

number of sport offerings for men and women and in scheduling competition 

predominantly with other Division III members on a regional level, the primary 

difference is that Division III offers no athletics-based financial aid. (National Collegiate 

Athletic Association, 2012) The athletic competition and quality level of each division 

are progressively lower. However since such a low percentage of high-school athletes 

actually move on to compete at any level of intercollegiate athletics, the athletic 

competition for places on athletic teams at any college is generally robust and only 

superior secondary school athletes can expect to participate in intercollegiate sports. 

(Probability Of Competing Beyond High School)

All three of the Divisions adhere to NCAA policies regarding academic eligibility 

for competition in terms of initial academic eligibility, continuing eligibility while the 

student is enrolled and progress toward graduation. (About the NCAA-Membership, 

2013)
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Intercollegiate athletic programs can affect the academic quality and the financial 

stability of a college (Getz & Siegfried, 2010) (Castle & Kostelnik, 2011) Successful 

intercollegiate athletic programs (as defined by individual institutions’ specific athletic 

and overall organizational missions) have positive effects on the general well-being of the 

colleges that have them. (Brand, 2006) (Umbach, Palmer, Kuh, & Hannah, 2004) More 

recently as the economic and demographic changes of the last ten years have come into 

play, colleges find themselves in situations where they are in increasingly competitive 

market conditions for the recruitment of a sufficient number of students to meet their 

institutional goals. This is particularly true of the membership of NCAA Division II 

where as stated previously schools are apt to be more reliant on enrollment and tuition 

generation than their Division I and III counterparts. (Feezell T. , 2013) (Durso, 2018) 

Therefore, colleges and universities expend considerable resources to develop and 

promote such programs. Attracting and retaining the “right” student-athlete is important 

to that success. With the foregoing in mind, colleges and universities have used these 

concerns held by prospective student-athletes as marketing tools. (Castle & Kostelnik, 

2011) However, in the end, it is the student-athlete who makes the enrollment decision 

and subsequent decisions to stay at the institution. Understanding and managing these 

choices and decisions is critical to both student-athlete and institution alike.

Problem Statement

Important considerations for institutions of higher education are the identification, 

recruitment, enrollment, and retention of a student population that fulfills all the 

characteristics needed to satisfy the institution’s strategic vision and mission. A 

component of this issue is the relation of the admissions and enrollment management
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processes to the recruitment and retention of student-athletes. (Schulz & Lucido, 2011) 

As previously discussed, at NCAA Division II member institutions there are unique 

factors that influence a student athlete’s college enrollment choice and their decisions to 

remain at the chosen school. Therefore given the relationship of factors that affect the 

institutions and the student-athlete is it may be appropriate to ask how the recruitment, 

enrollment and retention processes might be changed to the benefit of both student- 

athletes and the schools. In the current structure of the NCAA, Division II members are 

defined by specific rules regarding a number of qualifying standards determined by the 

NCAA. (National Collegiate Athletic Association, 2012) Most prominent among these 

rules are those covering the types and amounts of institutional athletics-related financial 

aid that may be offered to student-athletes. In addition, Division II schools exhibit a vast 

array of attributes ranging from the perceived quality and breadth of program offerings to 

the type and extent of the physical facilities of the campus to the realities and amenities 

of student life. (NCAA, 2013) When competitive athletic opportunities are added to the 

mix, the student’s choice of an institution becomes very complicated. Therefore, given 

the premise that students enroll at an institution based on factors such as those listed 

above and that often they remain at the institution for other reasons, the problem to be 

studied can be stated as follows:

Do NCAA Division II institutions manage their recruitment and enrollment management 

practices effectively to support the strategic goals of the institution with regard to the 

operation of an intercollegiate athletics program?
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Purpose of the Study

Much work has been done in the fields of enrollment management, student 

recruitment and student retention by authors such as Bontrager (2007), Johnson (2000), 

Judson (2007), Klenovsky (2001) and the firm of Noel-Levitz. Also, there are numerous 

studies regarding the balance of academic and athletic life, measures of student-athlete 

success, retention and graduation, etc. including works by Brand (2006), Cohen 2012, 

Getz & Siegfried (2010), Hewitt (2012), Pickle (2013), Sternberg (n.d.), and Umbach, 

Palmer, Kuh & Hannah (2004). As result of this work, recruitment and retention 

procedures have been studied and enhanced by a number of institutions along the lines of 

the programs described by LeCrom, Warren, Clark, T, Marolla, & Paul (2009) and the 

conceptual model developed by Comeaux & Harrison (2011). In addition, there is an 

awareness of the measurable, positive effects of a successful athletic program (as those 

effects are defined by any given institution) on campus life, community awareness, 

marketing and non-athletic recruiting, etc. (Sternberg) (Brand, 2006) (Goss, Jubenville, & 

Orjean, 2006). Additionally, it is recognized that the partial-scholarship model employed 

in Division II is a critical component of many student-athletes ability to obtain a post

secondary education. Without that athletic aid, attending any college would be out of 

reach for many. The membership of Division II has articulated a clearly stated strategic 

vision for the Division (Division II Community Page NCAA). Among the components of 

that vision for the student-athlete are: that participation in high-level athletic competition 

without an overemphasis of sports in student life is possible, and that faculty, coaches and 

sports staff will be involved with student-athletes in a more personal relationship; that 

with a versatile range of experiences, student-athletes are more likely to find interest and
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value in school and therefore stay to graduate and that after graduation, the student- 

athlete will leave with broader experiences, skills, and knowledge as resources for the 

future; that student-athletes in such a model will be a greater presence in their overall 

institutional communities. For the institutions, the vision encompasses the view that the 

school will be equipped to “achieve educational mission and graduation success for 

student-athletes through a comprehensive program that provides path to graduation and 

develops a broad skill set”, provide “high-level athletic competition for the institution, 

region, community and student-athlete without an overemphasis on sports at the 

institution” and “opportunity for personal mentoring, coaching, teaching with student- 

athletes.” (Division II Community Page NCAA) Yet with all the positive aspects of the 

availability, purpose, and character of Division II athletic programs, several strongly held 

perceptions seem to exist. A way of characterizing these perceptions would be to 

compare the NCAA’s own recent slogan for Division II schools, “I chose Division II... ” 

with what seems to be a commonly articulated perception among many in the Division II 

community, that being “I ended up at Division II... ” Yet, a detailed study indicates that 

ninety-three percent of the respondents surveyed said they would recommend the 

Division II experience to high school students considering their college choice. (Pickle, 

2013) This study will address these and other issues as it seeks to answer the questions: 

What are the controlling factors in Division II student-athletes’ college choice decisions? 

What can Division II schools change in their strategic recruitment/enrollment/retention 

processes to benefit themselves and their student-athletes?

The purpose of the study is to identify strategic issues that colleges and 

universities face when choosing to offer athletic programs, particularly at the NCAA
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Division II level. The findings will help in clarifying the importance of effective athletic 

programs.

Research Questions

In addition to the researcher’s experience in intercollegiate athletics, the 

development of the research questions below was highly influenced by the same 

researcher’s experience in the practice of management consulting with a specialization in 

the development of organizational strategies and policies. As a result of that experience, 

the researcher has come to use the following guidelines in developing the preliminary 

questions for any strategic thinking exercise. These are as follows:

1. What is the organization’s strategic goal?

2. Why does the organization want to achieve that strategic goal?

3. Why hasn't the organization achieved that particular goal yet?

4. What is the organization willing to do to achieve the desired result?

Using those four questions as a guide combined with factors presented in the 

introduction some overarching questions result from the foregoing examinations. They 

are:

• Given an identified set of strategic institutional goals would a particular 

school establish, maintain or fundamentally change the operation of a 

Division II intercollegiate athletics program?

• Do the institution’s policies and practices allow for the accomplishment of 

the institutional strategic goals while successfully facilitating the 

operational needs of a Division II athletic program?
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Assumptions

The study is based on several underlying assumptions. These have been 

developed from observed behavior and the author’s personal experience as a faculty 

member and intercollegiate athletic coach at the Division II level.

These assumptions generally indicate a predisposition to maintain the offering 

intercollegiate athletics by subject institutions.

1. The subject institutions consider intercollegiate athletics as a component 

of their institutional strategy.

2. The subject institutions are considered to be "going concerns" and are in 

no jeopardy of immediate severe financial distress.

3. The subject institutions’ governance structures and business models may 

impact strategic and operational decisions with regard to intercollegiate 

athletics.

Significance of the study

It is possible that the study can accomplish a single objective by identifying and 

understanding two related conditions:

• It may clarify the purpose and value of an intercollegiate athletics program 

at a Division II school.

• The study may reveal critical resource and policy requirements related to 

continuance or development of intercollegiate athletic programs at any 

given Division II institution.
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For example, institutions may better understand the motivation for enrollment of student- 

athletes at the Division II level and develop and maintain programs and procedures to 

enhance student-athlete satisfaction. These programs and procedures will extend across 

the spectrum of enrollment management issues, academic, and career planning as well as 

athletics. By seeking to better explain these factors, institutions may be able to improve 

graduation and retention rates as well as improve educational outcomes. By assisting 

prospective student-athletes in making effective college choice decisions, those student- 

athletes may experience a more effective, productive, and fruitful college life, with 

enhanced prospects for career success. Furthermore, enhancing the ability of NCAA 

Division II schools to attract, enroll and retain student-athletes that fit the academic and 

athletic mission of the particular institution may provide for an increased quality of 

campus life for all students and more effective progress toward institutional success. In 

addition, institutions themselves may be able to better develop recruiting, enrollment, and 

retention strategies for student-athletes thus furthering institutional goals.

Delimiting factors

In order to complete this study, the research of this study will focus on those 

individuals who are responsible for the formulation and execution of institutional strategy 

and policy, the body of administrators and professionals responsible for determining the 

strategic direction of the institution and the establishment of policies, programs and 

procedures necessary to achieve strategic institutional goals. Therefore the sample of 

institutional officers, athletic administrators, and coaches to be consulted may affect the 

data gathered. Considered as well is the disparity of the nature of Division II 

membership which can range from very large to very small schools, and contains a
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mixture of public and private institutions. The membership of Divisions I and III tend to 

be more homogenous within those divisions (Differences Among the Three Divisions 

NCAA, 2012). Also, the fact that other stakeholder groups such as institutional governing 

bodies, accreditors, parents, prospective and active student-athletes and others are not 

included may have an impact on the data gathered and findings reached.

Limitations of the study

Anticipated limitations of the study may include the following:

1. The pool of subjects is limited to a purposeful selection of intercollegiate 

athletic professionals.

2. It is expected that five subjects will volunteer for inclusion in the study. 

The study findings cannot be generalized beyond the participation and 

contexts being studied. The statement regarding generalization also 

applies to item 1 above.

3. Study participants are volunteers and their selection was guided by the 

literature reviewed in Chapter 2 as well as the researcher’s personal 

experience in intercollegiate athletics.

4. The study is limited by the ability to express and disclose their true 

concerns feelings and perceptions.

5. Data collection is limited to the qualitative methods employed by a single 

researcher those being formal and informal interviews, field notes, 

transcriptions, and coding methodologies.
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Operational Definitions

• Athletic Administrator/Coach: An individual who holds a position such as an 

athletic director, associate athletic director, or head coach in an athletic 

department at an institution of higher education.

• Athletic scholarship: Any financial aid award made by an institution that is either 

partly or wholly dependent on a student’s athletic abilities and intended 

representation of a school in intercollegiate athletics. While commonly referred to 

as scholarships such financial aid is most likely to be provided in the form of a 

tuition discount.

• Division II School/Institution: An active member of the NCAA’s Division II 

classification (National Collegiate Athletic Association, 2012)

• Equity and Diversity in Athletics Reporting, (commonly known as EADA): 

Reports filed with the United States Department of Education containing 

information related to Title IX compliance. This information includes items such 

as the total number of sports offered to men and women, demographic 

information about student-athletes and coaches, coaching assignment and salary 

statistics, team by team expenditures, etc.

• Enrollment management: The process of identification, recruitment, enrollment, 

and retention of students in any institution of higher learning (Bontrager, 2007) 

(Johnson, 2000).

• Institutional Administrator: An individual in an institution of higher education 

holding the position such as president, vice president, Provost, senior faculty

member.
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• NCAA: National Collegiate Athletic Association (National Collegiate Athletic 

Association, 2012)

• Student-athlete: An enrolled full-time student participating in NCAA sanctioned 

intercollegiate athletics in compliance with NCAA rules (National Collegiate 

Athletic Association, 2012)

• Prospective student-athlete (PSA): an individual considering attending an 

institution of higher education with the intent of participating in intercollegiate 

athletics

• Recruited student-athlete: an individual identified and specifically recruited by an 

institution to engage in that school’s intercollegiate athletic program.

Organization of the Study

The balance of this study is presented in four additional chapters and a list of 

references and research sources. Chapter 2 will be a review of the existing literature 

focusing on the history and purpose of intercollegiate athletic programs at American 

colleges and universities and the resulting institutional strategies, policies, and practices 

arising from the existence of those programs. Chapter 3 will define the chosen research 

design and method for the study, provides details of the data gathering process and 

methods for analysis and interpretation. Chapter 4 analyzes the data and discusses the 

findings of the analysis. Chapter 5 summarizes the findings and presents the author’s 

conclusions and recommendations. Concluding the study is a detailed list of references

and information sources.
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CHAPTER TWO
A Review Of The Literature

This chapter presents a review of the significant literature on the subject of the 

study. It is organized on a thematic basis in areas germane to the background of the study, 

state of the current knowledge on the subject of the study and factors relevant to the 

conduct of the study. The development of the content of this review is also informed by 

the researcher’s background and experience of direct involvement in intercollegiate 

athletics. The review has revealed that while there is a body of research that addresses the 

subject of the study, much of that research focuses on “major” intercollegiate athletics, 

that is to say, intercollegiate athletics at the NCAA Division I level and that the Division 

II level is relatively understudied. The significant differences in the structure of the 

NCAA’s divisions relate to the purpose and structure of intercollegiate athletic programs 

at the members of the respective divisions. (About the NCAA-Membership, 2013) 

(Differences Among the Three Divisions NCAA, 2012)

The Historical Context of Intercollegiate Athletics

When considering the question of the strategic purpose and value of 

intercollegiate athletic programs at any institution of higher learning it is important to 

have an understanding of the historical context of intercollegiate athletics. Intercollegiate 

athletics have been a part of campus life in American colleges and universities for well 

over one and a half centuries. Beginning with such events as the first intercollegiate 

rowing race (Harvard vs. Yale in 1852), the first college baseball game (Williams vs. 

Amherst in 1859) and the introduction of college football with Rutgers and Princeton as 

opponents in 1869, sport has grown and become an influential force at institutions of
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higher education across the United States. (Thelin & Edwards) This formal inclusion of 

sport as an integral part of college life seems to be unique to the United States. While 

much of the form and structure of American universities and colleges are based in 

European models, intercollegiate athletics is an area where there is a significant 

difference. While there are differing opinions on how this unique characteristic became a 

reality, Chu makes a compelling argument that the historical charter, both formal and 

informal, of universities in Europe tend to be very strict, defining the role and purpose of 

the university in specific and narrow terms. As American universities developed, the 

formal and informal charters of those institutions were less well-defined reflect the social 

development of American institutions in the 18th and 19th centuries (Chu, 1982). So it 

was a natural progression that intercollegiate athletics developed in similar, uniquely 

American ways as well.

