
In presenting the general parameters of this
model h~. we know that organizations do
not guarantee the appropriate behavior of
individuals. We do know that the
university's organization and procedures can
and will reduce unacceptable behavior" to a
minimum and will pennit the instinttion to
reSJX>nd quickly and effectively to individual
errors.

A prestigious and ~emically distinguished
.institution, the University of Florida has

developed a complex and tightly organized
structure for interCollegiate athletics that
provides a state of the art example of control
and accountability .During the past decade,
the university felt the full impactof tht
dramatic changes influencing intercollegiate
sports throughout dIe nation. Possessed of a
proud and successful athletic tradition,
intense faculty , student, alwnni, and public
interest, and an admirable collection of avid
supporterS, the University of Florida entered
the 19808 well placed for an impressive
decade of athletic performance. While the
program 'steams did indeed pez:form
exceptionally well in many sportS, a major
NCAA investigation in 1984, followed by
severe sanctions, and a subsequent
investigation in 1988, followed by minor
sanctions, brought the university under
intense public scrutiny.

Much has been written about intel'COllegiate
adlletics and the discussion. often
conb'Oversial and contentious. will cenainly
continue. Given the tremendous visibility
and significance of high profile adlletic
programs such as the one operated at the
University of florida. we anticipate no relief
from the tremendous pressures that bear on
Sbldent-athletes. COaches. athletic directors.
and the university's academic and "

administrative leaders who work with these
programs. The combination of large
investments in facilities. extraordinary public
exposure. complex fmancial arrangements.
and close identification of institutional
symbols with sports programs all provide
incentives for inappropriate and improper
behavior by everyone connected to
intercollegiate sports. These pressures
correspond to those that press on scientists
engaged in studying what may become
highly lucrative commercial products or on
students seeking admission to intensely
competitive advanced academic programs,

This traumatic experience prompted the

university and its leadership to reexamine all
aspects of its sports programs, values,

organization, and operation. As a result of
these efforts. the university has emerged at
the beginning of the decade of the 1990s
with a program of institutional control and

management for intercollegiate athletics that.
while surely not perfect. clearly meets and

often exceeds contemporary standards for

quality .effectiveness, and responsibility.
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tremendous ~ to subven
intereeiiegiate athletic programs become
difficult to resisL

Recognizing this principle. the Florida
legislab1re and dte Board of Regents of the
State University System have explicitly
designated the presidents of its individual

instibltions as responsible for the coodoct
and integrity of the atl11etic IX'OgIamS of their

institutions. It is the president who hires and,
if ner~-ssary .tenoinates bead coaches and
athletic directors. It is the president who
must establish the instibltional policies for
academic and fInancial integrity .It is the
president who must insist on the maintenance
of standards in all areas related to
intercollegiate athletics. 4

so the president's day to day conttol is. in

many aspects, delegated to different
university officers. Critical to this delegation

of authority is the multiple involvement of

university officers whose primary
responsibility is not related to intercollegiate
athletics.

At the University of Florida the vice-
president for administrative affairs monitors
the financial arrangements related to
interCOllegiate athletics, the provost monitors
and reviews policy and practice related to

Sbldent-athletes and their lK;ademic progress,
and the vice-presjdent for stUdent affairs
monitors aspects of student-athlete life. All
of these officers have a responsibility to see
that intercollegiate athletics meets the
instibltion's standards in all areas, including
gender equity. These officers reJX>rt to the

president and bring their special, university-
wide expertise on fmance, academics, and
stUdent life to the task of SUPlX>rting and
encouraging intercollegiate athletics.

Even more specific, the Florida legislablre

and Board of Regents require that legally
independent organizations in SUpport of the
university's missions, Slx:h as booster clubs
or adlletic fundraising organizations, must be
controlled by the presidenL In the Florida
context these organizations are known as
direct support organizations and incluOO
other university fundraising groups in

addition to those related to athletics. The

laws and rules under which these
organization exist peImit their establishment
for the ~1e benefit of the 1D1iversity .The

university president and a regents'
~nta1ive must serve on the

or~ni7.Ation's board. the president approves
its chief operating officer who reports to the

president, quarterly expendinD'e plans are
approved by the president, and annual audits
and budget are approved by both the
president and regents. s

The key presidential appointee. however. is
the athletic director. Appoinred by and
reporting to the president, the athletic
director is responsible to the president for the

proper management of an aspects of
intercollegiate athletics. The athletic
director is a member of the president's staff

along with other senior academic and
adminisb'ative officers and serves the

university's broadec interests as well as

managing the athletic program.

