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A Model of Stress and Burnout
in Male High School Athletic Directors

Jeffrey J. Martin Betty Kelley
Wayne State University Arizona State University
Robert C. Eklund

University of Western Australia

The purpose of this investigation was to examine stress and burnout in athletic
directors. Using Kelley’s (1994) original model we hypothesized that stress
mediated the influence of social support, hardiness, and career issues on burn-
out. A second model, based on Smith’s (1986) contentions, allowed stress
predictors to directly influence burnout in addition to influencing burnout
through stress. Structural equation modeling (SEM) analyses supported the
respecified model over Kelley’s (1994) original model. Athletic directors with
a tendency to find career issues stressful, and who were low in hardiness,
experienced elevated stress and burnout. Specifically, stress predictors had a
direct influence on burnout, as well as an indirect influence through stress.
Descriptive data classified athletic directors as enduring greater levels of emo-
tional exhaustion than depersonalization and personal accomplishment.

Key words: burnout, stress, hardiness, athletic directing

Managing a high school athletic program can be a rewarding yet stressful
profession. For instance, athletic directors have a variety of responsibilities that
can promote stress, such as firing coaches, raising funds and balancing a budget,
maintaining a competitive athletic program, and forging relationships with coaches,
athletes, and parents (Copeland & Kirsch, 1995). In many cases, high school ath-
letic directors also teach and/or coach in addition to managing an athletic program
(Martin, Kelley, & Dias, 1999), and role conflict and role ambiguity, which often
accompany dual roles, are related to burnout in high school and collegiate coaches
(Capel, Sisley, & Desertrain, 1987; Kelley, 1990). Clearly, the professional de-
mands required of athletic directors can produce stress and bumnout (Copeland &
Kirsch; Landry, 1983; Martin et al.). The purpose of the current investigation was
to examine stress and burnout among high school athletic directors.

Jeffrey J. Martin is with the Division of Health, Recreation and Physical Education
at Wayne State University, Detroit, MI 48202. Betty Kelley is now with Kelley Consultants,
Inc., in Tempe, AZ 85287. Robert C. Eklund is with the Department of Human Movement
and Exercise Science at the University of Western Australia, Nedlands, WA 6907, Australia.
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Lazarus (1990) suggested that stress, as well as other responses, is the result
of an appraisal process. When people appraise their abilities as being inadequate
to meet task demands, they experience stress. For example, insufficient time coupled
with too many tasks often creates stress among collegiate coaches (Kelley, 1994).
Chronic stress is believed to result in burnout (Kelley, 1994; Lazarus; Smith 1986),
although Maher (1983) suggested that it is the absence of commitment, coupled
with chronic stress, that leads to burnout.

Burnout is most often conceptualized as involving three related dimen-
sions (Maslach & Schaufeli, 1993). The term emotional exhaustion refers to
feelings of being emotionally overextended and depleted of one’s emotional re-
sources; depersonalization refers to a negative, callous, or excessively detached
response to other people; and personal accomplishment refers to a decline in one’s
~ feelings of competence and successful achievement in one’s work (Maslach &
Schaufeli).

The symptoms and consequences of burnout include exhaustion, drug use,
depression, anger, paranoia, work absenteeism, and psychosomatic illness (Kobasa,
Maddi, & Puccetti, 1982; Maher, 1983; Sparks, 1979). It is clear that the effects of
chronic stress and burnout can seriously affect an athletic director’s ability to pro-
vide effective leadership. ‘

Researchers in the exercise and sport sciences have found evidence of stress
and burnout with coaches, teacher-coaches, athletic trainers, and special education
teachers (Caccese & Mayerberg, 1984; Capel et al., 1987; DePaepe, French, &
Lavay, 1985; Kelley, 1994; Kelley & Gill, 1993; Pastore & Judd, 1993; Vealey,
Udry, Zimmerman, & Soliday, 1992). Few researchers, however, have examined
stress and burnout in athletic directors, although evidence suggests that athletic
directors might be experiencing stress and are at risk of becoming burned out
(Copeland & Kirsch, 1995; Hartman, 1981; Martin et al., 1999).