Originally, intercollegiate sports were presented as extensions of the institutional 

educational philosophies of colleges and universities. Some of these philosophies were 

based on very ancient concepts incorporating the idea of the education of the whole 

person both intellectual and physical. Many of the original intercollegiate sporting 

activities were also grounded in the concepts embodied by the "English gentleman", 

(Chu, 1982) a privileged individual who in the acquisition of a university education was 

also expected to acquire the traits of robust physical health, the virtues of competition and 

the exhibition of standards of fair play and sportsmanship. As many American 

universities at their roots emulated their English predecessors and were institutions that 

were primarily populated by economically privileged students, it can be seen how these 

virtues were thought to be desirable characteristics of an educated person. However,
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when combined with the more open, slightly less rigid class structure in America and 

previously mentioned formal and informal charters of American higher education, it can 

be seen how sport developed differently in the United States than from the rest of the 

world. (Chu, 1982) (Beyer & Hannah, 2000) (Thelin & Edwards)

As the 20th and 21st centuries have progressed, intercollegiate athletics have grown to 

represent a popular form of entertainment that was influenced by the rise of professional 

sports particularly in the period following the Second World War. (Thelin & Edwards)

Institutions of higher education have invested heavily in intercollegiate athletics 

for many different reasons. It is often said by many sources, so many it is difficult to 

identify a single source of the phrase that intercollegiate athletics are the "front porch" of 

the institution. (Bass, C., & Bunds, 2015) The analogy is often intended to reflect that the 

first portion of the house that is visible is the front porch; that porch must be attractive 

and welcoming so that potential visitor will then be interested in entering the house itself 

in order to take advantage of all the benefits and amenities of the entire structure. Athletic 

programs can be a critical component of the institution’s marketing practices helping to 

build and establish a school’s "brand." (Clark, Astopolopoulou, Branvold, & Synowka, 

2009) In some cases, it is noted that a robust athletic program, especially one that offers 

football can enhance the impression that an institution is a “real university.” (Kelly & 

Dixon, 2011)

The bulk of the literature mentioned to this point has concentrated on what many 

people consider to be "big -time" intercollegiate athletics; that is large and prominent 

universities that are members of NCAA Division I. These are the names of institutions

that the average citizen sees on sports pages of newspapers and playing games broadcast
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on national television. Yet that segment of schools is rather small when compared to the 

overall membership of the NCAA. Only 351 institutions are members of Division I. Of 

that 351, only 65 are members of what have commonly come to be known as the "power 

five" conferences that dominate the intercollegiate athletic landscape. While Thelin & 

Edwards mentioned the origin of intercollegiate athletics being based in the Northeast 

United States and involving smaller institutions as well as larger universities, 

intercollegiate athletics in the public perception has become the province of large 

multipurpose universities, both public and private across the nation. Therefore much of 

the published research regarding intercollegiate athletics seems to be concentrated on the 

activities and issues surrounding intercollegiate athletics at that level. More detailed 

examination of the available literature seems to confirm that concentration. The 

preponderance of publication concentrates on the problems of Division I institutions, this 

despite the fact that there are almost as many Division II schools. (About the NCAA- 

Membership, 2013) Therefore it is appropriate to examine unique characteristics that 

separate divisions of the NCAA and define Division II.

Overview of NCAA Division II

This study has been designed to concentrate on institutions that are members of 

the NCAA at the Division II level. Created in 1973 during a reorganization of the 

NCAA’s structure, Division II is one of the three competition Divisions of that 

organization. Currently, Division II consists of 308 member schools. The median 

undergraduate enrollment of Division II members is 2485 students. One in every 11 of 

those students is a student-athlete representing approximately 25% of all student-athletes 

across all three divisions of the NCAA. On average the typical Division II member offers
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an intercollegiate athletic program system of sixteen separate sports. Approximately 62% 

of all Division II student-athletes receive some form of athletics-based financial aid to 

attend college. In addition, when it comes to factors of institutional strategy operations 

and financing, it is interesting to note that among the twenty schools with the largest 

endowments in the United States there are seventeen members of Division I and three 

members of Division III. (US Department of Education, National Center for Education 

Statistics, 2016) No Division II members fall into this category. Division II members tend 

to be institutions much more dependent on operational success in the shorter term.

Division II of the NCAA is differentiated from the other two divisions by two basic 

structural ways. The first involves the model of providing financial aid to student- 

athletes. Division I provides for more comprehensive financial aid that includes full 

tuition and other expenses Division II is characterized by its "partial scholarship" model. 

The partial scholarship refers to the amount of athletics-based aid received by the 

student-athlete. Division II athletics-based aid is combined with other institutional forms 

of financial support (primarily academic scholarships) to provide the financial aid 

package received by student-athletes. Division III in further contrast provides no 

athletics-based financial aid to student-athletes. For most institutions, this defines the 

basic difference between the divisions.

The other basic difference is in the stated philosophy of the division’s members. 

Each division is governed by a separate constitution within the overall governance of the 

NCAA as a whole. (National Collegiate Athletic Association) According to Division II's 

constitution, the members of the division seek to present intercollegiate athletics in the 

form of contributing to "life in the balance." Division II members seek to provide an
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environment in which the student-athlete is receiving a balanced student experience 

between the academic and athletic portions of their lives, recognizing that the entire 

experience of being a student-athlete part of their overall education. (National Collegiate 

Athletic Association) As delineated in the Division’s Philosophy Statement “members of 

Division II believe that a well-conducted intercollegiate athletics program, based on 

sound educational principles and practices, is a proper part of the educational mission of 

a university or college and that the educational well-being and academic success of the 

participating student-athlete is of primary concern.” (National Collegiate Athletic 

Association)

As this study will concern itself with practical additional considerations arising 

out of the philosophies and history stated above it is important to examine existing 

considerations that define what those practical methods of operation and strategy may be 

or become. Continuing with the review of material directly from the NCAA we find two 

segments of the Division II philosophy statement that address this particular question. 

First is the directive that "Division II members fund their athletics programs in a manner 

that aligns with the institution’s budget and educational mission.” (National Collegiate 

Athletic Association) While not prescriptive in nature this statement clearly sets limits 

and broadly defines the structure of athletics programs within the context of institutional 

governance and administration. In effect, this prevents the athletic department from 

functioning as a separate body from the general administration of the college. Also, it 

strongly suggests that using intercollegiate athletics as part of the institution's overall 

strategy is important and is a piece of the plan for institutional success. The second 

statement is more directive in nature. Within the same subparagraph where the above
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quotation was found the NCAA also states " This method of funding features a “partial 

scholarship” model that allows Division II schools to recognize student-athletes for their 

skills through athletics-based grants, but student-athletes can accept merit-based aid and 

academic scholarships as well;" (National Collegiate Athletic Association) The partial 

scholarship model has numerous implications in the development and administration of 

institutional policies, ranging from recruitment to admissions to student retention and 

even to academic policies themselves. It is the partial scholarship model that really 

defines Division II.

The Stated Purpose Of Athletic Programs

Frequently institutions use athletic programs to influence the achievement of an 

institutional goal, beyond those of the athletic department, coaches, and athletes. Most 

frequently mentioned among these gods are increasing enrollments directly by the 

recruitment of athletes (Getz & Siegfried, What Does Intercollegiate Athletics Do To of 

For Colleges and Universities?, 2010) and indirectly by the “spillover effects” of 

institutional name recognition and the perceived value of non-athletes being associated 

with winning sports programs. (Getz & Siegfried, What Does Intercollegiate Athletics Do 

To of For Colleges and Universities?, 2010) (Clark, Apostolopoulo, Branvold, & 

Synowka, 2009) (Brand, 2006) (Durso, 2018)

In a study prepared for the NCAA by the consulting firm of Hardwick-Day in 

2008 several interesting observations specific to Division II are pointed out. The firm was 

asked to consider three specific research questions regarding members of Division II.

These were:
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• What is the non-financial impact of intercollegiate athletic programs in areas such 

as cultural diversity, gender balance, campus culture, and student life?

• What is the net financial impact of membership in Division II including net 

tuition revenue in the calculation of total revenues and expenditures?

• How might adjustments to their athletic scholarship programs accrue financial 

benefits to current NCAA Division II member institutions, and what gains might 

be achieved through the adoption of the Division II partial scholarship model by 

institutions that don't currently offer athletic scholarships?

Significantly Hardwick-Day reached multiple conclusions in both the areas of campus 

culture and financial impact. Some of their findings regarding campus culture included:

• Athletic scholarships tend to increase enrollment near the middle of the academic 

profile and not at the bottom of the profile.

• Athletic scholarships offered females are especially helpful to institutional 

academic profiles

• athletic scholarships are beneficial in building male enrollment as a percentage of 

new students

• athletic scholarships increased ethnic diversity on campus as well as geographic 

diversity of the new students

athletic scholarship recipients are more involved in community service and 

volunteer activities that other students (Hardwick-Day, 2008)
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Regarding issues of financial impact, some of Hardwick- Day’s observations were less 

specific than the cultural impact side. They concluded generally that athletic scholarships 

provided various levels of financial benefit and in most cases were able to enhance the 

generation of total tuition revenue. However different models of tuition assistance yielded 

different results. There is no one formula that appears to be optimal for all schools. 

However, this would suggest that schools need to pay detailed attention to the use of 

athletic programs in their overall operational and financial strategies as well as in the 

accomplishment of their cultural and educational missions. (Hardwick-Day, 2008)

Using the Hardwick Day study and the NCAA Division II philosophy statements 

as a guide, the researcher conducted a quick Internet search of the athletic program 

websites of six Division II institutions located in the Northeast United States. The intent 

of this quick search was to examine the websites for statements of mission or vision for 

those specific athletic departments. In three of the six cases a mission/vision statement 

was included (Southern New Hampshire University, Thomas Jefferson University, 

Chestnut Hill College.) whereas the other three made no mention of a mission or vision 

for the intercollegiate athletic program (Post University, Franklin Pierce University, St. 

Thomas Aquinas College.) Among the three that included a mission statement for 

athletics, all three of the statements were grounded in the language of the Division II 

philosophy statement and in terms of educational philosophy. One (Jefferson University) 

even included a set of twelve learning outcomes that could be expected from participation 

in their intercollegiate athletic program. None of the statements made reference to 

strategic goals such as those suggested by Hardwick-Day or Getz and Siegfried. In fact, 

some research has detected a degree of isomorphism in the mission statements of college
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athletic programs leading to the degree of sameness in their construction and the 

relatively little information they reveal about the operations and true objectives of those 

programs. (Ward Jr, 2015)

In a speech to the NCAA Convention on January 7, 2006, then President Myles 

Brand offered his views on intercollegiate athletics in the 21st century. Among the issues 

discussed by brand is his concept of the athletics "enterprise." Brand expressed 

recognition that collegiate athletic programs have a legitimate role in the academic 

community and serve as a method of revenue generation and redistribution in the model 

of many traditional not-for-profit organizations. Brand stressed educational and 

philosophical underpinnings of athletics while firmly establishing a position that revenue 

generation was not only a function of athletic departments but a responsibility. In their 

study of Division II, Hardwick-Day presents models of how athletics affects the financial 

health of Division II institutions particularly true mechanisms of enrollment management. 

Also, Freezell (2009) provides information regarding a specific "use" of intercollegiate 

athletics in areas of institutional development. In particular, he relates instances of the 

addition of men's football to existing athletic programs at the Division II and III levels. 

One of the key observations made in this paper regards the impact on enrollment at 

institutions that added football both directly with student-athletes and indirectly with 

other students. Freezell found that the impact was to dramatically increase enrollment. 

This is consistent with observations by authors such as Getz and Siegfried. Yet there are 

still strong voices who disagree with Brand’s ideas and argue that the only proper 

purpose for athletic programs is as an extension of the institution’s educational 

philosophy. (Feezell R. ,2015)



Relation of Institutional Goals & Athletics in NCAA Division II 27

Discussion of Enrollment Practices and Preferences

Due to the fact that many of the concrete examples found in the literature 

regarding the impact of intercollegiate athletics on the operations colleges and 

universities refer to the process of the recruitment and enrollment of new students, it 

appears appropriate to examine some of the literature regarding that process.

Many factors influence the choices of colleges that student-athletes make. In order 

to clarify common popular perceptions of how college athletics influence student choices, 

it is important to understand the organization and structure of intercollegiate athletics. In 

the case of the NCAA, the nature of the organization and its three divisions is defined on 

its website NCAA.org (About the NCAA-Membership, 2013). In their manuals for each 

division, the requirements for membership and the nature of the member institutions is 

defined and includes relevant information to the student college choice process such as 

availability and rules for the provision of athletics-based financial aid, eligibility for 

competition, etc. (NCAA, 2012). The focus of the study is on NCAA Division II and in 

publications specific to that Division, the philosophy and strategic intent of that 

division’s membership are found in specific literature from the NCAA. (Division II 

Community Page NCAA, n.d.)

The bearing of this factual information on the college choice process is discussed 

in other studies. Smith discusses clearly the issue that prospective student-athletes face 

choice factors that are not present in other students’ decision processes (Smith, 2006). By 

including several models of college choice developed by other scholars, she demonstrates 

that athletic concerns are not factored into these models of choice. More current studies

by noted sources such as Noel-Levitz, a prominent enrollment management consulting
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entity fail to even mention the athletic factor in published studies of student college 

selection criteria (Noel-Levitz, 2012). Lujan found that college-bound high school seniors 

are often under-informed about the realities of the student-athlete recruitment and 

selection processes and that those students’ advisers such as parents and high school 

counselors are under-informed as well (Lujan, 2010). However, as evidenced by work 

such as that of Goss, Jubenville, and Orjean (2006) and the influence of sports-related 

factors on prospective student-athletes is significant. Their study indicated that on 

average forty percent of a student’s choice factors were definitively sport related (Goss, 

Jubenville, & Orjean, 2006). The further review of the literature suggests that there is a 

gap in the specific attention to the student-athlete who is interested in or being recruited 

by a Division II school. There is a relatively large body of work examining the state of 

affairs in NCAA Division I examples being Davis Jr.(2006), Klenosky, Templin, & 

Troutman (2001),and even work with extremely specific populations such as that of 

Pauline, Pauline and Allen which deals with softball athletes, Vermillion and Spears 

(2012) which deals with athletes at urban universities and even Division II choices of 

elite track and field athletes (Paulson, Lim, & Walker, 2008). However, comparatively 

little is available on the general population of NCAA Division II student-athletes and 

their college choice processes. Importantly, much of the work cited above deals with the 

individual choices of individual prospective student-athletes; little was found that directly 

related the recruitment process of these individuals to a coordinated strategy within the 

enrollment function itself. There is little evidence the process of enrollment management 

being directly tied the needs of athletic departments as they attempt to recruit significant
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numbers of student-athletes in relation to the overall population of students at many 

Division II institutions.

Current Knowledge and Findings regarding enrollment of student- 
athletes

While many of the findings in the literature are non-specific to Division II 

student-athletes, these findings form the basis for generalization across the entire student- 

athlete population regardless of NCAA division or for that matter NAIA schools as well. 

Among the most common observations in the literature are that sport-related factors are 

significant contributors to the student-athletes choice process but that the ranking of those 

factors varies from study to study. The college head coach and coaching staff were 

identified as critical factors by more than one study (Klenosky, Templin, & Troutman, 

2001) (Goss, Jubenville, & Orjean, 2006) (Popp, Peirce, & Hums, 2011) (Gabert & Hale, 

Differences in College Choice Factors Among Freshmen Student-Athletes, 1999). Also, 

several studies found that gender differences are observable in that female athletes 

consider sporting criteria differently than males and female athletes tend to put more 

emphasis on academic considerations (Judson, James, & Aurand, 2004). However, a 

popular misconception is that due to the influence of sport-related factors in the choice of 

school, the weighting of those factors in the student-athlete’s priorities both before and 

after matriculation, and the demands on the time and energy of the student-athlete that as 

a rule, student-athletes perform poorly in the classroom. Several studies and publications 

offer evidence to the contrary noting either no appreciable difference between student- 

athlete and traditional student academic performance and that in some cases, student- 

athlete academic performance exceeds that of the rest of the student body (Umbach, 

Palmer, Kuh, & Hannah, 2004) (Division II Community Page NCAA).
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As may be expected, because Division II schools cannot offer full scholarships, 

primarily due to the Division II partied athletic scholarship model, the cost of attendance 

at such as school is a factor in college choice process. This has been observed to be more 

of a factor for international students, in that particular case outweighing the more 

commonly noted factor of the coaching relationship (Popp, Peirce, & Hums, 2011). 

However, the cost of attendance factor should not be discounted as it is considered in 

both the student-athlete’s and institution’s sphere of interest (Smith, 2006). Also, the 

factor of the student-athlete’s ability to bear some of the cost of their education is 

significant because of the business models in place at many Division II schools 

(Differences Among the Three Divisions NCAA, 2012) and how that can affect the 

institution’s willingness to fund an athletic scholarship (Goss, Jubenville, & Orjean, 

2006). For instance, at a fully-enrolled school, a partial revenue paying athlete could 

displace a full revenue paying traditional student. However, at a school that has less than 

full enrollment, the use of the partial scholarship model can be a revenue-producing 

proposition.

An additional consideration is a fact that a noticeable number of institutions use 

athletic programs to influence the achievement of an institutional goal, beyond those of 

the athletic department, coaches, and athletes. Most frequently mentioned among these 

goals Eire increasing enrollments directly by the recruitment of athletes and indirectly by 

the “spillover effects” of institutional name recognition and the perceived value of non

athletes being associated with winning sports programs. (Getz & Siegfried, What Does 

Intercollegiate Athletics Do To of For Colleges and Universities?, 2010) (Clark, 

Apostolopoulo, Branvold, & Synowka, 2009) (Brand, 2006) (Durso, 2018)
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The recruiting process is only one aspect of the effect that intercollegiate athletic 

programs have on colleges and universities. The programs influence the culture, facilities, 

marketing, public perception, financial health, and many other facets of college life. 

(Vanover & DeBowes, 2013) This seems to be true across the entire spectrum of higher 

education institutions whether they the members of the NCAA in any one of its divisions 

or even junior colleges and members of associations such as the National Association of 

Intercollegiate Athletics. Yet the preponderance of publication appears to center around 

Division I of the NCAA. This is logical because this is the most publicly visible and 

arguably the most influential segment of college athletics. However, the number of 

institutions and athletes that participate at the Division II level are worthy of study on 

their own. The distinctions between the types of institutions that make up the three 

divisions merit examination separately. The remainder of this study will do so by 

concentrating on intercollegiate athletics at the Division II level by focusing on the 

strategic impact of athletic programs and policies and procedures used by Division II 

institutions to advance institutional and athletic goals.

