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EXAMINING THE ROLES OF INTERCOLLEGIATE COACHES
THEORETICAL FRAMEWORK

Beyond the Educator role there are many other responsibilities and objectives of the
intercollegiate coach. To best examine these other goals and tasks, they can be categorized into
further sets and labeled in terms of ‘roles’. What happens to the roles of intercollegiate coaches
can best be discussed by first introducing the theoretical framework used in examining these
roles.

Donald Searing (1994) contends that as researchers, “...we are better trained to study
institutions then to study individuals” (p.x). Therefore, to examine the actors within an
institution - such as coaches in intercollegiate athletics - it is beneficial to look at the concept of
roles. Roles are constructed by institutions and reconstructed by the individuals who play the
roles, and use them to pursue their goals (Searing, 1994, p.xi).

The inquiry into roles has diminished since the early 1970's according to Searing (1994,
p.1). One of the main reasons for this decline, Searing argues, is the “conceptual confusion”
surrounding ‘role theory’ (p.6). He contends that there are no general role theories: instead, what
is commonly referred to as ‘role theory’, are instead “frameworks that consist of topics, concepts
and assumptions” (p.7). To examine individuals within institutions, researchers are encouraged
to present “particular explanations about particular types of roles in particular types of
institutional contexts” (p.7). The use of the term ‘role’ by the author is to be thought of *..as
‘organized conceptions’, as patterns, as configurations of goals, attitudes, and behaviours that are
characteristic of people in particular positions” (p.18).

To examine the roles of intercollegiate coaches, a “motivational approach” was utilized.
PP:
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The motivational approach focuses on rules and choice by integrating the formal rules of the
institutions with the informal rules established through the actors interacting within the
environment. It is concerned with how the formal and informal rules are followed, as well as
taking into account the “individual choice, intention, and meaning with the connections among
desires, beliefs and actions” (Searing, 1994, p.21). The motivational approach recognizes that
the role players are “purposive actors with independent standpoints” (p.15). Therefore, it
explains roles by “identifying and describing the relevant sets of characteristic desires, beliefs
and behaviours and their interconnections™ (p.22). This flexible framework of empirical study
recognizes that the roles played by individual actors both enable and constrain them. Individual
autonomy and independence is recognized, but consideration is also given to formal and informal
rules that generally specify both the tasks to be performed and the primary objectives to be
achieved.

At the core of roles in the motivational approach, are the career goals and emotional
incentives: “our actions are ordinarily characterized by the purposes sought and explained by
desires, feelings and emotions” (Taylor, 1985, p.23). Career goals are often focused on the
institution, and defined by the institution while emotional incentives are usually focused on the
actor. It is these emotional incentives that provide the passion of the actor, as they “intensify the
striving in the career goals, shape the interpretations and applications of these goals, and in some
cases, precede the goals and structure choices among them” (Searing, 1994, p.20).

Over time, individuals will learn to modify existing goals and develop new ones; this
allows the actor to adapt to institutional environments and to problem situations. While these

roles are being re-invented, other roles may be changed or adjusted to adapt to the individuals



12

changes in their goals. Further, attitudes and behaviours are constantly re-examined and re-
defined by the actor. Therefore, the roles of individuals are “dynamic and adaptive patterns of
goals, attitudes and behaviours” (Searing, 1994, p.21).

For the current study, the work of Patricia and Peter Adler (1991) was the guiding
literature for examining the roles of intercollegiate sport. Adler and Adler (1991) spent five
years examining the roles of Division [ male basketball players, and how the intercollegiate
environment, coaches and others who surround the athletic department, affected these roles.
Their research demonstrated a pattern by which the roles performed by each college athlete
undertook. The athletes’ roles first became differentiated, then dominated, and finally engulfed
or abandoned (Adler & Adler, 1991). These changes in the roles came about from both the
formal rules of the institution, the informal rules of the intercollegiate athletic environment, and
the perceptions and assumptions of each individual athlete. It was hypothesized that the roles
performed by intercollegiate coaches may undergo similar transformations. For this reason,
while the focus of this study is on the perceptions of OUA men’s basketball coaches on their
educator role, it is important to identify other potential roles that may compete for importance
and focus of their resources.