In order to address the lack of research in this area, we conducted the present
study. Our investigation of stress and burnout was grounded in the framework of
current interactional conceptualizations of the stress process used to guide research
in sport (Kelley, 1990, 1994; Kelley, Eklund, & Ritter-Taylor, 1999; Kelley &
Gill, 1993; Martin et al., 1999; Vealey et al., 1992) and health psychology (e.g.,
Cohen & Wills, 1985). The interactional perspective views stress as the result of a
cognitive appraisal. Thus, the perception or appraisal of stress is at the heart of the
interactional perspective. Situational and personal factors are important aspects of
the model, because they influence the stress appraisal, which subsequently influ-
ences burnout.

We used Kelley’s (1994) stress-mediated model of burnout (see Figure 1) to
identify key situational and personal variables believed to influence the stress pro-
cess. This model has been a successful framework for understanding stress and
burnout in teacher-coaches (Kelley & Gill, 1993), softball and baseball coaches
(Kelley, 1994), tennis coaches (Kelley et al., 1999), and female athletic directors
(Martin et al., 1999).

Similarities between the coaching and athletic-directing professions (e.g.,
interpersonal interactions with athletes) made Kelley’s model a logical starting
point for our research with athletic directors. In particular, Kelley’s (1990, 1994)
finding that the tendency to appraise specific coaching issues as stressful was par-
ticularly meaningful in developing the present study. Her results highlighted the
importance of profession-specific (i.e., coaching-specific) stress appraisals and
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Figure 1 — Kelley’s (1994) original model of stress and burnout (top) and the cur-
rent respecified elaborated model (bottom).

Note. Hard = hardiness, Issues = athletic-directing issues, SSSat = social support satisfac-
tion, G-Stress = global appraised stress, EE = emotional exhaustion, DP = depersonaliza-
tion, PA = personal accomplishment.

the important role that the tendency to appraise these profession-specific issues as
stressful plays in the stress process.

Kelley’s (1994) model focuses on stress appra1sa1 as the mediating variable
between personal/situational variables and burnout. It is important to note that
personal and situational variables are not thought to directly affect burnout. We
examined three variables thought to influence the stress-appraisal process: athletic-
directing issues, hardiness, and social support.

Hardiness and social support are believed to reduce the deleterious effects of
stress. The important role of hardiness as a buffer against stress has been well
documented (Cohen & Wills, 1985; Kobasa, 1979; Kobasa, Maddi, & Kahn, 1982;
Nowack, 1990). People characterized as hardy view problems as challenges to be
faced with a sense of commitment and personal control (Nowack, 1990). The con-
cept of social support encompasses the number of people that can be counted on to
listen, give advice, and provide emotional sustenance and functional assistance.
Additionally, social support also refers to the “quality,” or meaningfulness, of the
relationships between recipients and providers of social support (Cohen & Wills).

Athletic-directing issues refers to the tendency for athletic directors to per-
ceive athletic-directing-related demands (e.g., firing a coach) as stressful. We looked
atissues relevant to athletic directors’ careers, such as time limitations; interacting
with athletes, coaches, parents, and administrators; concerns over the quality and
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success of athletic programs; and concerns related to the supervision and manage-
ment of personnel.

Recent research has found that female athletic directors who were high in
hardiness, had more extensive social support systems, and perceived few athletic-
directing issues reported less stress in their lives (Martin et al., 1999). Indirect

“support for the tendency to perceive profession-specific issues (i.e., coaching is-
sues) as stressful and for the tendencies for hardiness and social support can be
found in Kelley’s line of research (Kelley, 1994; Kelley & Gill, 1993; Kelley et al.,
1999). Her research has consistently found relationships among coaching issues,
hardiness, social support, and stress.

Kelley and Gill (1993) found that social support was the strongest predictor
of perceived stress, compared with gender or experience, among collegiate male
and female teacher—basketball coaches. In a subsequent study, coaching issues,
hardiness, and social support all predicted perceived stress among male baseball
coaches (Kelley, 1994). Finally, Kelley et al. (1999) further substantiated the im-
portance of hardiness and coaching issues with their report that hardiness and coach-
ing issues were more substantial predictors of stress than coach anxiety or leadership
behavior.