Literature regarding Case Study Methodology

Case studies can be effective in the conduct of qualitative research. Historically, 

case studies were considered by many to be inferior to traditional quantitative and mixed- 

method designs. A common criticism was that case studies did not provide the ability to 

generalize observations and conclusions beyond the specific organization or population 

studied. (Flyvbjerg, 2006) (Case Study Research Design) However, over time, the case 

study design has gained in its consideration and regard among scholars. Stake (1978) was 

among the pioneers in this direction. In Stake’s opinion, “the case study uses the
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researcher/writer’s experience and knowledge to combine with the reader’s experience 

forming a basis for generalization.” (Stake, The Case Study Method in Social Inquiry, 

1978) Work over the intervening years has shown increasing support for this position. 

Building on Stake’s work, Bent Flyvberg in 2006 stated that case studies could lead to an 

effective generalization on the basis of a single case and that the case could also assist in 

further generalization as a supplement to other methods. He goes on to state that “formal 

generalization is overvalued as a source of scientific development, whereas ‘the force of 

example’ is underestimated.” (Flyvbjerg, 2006) Stake also identifies three types of case 

study; an intrinsic case study where the researcher has a direct interest in the case, an 

instrumental study where the understanding of the cases(s) may lead to an understanding 

or formulation of a larger research question, and collective study where a group of cases 

may facilitate the larger understandings that are being sought. (Stake, The Art of Case 

Study Research, 1995) In consideration of the paucity of case studies regarding the 

subject matter at hand, particularly with reference to Division II institutions, the conduct 

of case study research may be beneficial to developing overall advancement of 

knowledge in the relation of recruitment/retention practices for individual students to the 

attainment of strategic institutional goals. This would be consistent with Stake’s concept 

of an instrumental study. (Stake, 1995)



Relation of Institutional Goals & Athletics in NCAA Division II 33

CHAPTER THREE 
Research Methods and Procedures

This chapter describes the research methods and procedures used to collect and

analyze relevant data. The study was conducted as a multiple case study of five NCAA

Division II athletic programs. The purpose of selecting this method is to utilize the

investigator’s experience as a coach, faculty member, and administrator in a Division II

school to gain a better understanding of the strategic value of intercollegiate athletics in

Division II institutions and the relevant policy and procedure decisions of those

institutions resulting from the presence of those athletic programs. The data for the study

was collected through qualitative research methods including formal and informal

interviews, field notes, and document analysis.

Research Design
Choice of Multi-Case Study Methodology

As stated in the review of the literature case study methodology can be an 

effective qualitative research tool. A multi-case analysis was chosen in order to obtain the 

sought after information that would best address the potential for answering the research 

questions and utilize the researcher’s experience as a practitioner in the fields of both 

institutional administration and intercollegiate athletics.

Selection of participants

To achieve the objectives of the study it was necessary to use a purposeful 

sampling technique to identify and include a representative sample of institutions within
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Division II. This purposeful process recognizes certain similarities and differences 

present in those institutions that might affect strategic and policy similarities and 

differences in the purpose and operation of intercollegiate athletic programs and to 

minimize randomness of the sample. Through the researcher’s experience and 

professional network, a pool of possible institutions was developed and carefully 

considered. Once again, Stake’s work is instrumental in forming this decision when he 

wrote that "...we need to pick cases which are easy to get to and hospitable to our inquiry, 

perhaps for which a prospective informant can be identified and with actors willing to 

comment on certain draft materials (Stake 1995)." He also determined that the selection 

of cases to be studied should be from a group of subjects where appropriate knowledge 

can be gained. In other words, the researcher should seek to understand what can be 

learned from the selected case; each case should maximize what can be learned.

As this is a qualitative study, data was gathered through interviews and 

discussions with athletic and institutional administrators at the selected subject colleges. 

These subjects were contacted in advance of the interviews to inform them of the purpose 

of the study and to request their participation. A guide to the specific interview questions 

and topics for discussion was also provided to facilitate discussion. Five subjects were 

willing and able to participate in the study.

Informed Consent

In compliance with research policies and procedures of Creighton University, an 

informed consent document was prepared and submitted to the university’s institutional 

review board for approval. Prior to the first interview, each of the selected administrators 

who volunteered to participate in the study was required to sign the approved informed
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consent document. The informed consent document was discussed with the respondent 

and included an outline of the proposed research uses for the data and subsequent 

findings and the right of the respondent to cease participation at any time. Each subject 

was provided with a copy of the signed consent form.

Data Collection

The primary data for this form of case study research was collected from in-depth 

interviews with the subject participants. Some data was collected by observation and 

through document analysis if such relevant documents (e.g. policy manuals, institutional 

website statements, news articles, etc.)

Pilot Interview & Informal preliminary review

A pilot interview was conducted with an experienced practitioner in 

intercollegiate athletics in order to verify the validity of the interview format, quality the 

interview questions, their relevance to the research questions of the study and to validate 

the estimate of the timeframe necessary for both individual interviews and the overall 

data collection process. This pilot interview was conducted prior to the development of 

the final interview questionnaire and format. In addition, a number of informal 

discussions were held and were concurrent with the data collection process with members 

of the researcher’s network of professionals in intercollegiate athletics and university 

administration with the goal of verifying and validating research goals and interview 

questions. Subsequent to the first pilot interview with an experienced athletics 

administrator a second pilot interview was conducted with a university president in his 

first experience with the management of an intercollegiate athletic program. The purpose
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was the same as stated above and resulted in the refinement and addition of additional 

interview questions and topics.

Timeframe of data collection

The timeframe for data collection began in November 2018 and concluded in 

February 2019.

Each participating subject was asked to participate in a formal in-depth interview. 

Each interview was completed in a 1 1/2 to 2 hour time. With prior permission of the 

participant, some of these interviews were recorded using digital recording technology. 

All were recorded using written notes.

Data analysis and presentation of findings

Analysis of the collected data was be performed using accepted techniques of 

case-study analysis. Primary among these was the transcription and coding of interview 

data using the research questions to guide the analysis. The process is intended to reveal 

the emergent of consistent and/or differing themes and lines of thought among the 

interviewees. This was accomplished by the researcher’s use of written organization of 

notes and audio transcriptions as well as employing commercially available computer 

software designed to assist in the conduct of qualitative research. An academic colleague 

of the researcher was consulted early in the process to determine if the data collected is 

responsive and usefiil in answering the research questions. If appropriate, and changes to 

the coding methods may be made.

The findings resulting from this analysis are presented through individual case 

reports. As part of this process, each participant in the study was asked to check the
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accuracy of the information presented in their individual case. This was done prior to the 

presentation of the case information in the completed study. Finally, a cross-case analysis 

was performed that analyzes and discusses similarities and differences uncovered during 

the data collection process.
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CHAPTER FOUR
Findings

This chapter consists of five individual case studies. All five cases are presented 

in a similar format and reflect the information gathered a series of interviews and follow

up questions with intercollegiate athletics administrators at five different NCAA Division 

II institutions. Each case study will report on common issues across Division II but will 

illustrate the unique position and characteristics of each institution.

Each case reports the characteristics of the respective institutions with regard to 

their athletic programs and includes information regarding the positions and experiences 

of those interviewed.

The major portion of each case study reports on these individuals’ views of the 

issues presented in the research questions for the study.

Institution Number One

The institution examined in this case study is an NCAA Division II school that reports its 

required information as “Division II without football” in the Equity in Athletics Data 

Analysis (EADA) reports filed with the United States Department of Education

Institutional Profile

Case number one reports on a relatively small university located in the 

northeastern United States. This institution was founded in 19th-century and has 

continued to operate its current location up to and through the present time. Like many 

colleges in the current educational environment, it has both an on-campus and online
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presence. The ratio of online students to on-campus students is approximately twelve to 

one. The campus houses all academic programs and administrative functions. It is a 

residential campus but also serves a significant number of commuter students, the ratio of 

residents to commuters being approximately one to one. The total number of students 

who attend school on campus is under one thousand. Within that population of students, a 

significant number are student-athletes. At the time this report is being written student- 

athletes comprise almost 50% of the on-campus population. The university offers an 

intercollegiate athletic program at the NCAA Division II level. This athletic program 

offers nineteen NCAA sanctioned sports (nine for men, ten for women), and one 

intercollegiate club sport.

Interviews were conducted with both the athletic director and president of the 

institution. Their individual perspectives offered insights into the role of intercollegiate 

athletics at this university. In some instances, their answers to some questions were in 

almost complete agreement. In others, there were interesting disparities.

The views of the Athletic Director

Athletic Director #1(AD#1) is a veteran of twenty years in coaching and 

administration of intercollegiate sports, fourteen of those years at NCAA Division II 

institutions and six years at NAIA schools. He is in his second position as a Division II 

athletic director and is in his third year at his current school.

All information below is taken from an interview of November 6, 2018 (AD#1,

2018)
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General Intercollegiate Athletics Questions:

With regard to the general purpose of intercollegiate athletics, AD#1 expressed 

the opinion that the primary purpose of an intercollegiate athletic program is to enhance 

the student experience for both athletes and non-athletes dike, that it is a key component 

of campus life. The presence of the sports program has positive effects on campus. It 

gives students "something to do" and provides a source of identity for the entire 

population. In fact, AD#1 referred to an athletic program as the “primary brand 

ambassador for the institution” specifically mentioning often used reference of athletics 

as the "front porch" of the University. (Brand, 2006)

AD #1 went on to discuss the idea of participation athletics as an integral part of 

student-athletes’ educational experience. He felt strongly the traditional values frequently 

associated with athletics of developing leadership skills, teamwork, and personal and 

organizational discipline were extremely important in the education process. He felt that 

the strong presence of student-athletes can "change the profile of a campus" by displaying 

and modeling the positive attributes mentioned. In his opinion athletes can be positive 

role models and this can have an outsized effect on a small campus. It is almost 

impossible for a student at this particular institution not to have direct and regular contact 

with student-athletes in just about every aspect of their college experience.

In considering general institutional issues AD#1 felt that intercollegiate athletics 

was an “enrollment driver” particularly at smaller institutions. The opportunity to play at 

the college level and in the case of Division II schools to obtain athletic scholarship aid 

was very prominent in the discussion. He views the presence of an athletic program as a 

major attraction for prospective students. He held this to be particularly true in smaller
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institutions that may not be as widely known or recognized as larger, national schools. 

When asked to identify specific organizational goals for the athletic program he very 

quickly cited the following three: Enrollment, awareness, brand building.

Specific institutional questions regarding Intercollegiate Athletics:

When asked the question “Is the intercollegiate athletics program a part of the 

institution’s formal strategy?” AD #1 felt that there was an informal (but very real) 

strategy. The strategy is understood but not really well- articulated. An understanding of 

the importance of intercollegiate athletics exists in the administration but that hasn’t 

really extended beyond the athletic department itself. The athletic department is 

represented at senior levels of institutional leadership (the AD reports to the president and 

is a member of the institution’s leadership team), the athletic department merits inclusion 

in a much larger strategic plan for the University however that inclusion is of a more 

operational nature than an actual strategy.

In discussing the Division II model AD # 1 that this was definitely the right model 

for this institution. He pointed out that the school did not have the academic profile to 

survive at Division III nor the resource profile to survive at Division I. Yet the college 

needs the athletic program and would be in serious difficulty without its presence. The 

Division II model allows the school to be of significant interest to a reasonably high 

quality of athletes and the possibility of earning a scholarship is attractive to those 

athletes.

The interviewer asked if “all other things being equal, if your institution did not 

have an intercollegiate athletics program, would you establish one?” The answer was a
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resounding yes; that the program was not only attractive but necessary for multiple 

reasons, all of which have been articulated above.

Asked the following question “would you fundamentally change the athletic 

program at your institution?” AD# 1 provided this response:

“I would promote “special” scholarships for exceptional student-athletes, 

perhaps only one or two per program that would lift the competitive results and 

profile of the program.” Further, I would like to establish an endowment specific 

to athletics (using the model of a foundation) to fund development and 

advancement.”

This was because AD # 1 felt strongly that athletic success was necessary to make all the 

positive attributes of an athletic program truly noticed and effective.

On a final topic, AD#1 brought up a concern that the percentage of student- 

athletes to the total student population is something to be watched carefully. Right now at 

that percentage is around 50%.

“I would like to see overall population growth (of the entire student body) to get 

to the point where student-athletes are maybe around 30-35 %. Too great a 

percentage of athletes can possibly “intimidate” (dominate?) non-athletes with 

possible negative effects. I’m working to get the administration to understand the 

concept of ideal roster size.”

So while seeing overwhelmingly positive effects from the presence and operation of the 

athletic program, caution over the athletic program becoming a dominant force on the 

campus was real.
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The views of the President

President #1 is a former student-athlete and a former chief executive of 

commercial and other educational institutions. However, this is the first time his 

executive role is involved in the oversight of the intercollegiate athletics program. While 

he shared many similar observations as Athletic Director #1 there were some notable 

differences. Part of this may be due to the level and duration of his involvement with 

athletic administration and also due to the different roles performed.

All information below is taken from an interview of November 13, 2018 

(President# 1, 2018)

General Intercollegiate Athletics Questions:

When asked what purpose is served by offering an intercollegiate athletics 

program president #1 immediately provided a definitive list. The list follows:

1. Enrollment

2. Student experience

3. Practical life skills development

4. Marketing tool

5. External awareness

6. Institutional “rallying point”

This list was provided with almost no hesitation. These are the attributes and purposes of 

an athletic program in his mind.

He was very positive about intercollegiate athletic programs in general, stating 

that he felt intercollegiate athletics was a key point of the college experience, not just as a
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student-athlete of the entire institutional community. Like the athletic director, the 

president specifically mentioned the “front porch” reference on several levels, continuing 

the analogy even further (the front porch is the first view, it’s also “prelude to coming 

into the front door”.) As for the educational value to participation in intercollegiate 

athletics he was very specific. His comments immediately reflected the concept of Life 

Skills development (time management, etc.) more than the often presented philosophical 

stance of student experience and enhancement of campus life.

The interviewer also engaged in a discussion of more overall institutional goals, 

those goals that might be more defined in a business of education sense rather than in the 

process of education. The focus on enrollment in all its aspects (recruitment, enrollment, 

retention, and graduation) was reemphasized as the most important point. This was 

quickly followed by the concept of external awareness. President #1 more than once 

mentioned athletics as a prime institutional marketing tool. Interestingly the president 

also mentioned the idea of changing the “complexion” of the campus. When pressed for 

definition he demonstrated a thought process that reflected a desire and perhaps an ability 

to use the athletic program to change the demographic characteristics of a small campus 

population. It was postulated that specific sports were more attractive to specific 

demographic groups; offering a sport that is demonstrably more popular or accessible to 

specific socioeconomic groups might be useful in attracting more members of the 

particular socioeconomic group to attend the institution.

Specific institutional questions regarding Intercollegiate Athletics:

When asked to describe the overall perception of the intercollegiate athletic 

program at the institution two answers were given. He felt that internally to current
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institutional immunity the feeling about intercollegiate athletics was merely indifferent 

among those not directly involved. Externally, he felt that the school was not sufficiently 

known in its our own community.

“It just hasn’t been a priority” “we haven’t tried.”

He feels the institution must do better than it has and sees the awareness of the athletic 

program becoming more critical to the overall institutional success.

“If you had asked me two years ago if the athletic program was a critical part of 

our success as an institution I would've said no, were primarily an online school; 

just look at the numbers. But since then I've come to realize that an athletic 

program is important. It's an identifier for your school. It's a brand ambassador. In 

many people's minds, it conveys a certain reality and legitimacy to your being.” 

“Without athletics, we’re an online school, with athletics we’re a school! ”

He reiterated that the main purposes of the athletic program at the institution in its 

current form are as a driver of enrollment and the anchor of the brand.

Despite the sentiments expressed above when asked to define how the 

intercollegiate program is part of the university’s overall strategic plan, he replied that it 

was by default. There is recognition of major contributions to enrollment but it has been 

backward looking. The intercollegiate athletics program has not changed in a 

fundamental way during his term at the University. But with some of the newfound 

thinking expressed above, the time may be coming for a more formal re-examination of 

its value and position.
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There is complete agreement with the athletic director as to whether the Division II 

model is the right one the present time. The president feels it is definitely the right choice. 

Division I is too capital intensive at the moment and the school would be uncompetitive 

at Division III3 due to academic profile.

President #1 feels that it may be time to reexamine the strategic role of 

intercollegiate athletics at this school. It’s critical to the campus, the campus is critical to 

the overall success of the university. Even if the campus were to operate at a financial 

loss a minimal loss could readily be defended as a marketing expense. It may be worth 

looking for quick ways to raise the profile of the department. This can include the idea 

that “competitive athletics” means as much as devoting more marketing resources to 

athletics.