Widlin this structure. die president also
controls the ID1iversity's athletic support
organization. die University Athletic
Association and its board. Further. the
president appoints die univezsity's
Intercollegiate Athletics Committee. These
two groups of appointed individuals drawn
from faculty .staff. alumni. and students
review budgets. discuss policy .participate in
setting goals and priorities. review financial
and odler issues associated widl scheduling
and television conttocts. and set standards for
recruiting and compensating coaches and
other athletic deparnnent personnel. The
university is cmrently reviewing these two

Thanks to the explicit action of the
legislablre and regents. and as reflected in
the bylaws of athletically related

organi7~boDS of the University of florida.
the president of the university is accountable
for and has the resJX>DSibility and authority to
control intercollegiate athletics at the

university .Presidents cannot, of COW'se.
directly manage the many details of
inten:ollegiate sports effectively and at the
same time fulfill their other responsibilities.

~
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~ corresponding income stteam. and end up
subsidizing athletics from general academic
operations. The solution to this problem is
not mindless cost cutting but the appropriate
~g of athletic programs.

At the University of Florida. loyal
supporters, superb financial management,
careful husbanding of resources, and quality
programs have combined to produce an
athletic operation that not only breaks even
but rett1mS a surplus to the 1U1iversity ,
maintains a reserve for repair and
enhancement of facilities, and keeps pace
with inflation and other costs. The
University ofF1orida's organization of
intercollegiate activities permits a complete
and full accounting of revenue and expenses
for sports and deserves some special
comment here.

Some have re&ommended that we limit the
time ~derit-athletes spend in practice.
While there have long been limitations on
the time organized ~ teams spend in
practice and seasons, such has not been the
case tmtil recently for many individual
sports. The University of Florida opposes
these limits on practice time. We believe
that the test of whethel' an individual student
spends too much time outside of class is
performance in class. We do not limit the
time student leaders spend on student
government nor do we limit the practice time
of musical perfonners. To single out
student-athletes for this kind of rigid time
conslIaint confuses the issue. We oppose the
cmrent legislation and will work within the
NCAA to make eligibility depend on
academic perlormance and progress toward
graduation rather than on simple-minded
time constraints which discriminate against
student-ath1etes as a class. 8

Financial Integrity

Nodling enhances the difficulties and
challenges of intercollegiate sport more than
the power of money. S tadiums. scholarships.
coaches, weight rooms. practice fields.
domlitOries. ttavel expenses. operating Staff.
and a host of other needs require money.
The funds come from television. shoe
contracts. ticket sales. premium seat
programs. fundraising activities. fees. bowl
games. and other commercial activities of the
athletic programs. The size of these budgets
for intercollegiate programs loom large
widlin the total fmancjal operations of the
university .At the University of Florida. the
budget for intercollegiate ad1letics nms at
about $15 million per year while the
university's non-athletic budget exceeds $900
million.

The University Ad1letic Association, a
special non-profit corporation, serves as the
university's holding company for ad1letic
programs. Invented to assme a skeptical
legislablre that sports would never divert
state educational fW1ds, the University
Athletic Association maintains completely
separate books, audits, budgets, and funds.
Even though the University Ad1letic
Association is a legally separate coIJX>ration,
it Operates in coordination with the university
by virtue of being conb'Olled by a board
including faculty and line administrators
appointed by the president and by having its
fmancial affairs reviewed by the vice-
president for administtation of the university.
Thus, while completely under the conb'Ol of
the institution and its president, the separate
books of the University Athletic Association
pennit the University of Florida and all its
friends and supponers to clearly understand
the financial commibnents and liabilities ofintercollegiate spans. 9 -

A peculiarity of the Florida situation results
from me state's aggressive sunshine laws.
The univeISity , as a state agency. is subject
to one of the most open sunshine laws in the
nation. Practically everything the university
does is open for inspection. The University
Athletic Association has long been operating

When programs are well managed and

appropriately scaled to the n~ and
capabilities of the institution. then the
income and expenses balance. and the
athletic program represents a neutral
financial element within the university .
Some universities. with aspirations beyond
their means, commit to expenses that have no
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. intercollegiate span and dealt with each in an
explicit and clearly visible fashion.