DIFFERENTIATING INTERCOLLEGIATE BASKETBALL COACHING ROLES

Most coaches, including intercollegiate coaches, recognize the complexity and diversity
of the position. Many hats may be worn by a coach, especially when working within an
educational system. What many coaches do not expect, however, is that the multitude of
differing roles can compete for prominence in commitment by the coach, and for valuable

resources such as time and money. Adler and Adler (1991) term this role differentiation,
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whereby the role expectations of the coach become distinguishable. Tasks become categorized
and classified - often unconsciously - by the coach.

The intercollegiate basketball coach needs a wide range of skills and has a multitude of
seemingly important and diverse roles to fill. Many researchers have attempted to identify the
skills required of a good coach, and the roles they must fill in the position. Sabock (1985)
identified thirty-seven qualities of a good coach and twenty-one roles the successful coach must
assume; Schraibman (1989) identified twelve fundamental qualities to look for in coaching
appointments; Leland (1988) developed nine categories from which to evaluate coaches; Bennett
and Rhea (1979) identified four categories of evaluation for a coach. Others, including Norcross
(1986), Pflug (1980), Phillips (1988), and MacLean (1992) have also examined the roles and
skills required of coaches.

MacLean (1992, pp.91-93) developed the most comprehensive list of coaching tasks and
coaching responsibilities by examining the relevant research of Adams (1979), Bennice (1990),
Bennett and Rhea (1979), Cunningham and Fullerton (1988), Leland (1988), Margolis (1979),
Norcross (1986), Phlug (1980), Phillips (1988), and Wasson (1985). She identified fifty tasks
that a coach must be responsible for and then further subdivided these criteria under nine distinct
headings for the purpose of evaluating Canadian University Coaches: Coaching in Practice
Sessions, Coaching in Game Play, Administrative Performance, Philosophy, Public Relations,
Team Performance Standards, Recruiting, Personal Performance Characteristics, and
Professional Development (pp.94-96). Using the work of MacLean (1992), seven differentiated
roles can be identified that an intercollegiate basketball coach may perform beyond the Educator

role.
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Tactician

The tactical role performed by the intercollegiate coach encompasses the tasks and
concepts related to the on-court performance of the team. The tactical ability of the
intercollegiate coach requires a high level of knowledge of the sport, including offensive and
defensive systems to be employed by the team. The athletes must be taught the concepts that the
team will utilize for the coming season within the team framework. Further, the intercollegiate
coach must be able to apply their tactical abilities in practices, pre-game preparation, opponent
scouting and in-game decisions made.
Performance Trainer

The intercollegiate coach must also be able to work with each athlete on an individual
basis to assist in their athletic performance. A strong ability to teach is critical in a coaches’
success in training each athlete. The intercollegiate coach must be able to teach and correct
fundamental skills, train the athletes physically to be prepared for competition, as well as
motivate and discipline the athletes so they can be in a position to perform maximally.
Essentially, the intercollegiate coach must be responsible for providing biomechanical,
physiological and psychological assistance to the athlete. For athletes with immense potential,
the ability of the intercollegiate coach to provide them with appropriate training may result in an
opportunity to compete professionally or internationally in the sport.
Recruiter and Team Selector

Often considered the ‘lifeblood’ of intercollegiate athletics, the coach must recruit and
select the team on a yearly basis. Recruiting continues to emerge as an ever-increasingly

important task. With recruiting elevating to a ‘war-like’ intensity at times, the intercollegiate
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coach must be skilled in assessing the potential of athletes, contacting the athletes, and eventually
convincing the athletes to attend their institution to play intercollegiate basketball. If coaches
neglect this role, they run the risk of having a collection of individuals inadequately skilled or
physically unable to compete at the elite level. Further, recruiting requires the coach to look into
the “crystal ball’ to assess the potential conflicts or benefits that could emerge from having
certain individuals within the program. Future eligibility and potential team chemistry are two
issues at the forefront of an intercollegiate coaches’ concerns.
Administrator

Particularly a critical role in Canadian and lower-profile American institutions, the coach
is often responsible for the off-court administration of the athletic team. Budgets must be
adhered to, competitive and practice schedules must be developed, equipment must be purchased
and cared for, and statistics must be kept and organized.
Marketer