President #1 is becoming increasingly convinced that athletics has a strategic role to play 

in overall institutional success. Awareness and marketing are critical in a tuition-driven 

environment. Historically the school has not emphasized its athletic programs in a 

strategic way. The time for that to change may be approaching.
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Institution Number Two

The institution examined in this case study is an NCAA Division II school that reports its 

required information as “Division II without football” in the Equity in Athletics Data 

Analysis (EADA) reports filed with the United States Department of Education

Institutional Profile

Case Number Two reports on a university that was founded in the first half of the 

twentieth century as a training academy for business professionals. In the last third of that 

century, the school was accredited as a degree-granting institution. Since that time, 

growth has been significant. The university now offers a diverse number of academic 

programs beyond its roots as a business school. With a very large student population for a 

Division II institution (currently educating approximately one hundred thousand students 

with approximately three-thousand of those students being resident on the main campus, 

the vast majority are part of the online population) this institution presents a profile that is 

quite different from many other members of the division. The intercollegiate athletics 

program offers 18 competitive sports, eight for men and ten for women. Within the 

structure of the NCAA Division II, institution belongs to a fifteen-member conference of 

similar schools with the significant exception that the other fourteen members have 

nowhere near the online presence of this particular college.

The views of the Athletic Director

AD#2 has been involved in intercollegiate athletics for most of his adult life. He 

began as a student-athlete at an NCAA Division I program, moving on as an assistant 

baseball coach at another Division I school for two years, returning to his alma mater 

from another two years in a similar capacity. Leaving coaching for a career in the private
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financial industry he returned to his old school once more as an assistant athletic director 

concentrating on fundraising and development. He moved on from there to become 

athletic director at a community college for one year before accepting a position as 

athletic director at a Division II school. He held that position for seven years. He has held 

his position as athletic director at his current school for five years.

All information below was taken from an interview conducted on December 13, 

2018 (AD#2, 2018)

General Intercollegiate Athletics Questions:

Like many people involved in intercollegiate athletics, AD#2 feels that a robust 

athletic program is a valuable piece of campus life, not only for the student-athletes and 

those directly involved but for the campus community as a whole. An athletic program 

provides active and passive recreation, a place for people to develop a greater sense of 

community and to foster closer ties between individuals and the school as a whole. As 

has been mentioned on several occasions in prior sections of this document, AD#2 

referenced the concept of athletics as the “front porch” of the institution and it is a way 

for the school to represent itself in a positive light.

The educational value of intercollegiate athletics was only discussed briefly. He 

mentioned that language referencing that value was contained in the school’s mission and 

vision statements for the athletic program with the ideas of developing individual 

characteristics consistent with the educational philosophy of the university. Quoting from 

that published statement he mentioned “providing opportunities to develop character and 

maturity and emphasizing the values of commitment, responsibility, leadership,
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teamwork, discipline, and respect for oneself and others” and said he felt those values and 

attributes were fairly common across athletic programs.

Beyond those educational values, he quickly mentioned the marketing value of 

the athletic program particularly in building brand awareness and being able to be a 

differentiator between competing institutions in a crowded academic marketplace.

Specific institutional questions regarding Intercollegiate Athletics:

The discussion of specific issues regarding the purposes of intercollegiate athletic 

programs at institution #2 some very interesting points arose. When asked to describe the 

main purpose of the athletic program at your institution AD#2 immediately spoke of 

building an attachment between the student body and the institution. This attachment and 

sense of community was not only promoted for the on-campus population but was 

particularly a concern for the much larger online student group. The feeling was 

presented that a robust and successful athletic program would be a key factor in 

developing that overall sense of community sought by the institution. Therefore the 

charge to the athletic department was expressed as being "be the best DII program you 

can be."

Given that direction of being "best D II program" allowed for discussion of the 

meaning of that direction and the implications for the operation of the athletic program. 

One of the first points raised by AD#2 was that was well aware that other Division II 

institutions were finding themselves in a position to require the athletic program be a 

significant contributor to the business side of the college by actively increasing
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enrollments of student-athletes. It was stated bluntly that this was not the situation at this 

institution. The enrollment levels of the general student population had increased 

significantly and in fact, a waiting list now existed for admission and enrollment at the 

main campus. The online population continued to grow at a rapid rate. Therefore the 

athletic department was not under any pressure to enroll student-athletes for any purpose 

other than those student-athletes’ direct contribution to the athletic success of the 

university.

“I’m often a little bit embarrassed when I go to meetings of other athletic directors 

particularly in my conference. They’re all concerned about enrolling large 

numbers of athletes and problems related to that. That's the pressure they're under. 

When it comes to my turn to speak I have to say that I don't have that problem. I 

think everyone's a bit surprised because I am frequently the only one in the room 

who can make that comment."

Therefore AD#2 does not view the enrollment of students as the primary purpose of his 

department. The enrollment of students, both athletes, and non-athletes, is seen as a 

byproduct of a successful intercollegiate athletics program. With this thought in mind, he 

went on to mention that the relationship of the athletic department to other operating units 

of the institution was excellent especially mentioning the admissions department. In his 

opinion, the admissions department has a very good understanding of the athletic 

recruiting process and all involved in recruiting and enrollment work together in an 

extremely productive and smooth process.

Continuing the previous conversations, the interview then turned to another 

question; how was the concept of "best DII program" defined and what did that mean to
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the operations and efforts of the athletic department? The answers follow previously 

discussed concepts of community building, brand awareness, and a concept that is 

frequently mentioned in the literature surrounding intercollegiate athletic programming 

which is the idea that an athletic program adds "legitimacy" to the identity of American 

universities. With this in mind, AD#2 spoke of two subgroups to the idea of community. 

The first was the online student population and the associated growing alumni 

population. The second is the local community and immediate area around the 

university’s physical location. Some of the efforts discussed are aimed at engaging both 

communities while some are specific to the individual subgroups.

In addressing the larger remote population several interesting efforts and 

initiatives were mentioned. While his colleagues in university administration Eire well 

aware of the need for individual engagement while students are in attendance at the 

university, equally important is the continuing engagement of those individuals as they 

become graduates. Therefore unlike the prior history of most schools where the efforts at 

reaching alumni who have left campus have been the bulk of the work to promote 

community and engagement with an off-campus population, now there is a need to 

engage students who do not reside on campus and may never actually visit the campus. 

The administration sees the athletic program as an ideal vehicle for developing and 

maintaining that attachment to the institution that can be very beneficial in many ways. 

An important desire is to have that growing alumni community become a source of career 

opportunities for current students not only through potential employment but also through 

internships and network building. Therefore this effort concentrates on relationship
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building rather than the traditional fundraising activities often found in institutional 

development programs. With this in mind, AD#2 reports the following:

"We really treat our online student population as a market; we try to reach them in 

a variety of ways in order to bring them into the University community. Sports is 

an excellent way of building that community."

Some vehicles used to accomplish this goal are technological in nature. The athletic 

department has entered into a television contract, something that is rare in Division II 

athletics. The institution’s athletic events are available to a wide audience on a national 

basis, utilizing a communication medium that is generally only available to Division I 

programs. All athletic events are available on the Internet via streaming technology, 

making games available to the public on the athletic department's website. The institution 

has entered into a licensing contract with an apparel distributor with the university’s own 

online student population as the target market. They also have marketing arrangements 

with major sports organizations such as an NBA franchise, another major sports league, 

and a prominent shoe and equipment company. AD#2 emphasized that these activities 

were directed at building institutional awareness and community, not at being financial 

profit generators for either the department for the school as a whole. It was mentioned 

that the ability to gain some of the exposure desired through televised sporting events was 

a result of the marketing of the school’s online academic programs.

“The TV people are more inclined to show Division II sports when that particular 

Division II school is a major advertising buyer. Online has made everything 

possible."
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Locally, increased national visibility of the institution has only increased the popularity 

of more traditional small business sponsorships in the community where the school is 

located. Much of the same logic that applies to the development of the larger national 

audience applies in the immediate vicinity of the campus. All told, these multiple 

sponsorships, contracts and other business relations the athletic department drive its 

revenues into the area normally occupied by Division I schools.

With respect to the above activities, the institution’s leadership feels that 

investment in intercollegiate athletics is money well spent. The leadership is also very 

comfortable with the Division II model. Reasons given for this comfort level are the 

balanced nature of the Division II philosophy and the fact that the strategic purposes of 

the intercollegiate athletic program are being fiilfilled at the Division II level. The ability 

of the entire university to generate sufficient resources to maintain a successful athletic 

program is served by the success of the athletic program in supporting resource 

generation. It is a symbiotic relationship, the more resources that are generated by the 

overall operations of the institution more resources Eire available to the athletic program 

to support that overall process.

When asked if there were any fundamental changes that either would or should be 

made to the athletic program AD#2 responded that he was often asked whether a move to 

Division I was being considered. The answer was very much in line with the previous 

statement that the administration believes strongly that the Division II model is working 

and that there is no need to change. He added that if you were starting a completely new 

intercollegiate athletic program he would probably consider doing so at the Division I
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level given the resources that would likely be available. However, he sees no reason to 

change is a clearly successful model at this school.

In summary, the interview painted a picture of an institution that is comfortable 

with its intercollegiate athletic program, makes use of that program to support strategic 

goals, and is actively aware of that strategic value. The systems and operations of the 

athletic department are well aligned with the strategic goals of the institution. Therefore, 

the future success of the intercollegiate athletic program is considered vital and the 

positive direction of the current situation is likely to continue.

Institution Number Three

The institution examined in this case study is an NCAA Division II school that reports its 

required information as “Division II with football” in the Equity in Athletics Data 

Analysis (EADA) reports filed with the United States Department of Education

Institutional Profile

Case number thee reports on a small university located in the sub-region of the 

United States referred to historically as the border states between the north and south, 

spanning the cultural roots and traditions of the two major regions. This institution was 

founded in the 19th century as a result of the merger of two smaller institutions. It has had 

two prior physical locations and moved for the last time at the turn of the twentieth 

century. All of these locations are in the same immediate geographical area and the 

university has continued to operate in its current location for over one-hundred years 

through the present time. The school's history encompasses its past as a faith-based 

institution with roots in the liberal arts. Today as a university the school is organized in
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five colleges offering programs in business and the arts and sciences. It has about 1000 

students. All academic programs are conducted in a traditional on-campus environment. 

Well over 50% of the student body members are student-athletes. The university offers an 

intercollegiate athletic program at the NCAA Division II level. This athletic program has 

19 NCAA sanctioned varsity sports (10 men’s and 9 women’s.) Within the structure of 

the NCAA Division II, institution belongs to a conference of 14 private, non-profit 

member institutions.

The interview was conducted with the President (President #3.)

The views of the President

President #3 has been at the institution for approximately 4 years. Prior to that, he 

held leadership positions in postsecondary education including prior college presidencies. 

This is his first experience at an NCAA Division II institution.

All information below was taken from an interview conducted on February 1, 

2019 (President#3, 2019)

General Intercollegiate Athletics Questions

President #3 began his comments with an immediate mention of the value of 

Division II athletics to the enrollment of his university. He did discuss more general 

educational benefits of athletic participation but those discussions came after the 

comments about enrollment. This institution depends on the intercollegiate athletic 

program to attract and enroll almost 70% of its full-time student body. Due to that fact, 

the success of the intercollegiate athletic program is critical to the life of the school in
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many ways. Because of the Division II partial scholarship model, the athletic program is 

an important piece of the institutions operating revenue. It is also an extremely important 

piece of the public perception of the university. Prominently mentioned in the discussion 

was the presence of Division II football. Being located in a geographical area where 

football is an extremely popular sport it was immediately mentioned as a major factor in 

being able to attract male students to the campus. Not only was the recruitment aspect 

mentioned but the retention of student-athletes was also included in this part of the 

interview. Simply stated, President #3 felt it that football attracted students and that once 

enrolled and participating in the football program those students were more likely to 

remain enrolled for graduation. The reasoning behind this was that team sports form a 

point of loyalty within the institution not just loyalty to the institution as a whole. In fact, 

the word "tribal" was used to describe the type of situation. Football was only an example 

of the tribal mentality; the president believed that this thinking extended to the other 

sports offered in the intercollegiate athletic program.

Beyond the subject of enrollment, the value of intercollegiate athletic programs 

was discussed in terms of traditional educational values, campus life, community 

involvement, and general institutional awareness. President #3 is an advocate of athletic 

programs equally for the value they bring to students not just for the purpose of bringing 

students to campus. Some of the traditional values of sports programs that were discussed 

were the development of leadership abilities, time management, and sense of community. 

Also mentioned were the factors of "indirect marketing" of the institution; awareness and 

recognition of the school’s athletic teams contributed to awareness and recognition of the
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entire university. President #3 felt that as an educator, athletic programs were an 

excellent "value proposition", particularly among smaller, tuition-driven institutions.

Specific institutional questions regarding Intercollegiate Athletics

Looking at situations specific to his university, President #3 reported some very 

interesting policies, procedures, and initiatives. First, the university continues to add 

sports to its current offerings in intercollegiate athletics. The process has begun to add 

Sprint Football as a varsity sport. Sprint football is the traditional game of football only 

for players who weigh less than 178 pounds. This will provide another attractive athletic 

program in a region where football is popular and offers the student an opportunity to 

play football in college when in most instances their physical size would not allow their 

participation. The addition of Sprint football is expected to generate between 50 and 75 

new enrollments of male students on an annual basis. This would make the overall sport 

of football a very positive influence on the total male enrollments at this institution. 

However, doing so creates concerns over Title IX equity issues but those will be 

addressed when appropriate. The recent history of this institution shows sensitivity to 

those issues and the ability to adjust its athletic offerings in order to ensure compliance 

with Title IX.

Continuing with the discussion of enrollment issues, President #3 spoke of the 

integration of enrollment management with the athletic department as a reflection of the 

institutional understanding of the strategic importance of athletics to the overall success 

of the school. In fact, the position of athletic director reports to the vice-president of 

enrollment management. This, however, does not diminish the traditional importance of 

an athletic director as the athletic director still holds a seat in the president's cabinet.



Relation of Institutional Goals & Athletics in NCAA Division II 59

Also, President #3 spoke of the importance of the intercollegiate athletic program to the 

overall marketing efforts of the institution. Those efforts are highly coordinated with the 

sports marketing budget and activity constituting roughly 40% of the institutions entire 

marketing effort. Therefore, it can be inferred that there is a direct understanding of the 

cabinet level of the strategic importance of intercollegiate athletics. The direction and 

functional strategies surrounding the operation, promotion, and value of the athletic 

department are at the top of the list of the school's strategic initiatives. Further 

recognition of the situation was confirmed when the president was asked about the 

faculty’s reaction to the heavy presence of student-athletes as a percentage of the student 

body and the perceived emphasis on athletics. Was that perception of athletics considered 

as a positive or negative factor defining the identity or overall perception of the school? 

He replied that the faculty was "resigned to it" but then went on to portray the attitude of 

faculty in a positive light, mentioning that the vast majority of the faculty have an 

excellent working relationship with the athletic and admissions functions and were very 

understanding of the critical nature of the athletic program to the overall health of the 

institution. Somewhat related to this discussion was a question regarding the sizes of the 

rosters required to achieve and maintain the levels of student-athlete enrollment that the 

strategy of the institution demands. The question was “do your coaches object to or 

support the increased roster sizes that you need to maintain or grow your enrollment 

levels?” The president’s answer was that yes, the coaches do “push back” at having more 

players on their rosters than they need to compete successfully in their sports but they 

also understand why those levels are necessary and actively work with the admissions 

department to fulfill the goals. Enrollment levels are critical to the health of the school
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and intercollegiate athletics has proven to be an effective tool in reaching the required 

student population.

An important point of discussion was President #3’s opinion of whether his 

institution is correctly placed as a Division II member. He is comfortable with the 

school’s positioning and feels that Division II provides the best model available for 

accomplishing the school’s goals. The partial scholarship model makes the college 

attractive to prospective student-athletes presenting a relatively high level of athletic 

challenge while offering financial aid incentives. The Division II athletic program has a 

sufficiently high profile in the school’s geographical recruiting area to offer recognition 

to athletes in the community. He also mentioned that from a business point of view the 

institution could not be competitive in Division I due to the resource requirements of that 

division nor is it likely the school could compete for enrollment with Division III schools 

with their no athletic scholarship structure. The partial scholarship model of Division II is 

appropriate now and for the foreseeable future. “We’re comfortable in our clothes” was 

his summation.