Stress has been consistently linked with burnout in sport settings (Dale &
Weinberg, 1990; Kelley, 1990, 1994). For instance, female athletic directors’ per-
ceptions of stress have been linked to all three components of burnout (Martin et
al., 1999). Teacher~head basketball coaches’ and baseball and softball coaches’
perceptions of stress predicted all components of burnout (Kelley, 1994; Kelley &
Gill, 1993). In summary, stress has consistently been related to all three dimen-
sions of burnout (i.e., emotional exhaustion, depersonalization, and personal ac-
complishment).

Kelley’s (1994) model postulates that only stress-mediated effects of per-
sonal and situational variables affect burnout. Thus, we hypothesized that social
support and hardiness would be negatively related to stress, and athletic-directing
issues would be positively correlated with stress. Additionally, we hypothesized
that stress would be substantially related to burnout.

Although Kelley’s (1994) model of stress and burnout was rooted in Smith’s
(1986) cognitive-affective model, her early research did not test direct relation-
ships among personal/situational variables and burnout as specified by Smith (1986).
Recent research examining tennis coaches (Kelley et al., 1999) suggests that evalu-
ating indirect and direct links between personal/situational variables and burnout
is warranted and might provide a better explanation of the stress/burnout process.
Kelley et al. found that a model featuring both direct and indirect paths from per-
sonal/situational variables to burnout more adequately explained the relationships

- among the data than did Kelley’s original model (1994).

In light of Smith’s (1986) contentions suggesting direct paths in addition to

" indirect paths and empirical evidence (Kelley et al., 1999) supporting such a model,
we also evaluated a second model. The second model postulated not only stress-
mediated effects but also direct effects of personal/situational variables on burnout.

In summary, we sought to describe and understand stress and burnout among
high school athletic directors. The current investigation appears to represent
the first theoretically based research effort to understand stress and burnout in
male high school athletic directors. Based on Kelley’s (1994) model, we postulated
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stress-mediated effects of personal/situational variables on burnout. Based on
Smith’s (1986) work and recent research findings (Kelley et al., 1999), we exam-
ined a second model, which elaborated on the first model by allowing personal/
situational variables, in addition to stress-mediated effects, to directly influence
burnout. Structural equation modeling was considered an excellent statistical ap-
proach for testing and comparing the models (Tanaka, Panter, Winborne, & Huba,
1990). '

Methods

Participants

Two hundred ninety-four male high school athletic directors from a Mid-
western state participated in the current study (See Table 1). Participants ranged in
age from 22 to 65 (M = 45.8), had been working as athletic directors for approxi-
mately 9 years, and were mostly White (n = 280). They spent about 60% of their
workdays functioning as athletic directors, with additional time split among ad-
ministrative duties (e.g. assistant principal).

Instruments

To ensure face validity, some items from the Maslach Burnout Inventory
(MBI Form Ed; Schwab, 1986) and the Coaching Issues Survey (Kelley, 1990)
were changed as will be described. In all cases, three experts in stress and burnout
research and two athletic directors collaborated on scale changes. All other scales
were used as originally designed.

Demographic Questionnaire. This questionnaire asked subjects to report
their age, ethnicity, marital status, educational background, and percentage of time
spent in athletic directing.

Table 1 Means, Standard Deviations, and Ranges for Subject Characteristics

Variable M SD Range
Age 45.8 8.6 22-65
Total years as athletic director 9.0 7.7 1-40
Years expected to continue as athletic director 6.9 6.5 0-35
Percentage of time spent acting as athletic director 59.7 29.0 1-100
Percentage of time spent teaching 34 11.8 0-80
Percentage of time spent acting as assistant principal 10.6 23.1 0-99
Percentage of time spent acting as head coach 31 9.0 0-87
Percentage of time spent acting as department head 2.0 10.8 0-99
Percentage of time spent acting as head principal 43 17.3 0-90

Percentage of time spent in other capacities 16.5 24.3 0-95
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Burnout. The MBI Form Ed (Schwab, 1986) is a 22-item scale that mea-
sures frequency of feelings and requires subjects to respond on a seven-point Likert-
type scale from O (never) to 6 (every day). Three subscales assess emotional
exhaustion (9 items), personal accomplishment (8 items), and depersonalization
(5 items). Similar to previous research using the MBI with athletic directors, four
items were altered (Martin et al., 1999). For instance, the item “I deal effectively
with problems of my student/athletes” was changed to “I deal effectively with the
problems of my teachers, coaches, and student/athletes.” Adequate internal con-
sistency (.73—.90) for all three subscales has been demonstrated (Martin et al.).