academic pro8l3DlS within the state
univelSity System of Florida. and
consequently offers a strong mechanism for
review and certillCa1ion. In addition, the
University of Florida has had the dubious
distinction of having had its system of
institutionatcontrol reviewed by the NCAA
and found to be clearly in compliance with
the standards of that organi7.:1tion. The
university also continues to perform
financial, ~-ademic, and NCAA compliance
audits internally. 12

Living in the sunshine state. everyd!ing we
do is available for public scrutiny. We hide
nothing. Wid! a quality program. strong
presidential conb"Ol. clear academic integrity.
obvious financial integrity , and an
independent cenification program. the
University of Florida offers one example of
how to continue progress towards die full
achievement of our goals for college sports.

Consequently, while the national discussion
on ceI1iiIcation continues, and we support
some fOrDlS of national certification, the
regents in Florida have already instituted
such a program at me state level.

We are not done. A presidentially appointed
Blue Ribbon Committee is reviewing the
structure described here and will report to the
president on ways to improve it as well as
recommend action on other issues that will
surely affect our programs in the future.
With the presentation of their report. our
continuing conversation about intercollegiate
athletics at the University of Florida will fmd
new perspectives and continue the evolution
of quality and accountability that must be our
hallmark.

Conclusion

While we have much to do to make
intercollegiate adtletics fully reflect the
values and goals of our instibltions, we at the
University of Florida have learned from our
successes and the pain of our failures.
Perhaps as a result of the unremitting
publicity and sensational if exaggerated
speculations about our program, we have
confronted all me major issues in March 1991
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9 The trniversity Athletic Association fInancial sununary is as follows:

.Yw Jm.:n ~ ill2:.2.Q ~

Income 18.804 19.647 19.012 17.124

Expcnscs (18.179) (19.359) (19.676) (16.993)

I Rcscrvcs to University 0.279 .0.362 0.951 0.341 I

CoD1riblnious from U AA rcscrvcs to the university inclode fImds for the OOokstole. library .academic fulldraising .band. and

the extraordinary coD1rilxnion paid OUt of 1989-90 in suppott of academic needs.

10 The univenity's GaIOr Cubs, which at ~ time helped leCtUit smdent-athletes, now recruits merit sdtolars and raises funds

for scholarships to suwort them. The Ga1or Boosters organization is audited by an outside auditor as well as being tmder the

full control of the lmiversity aM its presidenL GaIOr Boosters fInancial summary is as follows:

Yw l2jJ.::D ~ ~ l22Q::2l

Income 5,305 5.680 5.409 6.102

Expenses (0.717) (0.993) (1.116) (1.211)

I Tl3DSferU) UAA 4.365 4.680 4.166 4.851 I

The Gator Boosters also makes a small 8I1Dual coD1ribmion 10 its endowment fund. The funds transfened U) the UAA suppon

sdlolarships primarily and some capital costs for aIhlelic facilities.

11 The model CCXltracl. for head coaches nms to some 31 pages and meets or exceeds every standard olnlined by the NCAA

8I¥i rhe Knight Commission IeJX>rt cited aOOve. Copies of the c:ontra<:t are available frOO1 the University of Aorida, President's

Office. The academic b<X1us has lIte foUowing general characteristics: The fim time a team achieves a 40% graduatioo rate.

the coach receives a 51,000 bonus; the fim time rhe team achieves a 50% raIe,the coach Ieceives Sl,(XX); then, in any year lIte

rate goes to 60%, the b<X1us is onelDODth'S salary; and finally, when 81 80% raIe is achieved, rhe bonos becomes 10% of the

coach's annual salary. The university leViews 8Id awroves aU lIte coaches' income, and if outside compensaIioo involves

university flmcriODS, fM:ilities or DaIM, the contraas are negotiated willt the university. An example would be rhe foolbal1 and

~~k~~.'.Jl coaches television and radio shows which ale owned and operated by the university, Shoe and equipmellt contraCts

ale approved in advance by rhe university and lIte company involved.

12 The regenlS reviews of inlen:ollegiale athletics involved self-sti1dies in 1986, 1988, and 1990, and in 1990, the university

also ~cipated in an NCAA self-sbldy.
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