For a coach at an academic institution, there is often a perception that their responsibility
of a coach also includes Marketing the school. While not as significant a role in Canadian
institutions, the athletic program has the potential to stimulate alumni donations and the sale of
merchandise. High-profile American basketball programs, in contrast, can earn the school
money by their performance, directly and indirectly. Television contracts, appearance fees and
merchandise sales can grow into the millions of dollars. Alumni and booster support is also
enhanced by the profile of the major sport teams. A 1994 study by Grimes and Chressanthis
looked at how contributions made by alumni to academics was affected by the success, exposure

and behaviour of NCAA intercollegiate sports program. The study found that the winning
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percentage of the teams and the amount of television exposure the athletic program received had
a positive relationship with the amount of money donated by the alumni. Conversely, NCAA
sanctions were found to have had a negative relationship on donations to academics. The study
does support the notion that the performance, exposure and behaviour of the athletic teams at
academic institutions in the United States can have an affect on the monies collected through
alumni donations.
Public Relations Officer

CIAU and lower-profile American institutions typically do not generate profits from their
athletic programs. However, the performance and profile of the athletic teams can serve both a
liaison function to future students, as well as a “school spirit” function for current students,
faculty, staff, alumni, boosters and fans. Often, school image is the justification for the marriage
between athletics and academic institutions. Representing the university or college often
becomes a dominant duty of the coach. The coach must be able to communicate effectively, in
particular with the media. A survey of the local newspapers demonstrates the public relations
potential of the athletic program. Every day, stories and scores from the athletic realm are
featured, while rarely is an academic department represented in the news. For example, The
Windsor Star - a regional newspaper in Windsor, Ontario - has a sports reporter assigned to the
University of Windsor athletics; conversely, there are irregular reports of the university in
general. Coaches see a responsibility to fill the arena with people while also enhancing the
school’s reputation - especially outside of the institution’s local area.
Self-promoter

A final role that coaches perform is the promotion of their own image or personality.
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This role is driven by two variables: the available opportunity structure, and the coach’s level of
ambition (Docherty, 1997). Coaches are often highly ambitious people - their life’s work
revolves about a quest to improve and succeed. The coaches’ approach to the self-promotion can
be influenced by one of three levels of ambition identified in political science research (Docherty,
1997; Schiesinger, 1966). Coaches with Discrete ambition, are looking to only coach for a
specific amount of time, then leave or return to a former position. Static ambition suggests that
the coach would like to remain in his current position for as long as possible. F inally, coaches
with Progressive ambition utilize their current position as a “stepping stone” to what is perceived
to be a more important position because of factors such as money, status or prestige.

These three levels of ambition can be influenced by the coach’s perceptions of the
opportunity structure available to him (Docherty, 1997). The presumption from political science
research is that different occupations have different opportunity structures available to them.
Therefore, the opportunity structures perceived by the coach as available to him can influence his

level of ambition, and thus affect his approach to the self-promoter role.

IMPACTS ON INTERCOLLEGIATE COACHING ROLES

PRESSURES IN INTERCOLLEGIATE ATHLETICS

There are many pressures in modem intercollegiate athletics that can affect coaches.
Walton (1992, p.157) claims that the “new additional talents needed to win and promote the
game” impact an intercollegiate basketball coach’s time and energy to critically examine their
potential philosophical impact and educational role. Coaches are under extreme pressure to

produce winning teams and to enhance the image of the University, all the while dealing with the
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ever-changing technical and tactical advances. Further, NCAA Division I coaches in particular,
must contend with the passion held by alumni, boosters and fans of the program, the need to turn
the athletic program into a profitable business, and the enhanced media exposure and
involvement. Canadian and lower-profile American institutions, conversely, must often
overcome apathy and limited resources to be competitive and to provide for their student-
athletes.
Revenue Potential

Money is often at the root of the pressures faced by modern-day coaches. NCAA
Division I basketball programs have the potential to earn significant sums of money.
Merchandise sales. appearance fees for teams, television and radio contracts, and ticket sales can
earn elite intercollegiate athletic programs substantial revenues. Fans pay top dollar to attend
major NCAA events as interest in intercollegiate athletics continues to expand. Further, as
previously discussed, alumni and booster donations can be influenced by the performance,
exposure and behaviour of the basketball program (Grimes & Chressanthis, 1994). Alumni and
boosters’ yearly contributions can be critical to the program’s survival, and they often seem to
want to be more than outside observers, adding to the pressure placed upon the coach (Adler &
Adler, 1991). The program must win to continue to gain financial support from all of these
avenues; “...the passion for victory is high, and the money flows to the victorious” (Walton,
1992, p.158).