Stress. The Perceived Stress Scale (Cohen, Kamarck, & Mermelstein, 1983)
is a 14-item global measure of appraised stress during the previous month. For

. each item subjects responded on a five-point scale from 0 (never) to 4 (always).
Reliability and validity have been documented with female athletic directors (Martin
et al., 1999) and coaches (Kelley, 1990, 1994; Kelley & Gill, 1993).

Athletic Director Issues Survey (ADI). This 30-item questionnaire was
derived from Kelley’s (1990) original Coaching Issues Survey for use in the present
investigation. The ADI is a measure of the tendency for athletic directors to ap-
praise specific athletic-directing issues as stressful. We altered 15 items from the
otiginal scale. For example, coach was changed to athletic director for the item,
“My career as a coach is interfering with family and/or social life.” Athletes and
coach were changed to individuals and supervise, respectively, in the sentence
“Making decisions which are not popular with the athletes I coach.” Subjects re-
sponded on a six-point Likert scale from 0 (no stress) to 5 (extreme stress). Inter-
nal consistency as been demonstrated (.92) with female athletic directors (Martin
et al., 1999), and validity and reliability with the original scale have been demon-
strated in research with coaches (Kelley, 1990; Kelley & Gill, 1993).

Social Support.  Social support was assessed with the six-item Social Sup-
port Questionnaire developed by Sarason, Sarason, Shearin, and Pierce (1987).
Subjects respond to six questions on areas of support (e.g., “How many people can
you count on to console you when you are very upset?”) by noting how many
people provide them with the type of support specified (maximum = 9). Subjects
also rate how satisfied they are with the support they receive in each of the six
areas, on a scale from 1 (very dissatisfied) to 6 (very satisfied). For the current
study we used the Social Support Satisfaction score because of the strong correla-
tion found between social support providers and social support satisfaction, as
well as to avoid multicollinearity. Sarason et al. and Kelley (1994) have reported

“adequate validity and reliability.

Hardiness. Nowack’s (1990, 1991) Hardiness Questionnaire is a 30-item
scale based on the concept of personality hardiness espoused by Kobasa and col-
leagues (Funk & Houston, 1987, Kobasa, 1979). For each item, subjects responded
on a scale from 1 (strongly agree) to 5 (strongly disagree). Convergent validity,
criterion-related validity, and reliability (.83) have been documented (Funk &
Houston; Kobasa; Nowack, 1990).

Procedures. All male athletic directors (N = 600) from a Midwestern state
were sent a packet of information. The response rate was 52% (n = 312). Eighteen
subjects provided incomplete data, so the final sample size was 294.

Analyses. Structural equation modeling (SEM) analysis was conducted to
evaluate the relative plausibility of the two models (see Figure 1). The first model




286 / Martin, Kelley, and Eklund

reflects previous work by Kelley (1994) postulating stress as the proximate cause
of burnout mediating the impact of a variety of personal and situational factors.
The second model elaborates on Kelley’s (1994) basic model by postulating that
personal/situational factors might, in addition to having a mediated impact through
the perception of stress, influence the onset of burnout directly. The second model
is based on Smith’s (1986) assertions that personality/situational variables can di-
rectly affect burnout.

The SEM analysis of the proposed model was conducted using summed-
item scores for each of the variables. Standard conditions were specified. Specifi-
cally, indicators were uniquely loaded on latent factors, and the scale of each latent
factor was defined by fixing the factor loading of one indicator to 1.0. Model-
specified pathways were placed from personal/situational variables to the perceived
stress variable, the latent burnout variable, and the burnout indicator variables.
The personal/situational variables were free to correlate.