As a final note, very early the interview the president was asked to briefly 

describe what he thought was the public perception of the institution. This question was 

asked in the context of a discussion of the idea that in many cases intercollegiate athletic 

programs are the most visible and recognizable programs in a college or university. With 

the facts of the enrollment levels of student-athletes, the five academic units, the 

geography, etc. the response was very interesting. President #3’s first word to describe 

the perception of his school was “historic.”
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Institution Number Four

The institution examined in this case study is an NCAA Division II school that reports its 

required information as “Division II without football” in the Equity in Athletics Data 

Analysis (EADA) reports filed with the United States Department of Education

Institutional Profile

Case Number Four reports on a small, private, non-profit institution located near a 

major northeastern city in the United States. The school was founded in the mid-twentieth 

century as a faith-based institution whose educational philosophy is grounded in the 

liberal arts. Currently, it offers programs in the arts and sciences as well as several 

professions at both the undergraduate an graduate levels. All academic programs are 

delivered on campus, the institution has no online course offerings.

The college offers an intercollegiate athletic program at the NCAA Division II 

level. This athletic program has 15 NCAA sanctioned varsity sports (seven men’s and 

eight women’s), one men’s sport classified as by the institution as “intercollegiate 

varsity” and several club sports. Within the structure of the NCAA Division II, the 

institution belongs to a conference comprised of ten, non-profit member institutions of 

which nine Eire private, one is public. It currently enrolls about 1,100 undergraduates with 

approximately 70% resident on campus. Of these, about 450 are student-athletes.

The interview was conducted with the Athletic Director (AD#4)
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The Views of the Athletic Director

AD#4 has spent his entire career of over forty years in the field of intercollegiate 

athletics. In that time he has worked in a number of different roles in athletic 

administration and has worked at institutions in all three divisions of the NCAA. He has 

been in his current role for 19 years.

All information below was taken from an interview conducted on February 11, 

2019 (AD#4, 2019)

In his time in his current job he has overseen several changes in the intercollegiate 

athletic program offered by his current school. He managed several major transitions of 

the program most significantly including a change of conference membership and the 

addition of several sports.

These changes were driven by different factors over time that in the opinion of 

AD#4 reflected the changes in the landscape of Division II athletics and the institutions 

themselves. Prior to the years 2007 -  2008, the circumstances that drove change in 

athletic programs at this institution were based on the ideas of student experience in 

balancing and enhancing college life. Upon his arrival in the year 2000, the institution 

offered seven to collegiate sports. It was in the process of leaving membership in the 

NAIA to join NCAA Division II. In order to offer more opportunities and to further 

enhance the student experience, an effort was begun to add new sports to the program. 

The goal at the time was to reach a level of 10 intercollegiate athletic teams. “It wasn’t 

really an enrollment or numbers issue back then” according to AD#4. “We were looking 

for ways to improve the student experience and make our campus more attractive.” The 

addition of a small number of sports was coupled with an effort to emphasize a few
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higher profile teams such as men’s basketball and baseball. The idea behind this 

emphasis was to create more external visibility for the institution through athletic success 

and to enhance the environment on campus for all students. However, efforts to use 

intercollegiate athletics as a focal point for growth in the student population were 

secondary to the visibility, institutional awareness, and quality of student experience 

goals outlined previously. The college would continue to rely on its traditional means of 

academic quality and program offerings, geographic location, and regional presence to 

attract both athletes and non-athletes alike.

In the opinion of Ad#4, the climate surrounding the athletic program began to 

change around the years 2007-2008. In that time frame, his institution began to feel the 

effects of several changes in the higher education marketplace that were having a 

particular impact on smaller colleges. As with many institutions, this particular college 

was now competing for a shrinking pool of high school graduates and was operating in an 

economic environment that was feeling the effects of a serious downturn of 2008. Being 

an institution that is primarily tuition-driven, this set of economic conditions dictated that 

a major contributor to the continued successful operation of the college would be to 

increase enrollment. One way to accomplish this god would be to use intercollegiate 

athletics as a vehicle to drive the enrollment levels up by directly recruiting more student- 

athletes to an increased number of sports. Therefore, new sports were added to the 

athletic program. However specific sports were chosen not merely for the number of 

athletes that would be necessary to compete in the sports but for the type of sports that 

would attract the type of student that traditionally attended the institution. In other words, 

particular sports were not chosen for roster size but for the concept of "fit." A particular
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point that was emphasized in the discussion was that the institution placed a significant 

value on retention, not merely recruitment. This made the selection of individual sports 

more important. Gender balance was important as well with the continued influence of 

Title IX. Club sports were included in this effort. The results have been interesting as the 

athletic department now has ventured into several sports including some unconventional 

competitive intercollegiate athletic programs such as sprint football (classified as 

“intercollegiate varsity”), women’s triathlon (NCAA Division II), and an emerging 

offering in esports (club program.) “You have to be out in front of it” was the comment 

about emerging opportunities such as esports. Pointing out that sixty-three colleges 

belong to the new National Association of Collegiate Esports he said that it was an 

effective low-cost way to attract and retain new students. His institution has chosen to 

classify this emerging competitive activity as a non-scholarship part of the athletic 

program. “All it cost us was some computer equipment and a room” and some marketing 

efforts but has already attracted 24 students in its first year of existence. Similarly, sprint 

football has provided an opportunity for a different group of student-athletes to continue 

their competitive football interests at the college level. Over 50 student-athletes are also 

involved in this non-scholarship program and perhaps equally important, the 

establishment of the program was covered by a prominent national news media outlet.

The results of these efforts are that the percentage of student-athletes on campus 

has risen to roughly forty percent of the student body. In order to remain consistent with 

other goals of the institution, the recruiting efforts required to achieve necessary athletic 

enrollment levels operate within a defined set of guidelines and practices. For instance, 

the athletic department strives to attract and enroll students with a target GPA of 3.0 or
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better. In offering financial aid, the target is to offer a discount no greater than 30% of the 

cost of attending the college. The athletic department has a target of generating a certain 

amount of tuition and fee revenue from each student-athlete enrolled. The department is 

very aware of the need to generate net income for the college. The individual teams have 

enrollment targets that not only call for a certain number of student-athletes but for 

complying with the conditions listed above. The selection process for prospective 

student-athletes is discussed in terms of not only athletic prowess and academic ability, 

but it also concerns that individual’s likelihood to be retained and continue to graduation. 

This emphasis on enrollment management to include retention goes well beyond anything 

done in the past. Yet when asked if this set of practices and conditions was a formal 

component of the institution’s strategic plan the answer was "no." Yet AD#4 felt that all 

concerned knew and understood the strategic importance of intercollegiate athletics to the 

continued economic health and well-being of the college.

Furthering the discussion beyond the current environment’s demand for 

enrollment management activities, AD #4 indicated that he thought the other main 

function of intercollegiate athletics was in the area of institutional marketing. Like many 

others in the college sports community, he subscribes to the concept of intercollegiate 

athletics as the “front porch” of the college. Perceiving that many people in the larger 

community (regional, national) get their first and most frequent information about a 

school from its athletic teams, he sees one of his main roles as athletic director as being a 

key marketing resource for the college. “I seem to spend more time on marketing than 

anything else” was his comment. He described the effort as only slightly different from 

years past when the effort was to report on the athletics activities. According to AD #4,
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the sports information function has developed along with the other functions of the 

athletic department. “We’re no longer just reporting who won last night’s basketball 

game, we’re building the college community.” He went on to point out that the 

community in question goes beyond the current students but includes everyone touched 

by the school from prospective students right through alumni, not just students but also 

faculty, staff, administration, and community. He stressed that the methodologies had 

changed and that the effective use of social media networks was critical. Going back to 

the previous point about reporting scores he commented that “we used to just make sure 

the score was in the newspaper so that people who would be looking for it could find it. 

Now we push a button and a message goes out to 10,000 people who make up our larger 

community.”

In terms of organizational relationships and regular operating policies, this 

understanding is reflected in how the different organizational components of the college 

work with each other as well as in the daily operations of the functional units of the 

college. The faculty is supportive of the student-athletes and understanding of the 

requirements of athletic participation. AD #4 describes a “solid” working relationship 

with the athletic coaches. For their part, the coaches understand the pressures to carry 

larger rosters of players that than they might otherwise consider practical. “Coaches 

understand that winning is important” but that equally if not more important is the 

recruitment and retention of the “right” student-athlete. “You can be .500 year after year 

and not lose your job” as long as the recruitment, retention, and enrollment management 

piece of coaching is successful.
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As for the final piece of the discussion, the question of whether the intercollegiate 

athletic program was properly positioned in NCAA Division II was answered with an 

emphatic “yes.” “Our program would never fit at D III." AD #4 felt strongly that the DII 

model with its emphasis on a balance between athletics and academics and it partial- 

scholarship model of institutional athletic ai was ideal for his college. Both conditions are 

necessary to attract and retain the type of student-athlete who could be successful at his 

particular college. The resource requirements of Division I are beyond the means of the 

institution and an upward move has never been considered. For this school, Division II 

seems to be the right fit. It was a very definitive statement about a program that was 

previously described as not being a formal part of an institutional strategy but that in 

reality forms a key component of the strategic direction and activities of this institution.
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Institution Number Five

The institution examined in this case study is an NCAA Division II school that reports its 

required information as “Division II without football” in the Equity in Athletics Data 

Analysis (EADA) reports filed with the United States Department of Education

Institutional Profile

Case number thee reports on a small university located in a rural area in the 

northeastern United States. It is a significant distance from the major population and 

urban centers of the region. The university was founded in the second half of the 

twentieth century on the premise that small colleges provided a unique and special 

relationship and learning environment between students and faculty. While the majority 

of its academic programs are offered at the residential campus, the institution does offer a 

subset of those programs online. It also has three small remote campuses, two in the same 

state as the main campus and one in the far southwestern United States. According to the 

most recent EADA reports, the institution enrolls about 1600 full-time undergraduates 

with a little over 500 of these being student-athletes. These student-athletes participate in 

9 men’s sports and 12 for women. Of the total 21 sports, 20 are sanctioned by the NCAA 

as Division II sports and one men’s sport is treated like a varsity intercollegiate sport 

even though it is not recognized by the NCAA. The school is a member of an NCAA 

Division II conference composed of 15 institutions of similar character.
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The interview was conducted with the Athletic Director (AD#5)

The Views of the Athletic Director

AD#5 has spent over ten years in administrative and coaching positions in 

intercollegiate athletics. Her prior positions were at NCAA Division II members 

including five years as an associate athletic director with responsibility for internal 

operations and the compliance office, while also serving as senior woman administrator. 

She is in her second year as athletic director at her current institution. In this position, she 

reports directly to the president of the university and has significant involvement in the 

development of policy at the institutional level.

All information below was taken from an interview conducted on February 15, 

2019 (AD#5, 2019)

When questioned about her opinion of the role of an intercollegiate athletics 

program the answer was twofold. First, she described it as a “support” function, 

providing additional structure and support to the institutional goals of enrollment and 

retention of students. Second, the idea of enhancing the student experience followed. As 

the discussion progressed, the role of intercollegiate athletics in the process of the 

institution's marketing efforts was also discussed. This aspect took on more significance 

as the interview progressed.

Deeding with the issues surrounding enrollment and retention, she was very 

forthcoming about how the athletic department functions in the context of the entire 

institution’s enrollment management process, in the years 2012-2017, the athletic 

department added a number of sports to its offerings. It was stated that this action was
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taken for the specific intent of increasing enrollment at the university. Doing so created 

an environment where the number of student-athletes grew to be about 40% of the total 

student population. This number has contributed significantly to the overall success of the 

institution. However, this has not been without some reservations according to AD#5. 

She reported the fact that student-athletes had a retention rate of 84-87% which was 

higher than the rest of the student body. AD#5 attributes this to the ideas that student- 

athletes feel a bond with their fellow athletes and their teams as strong as (and perhaps 

superior to) their loyalty to the institution as a whole. Also important is that the 

experience of being a student-athlete is a very powerful and satisfying feeling for many 

athletes. For this and other reasons, the athletic department follows an enrollment 

management concept rather than methods focused solely on initial recruitment. When 

asked about this concept, AD#5 discussed several interesting situations and methods.

Understanding their role in the enrollment management process, the athletic 

department follows practices that AD#5 referred to as “intentional recruiting.” This idea 

goes not only to the current recruiting practices but all the way back to the process of 

deciding what sports will make up the intercollegiate athletic offerings at the school. 

AD#5 indicated that the athletic department philosophy was to include particular sports 

for not only the number but the type of student the college as whole wishes to recruit. 

Essentially this amounts to a matching process that requires the understanding of where 

the institution's overall recruiting targets lie and providing sports that match the perceived 

desires and traits of prospective student-athletes in those sports. This then extends into an 

assessment of whether the school is able to provide the correct resources for that 

particular type of student-athlete to succeed academically and athletically. Student-
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athletes are then recruited in accordance with this “matching” philosophy. AD#5 also 

indicated that all the foregoing takes place within an understanding of where student- 

athlete recruiting and enrollment fits in the overall needs of a small, tuition-driven 

institution. Interestingly, despite that understanding AD#5 reports that the athletic 

department does not conduct its recruiting with specific numerical targets in mind such as 

discount rates from tuition or net revenue generated per student-athlete. The institution as 

a whole has such gods but the athletic department’s performance is contained in the 

overall calculation of these metrics. She hopes to maintain that situation as time 

progresses.

Given the realities of athletic recruiting and the impact on enrollment AD #5 was 

asked to assess the attitudes and perceptions of different segments of the university 

community regarding the intercollegiate athletic program. AD#5 replied that the 

perception is mixed. First, coaches understand their role in the overall recruitment 

process of the institution. There have been no demands to over-recruit (recruit and retain 

abnormally large numbers of student-athletes than necessary for successful competition) 

while understanding the need to recruit sufficient numbers of athletes that will contribute 

to the institution's needs. They are fully supportive of the “intentional recruiting” 

philosophy mentioned previously. Faculty and other constituencies have somewhat 

different reactions. In AD#5’s opinion, they recognize the importance of recruiting a 

large number of student-athletes as that is easily recognizable in a tuition-driven 

institution. Less understood is the retention component and the accompanying fact that 

student-athletes have differing requirements including but not limited to class scheduling, 

travel, practice time, etc. When asked if she felt that the high percentage of student-
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athletes in the overall student body was a problem or opportunity she replied in a neutral 

manner but did indicate an opinion that 40% student-athletes was a level that was “maxed 

out.”

Going beyond issues of enrollment management alone, the bulk of the remainder 

of the discussion concerned the issue of marketing, both institutional and specific athletic 

needs in that area. AD#5, like many of her colleagues at other institutions, recognizes the 

idea that intercollegiate athletic programs contribute greatly to public awareness of an 

academic institution. The discussion of marketing and athletic marketing, in particular, 

began with the question about the sport of football. The school currently fields a team in 

sprint football, a form of the game where players must conform to a 178-pound weight 

limit. Other than that, the sport is American football as it is commonly known. Sprint 

football is an intercollegiate sport, with most of its competing institutions located in the 

eastern United States. Sprint football has been in existence for over eighty years at the 

college level. For the last several years this institution has competed in sprint football but 

is in the process of transitioning its football program to become a full Division II football 

team. When asked about this AD#5 mentioned several factors but chief among them was 

"visibility." "We Eire already spending considerable resources on Sprint football program, 

why not spend similar resources on regular football?" According to AD #5, the institution 

expects equal or higher enrollment of football student-athletes with a regular football 

program but that benefit is exceeded by the greater visibility that a full football program, 

playing a full schedule of Division II football is likely to generate, both in the local 

community and in the larger geographical region.
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AD#5 noted that when she first arrived at her current university she didn't notice 

much mention or presence of the institution beyond its immediate campus. Her comment 

was that she didn't even see any local residents wearing the institution’s logo on any 

apparel or displaying any mention of the school in their businesses. This was significantly 

different than her previous experience with smaller colleges in a different part of the 

country. She began to view this situation as a marketing opportunity, not only for the 

athletic program but for the institution as a whole. The physical location of the campus is 

rather distant from any competing football programs, including Division I programs that 

might overshadow a Division II team. She also perceived that residents of the region have 

a greater awareness of professional sports than they do of intercollegiate sport. With a 

number of other Division II and Division III schools in the immediate geographical area 

and no Division I presence to speak of, changing to Division II football offers an 

opportunity to be a more visible and unique program. Hopefully, the upgrade to Division 

II football will increase overall institutional awareness, generate somewhat greater 

enrollment then Sprint football endeavor was already doing, and generate more 

awareness of the other sports available at this school. Therefore the football upgrade is 

intended to accomplish goals beyond those of the athletic department.

Continuing on this theme was a discussion of the overall marketing efforts of the 

athletic department. Unlike some other institutions, AD#5 spoke to the highly 

coordinated effort between athletic marketing and the overall marketing efforts of the 

institution. The two go hand-in-hand in her opinion and the efforts and operations are not 

at all separate. However, that being said the athletic department is in the process of 

establishing a separate office to concentrate on marketing the intercollegiate athletic
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program. The importance of athletics to the institution makes this a perfectly reasonable 

situation.