For CIAU institutions, the need to generate revenue is becoming increasingly important
with the diminishing resources available for the athletic program. While not likely to generate

profits, the coach may be pressured to generate enough money to maintain and justify the
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program’s existence.
Personal Finances and Job Security

Most coaches in the CIAU make their living as professional coaches, therefore their
performance is essential to maintain their livelihood. For the NCAA Division I coach, there is an
extreme personal financial stake involved. Coaches are well-paid, with salaries potentially
reaching hundreds of thousands of dollars. Endorsement opportunities, radio and television
shows, shoe and apparel contracts, speaking engagements and summer camp profits can further
add to the staggering earning potential of a prominent Division I head coach. The downside is
the expectations - often unreasonable - that come with such a lofty position. Job security is
generally an oxymoron, with very few coaches ever getting the chance to leave on their own
terms. When asked about the skyrocketing salaries of prominent Division I head coaches, Bob
Knight defended the lofty compensation by saying:

Who is the faculty member most likely to be fired for poor performance? Who is

in the most visible and vulnerable position? It’s [the coach]. What single

enterprise is going to bring the most publicity and money to [the institution]? It’s

going to be [the coach]. You know, I would be content to work for a percentage.

I’d take a percentage of the season tickets we sell. Or give me a percentage of the

funds donated to Indiana University simply because our basketball team has

played well. [ mean, we are talking about millions of dollars now - there is no

direct way to calculate it all. So if I'm responsible for all that, then I’d better be

paid well (England, 1982, p.160).

Walton (1992, p.158) likens each competitive season to a corporation’s quarterly reports.
Similar to a business manager in such a corporation, the high-profile coach must produce results
each quarter. Walton contends that a coach can have up to two bad seasons, but a third will often

result in a dismissal. Therefore, continuing with the business analogy, the intercollegiate

basketball coach has three-quarters of a corporate year to “prove their work” (Walton, 1992,
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p-158). Further, for basketball coaches who aspire to reach greater heights as a coach, their
upward mobility is generally dependant upon their success in terms of wins and losses.
Perceptions of Outsiders

With all of this pressure and responsibility, the coaches must also fight the perception that
much of the institution’s faculty has of them being “academic pariahs” preying on the talents of
young student-athletes (Vernacchia, 1996). This perception is enhanced with the continuing
professionalization of coaches, and the diminishing influence of faculty members on the athletic
programs. Further, Walton (1992) argues that the existence of committed coaches is threatened
if society continues to insist on “white-knight perfection” (p.163). He points to coaches such as
Vince Lombardi who was criticized for being a social drinker and using profanity; John Wooden
was denounced for his swearing and ‘uncompassionate’ demeanor; and Woody Hayes was
belittled for his sometimes violent temper; a current coach who is constantly under attack by
those outside his program is Bob Knight. Yet, all of these coaches, despite their imperfections,
elicit loyalty and dedication from their players because of their commitment to each athlete’s
overall development.

The importance of outside perceptions can expand to the local community and the media.
When influential people have a negative perception of the coach, program or intercollegiate
athletics in general, it can result in pressures for administrators to make changes, to eliminate
personnel and resources, and to reduce financial support. Therefore, the label of “academic
pariah” can be a dangerous tag for an intercollegiate coach to carry.
Limited Resources

For the Canadian or low profile American intercollegiate basketball coach making money
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- personally or for the athletic department - is generally not a major concern, but often the
Justification for funds is critical. With student fees and alumni donations accounting for much of
the athletic department’s budget, programs must demonstrate a level of both competence and
value to continue to receive these funds. Further, financial constraints can cause several
problems for Canadian or low profile American intercollegiate basketball coaches. Coaches
generally cannot concentrate completely on coaching basketball. Often, they must fulfill other
responsibilities within the institution, or work elsewhere to support themselves. All CIAU
institutions are non-revenue generating, therefore the coaches often must dedicate much of their
time and effort in raising money to fund the basketball program.

Competing with the ‘American Dream’

These lower profile American and Canadian intercollegiate coaches must also deal with
the dilemma of the NCAA Division I American influence. This influence extends from the high
school athletes being recruited, to the future and current coaches, all the way up through the
athletic administrations. Young Canadian basketball players often dream of playing in the
United States; similarly, there are many small-town American athletes lured by the draw of high-
profile Division [ basketball. There are many examples of young Canadians going to the United
States on an athletic scholarship, either to never be heard from again or to return after a
disappointing experience. The moment of signing the letter of intent to an American school can
be the proudest moment of a high school athletes career, with all around taking pride in this
accomplishment. This “Big-Time” mentality is evident in Canadian local newspapers; stories
about young high school athletes traveling to the United States on athletic scholarships - often

only partial in financial support - constantly emerge in the sports sections. Athletes who choose
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to stay in Canada to compete in intercollegiate athletics - and often at a higher level of play - go
unnoticed and their decisions go unreported by the very communities they will continue to
represent.