As recommended by Hoyle and Panter (1995), three overall model-fit indi-
ces (absolute, Type 2, and Type 3) are reported for the SEM analyses. Each of
these indices evaluates somewhat different aspects of model fit. Specifically, the
chi-square, an absolute-fit index, provides the basis for statistical tests of the lack
of fit resulting from overidentifying restrictions placed on models. The chi-square
test is sensitive to both sample size and deviations from multivariate normality
and, hence, is often significant. A significant chi-square test is thus rarely, in and of
itself, considered a reasonable basis to reject a model. The chi-square statistic also
provides a basis for statistical comparison of nested models, wherein losses in
model parsimony are evaluated against improvements in model fit through the
introduction of additional pathways.

Type-2 indices estimate the relative improvement per degree of freedom of
the target model over a baseline model. The Incremental Fit Index (IFI) was se-
lected for use in the present study because it has been identified as the preferred
Type-2 index for use with relatively small samples (Hoyle & Panter, 1995). Type-
3 indices (e.g., Comparative Fit Index; CFI) indicate the relative reduction in lack
of fit as estimated by referencing the noncentral chi-square of a target model to a
baseline model. A value of .90 was adapted as a reasonable CFI and IFI criterion
for model acceptance (Hoyle & Panter). The distribution of standardized residuals
also provides useful information for evaluation of model fit and, hence, is also
discussed. Further discussions of these analyses can be found in the Results section.

Results
Scale Reliabilities

Internal consistency of items assessing each of the seven multi-item scales
was determined with alpha coefficients (Cronbach, 1951). All alphas were consid-
ered adequate because they met Nunnally’s (1978) criteria of .70 (see Table 2).

Descriptive Statistics

Table 1 presents demographic data. Means, standard deviations, and ranges
of scores for all the psychological variables assessed are presented in Table 2. Itis
worth noting that all variables have mean values similar to values observed with
female athletic directors (Martin et al.,1999).
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The percentages of athletic directors who experienced high, moderate, and
low burnout for each burnout dimension are reported in Table 3. Seventy percent
of athletic directors reported moderate to high levels of emotional exhaustion. In
contrast, the majority of athletic directors reported low to moderate levels of
depersonalization and personal accomplishment.

Correlations Among Variables in the Models

Correlations among the variables can be found in Table 4. Correlations among
the independent variables ranged from —.43 to .31, suggesting that multicollinearity
was not an issue.

Table 2 Means, Standard Deviations, Ranges, and Alphas for Personal/
Situational Stress Antecedents, Stress Appraisal, and Burnout

Variable M SD Range Alpha

Personal/situational stress antecedents

hardiness 3.7 0.4 2247 .84

athletic-directing issues 23 0.6 1.045 93

social support satisfaction 4.5 1.3 0.5-6.0 92
Stress appraisal

global appraised stress 2.6 04 1439 .83
Burnout

emotional exhaustion 2.6 12 02-54 91

depersonalization 1.9 11 044 76

personal accomplishment 4.6 0.9 1.1-6.0 .79

Table 3 Percentage of Athletic Directors Scoring High, Moderate, and Low on
the MBI Subscales

Subscale Low Moderate High
Emotional exhaustion 29.4% 34.4% 36.2%
norm-grouping scores <16 17-26 >27
Depersonalization 50.5% 32.1% 17.4%
norm-grouping scores <8 9-13 >14
Personal accomplishment 50.2% '33.0% 16.8%
norm-grouping scores >37 31-36 <30

Note. Low, moderate, and high classifications are based on norms established for higher
education by Maslach and Jackson (1986). MBI = Maslach Burnout Inventory.
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Structural Equation Modeling of the Burnout Model

A major purpose of the current investigation was to test two path models of
stress and burnout. Table 5 provides information relative to this purpose. The chi-
square tests reveal that both burnout models differed significantly from the inde-
pendence model. This observation is not unusual and is rarely considered a
substantive basis on which to reject models. The chi-square-difference test indi-
cates that the more elaborate model (chi-square difference = 79.16, df difference =
3, p < .001) provides a significantly better fit to the data than Kelley’s (1994)
original, more parsimonious, model. Examination of the distribution of the 28 stan-
dardized residuals reveals evidence of some under- and overestimation of fitted
correlations in Kelley’s (1994) original model (19z < 1.1l, 3z > 1.2]). The elaborated
model, however, reveals a much more favorable pattern of standardized residuals
(26z < .11, 4z > 1.21). Finally, the IFI and CFI values clearly indicate that Kelley’s
(1994) original model does not provide a satisfactory fit for these data, whereas
the elaborated model, featuring both indirect and direct effects on burnout from