In concluding the discussion of intercollegiate athletics at this institution two 

important questions were asked. The first was if the Division II model is right for this 

school? the AD#5 gave a firm answer of "yes." "The Division II model is right for us; it 

is more student-friendly and better serves the type of student that we want to attract for 

the overall student body." This sentiment appeared to be based on the ideas that athletics 

definitely enhances the overall student experience, teaches valuable skills, and that the 

Division II partial scholarship model enables many students to significantly defray the 

expense of attending college. Also, the Division II model provides a high quality of 

competition that many prospective student-athletes find attractive. All of these features 

serve the strategic goals of the university. This led the second concluding question; given 

the importance of intercollegiate athletics success of this institution, is there a specific 

inclusion of the athletic program in the institution’s strategic plan? The answer was that 

with the exception of one brief mention, the athletic department and its efforts are not 

included in any formal planning documents in any depth. AD#5 hopes to change that

situation in the future.
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CHAPTER FIVE
Cross-case Analysis and Discussion

The purpose of this chapter is to identify and discuss the emerging themes arising 

from the five cases studied. The conversations and interactions with a set of athletic 

directors and presidents of NCCA Division II institutions begin to call into focus a 

picture of real, identifiable and truly strategic uses of intercollegiate athletic programs at 

their respective schools. That picture is both clear and fuzzy at the same time. In this 

summary discussion that difference is illustrated, challenges are identified, and successes 

are recognized. It will also illustrate the changing picture of intercollegiate athletics at the 

NCAA Division II level as the needs and goals of the member institutions evolve and 

change in the current context of higher education.

Institutional and personal characteristics of the case study 
subjects:

First, it is appropriate to discuss the characteristics of the institutions studied as 

well as the personal and professional backgrounds of the individuals interviewed in the 

process of conducting the study. This allows for some understanding of the overall 

context of the study and for the perspectives reflected in the individual interviews.

Institutional characteristics :

As mentioned in Chapter III, the institutions chosen for case studies were a 

purposeful sample; the intent of the selection was to have a diversity of institutional 

characteristics that might offer insights into differing strategic issues related to the 

research questions of the study. Prior analysis contributed to the selection factors. First
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among them was whether the institution offered its academic programs on a single 

campus, multiple campuses, or had a significant online education operation. The idea 

behind this reasoning was that character and use of an intercollegiate athletic program 

might be affected by the nature of the campus and the student body. In the sample 

included in this study, two institutions had major online components to their student 

populations; in one case the on-campus population was approximately 3% of the total 

student census, in the second the on-campus population was approximately 8% of the 

total census. Two schools had no online presence at all, one had limited offerings online 

but no complete undergraduate degree program was offered in that modality. This is 

important to the understanding of the study as schools with significant online programs 

operate with differing revenue generation models than traditional on-campus programs. 

Also, the characteristics of the student population to be much more varied than those 

found on a traditional campus. The discussions with administrators revealed that there 

appears to be an awareness of a need to build community between diverse student 

groupings; online and on-campus forming two major, diverse components of the total 

student population. The second major factor was the sport of football. Football has a 

significant impact on the operations of athletic departments in the revenue models and 

operations of those programs. In the study to three institutions did not offer the sport of 

football in the full Division II model. Two offered a form of football referred to as 

"Sprint football" that has all characteristics of football is played by athletes subject to a 

178-pound weight limit. Sprint football is not recognized or sanctioned by the NCAA and 

has differing treatments and classification at different schools. One was preparing to add 

Sprint football (in addition to its current and ongoing offering of Division II football),
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one was preparing to replace its existing Sprint football program with Division II 

football.

The preceding factors proved worthy of selection because in each in each of the 

five cases an issue relating to the need to attract students to the main campus or 

developing a full community atmosphere across the institution was given prominent 

mention. The sport of football, present or not in any form was also discussed by study 

participants from each of the five schools with regard to its impact on their intercollegiate 

athletic programs and their schools as a whole. Greater discussion of the specific findings 

on each of the two selection criteria will follow but it is worth noting that considering 

them heavily in the process of sample selection on was validated.

Individual participant characteristics:

It is interesting to note the similarities and differences among the individuals 

whose interviews formed the basis for the construction of the case studies. All of the four 

athletic directors interviewed had experience as a student-athlete in college as well as one 

of the two presidents. All four of the athletic directors had experience as coaches at the 

college level. All four athletic directors had prior athletic administration experience prior 

to their acceptance of their current positions and three of the four had spent their entire 

post-college graduation career in the business of intercollegiate athletics. Together this 

group of athletic directors averages over twenty years of experience in intercollegiate 

athletics beyond their playing careers as student-athletes. This compares favorably with 

data reported by Center (2011) who found in a survey of forty-five subjects that NCAA 

Division II athletic directors tended to have a similar amount of combined coaching and 

administrative experience. Across the five cases, the consistency of answers to several
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specific questions may be a product of the common experience of the athletic directors 

interviewed.

The two presidents who were interviewed as part of the study did have somewhat 

divergent backgrounds. While both had prior experience in postsecondary education 

those experiences were somewhat different. One had experience in secondary education 

and educational associations and held a previous college presidency while the other’s 

background was more involved in career development and was in his first appointment as 

a college president. One had spent his entire career in education, the other had significant 

experience in other industries. Both were in their first administrative roles at a Division II 

institution and both were supervising an intercollegiate athletic program for the first time. 

Perhaps as a result of the perspective held by presidents versus that of the athletic 

directors, it is interesting that both presidents immediately moved to a discussion of 

enrollment and enrollment management as a main part of their interviews. This finding 

will also be discussed in more detail in the following sections.

Emerging Themes & Observations

As the data gathered in the interviews and organized in the individual case studies 

were compiled and analyzed several prominent themes emerged that were consistently 

mentioned by the participants and discussed in great detail. A summary listing is as 

follows:

Emerging themes from interviews:

• Enrollment is a major concern of athletic directors and the major concern of 

presidents.
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• Retention of students is second only to their initial enrollment.

• Enhancement of the campus community and experience for all students is an 

important function of the intercollegiate athletic program.

• The marketing value of athletics is highly recognized both for the institution as a 

whole and athletics in specific.

• The educational value of athletics is still important.

• Winning? It’s not as important as enrollment.

• The athletic director’s role(s): recruit, retain, market, support institutional goals -  

manage the process.

• The strategic function of athletics is changing and evolving, particularly as it 

specifically pertains to tuition-driven institutions.

Themes emerging from analysis and observation:

• The percentage of student-athletes as part of a campus population is growing, to 

levels as yet unheard of; is there a limit? Is there a concern?

• Enrollment management concepts are replacing traditional admissions activities 

and procedures.

• Training in recruiting practices for coaches would be beneficial.

• The strategic use of intercollegiate athletics is a reality but not a formality.

Other significant observations from interviews:

• Interview participants feel that Division II is misunderstood, understudied, and 

therefore the strategic value of Division II athletic programs may not be optimally 

employed.
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• The one institution that was a significant exception to the others seems to be the 

“exception that proves the rule”

• Opportunities exist for future research in enrollment management, strategy, 

campus diversity, etc.

• Possible opportunities exist for organization development and improving athletic 

recruiting practices specific to Division II

Discussion and analysis of the emerging themes

The enrollment and retention o f student-athletes are among the major concerns of 

athletic directors and are the leading concern o f presidents.

A striking feature of all six interviews was how quickly the conversation turned 

the issue of the enrollment new students in the institution and how recruitment and 

enrollment of student-athletes had a major positive impact on the number and type of 

students in any particular institution. The issue was the most prominent factor in the 

conversation in just about every interview. In fact, some of the other major factors 

discussed in each interview could be and were directly related by the interviewees to the 

concept of increasing enrollments at each school. This appears to be most likely due to 

the factor that each of the five institutions studied was described by either the president or 

the athletic director as “tuition-driven.” The reliance on tuition revenue to support the 

ongoing operations and development of the institution mandates the derivation of the 

maximization of tuition revenue from all sources and classifications of potential students. 

The existence and constant development of an effective intercollegiate athletic program 

were universally identified as a feature of their institution that would entice prospective 

students to enroll. What is most interesting is that the two presidents who were
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interviewed went immediately to the issue of enrollment, identifying that as the primary 

strategic purpose of the intercollegiate athletic program at their school. Other factors 

were mentioned but those were secondary and in support of enrollment. On the other 

hand, while every athletic director mentioned enrollment as the most critical issue, in 

some cases it took a while to get to that point. The athletic directors were more likely to 

discuss another issue first such as enhancement of campus life for the educational value 

to be found in athletic competition.

In support of this argument, President #1 in response to the question of what was 

the purpose of intercollegiate athletics immediately replied: “it’s to bring in students.” 

The athletic director at the same institution began his interview with a discussion of the 

value of an athletics program to the enhancement of campus life. Yet synthesizing the 

discussions with the president and athletic director at institution #1 showed complete 

agreement between the two that in the present market conditions for attracting 

prospective students and maintaining sufficient enrollment levels the primary practical 

purpose of the athletic program was to be an "enrollment driver" for the campus. (It 

should be noted that the student-athlete population on campus at this school is roughly 

50%. Because of the school’s significant online education offerings, student-athletes are 

about 5% of the overall student census.) In case number three, President#3 was equally 

direct. He began to discuss the enrollment value of intercollegiate sport immediately, 

pointing out that the student-athlete population on this campus was over 60%. The 

institution is preparing to a very unusual situation where it will add the sport of Sprint 

football to its current athletic program already includes Division II football. The reason 

was rather simply stated that in a geographic region where football is very popular having
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what amounts to two football two is a positive factor especially as the situation provides 

two very large rosters of student-athletes. The interesting difference between the two 

programs (other than competitive differences between Sprint football and Division II 

football) is that Sprint football is expected to attract anywhere 50 to 70 additional 

student-athletes in what will be a non-scholarship sport and therefore become significant 

tuition revenue enhancement. The result of the two-football team model will raise the 

percentage of student-athletes on this campus to nearly 70%. As the school has no 

significant online presence this percentage represents the level of student-athletes in the 

entire student body. In a very interesting organizational development, the athletic director 

at this institution reports to the vice-president for enrollment rather than directly to the 

president even though the athletic director continues to be a member of the president’s 

cabinet. Perhaps this fact may be the clearest indication of the strategic importance and 

positioning of the intercollegiate athletic program at this school.

Athletic directors were very sensitive to the need for supporting the enrollment 

goals and needs of their respective institutions. Of the four athletic directors interviewed 

all described enrollment and recruiting as a key function of their role. This might be 

expected at institutions where the direct application of athletic tuition payments has a 

significant impact on the overall revenue picture of the school. At one school, this was 

not the case. Still, the importance of the intercollegiate athletic program was spoken of as 

being highly related to overall student recruitment. In this particular situation, the 

institution has such a large online program that the number of student-athletes barely 

influences the total student census. Therefore, tuition pressures on athletic recruiting are 

much less than in other schools. However, AD#2 said that he is almost "embarrassed"
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when meeting with his colleagues from other Division II schools. He said that everyone 

else seems to talk about the pressure of recruiting a large number of student-athletes as 

being the greatest pressure on the recruiting process. By that statement, it seems to be a 

case of the exception proving the rule. In his case, the existence and performance of the 

athletic department are considered to be more a support function in the recruitment of 

students university-wide through the visibility and marketing value of the intercollegiate 

athletic program.

The point of needing to recruit large numbers of student-athletes led to the query 

of whether coaches were accepting of the need to recruit and retain the largest number of 

student-athletes possible; did they push back at being requested to recruit roster sizes that 

were larger than what might be considered optimal for competing in their respective 

sports? The response in three of the five cases was that the coaches understood the need 

to recruit larger numbers than what might be the traditional norm but often pointed out 

the difficulty in retaining those “excess” student-athletes. The dangers in this situation 

included potential for dissatisfaction among the more marginal recruits once they realize 

that their likelihood of significant playing time is low, the dilution of budgets as the 

marginal players do incur expenses such as uniforms and equipment and the potential for 

dilution of coaching staff time as the same amount of coaching hours now have to be 

distributed among a larger group of student-athletes. These and similar arguments are 

seen as obstacles to retention and possible impediments to athletic success. Two athletic 

directors reported no pressure to “over recruit” but for significantly different reasons. AD 

#2’s reason was that the sheer size of the school’s online population directed the 

recruitment efforts into areas other than building student-athlete enrollment to
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supplement tuition revenue. AD #5 spoke of the need to engaged in more directed 

recruiting with an eye to retention as well as initial enrollment. The following paragraph 

more fully examines the idea of directed/targeted recruiting.

Among the participants in the study, there was an awareness of certain needs of 

recruitment and retention that go beyond the simple metric of “number of student-athletes 

enrolled.” Several spoke of making sure the institution offered the right sports in its 

competitive intercollegiate program to attract and retain specific student types. As stated 

by AD#4 “we’ve added sports that would be attractive to the type of student that has 

traditionally represented the bulk of our student population.” AD#5 referred to this 

practice as “intentional recruiting” going on to describe a matching process that requires 

the understanding of where the institution's overall recruiting targets present themselves 

and providing sports that match the perceived desires and traits of prospective student- 

athletes in those sports. The process extends into an assessment of whether the school is 

or would reasonably be able to provide the correct resources for that particular type of 

student-athlete to succeed academically and athletically. Student-athletes are then 

recruited in accordance with this “matching” philosophy. AD #4 added that his school’s 

selection process for prospective student-athletes considers not only athletic prowess and 

demonstrated academic ability; it also takes into account that individual’s likelihood to be 

retained and continue to graduation.

Taking a slightly different approach to the idea of directed recruiting and the 

reasons for offering a particular sport, subjects were questioned directly about the idea of 

offering a particular sport to attract an underrepresented or otherwise desirable student 

demographic. This practice was acknowledged. In most responses, discussions of this
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type of targeted recruiting mentioned the idea of matching specific sports offering s to the 

type of student who would succeed at the institution and it was also acknowledged in the 

need to achieve Title IX compliance. However, these answers suggested the possibility of 

using athletics to manipulate or otherwise manage the demographic makeup of the 

campus population was not an overt goal and the practice was tempered by institutional 

attitudes reflecting the observations of AD#4 and AD#5 found above.

Retention and graduation

While much of the discussion in the data gathering interviews moved immediately 

to the subject of initial recruitment and enrollment, the issue of retention of student- 

athletes is also mentioned frequently and with importance. Despite this apparent 

emphasis, very little specific information was presented concerning how the retention 

goal would be accomplished. To synthesize a composite idea on the subject, the 

discussions suggest that there is a reliance on two factors to enhance the retention of 

student-athletes. The first is to depend on the success of the recruiting and admissions 

processes identifying the correct prospective student-athlete for the athletic and /or 

academic situation at the institution. The second is to rely on the concept of “bonding” or 

as AD#4 referred to it, “tribal” behavior; the concept that student-athletes have a great 

affinity for their teams and sports. This affinity, therefore, becomes a key factor in the 

student-athlete’s decision to remain at the chosen school. This is consistent with the idea 

that students, in general, develop strong relationships with individuals or programs that 

aid in their retention; similarly athletes develop an affinity not only with team members 

or the athletic program but also include factors such as a positive relationship with the 

head coach and alignment with that coach’s philosophy (Weiss & Robinson, 2013).
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Another factor infrequently mentioned in student retention is the concept of 

engagement; is a particular student fully involved with the educational experience offered 

by the institution? Umbach, Palmer, Kuh, and Hannah (2006) applied this to a study of 

student-athletes. Their work suggests that student-athletes that student-athletes are 

extremely similar to all other students in their levels of academic engagement. The 

student-athlete experience does not interfere with or lessen the level of academic 

engagement and therefore does not pose a barrier to retention.

Interestingly, while the importance of retaining student-athletes was clear, none of 

the study participants mentioned any specific plans or initiatives within an athletic 

department to enhance retention or graduation rates. However, many institutions provide 

services such as academic support, tutoring, extended or preferred registration periods, 

mandatory or organized study halls, etc. (Weiss & Robinson, 2013) Coaches in individual 

situations are frequently conducting their own academic monitoring if not support such as 

attendance and grade progress checks. Yet none of the interviewed subjects mentioned 

the academic support processes at all, much less that they had installed or planned to 

install services to enhance retention of student-athletes.

What else does an intercollegiate athletic program accomplish on campus?

All of the interviewees participating in the study were in agreement on this topic 

albeit with differing specific emphases. Indeed, no one among the sample group could 

imagine a campus without an athletic program. Generally, among this group, there is a 

firm belief that the presence of an intercollegiate athletic program enriches and enhances 

the life of a college campus and is beneficial to the overall student experience. AD#1 

stated that the primary purpose of an intercollegiate athletic program is to enhance the
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student experience for both athletes and non-athletes alike. AD #2 stressed that athletic 

programs provide active and passive recreation for students and the college community 

and help develop closer ties between individuals and the school as a whole. AD #2’s 

institution has a very large online student group and in the opinion of the school’s 

leadership group, a robust intercollegiate athletic program fosters the same attachment 

and sense of community previously found in the on-campus population; this a particular 

concern for the much larger online student group. The feeling was presented that a highly 

visible and successful athletic program would be a key factor in developing that overall 

sense of community sought by the institution. This was echoed by president #1 whose 

institution also has a significant online population. To repeat his observation in his 

interview, “Without athletics, we’re an online school, with athletics we’re a school! ”

The presence of the sports program has positive effects on campus. It gives 

students "something to do" and provides a source of identity for the entire population. 