Many coaches also look upon Division I NCAA athletics as their ultimate goal. Often
they will spend intermittent periods at smaller institutions, always maintaining their goal to coach
a high-profile program. As a result, a win-centered model of coaching is followed by high-
school coaches or lower-profile intercollegiate coaches, with only wins and losses important for
their self-promotion.

Students, fans, alumni and boosters similarly are affected by the elite American athletics’
influence. They often provide more support to large institutions they do not even attend, at the
expense of their own school’s program. Administrators, too, get caught up in the American
model of intercollegiate athletics. Championship tournaments are often held in half-empty
venues, hoping for a “March Madness” NCAA tournament-like setting.

RESULTANT OF THE PRESSURES: ROLE DOMINATION

Overwhelmed by the modern-day coaching pressures, the roles and tasks that are to be
performed become classified in terms of the perceived importance to the intercollegiate coach.
With only so many resources individually available to the coach, certain roles and tasks begin to
emerge in perceived significance; what results is the coach becomes immersed in these
prioritized tasks, resulting in role domination (Adler & Adler, 1991, p.27). Thus, selective roles
and tasks deemed possible and reasonable by the coach begin to dominate the resources of the
coach. Therefore, with the prioritization of roles, it must be questioned whether coaches can

remain committed to the educational endeavours of their student-athletes.
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COACHING ROLE ABANDONMENT /ROLE ENGULFMENT

Resulting from the ever-increasing number of skills required of coaches, and the growing
pressures discussed previously, coaches may choose to ignore undesirable roles and tasks.
Termed role abandonment by Adler and Adler (1991), coaches may “‘progressively detach
themselves from their investment in other areas and let go of alternative goals or priorities”
(pp-27-8). As a result, coaches may turn to outside consultants to reduce their burden.
Sometimes these undesirable roles may go completely unfuifilled and tasks can remain
uncompleted; no one is responsible for replacing the coach as the provider of some services, thus
role engulfment ensues (Adler & Adler, 1991, p.27).

ROLE ABANDONMENT: COACH AS ‘TECHNICAL OVERSEER’

Instead of providing all of the necessary competence for their athlete, the coaches often
rely upon the work of external experts to overcome deficiencies. Thus, coaches may become
“technical overseers”, rather than the central figure in the team’s philosophical development and
implementation. For example, using the Wizard of Oz as an analogy, Dorothy - playing the role
of the coach - does not recognize the potential impact she has on her “players” - the Scarecrow,
Tin Man and Cowardly Lion. Instead of providing her followers with the answers they are
looking for, she becomes reliant upon the “expertise” of outside consultants - the Wizard of Oz.
“Dorothy” fails to understand the totality of her responsibilities, instead focusing on the physical
and the strategic.

External consultants may include sport psychologists, nutritionists, strength and
conditioning experts, academic counselors and independent recruiters. The expertise of such

individuals can be invaluable to an intercollegiate program. However, the coach must take a
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prominent and central role in the delivery process of all aspects of the student-athlete’s
experience to avoid role abandonment. This may require the coach to become familiar with the
information provided by outside consultants, or minimally, to be present during the delivery of
the services by external experts. Thus, when the needs of the student-athlete require assistance
beyond the expertise of the coach, they can be confidently referred to the necessary consultants.
Therefore, the coach remains the central figure in the delivery of external assistance, rather than
being merely a technical overseer.

ROLE ENGULFMENT: THE SOPHIST APPROACH

Corlett (1996a) argues that the philosophical teachings people adhere to may obstruct a
coach from critically self-examining themselves. Many take a *Sophist approach’ to teaching;
the teachings of the sophists centred on the individual and their own perceptions of right action
and proper personal conduct. Thus, any opinion or action that served the practical needs of one’s
daily life was considered of value: “They proposed that life was as matter of daily personal
experience, not of universal truth” (Corlett, 1996a, p.85). *Sophisticated’ Greeks thus began to
develop an arsenal of practical skills, without having to bear the responsibility of succumbing to
traditional virtues and acknowledging the philosophy underlying these skills. As a result,
sophists rely on the use of techniques, without ever developing a philosophical foundation the
skills and strategies support and are drawn from.