Table 4 Correlations Among Personal/Situational Stress Antecedents, Stress
Appraisal, and Burnout

HARD ADI SSSAT GAS EE - DP
ADI —41%*
SSSAT 31 -24
GAS —.60%* 60%* ~19
EE —52%% H2H* -22 65
DP —45%* AT =21 A6** .68%*
PA Sk —38** 27 —49%* -.33% —-26

Note. HARD = hardiness, ADI = athletic-directing issues, SSSAT = social support satisfac-
tion, GAS = global appraised stress, EE = emotional exhaustion, DP = depersonalization,
PA = personal accomplishment.

*p <.05. ¥*p < .01,

Table 5 Absolute, Type-2, and Type-3 Fit Indices for the Proposed Models

Model Chi-square  df )4 CFI IFI

Kelley’s original model 153.65 11 <.001 .83 83
(indirect effects only)

Elaborated model 79.16 8 <.001 N 91

(indirect and direct effects)

Note. CFI = Comparative Fit Index, IFI = Incremental Fit Index.
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personal/situational variables, provides a satisfactory fit. Given these results, only
the model featuring both direct and indirect effects of the personal/situational vari-
ables is discussed further.

Figure 2 presents standardized path coefficients and residuals for the model
featuring both direct and indirect effects. The amount of variance accounted for in
independent variables and factors can be determined by subtracting the appropri-
ate squared residual from 1.00. Approximately 51% of the variance in perceived
stress is accounted for by the personal/situational variables. As indicated in Figure
2, social support satisfaction does not contribute significantly to the prediction of
this variable. The contributions of hardiness and athletic-directing issues to the
prediction of stress are similar in magmtude although, as expected, the direction
of the relationships differ.

Approximately 69% of the variance in the latent burnout variable is accounted
for by the combination of direct and indirect effects posited in the model. Again,
all path coefficients from the predictors are significant except social support. It is
apparent that conceptnal expectations regarding social support are not empirically
viable with this measurement tool. Finally, emotional exhaustion is the strongest
indicator variable for the latent burnout variable. Specifically, the latent burnout
variable accounts for approximately 77% of the variance in emotional exhaustion.
Depersonalization and personal accomplishment are also strong indicators of the
latent burnout variable, however, with 52% of depersonalization variance and 22%
of personal accomplishment variance explained.

In summary, these results indicate that the model! featuring direct and indi-
rect pathways from personal/situational variables to burnout more adequately ac-
counts for observed relationships in the data than the model originally proposed
by Kelley (1994). Furthermore, this model exhibits indices of fit suggesting that it
is an adequate representation for the relationships in the data. It is important to
note that in this model, the majority of variance is accounted for in the latent burn-
out variable, and emotional exhaustion is clearly the most substantial indicator of
burnout.

Discussion

The purpose of this investigation was to examine the relationships among
personal/situational variables, stress appraisal, and burnout. We examined these
relationships using SEM to test Kelley’s stress-mediated model of burnout (1994)
and a respecified model based on Smith's (1986) contentions. Support was found
for the respecified model (Smith), which differed from the original model by al-
lowing personal/situational variables to directly influence burnout, in addition to a
 mediated influence through the appraisal of stress.

We were able to predict 51% of the variance in stress appraisal based on the
influence of hardiness and athletic-directing issues. This result is comparable to
research with male baseball head coaches predicting 48% of the variance in per-
ceived stress (Kelley, 1994). Athletic directors reporting a disposition of hardiness
and with minimal tendencies to perceive athletic-directing issues as stressful re-
ported less perceived global stress than athletic directors lower in hardiness and
with a weaker tendency to view career-related issues as stressful. These results
support the importance of both cognitive (e.g., hardiness) and social (e.g., athletic-
directing issues) influences on the stress-appraisal process.
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Athletic directors who view change as a challenge, possess an internal locus
of control, and feel that their lives have purpose are less likely to perceive life as
stressful. As recommended by Kelley (1994), cognitive behavioral interventions
helping athletic directors find meaning in their careers, effect change where pos-
sible, and reinterpret problems as challenges might be effective in reducing stress
and burnout. It is important to acknowledge that the social contexts in which ath-
letic directors work might be inherently stressful and allow little room for empow-
erment or control (Coakley, 1992). Although Coakley’s comments were directed
at adolescent athletes in danger of burnout, his sociological view is applicable to
the current study. This perspective would thus suggest that athletic directors’ unions,
for example, should strive for change in the social/working conditions that pro-
mote chronic or excessive stress.