Every person interviewed referred to an athletic program as the “primary brand 

ambassador for the institution” in some way. Severed used the term “front porch of the 

institution” (Brand, 2006) the use of which has become popular in the world of 

intercollegiate athletics.

The marketing value o f athletics is highly recognized both for the institution as a whole 

and athletics in specific.

All four athletic directors and both presidents spent significant portions of their 

interviews discussing the value of intercollegiate athletics as a significant component of 

their institutional marketing efforts. Brand’s “front porch” analogy was mentioned by all. 

Also mentioned by all was that the athletic program was the first point of name
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recognition for any university and that this phenomenon was particularly true of many 

smaller institutions. But not all had the same specific purpose for intercollegiate athletics 

in terms of marketing. While all used some form of the “brand ambassador concept” 

there were interesting variations of this concept. Most interesting was the use of the 

athletic program as a marketing effort that appealed to two different audiences, those 

being internal or external to the institution. External marketing targets were broadly 

defined as the immediate local community, a larger regional or even national audience. 

Groups of people targeted in this external market are community members, prospective 

students and their families (or others who might influence the prospective student’s 

choice of school), competitors, potential employers of graduates, prospective faculty and 

staff, government at all levels, accreditors, etc. Interned targets would include current 

students, faculty and staff, alumni, benefactors, and similar individuals already directly 

affiliated with the institution. The line of demarcation between two the versions was 

whether the school had a large online presence.

In all schools examined, the external marketing uses of the athletic program were 

very similar. A successful and robust intercollegiate athletic program provided 

recognition for an institution that would be very difficult for the school to realize without 

the program. President #1 mentioned that awareness and marketing are critical in a 

tuition-driven environment. In the course of the conversation, he even speculated that 

because of the brand awareness generated by an intercollegiate athletic program if it was 

not a prudent decision to consider the cost of that program is part of the marketing of the 

entire institution. While speaking of marketing President #3 felt that as an educator, 

athletic programs were an excellent "value proposition", particularly among smaller,
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tuition-driven institutions and contributed a valuable source of what he called “indirect 

marketing.” Ad # 4 commented that he feels strongly that many people in the larger 

community (regional, national) get their first and most frequent information about a 

school from its athletic teams, therefore he sees one of his main roles as athletic director 

as being a key marketing resource for the college. “I seem to spend more time on 

marketing than anything else” was his comment. AD #5 spoke of the highly synergistic 

relationship between the general marketing efforts of the school and those specific to the 

athletic department. Unique among the five institutions studied, this was the only instance 

in which the athletic department had its own marketing professional included in the 

department's staff. Particularly interesting was the fact that change from Sprint football to 

full Division II football at this school was being driven primarily by the belief that a full 

Division II football program would bring greater visibility to the institution and greater 

marketing value. However, all of the preceding methods and marketing practices are 

generally intended toward an audience that is external to the actual institution.

When considering internal marketing practices, it was stated earlier that there is a 

significant difference in the scope and intent of these efforts depending on the size and 

importance of the online program at a particular school. In this study, two institutions 

have significant online populations, in each case making up close to or over 90% of the 

overall student census. In these cases, internal marketing efforts become somewhat more 

important than they would be in schools without a significant online population. In 

addition, because of the nature of online course delivery, a large part of each institution's 

faculty is also located off campus and their alumni networks and to be widely scattered 

geographically. There is also the reality that students are not united in any physical
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proximity to each other, sometimes never even physically having any contact with any of 

their classmates, or the physical campus of the institution. Therefore, building a 

community over such a widely scattered and diverse population requires methods and 

practices that have been developed only recently. Additionally, online education has only 

gradually gained acceptance as a legitimate educational value. Even though it is widely 

accepted the present, the legitimate nature of online education was questioned by many 

only a short time ago. At both schools, the intercollegiate athletic program is seen and 

used as a marketing tool with the internal constituencies described above. The goals of 

internal marketing in these cases is to build the institutional community by providing a 

visible focus for the institution, to add a sense of belonging and community membership 

to online constituents and to further develop a sense of legitimacy for the school. The 

major difference between the institutions facing this issue is that the larger of the two 

treats this internal market as a distinct marketing target with specific marketing goals 

rather than incidental marketing results alone. According to AD#2 one of the express 

goals of the marketing efforts surrounding the intercollegiate athletic program is to 

accomplish the previously mentioned community building among the online student 

group by creating a visible, vigorous ongoing representation of the institution. This also 

extends to a rapidly expanding alumni base helping to secure the creation and expansion 

of a loyal and actively interested alumni community with all the benefits that the effort 

may imply for an educational institution. A secondary positive effect is also the creation 

of a not insignificant revenue stream for the school and the athletic department. Using the 

online student population and the alumni group as highly interested consumer groups, an 

effort such as branded merchandise sales could generate significant gross income for the
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program and the institution. AD#2’s comment was “if all these online students and 

alumni all bought one t-shirt and one hat and did it year after year, that’s not a bad stream 

of income.”

The educational value o f athletics is still important.

In an article recently published in the Harvard Crimson, President Barnard of 

Columbia University in 1882 was quoted as having spoken positively about the benefits 

of athletic programs at institutions of higher education. He noted that rather than 

becoming a distraction from their studies the pursuit of athletic endeavors actually 

academic performance. Dr. Barnard quoted colleagues at Columbia and Yale as being in 

agreement with him. They all extolled the virtues of physical health as assisting in the 

educational process, experience with teamwork as being beneficial both before and after 

college. Professor Van Amringe of Columbia reports an incident where members of the 

crew team encourage fellow team member to keep up his studies so that the services will 

not be lost his teammates. (The Value of College Athletics, 2018) Many of these ideas 

remain unchanged and seemed to be held by all participants in this study, one hundred 

and twenty-seven years after the observations presented above. President #3 specifically 

referred to intercollegiate athletics as fostering a “tribal mentality” among student 

student-athletes and that this sense of belonging to something bigger than themselves was 

a positive factor in student retention. Similar to Professor Van Amringe in 1882 he 

believed that student-athletes formed strong bonds with their teammates and that reality 

provided for improved performance in every facet of the student-athlete’s college

experience.
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AD #1 summed up many of the observations of the study participants when he 

spoke to the idea of participation in intercollegiate athletics as an integral part of student- 

athletes’ educational experience. The traditional values frequently associated with 

athletics of developing leadership skills, teamwork, and personal and organizational 

discipline were extremely important in the education process. An interesting extension of 

this idea was that a heavy presence of student-athletes would tend to model these values 

in their behavior and therefore have a significant influence on the culture of the campus. 

President #1 was somewhat more specific in his ideas of the application of positive 

benefits of athletic participation citing skill development that would benefit student- 

athletes in all aspects of life both in college and in any subsequent career.

Winning? I t ’s not as important as enrollment (mostly).

It did not matter much in the minds of those interviewed whether the 

intercollegiate athletic program was extremely successful in its competitive sports. 

Success was not defined in terms of wins and losses or on-field success at the five 

institutions studied. In four of the five cases presented, winning was rarely mentioned at 

all and if it was mentioned it ranked lower than the ideas of enrollment, retention, and 

marketing. AD#4 was very specific in his comment on the issue saying “in today's 

Division II environment you won't get fired for going .500, but you could get fired for 

failing to recruit successfully." In fact, when specifically asked whether coaches had 

difficulty with being asked to operate in such an environment the answer was universal... 

“no” or “they get it.”

The single exception was in Case Number Two. As was stated in the individual 

case, this school did not have a pressing problem with on-campus enrollment levels. The
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business model of the institution was so heavily driven by a large online population that 

significantly different emphasis was placed on the athletic program. In this case, the 

charge to the athletic department was to be the "best Division II program possible." 

Therefore, the idea of winning and competitive success took on a greater significance 

than any other programs examined. However, this somewhat heightened emphasis on 

competitive success seemed to be grounded in an effort to create a positive marketing 

image, emphasizing the idea that athletic success is the visible success that projects a 

positive image for the institution, enhancing overall institutional perceptions.

The athletic director’s role(s): recruit, retain, market, support institutional goals -  

manage the process.

In his study of the characteristics of Division II and III athletic directors Center 

found that a large percentage of the holders of that office fit what might be assumed to be 

a very traditional pattern of career and professional experience; the majority of the 

athletic directors are former college coaches, had prior experience as assistant or 

associate AD’s, and a variety of similar athletic participation and administrative 

backgrounds. (Center, 2011) In its own publication titled So you want to be an Athletics 

Director (National Collegiate Athletic Association), prepared specifically for Division II, 

the NCAA developed a guide for individuals who wish to prepare themselves for a career 

as a Division II athletic director. It lists functions and qualifications along with questions 

for these prospective athletic directors guide in their preparations for assuming this role. 

It lists the following thirteen areas of responsibility for Division II athletic director:

• Institutional Control

Athletic Department Oversight



Relation of Institutional Goals & Athletics in NCAA Division II 94

• Student-Athlete Well-being

• Personnel Management and sport Oversight

• Communications Skills

• Marketing and Fundraising

• Fiscal management

• Facilities management

• Community relations

• Professionalism

• Life in the balance

• Leadership Style

• Vision

The first nine functions in this list can be viewed as functional, skill-based areas of 

responsibility. While many are specific to athletic programs, the list can also be construed 

as a job description for any moderately complex management role in an organization, 

particularly an educational institution. The last four items are more related to the personal 

traits and roles that may be desirable in an athletic director in a Division II school. What 

is interesting about this list is that when compared to the discussions held with every 

athletic director study and the two presidents, all mentioned specifically the role of the 

athletic department and therefore the athletic director in the recruitment and retention of 

student-athletes. Yet this strategic function does not appear on the list of suggested 

functions of an athletic director. In fact, the document tends to treat the athletic 

department as a quasi-independent function within the overall organization of the 

educational institution. It is particularly notable that the last section of the document
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which discusses the concept of having a vision and the strategic role of vision and 

planning process only discusses the need for the athletic director to have a vision for 

her/his own department; no mention is made of coordination of the departmental vision 

or strategy with the overall strategic goals of the institution as a whole. In another 

interpretation of these activities Center’s study reported that Division II and Division III 

athletic directors who reported themselves as being “heavily involved” policymaking 

(internal) reported themselves be very low in heavy involvement in recruiting. Those who 

were more involved in recruiting tended to be less involved in the more conventional 

operations areas identified in the NCAA document. (Center, 2011) While not conclusive 

this relationship between recruiting and strategy/policy development could be the process 

of changing a very important way as institutions develop and enhance practices 

recruitment and retention of student-athletes as the need to do so increases at Division II 

institutions as suggested by all interview participants.

AD#4 provided an excellent summary that serves as the consensus of the 

opinions of the four athletic directors interviewed when he stated that his job is to 

"recruit, retain, market, support institutional goals -  manage the process.”

The strategic function o f athletics is changing and evolving, particularly as it specifically 

pertains to tuition-driven institutions.

While much of the interview process combined with much of the existing 

literature touched on the traditional roles of intercollegiate athletic programs and the 

value of intercollegiate athletics, the clear consensus of all those interviewed was that a 

primary if not the primary function of those programs is to become an integral part of the 

enrollment management strategies of the Division II institutions studied. Noting that all
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five institutions identified themselves as being "tuition-driven" in their business models, 

this is unsurprising. In concert with this observation, the marketing role of the athletic 

department is well recognized. The difference between past practice and developing 

realities is that in the past, recruitment and marketing were primarily departmental 

functions; the activities were focused on and within the needs and direction of the athletic 

department whereas current conditions require the recruitment and marketing practices to 

be in some form supportive the overall gods of the institution.

In the highly competitive marketplace that higher education has become 

institutions are competing with each other intensely to attract and retain students. This is 

true across the spectrum of educational institutions but is particularly important at the 

Division II membership of the NCAA, where so many schools fall into the tuition-driven 

category. According to the National Center for Education Statistics, not a single Division 

II institution appears on the list of the top 20 largest endowments of American institutions 

of higher education. (US Department of Education, National Center for Education 

Statistics, 2016) Division II schools rely on their ability to generate sustained tuition 

revenue as their primary source of income. Without intercollegiate athletic programs at 

many schools, this tuition generation would not be possible. Therefore, it can be inferred 

that at the five institutions studied, the intercollegiate athletic program takes on a definite 

strategic role not only in the traditional senses of athletic programs (such as enhancement 

of campus life, educational values, sense of community, etc.) but has become perhaps the 

most important generator of enrollment. In only one case did the population of student- 

athletes fall below 20% of the overall on-campus student population with one case 

reporting it is expected that in the coming academic year (2019-2020) the percentage of
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student-athletes on campus would approach or possibly exceed 70%. With the other 

institutions reporting student-athlete populations in the 30% to 50% range, the presence 

of student-athletes is clearly a strategic issue for these institutions. Yet in only one case, 

did the interviewee characterize student-athlete recruitment and retention as being a 

formal part of the institution’s strategic plan. The relationship between student-athlete 

recruitment and retention and the strategic plan was mostly defined as reed but informed. 

AD#5 was very clear that she would be making an effort to change that situation. The 

other athletic directors generally referenced this strategic reality in terms of statements 

such as "we know what's required of us" and "I know what my president wants." The 

absence of formal strategic planning statements does not indicate that the importance of 

athletic recruiting is underestimated by the five institutions in question, but that the 

situation that requires this level of student-athlete population and the institutional 

response to that reality has been evolutionary. Only now is the concept of enrollment 

management being extended to athletics in a formal way. The presence of the strong 

informal acknowledgment of the importance of intercollegiate athletics suggests that 

inclusion in the formal planning and policymaking activities of these five institutions is 

not far away. Still, that inclusion has not happened yet.

Implications for future research

There are several implications for future research. First is the integration of the 

principles and practices of enrollment management into the athletic recruiting process. 

Enrollment management itself is an evolving field, quite different from the traditional 

roles of admissions, academic advising, and student life playing important yet somewhat 

separate roles in the recruitment and retention of students. It is apparent from these
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interviews that the concept of enrollment management will recently become integrated 

with the athletic recruiting process, particularly at the studied institutions. This idea is 

clearly illustrated by the situation at institution number two where the athletic director 

reports to the vice-president of enrollment management. The integration of athletics and 

enrollment management as strategic functions could be further examined.

Next is the impact of increasingly large and varied intercollegiate athletic 

programs and the presence of large numbers of student-athletes on campus. While neither 

negative nor positive sentiments were expressed, several study participants noted that the 

presence of a large percentage of student-athletes would possibly have significant cultural 

implications for the campus that reach into the areas of academics and student life in 

particular. The phenomenon of a large percentage of student-athletes presents what could 

be considered a new and unusual form of diversity issues. The impact of these high levels 

of student-athletes on every aspect of campus life may be worthy of further study.

A third suggested area is to examine how the role of coaches and their perception 

of their role should or has changed with newer emphases on enrollment versus the 

traditional athletic coaching ideas of developing winning athletes and winning teams. For 

example, coaches and athletic directors are being asked to increase roster sizes in 

unprecedented ways. While most of the study athletic directors reported that "my coaches 

get it" they did also report some resistance to recruiting with coaches considered to be 

excess student-athletes. Also, there may be a need to study the professional development 

needs of athletic directors and coaches who are being asked to increasingly perform 

recruitment and retention functions that go beyond their previous experience.



Relation of Institutional Goals & Athletics in NCAA Division II 99

The information and interpretation of that information gained from the study 

make one thing clear; at these five institutions, the intercollegiate athletic program is a 

clear and major component of the institution, playing a prominent role in the 

accomplishment of the strategic goals of the entire institution. In some cases, it may be 

inferred that the athletic program is the key to the continued viability of the campus at 

least, perhaps the institution in its entirety. The formal recognition of this reality needs to 

become a regular and integral part of each of the formed procedures and strategic thinking 

processes of the leadership of each institution. Without that inclusion, the actual survival 

of these institutions in their current form may be called into question.
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APPENDICES

Appendix A: Invitation Letter

Mr./Ms./Dr.

Title

Institution

Address

Please allow me to introduce myself. My name is Tom Abbott and I am a doctoral 

candidate at Creighton University. Under the direction of Dr. William Raynovich at 

Creighton and Dr. Kevin McGinniss at Southern Connecticut State University, I am 

conducting a doctoral study of intercollegiate athletic programs at NCAA Division II 

member institutions. I’m a somewhat unconventional graduate student due to my age and 

academic experience. I’m a 65-year-old semi-retired educator and Division II coach 

having spent well over a decade in both roles. I retired from my full-time faculty role last 

May having been a department chair and faculty senate president, partly to concentrate on 

finally completing my long-postponed doctorate.