Modermn practitioners of any form today - including coaches - often rely upon an
abundance of techniques they have at their disposal. Barrett (1979) explains that we as a culture
have become captivated with the use of practical methods at the expense of any underlying

philosophy, yet he contends:
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Every technique is put to use for some end, and this end is decided in the light of

some philosophic outlook or other. The technique cannot produce the philosophy

that directs it (p.117).

Unfortunately, too many coaches and other practitioners do not take time for
introspection and to recognize a philosophy that underlies the techniques they utilize. What
results is an engulfment of many potential roles the coach may perform. Instead of asking *What
ought I do”, we often ask “What can I do” (Corlett, 1996a, p.92). Coaches seem to continuously
add to an overwhelming number of techniques to overcome the inevitable challenges they will
face, without a philosophy to guide their actions. It does not leave much time for
“philosophizing about sports, life and the quest for human progress....for the mediocre or
troublesome athlete, or for putting things into proper perspective” (Walton, 1992, p-159).

Consequently, insufficient energy can be spent by coaches to contribute to the sport
ingenuity and novelty, or to progress beyond the simplicity of intercollegiate sport being just a
game. The status quo often remains, leaving those like Walton (1992) to question:

How much time can a coach afford to spend for long-term planning needed to

conceptualize a novel brand of play or a new approach to the game - a pyramid of

success or a hierarchy of needs...? (p.158)

Vigorous self-examination gives way to “whatever it takes”; philosophical development is

engulfed by “empty” techniques. There are few resources left for the coach to adequately focus

on the overall pursuits of the student-athletes; and no one is there to take the coach’s place.

A PHILOSOPHICAL APPROACH TO THE EDUCATOR ROLE

Modern-day coaching pressures result in it becoming increasingly difficult for an elite

coach to resist the engulfment or abandonment of the educator role. However, by developing a



philosophical commitment to education, coaches may be better prepared to overcome the
pressure to sacrifice academic integrity and eliminate education as a priority.

Defined by Martens (1987a) as the “pursuit of wisdom”, philosophy looks to answer the
fundamental questions about “what”, “why” and “how” through the process of individual
introspection (p.3). Corlett (1996a) similarly espouses the potential value of self-analysis, and by
utilizing the philosophic writing of Socrates, defines the results of such introspection as “self-
knowledge” (p.87).

THE SOCRATIC APPROACH

The *Socratic Approach’ applies the belief of Socrates that the foundation for human
existence was the search for knowledge; thus, the Socratic Approach relies upon determining
what goals in life are real and what goals in life are illusory through “rigorous self-examination
and intellectual hard work” (Corlett, 1996a, p.86). Socrates challenged everyone to find the
existence of knowledge which would advocate how we should live: **...examining both myself
and others is really the very best thing that a man can do, and the life without this sort of
examination is not worth living” (Plato, 1961, sec.38a). Intercollegiate coaches, Socrates would
argue, should focus their efforts on searching for the true essence of their position. For coaches
who see themselves as central figures operating within an educational system, the educator role
will be the epitome of their job.

Though in the long run a philosophical approach may prove more successful, the
pressures they must endure often prompts coaches to search for a perceived ‘quick-fix’. Despite
the potential benefits - both practically and morally - of a well-defined, ethically-sound coaching

philosophy, many coaches do not take the time to critically examine themselves, or the roles they
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COACHING PHILOSOPHY

A practical application of the Socratic Approach that can be utilized by the intercollegiate
coach is a well-constructed coaching philosophy. Martens (1987a, p.3) contends that “coaches
without well-developed philosophies lack direction and readily succumb to external pressures”.
An analysis of great coaches can reveal the same characteristics of leadership. Highly successful
coaches from all sports, such as basketball coaches John Wooden and Bob Knight, and football
coaches like Joe Paterno and Bear Bryant, developed well-constructed coaching philosophies
early on in their careers (Martens, 1987a). As a result, Martens (1987a) asserts that these coaches
“discovered the art of coaching was using broad philosophical concepts in a skillful way to
enhance the pursuit of their goals, regardless of whether others agreed with their particular
coaching philosophies” (p.4). What these individuals share in common is a well-defined
personal philosophy derived from critical self-examination and introspection.