Contrary to research with male head baseball coaches (Kelley, 1994), social

* support satisfaction did not contribute to the prediction of perceived stress. Al-
though the descriptive data suggest that many athletic directors reported strong
social support satisfaction, social support was unrelated to stress appraisal. Recent
literature has challenged the view that social support is always helpful and has
critiqued social support research from a conceptual and a measurement perspec-
tive (Cutrona, 1990; Krause, 1995; La Gaipa, 1990; Rook, 1984).

Conceptually, social support can have a negative impact on people’s well-
being. For example, some athletic directors who work long hours might experi-
ence stress because of an inability to spend time with important others. In contrast,
other athletic directors without strong social support networks might work long
hours and feel relatively free from stress induced by thoughts of neglecting
significant others. Cutrona (1990) highlights the importance of ensuring that
measures of social support match the type of social support that individuals re-
quire or need. Thus, adequate multidimensional measures of social support are
critical. Future research should consider both positive and negative aspects of people’s
social support systems with more refined multidimensional assessment instruments.

The respecified model was also supported when examining the relationships
among personal/situational variables, stress, and burnout. For example, we were
able to account for 69% of the variance in burnout by the combination of direct
and indirect effects posited in the model. Both hardiness and athletic-directing
issues directly influenced burnout, as well as being mediated by perceived stress.

This finding supports Smith’s (1986) propositions and has significant and
important theoretical and conceptual implications, because it suggests that hardi-
ness and perceptions of the work environment can influence burnout indepen-
dently, without being mediated by perceived stress. Theoretically, this finding
suggests that stress/burnout theories that do not allow personal or situational vari-
ables to directly influence burnout might be mispecified. From a practical view-
point, these results indicate the possibility of athletic directors becoming burned
out in the absence of chronic stress.

It is important to recognize that the similar magnitude of the path coeffi-
cients from the personal/situational variables to burnout and from perceived stress
to burnout suggest that direct and indirect mechanisms are equally important. In
terms of mean scores, emotional exhaustion, followed by depersonalization and
then personal accomplishment, appears to best represent the experience of burnout.

Finally, norm-grouping scores substantiate the SEM results, indicating
that emotional exhaustion might characterize burnout more adequately than
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depersonalization or personal accomplishment. Most (70%) athletic directors in
the current study reported moderate to strong levels of burnout as assessed by
emotional exhaustion. In contrast, only a minority of athletic directors reported
moderate to high burnout as measured by personal accomplishment and deperson-
alization. The importance of emotional exhaustion, compared with depersonaliza-
tion and reduced personal accomplishment, is consistent with a variety of research
in nonsport settings (Maslach & Schaufeli, 1993). In brief, athletic directors
might not experience chronic stress yet might still feel emotionally exhausted
and burned out.

The current study represents one of a handful of theoretical investigations in
sport psychology examining stress and burnout among athletic directors, and a
number of findings warrant highlighting,. First, our results support the viability of
a respecified conceptually based model of stress and burnout. Our investigation
indicates that personal (e.g., hardiness) and situational (e.g., athletic-directing is-
sues) factors can directly influence perceptions of burnout, in addition to affecting
burnout through the experience of stress. Second, our results suggest that the ben-
efits of social support, as assessed in the current study, are less substantial in pre-
venting burnout than the effects of hardiness and athletic-directing issues. Finally,
athletic directors’ perceptions of burnout seem to predominantly reside in feelings
of emotional exhaustion.

In conclusion, the current investigation suggests there is value in examining
our respecified model of stress and burnout with other sport populations (e.g.,
coaches), as well as with women. Research with a small sample (N = 52) of female
athletic directors (Martin et al., 1999) suggests that, similar to men, they also ex-
perience stress. Thus, future research testing the current model with female ath-
letic directors appears warranted.
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