This is a study of NCAA Division II intercollegiate athletics and the impact of those 

programs on institutional strategy and policy. The premise of the study is that while it is 

common for institutions to offer intercollegiate athletics programs and to expend 

considerable amounts of resources on them, the strategic nature of these programs may be 

undefined or unclear. The study is intended to identify and clarify the strategic reasons 

NCAA Division II schools offer intercollegiate athletics and to explore potential policy 

decisions necessary to support those strategies. In order to gather data for the study, I am 

requesting that exemplary professionals in Division II athletics participate in interviews 

for that purpose. For these interviews, I am most interest in reaching Athletic Directors 

and Presidents.
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The potential benefit of participating in this study is helping to increase and enhance the 

knowledge base regarding intercollegiate athletic programs and the use of that knowledge 

by responsible decision-makers in the field. I hope to identify possibilities for improved 

institutional practices as well as future research possibilities that could benefit the 

operation and understanding of Division II athletic programs. While these benefits may 

or may not be directly applicable to you or your institution they may provide insights into 

the overall state of Division II and provide direction for the future.

Further information about the conduct of the study, time requirements, privacy and 

confidentiality, data security and more are provided in the enclosed Informed Consent 

documents.

I sincerely hope you will be able to participate in this study and offer your experience and 

insights into the world of Division II athletics.

Sincerely,

Tkoms M[ Ahhott

Thomas M. Abbott 

489 Wolcott Street 

Unit 18

Bristol, CT 06010
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Appendix B: Research Participation Information Letter

jhton University Institutional Review Board
^  2500 California Plaza, Omaha, NE 68178 • Phone: 402-280-2126

U N i V t K j l  1 Y Email: irb@ creiehton.edu

Research Participation Information Letter

Mr/Ms/Dr
Position
Institution

Date:

Dear (name),

I am conducting a doctoral study of intercollegiate athletic programs at NCAA Division
II member institutions. In order to gather data for the study, I am requesting that 
exemplary professionals in Division II athletics participate in interviews for that purpose.

This is a study of NCAA Division II intercollegiate athletics and the impact of those 
programs on institutional strategy and policy. The premise of the study is that while it is 
common for institutions to offer intercollegiate athletics programs and to expend 
considerable amounts of resources on them, the strategic nature of these programs may be 
undefined or unclear. The study is intended to identify and clarify the strategic reasons 
NCAA Division II schools offer intercollegiate athletics and to explore potential policy 
decisions necessary to support those strategies.

The potential benefit of participating in this study is helping to increase and enhance the 
knowledge base regarding intercollegiate athletic programs and the use of that knowledge 
by responsible decision-makers in the field. I hope to identify possibilities for improved 
institutional practices as well as future research possibilities that could benefit the 
operation and understanding of Division II athletic programs. While these benefits may 
or may not be directly applicable to you or your institution they may provide insights into 
the overall state of Division II and provide direction for the future.

Further information about the conduct of the study, time requirements, privacy and 
confidentiality, data security and more are provided in the enclosed Informed Consent 
documents.

mailto:irb@creiehton.edu
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I sincerely hope you will be able to participate in this study and offer your experience and 
insights into the world of Division II athletics.

Sincerely,

Humas M M o tt

Thomas M. Abbott 

489 Wolcott Street 

Unit 18

Bristol, CT 06010
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Bill of Rights for Research Participants

As a participant in a research study, you have the right:

1. To have enough time to decide whether or not to be in the research 
study, and to make that decision without any pressure from the people 
who are conducting the research.

2. To refuse to be in the study at all, or to stop participating at any time 
after you begin the study.

3. To be told what the study is trying to find out, what will happen to 
you, and what you will be asked to do if you are in the study.

4. To be told about the reasonably foreseeable risks of being in the 
study.

5. To be told about the possible benefits of being in the study.

6. To be told whether there are any costs associated with being in the 
study and whether you will be compensated for participating in the 
study.

7. To be told who will have access to information collected about you 
and how your confidentiality will be protected.

8. To be told whom to contact with questions about the research, about 
research-related injury, and about your rights as a research participant.

9. If the study involves treatment or therapy:

a. To be told about the other non-research treatment choices you 
have.

b. To be told where treatment is available should you have a 
research-related injury, and who will pay for research-related 
treatment
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Appendix C: Informed Consent Letter

jhton University Institutional Review Board
C  T , 2500 California Plaza, Omaha, NE 68178 • Phone: 402-280-2126U N I V b K j I  1 Y Email: irb@ creiehton.edu

Social-Behavioral Research Informed Consent Information

CREIGHTON UNIVERSITY RESEARCH 
INFORMED CONSENT

Protocol Title: A  M ulti-C ase  S tudy o f In terco lleg ia te  A th le tic  Program s in  NCAA D ivision  
II Schools: The ir R elation to In stitu tio n a l S trategic Goals and Policy Decisions 
IRB project number: 1335908-1
Principal Investigator: Thomas M. Abbott, Doctoral candidate; Interdisciplinary 
Leadership Doctorate Program, Creighton University 
Telephone Number: 860-817-2840 or 860-582-3112

Study Summary
Under the direction o f Dr. William Raynovich of Creighton University's Interdisciplinary 
Leadership Doctorate Program, I am conducting a doctoral study o f intercollegiate 
athletic programs at NCAA Division II member institutions and the impact o f those 
programs on institutional strategy and policy. In order to  gather data for the study, I am 
requesting that exemplary professionals in Division II athletics participate in interviews 
for that purpose.

Important things to know:

• Taking part in research is voluntary. You can choose not to be in this study, or stop at 
anytime.

• If you decide not to be in this study, your choice will not affect your relationship with 
the investigator of this study. There will be no penalty to you.

If you agree to participate in this study;

• It is planned that approximately five participants will be interviewed.
• Your participation will consist of one interview to discuss a list of topics pertinent to the 

study. This list will be provided in advance.

mailto:irb@creiehton.edu
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• The interview will take approximately 90 minutes to be conducted in person or by 
telephone at your convenience. A follow-up telephone interview of fewer than 30 
minutes may be necessary for clarification and expansion upon items discussed in the 
main interview.

• The potential benefits of participating in this study are an increase and enhancement of 
the knowledge base regarding intercollegiate athletic programs and the use of that 
knowledge by responsible decision-makers in the field.

• The potential risks to be in this study are minimal. There may be a discussion of 
potentially confidential information which will be strictly protected (see below for 
procedures.)

Introduction

This is a doctoral study of intercollegiate athletic programs at NCAA Division II member 
institutions and the impact of those programs on institutional strategy and policy. The premise 
of the study is that while it is common for institutions to offer intercollegiate athletics programs 
and to expend considerable amounts of resources on them, the strategic nature of these 
programs may be undefined or unclear. The study is intended to identify and clarify the strategic 
reasons NCAA Division II schools offer intercollegiate athletics and to explore potential policy 
decisions necessary to support those strategies. If you have any questions I would be pleased to 
discuss them. I can be reached at:

Thomas M. Abbott

Telephone: 860-817-2840 or 860-582-3112

e-mail: thomasabbott@creighton.edu o r tmabc76@gmail.com

Study Purpose and Procedures

• The study involves research into the offering of intercollegiate athletic programs at 
NCAA Division II institutions.

• As stated in the introduction the study is intended to identify and clarify the strategic 
reasons NCAA Division II schools offer intercollegiate athletics and to explore potential 
policy decisions necessary to support those strategies.

• Your participation will consist of one interview to discuss a list of topics pertinent to the 
study. This list will be provided in advance.

• The interview will take approximately 90 minutes to be conducted in person or by 
telephone at your convenience. A follow-up telephone interview of fewer than 30 
minutes may be necessary for clarification and expansion upon items discussed in the 
main interview.

• Analysis of the collected data will be performed using accepted techniques of case-study 
analysis. Primary among these is the transcription and coding of interview data using

mailto:thomasabbott@creighton.edu
mailto:tmabc76@gmail.com
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the research questions to guide the analysis. The process is intended to reveal the 
emergent of consistent and/or differing themes and lines of thought among the 
interviewees. This will be accomplished by the researcher's use of written organization 
of notes and audio transcriptions as well as employing commercially available computer 
software designed to assist in the conduct of qualitative research.

• The findings resulting from this analysis will be presented through individual case 
reports. As part of this process, each participant in the study will be asked to check the 
accuracy of the information presented in their individual case. This will be done prior to 
the presentation of the case information in the complete study. Finally, a cross-case 
analysis will be performed that analyzes and discusses similarities and differences 
uncovered during the data collection process.

Benefits of Participating in the Study

• The potential benefits of participating in this study are an increase and enhancement of 
the knowledge base regarding intercollegiate athletic programs and the use of that 
knowledge by responsible decision-makers in the field.

• No direct benefits to the participant are intended.

Risks of Participating in the Study

• No more risk than is encountered in everyday life is expected.
• A possible risk involved in this study is the potential social and psychological risks 

associated with accidental disclosure of confidential information from the data collected 
throughout the study. Methods of storing and securing data are designed to minimize 
this risk.

Confidentiality
We will do everything we can to keep your records confidential. However, it cannot be 
guaranteed. We may need to report certain information to agencies as required by law. The 
records we collect identifying you as a participant will be maintained and stored. As principal 
investigator, these records will be collected and stored by me in both hard-copy and digital 
formats. All-computer files will be password protected and all access will be controlled by me 
subject to the terms stated below.

Records that identify you and this consent form signed by you may be looked at by others. The 
list of people who may look at your research records are:

• The investigator and his dissertation committee
• The Creighton University Institutional Review Board (IRB) and other internal 

departments that provide support and oversight at Creighton

We may present the research findings at professional meetings or publish the results of this 
research study in relevant journals. However, we will always keep your name and other 
identifying information private.
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Compensation for Participation

• There is no compensation for participation in the study.

Contact Information

Thomas M. Abbott 
489 Wolcott Street 
Unit 18
Bristol, CT 06010

Telephone:
860-817-2840
860-582-3112
e-mail:

ThomasAbbott@creighton.edu ortmabc76@gmail.com

SIGNATURE CLAUSE

You are free to refuse to participate in this research project or to withdraw your consent and 
discontinue participation in the project at any time without penalty or loss of benefits to which 
you are otherwise entitled.

M y  signature below  indicates that all m y questions have been answered. I agree to  participate in 

the project as described above.

Printed Name of

Signature of Date Signed

The Creighton University Institutional Review Board (IRB) offers you an opportunity 
(anonymously if you so choose) to discuss problems, concerns, and questions; obtain 
information, or offer input about this project with an IRB administrator who is not associated 
with this particular research project. You may call or write to the Institutional Review Board at 
(402) 280-2126; address the letter to the Institutional Review Board, Creighton University, 2500 
California Plaza, Omaha, NE 68178 or by email at irb@creighton.edu.

mailto:ThomasAbbott@creighton.edu
mailto:ortmabc76@gmail.com
mailto:irb@creighton.edu
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A copy o f  this signed fo rm  has been given to  me. __________ (participant's Initials)

For the Research Investigator— I have discussed with this participant (and, if required, the 
participant's guardian) the procedure(s) described above and the risks involved; I believe he/she 
understands the contents of the consent document and is competent to give legally effective 
and informed consent.

Signature o f Responsible Investigator Date Signed
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Bill of Rights for Research Participants

As a participant in a research study, you have the right:

10. To have enough time to  decide w hether or not to be in the research study, and 
to make that decision w ithout any pressure from the people who are conducting 
the research.

11. To refuse to be in the study at all, or to  stop participating at any time after you  
begin the study.

12. To be told what the study is trying to find out, what will happen to  you, and what 
you will be asked to do if you are in the study.

13. To be told about the reasonably foreseeable risks o f being in the study.

14. To be told about the possible benefits of being in the study.

15. To be told w hether there are any costs associated with being in the study and 
w hether you will be compensated for participating in the study.

16. To be told who will have access to information collected about you and how your 
confidentiality will be protected.

17. To be told whom to contact w ith questions about the research, about the 
research-related injury, and about your rights as a research participant.

18. If the study involves treatm ent or therapy:

a. To be told about the other non-research treatm ent choices you have.

b. To be told where treatm ent is available should you have a research- 
related injury, and who will pay for research-related treatm ent.
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Appendix D: Interview Purpose and Questions

Interview purpose and questions: revised after pilot interviews 

From proposal:

The intersection of institutional goals for the offering of an intercollegiate athletics program and 
the policy and operational decisions taken by individual schools is the focus of this study. The 
study seeks to understand why and how representative Division II schools see intercollegiate 
athletics as part of their organizational strategies; how do those institutions formulate policies 
to further institutional goals using intercollegiate athletics. In summary, the study will attempt 
to address the impact of action taken at the confluence of the institutional question "why do we 
want intercollegiate athletics our school?" with "how will we use the athletic program as a 
practical tool for institutional advancement?"

Strategic thinking background questions:

• What do we want?
• Why do we want that?
• Why don't we have it yet?
• What are we doing or willing to do to get it?

Using those four questions as a guide combined with factors presented from the literature and 
prior practical experience some overarching questions result from the foregoing examinations. 
They are:

• Given an identified set of strategic institutional goals would a particular school establish, 
maintain or fundamentally change the operation of a Division II intercollegiate athletics 
program?

• Do the institution's policies and practices allow for the accomplishment of the 
institutional strategic goals while successfully facilitating the operational needs of a 
Division II athletic program?

From the NCAA Hardwick-Day Report

In a study prepared for the NCAA by the consulting firm of Hardwick-Day in 2008 several 
interesting observations specific to Division II are pointed out. The firm was asked to consider 
three specific research questions regarding members of Division II. These were:

• What is the non-financial impact of intercollegiate athletic programs in areas such as 
cultural diversity, gender balance, campus culture, and student life?

• What is the net financial impact of membership in Division II including net tuition 
revenue in the calculation of total revenues and expenditures?

• How might adjustments to their athletic scholarship programs accrue financial benefits 
to current NCAA Division II member institutions, and what gains might be achieved 
through the adoption of the Division II partial scholarship model by institutions that 
don't currently offer athletic scholarships?
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Appendix E: Interview Guide

Interview Guide:

Personal background (AD's):

• How long have you worked in intercollegiate athletics?
• Has your career been in NCAA Division II exclusively? Other Divisions? Other 

organizations?
• What positions have you held?
• How long have you been at your current institution? In your current role?

General Intercollegiate Athletics Questions:

• What purpose is served by offering an intercollegiate athletics program?
• Can you describe your general view of intercollegiate athletics?
• Do you think there is an educational value to participation in intercollegiate athletics? If 

so, please describe the value.
• Is there an institutional goal(s) (outside of direct educational value) that is served by 

offering an intercollegiate athletics program?

Specific institutional questions regarding Intercollegiate Athletics:

• How long has the intercollegiate athletics program been in place at your institution?
• How would you describe the main purpose of the athletic program at your institution?
• Are there secondary purposes? What are they?
• Is the intercollegiate athletics program part of the institution's formal strategy?
• How is the athletic department represented at senior levels of institutional leadership?
• Has the intercollegiate athletics program changed in any major way since you have been 

here? Why did that happen (or not)?
• In what ways does the Division II model fit your institution? Is it the right choice for 

your school?
• How has the athletic program  influenced the institutional strategy o f your school?
• How has the athletic program  influenced the institutional policies and procedures o f 

your school?
• Speculative questions:
• All other things being equal, if your institution did not have an intercollegiate athletics 

program, would you establish one? Why? Why not?
• Would you fundamentally change the athletic program at your institution? If so, how?

Personal background (presidents):

What is your personal experience with an intercollegiate athletics program? In what capacity?
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General Intercollegiate Athletics Questions:

• What purpose is served by offering an intercollegiate athletics program?
• Can you describe your general view of intercollegiate athletics?
• Do you think there is an educational value to participation in intercollegiate athletics? If 

so, please describe the value.
• Is there an institutional goal(s) (outside of direct educational value) that is served by 

offering an intercollegiate athletics program?
Specific institutional questions regarding Intercollegiate Athletics:

• How would you describe your perception of the intercollegiate athletic program at your 
institution? Internally? Externally?

• How would you describe the main purpose of the athletic program at your institution in 
its current form?

• Are there secondary purposes? What are they?
• Can you describe how the intercollegiate athletics program is part of the institution's 

formal strategy?
• How is the athletic department represented at senior levels of institutional leadership?
• Has the intercollegiate athletics program changed in any major way since you have been 

here? Why did that happen (or not)?
• In what ways does the Division II model fit your institution? Is it the right choice for 

your school? What other models have you considered?
• How has the athletic program  influenced the institutional strategy o f your school?
• How has the athletic program  influenced the institutional policies and procedures o f 

your school?
•

Speculative questions:

• All other things being equal, if your institution did not have an intercollegiate athletics 
program, would you establish one? Why? Why not?

• Would you fundamentally change the athletic program at your institution? If so, how?
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