Martens (1987a) argues that a well-developed coaching philosophy - and life philosophy -
is one of the most practical things a coach can utilize. A coaching philosophy can act as a daily
guide, give direction to long-term objectives and can interpret events that may occur. To be
successful, Martens (1987a) insists that individuals must know where they are going, thus
“coming to know yourself” is the key to developing a sound philosophy of coaching (p.3). The
quest for self-awareness must be constantly ongoing, as events will either strengthen or call for
re-evaluation of a coach’s philosophy.

Sport philosophers and other sport pedogogists would argue that having a critically-

examined coaching philosophy is not enough, but that it also be ethically and morally sound.
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Walton (1992, p.164) maintains that there are two reasons to make a commitment to living and
working with integrity. First, Walton (1992, p.164) contends that integrity is “a powerful
professional asset, and its absence can be a burdensome liability”. Walton insists that coaches
who lack integrity may have short-term success, but eventually it will surface, resulting in the
coaches downfall . Walton (1992) refers to a 1941 quote by Sir Winston Churchill:

The only guide to a man is his conscience. The only shield to his memory is the

rectitude and sincerity of his actions. It is very imprudent to walk through life

without this shield because we are so often mocked by the failure of our hopes and

the upsetting of our calculations. But with this shield, however, the fates may

play, we march always in the ranks of honour (p.164-165).

The second reason why Walton (1992, p.165) claims living and working with integrity is
worthwhile is because it is “essential to a satisfying life and to self-esteem”. Walton asserts that
we must be pleased with what we have done in life and with how we did it. Martens (1987a)
similarly espouses the need to live and work with integrity, claiming that our self-worth is our
most important possession, and we should “go to great lengths to protect and nurture it” (p.11).

Emerging from the process of critical self-examination, from the interpretation of past
experiences, is a well-defined, ethically-sound coaching philosophy. Challace McMillin (1996),
when discussing the practical importance of an ethically sound coaching philosophy stated, “It
doesn’t guarantee that you will make the right decisions, but you will make decisions for the
right reasons”. These reasons may not be morally or practically infallible, however will have
been developed through introspection and critical self-examination.

Socrates did not deny the need for techniques and productive knowledge, yet contends

that they should come from a developed philosophy: from a Socratic approach to developing an

ethically-sound coaching philosophy. For the modern-day intercollegiate coach, a Socratic
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approach to critical self-examination might result in a rededication to the educational experience
of the athlete. Those who do not analyze their underlying philosophy, or subscribe to the sophist
approach, can lose sight of an important role coaches should play in academic settings: to be part

of the educational process.

If you know the enemy and know yourself, you need not fear the result of a hundred battles.
If you know yourself but not the enemy, for every victory gained you will also suffer a defeat.
If you know neither the enemy nor yourself, you will succumb in every battle...

-ancient Chinese philosopher Sun Tzo (Clavell, 1983)

There is practicality inherent in the process of self-examination; the outcome of such
introspection is an individually defined philosophy. Those coaches who operate from a
philosophical foundation are termed ‘Philosopher Coaches’ by Walton. These Philosopher
Coaches see their potential impact on others as being more than teaching young adults to put an
orange ball into an orange hoop:

Philosopher coaches have the gifted knack of being able to step back from all the

daily business to see what they’re about, why they work, and what’s wonderful

about it. They see life as a process rather than an event.

Walton, 1992, p.161
Yet, coaches still tend to neglect the potential they have, are short-sighted when it comes to the
contributions they make, undervalue the results they obtain, and “measure their coaching worth
by the amount of money they make” (Walton, 1992, p.161). The philosopher coach is well-
positioned to impact the lives of young adults: athletically, academically, emotionally and
socially. Generally, the coach-athlete relationship is entered voluntarily, giving the coach

opportunities to touch the lives of people like no one else.

But as Sun Tzo predicts, to be successful, coaches must also know the “enemy” - the



30

challenges and obstacles coaches will face. Modern-day intercollegiate coaches must understand
the environment within which they exist. It is not enough to have a well-defined coaching
philosophy if the objectives, opportunities, limitations and expectations are not clearly
recognized. As Socrates stated: “there is only one good, that is knowledge, and only one evil,
that is ignorance” (Diogenes, 1959, sec.31).

MacLean and Zakrajsek (1994) identify the difficulty with which intercollegiate
basketball coaches are evaluated in Canadian universities. Determining appraisal criteria is
extremely difficult because of the complexity of the intercollegiate coaches’ job. If a coach’s job
performance is measured by results alone, it may result in “*behaviours dysfunctional to the
organization” (MacLean & Zakrajsek, 1994, p.6); yet, how does one evaluate a coach if results
are not a priority? Measuring and defining “effectiveness” of individuals working with people
can be almost impossible. MacLean and Zakrajsek (1994) polled CIAU Athletic Directors on
what measures were used to evaluate coaches, and the highest frequency response (seventy-nine
percent) was “philosophy”.

However, current research on intercollegiate coaching tends to focus on how to measure
effectiveness through performance variables. An example of such research is a study by Fizel
and D’itri (1996). This study attempted to estimate coaching efficiency through an objective
measure. The intention of the authors is commendable: to develop a measure of coaching
efficiency that will reflect the true ability of the coach, beyond the simple measure of the overall
winning percentage. The authors attempted to quantify that the true measure of an efficient
coach is the ability to win with less talent. However, from a methodological perspective, the

study is already subjective in nature. The two key components are based on subjective measures:
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player ability rankings and strength of schedule, which takes into consideration the subjective
team ranking polls. However, the more important criticisms are epistemological in nature. The
study undermines several key responsibilities of the intercollegiate basketball coach by
examining only the tactical role of the coach. Other responsibilities, including recruiting,
performance training, marketing the institution, public relations, administrative functions and
educational factors are not taken into consideration. Further, this study does not value any aspect
if the player’s contribution to the team beyond his physical skill. Critically valuable members of
the team, such as off-floor leaders and on-floor role players are not credited with the

contributions they make toward the team. Being physically talented as an individual player does
not guarantee success within the framework of the team, and often this is independent of the
efforts and “efficiency” of the coach.

Understanding the environment, the expectations, the limitations and the opportunities is
critical to the intercollegiate basketball coaches’ success. Thus, coaches must both develop a
critically examined personal philosophy, and understand the climate within which they operate.
With both a financial and philosophical rededication to academics from all involved, the
academic pursuits of student-athletes can be the foundation upon which intercollegiate sport

exists and coaches can make their educator role a priority.



CHAPTER II: PURPOSE OF STUDY

This study posed two general questions. The first was how OUA men’s basketball head
coaches perceive the potential and actual educational value of intercollegiate sport. The second
was how they perceive their role in the delivery of the educational component of intercollegiate
athletics.

The literature suggested the first question by its demonstration that many elite
intercollegiate coaches see the athletic opportunity as a potentially beneficial aspect of the
student-athlete’s educational experience. They see intercollegiate athletics as a potentially
valuable means by which student-athletes may gain valuable life-transferrable skills, while also
providing an opportunity to receive the utmost assistance in their educational pursuits.

However, intercollegiate athletics and education are not always a mutually benefitting
endeavor undertaken by the student-athletes. The use of participants as athletic commodities is
not uncommon as intercollegiate athletics’ exposure and popularity continue to grow, and
coaches salaries continue to escalate. In this study, coaches were asked to examine their own
programs’ initiatives with respect to providing the best possible educational and athletic
experience for the student-athletes.

The second question arose from the literature because even those coaches and athletic
programs with a dedication and commitment to education of the student-athlete often must
philosophically decide between a focus on educational products or educational processes, while
some are able to focus on both. The conflict among the differentiated roles of coaches is often
derived from the pressures of the intercollegiate athletic environment. The current study sought

to elicit the coaches’ perceptions of the different roles they must perform, and what pressures



33

they must overcome to maintain the educational role as a priority.

Finally, because the literature reveals the practicality of a coaching philosophy to
overcome role engulfment and role abandonment, a general analysis of the coaches’
philosophical approach to coaching and intercollegiate athletics was done. Each coach’s

commitment to a philosophy that emphasizes education was analyzed.

DIRECTIONAL PROPOSITIONS

[t was hypothesized that:
L. Coaches would perceive there to be considerable value to athletics and strong link
between intercollegiate athletics and the enhancement of both educational products and

educational processes.

2. Coaches would report doing a good job in maintaining academics as a priority in
their coaching role, and in the services provided by the athletic program.

3. A wide variance would exist between the coaches’ perceived responsibility for direct
involvement in each individual student-athlete’s academic progress.

4 Each coach would be able to articulate a philosophy that guides their role as an

athletic coach in an academic setting.



