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Chapter 1

The History of Intercollegiate

Athletics and the NCAA

The NCAA’s father was football and its mother was higher education. 

– Kaye Hawes, staff writer for The NCAA News
1.1 Introduction
Before you can study the economics of college sports and the National Collegiate Athletic Association (NCAA), you need a basic understanding of how they operate. While you may already consider yourself to be a knowledgeable fan, there are aspects of big-time athletics that would surprise many people. This chapter begins with a look back at the history of American higher education and the early years of intercollegiate sports. Coverage of the modern era focuses on the evolution of college football and basketball, including postseason championships and bowl games, and the role of television coverage. The organizational structure of college sports is also examined, including conferences, divisions, and the administrative and legislative workings of the NCAA. The topics presented here will be analyzed in greater detail, and with more emphasis on economic theory, later in the book. 

1.2  A Brief History of Higher Education

Harvard College, founded in 1636, was the first institution of higher education in the American colonies. The college admitted young men from prominent families, typically between the ages of 12 and 15, and prepared them to serve as ministers for Puritan congregations in New England. Its approach to education was based on the classic course of study at English universities, with an emphasis on Greek, Latin, mathematics, and philosophy. 

By the time of the American Revolution, nine colonial colleges had been formed. All but one was affiliated with a particular religious denomination. These schools were quite small, even when compared to current liberal arts colleges. In the middle of the 18th century, Harvard’s enrollment averaged only 150 students. By 1776 there were just 3,000 college graduates in the Colonies, out of a total population of 2,500,000. Higher education was definitely not for everyone. 

The number of colleges increased steadily after the war, particularly in the expanding western territories (back when Illinois was considered the West). Most of the new schools did not survive for long, but by 1860 there were more than 200 active colleges. The majority of them were still private and church affiliated, but state and municipal colleges were increasingly common. 

With this growth came opportunities for a broader cross section of the population, including children from the emerging middle class, and to a lesser extent, women and blacks. The purpose of higher education also was evolving. During the 1820s and 1830s, in an effort to adjust to the “spirits and wants of the age,” colleges broadened their curricula to include the study of history, literature, geography, modern languages, and the sciences. Businessmen began to supplant members of the clergy on college governing boards. To educate more members of the working class and meet the need for workers with technical skills, Congress passed the Morrill Acts of 1862 and 1890, creating the federal land grant system. Lands owned by the federal government were offered to the states to finance schools to teach agriculture, military tactics and engineering in addition to the traditional curriculum. The first new land-grant university was Kansas State Agricultural College, now Kansas State University, established in 1863. 

American colleges were quite different from the preeminent European research universities, particularly those in Germany. Prior to 1880, Yale was the only U.S. school to offer degrees beyond the Bachelor of Arts. In America, the focus was on teaching people to think and appreciate intellectual pursuits, rather than promote academic scholarship and research in narrow disciplines. However, in the face of the demand for advanced study and professional programs, many established East Coast colleges chose to pursue the comprehensive university model. They did so by adding a graduate school on top of the existing undergraduate program, offering doctoral degrees in science, literature, law and medicine. The new colleges in the fast-growing Midwest followed this trend in the 1890s. 

To support these new graduate programs, universities needed to grow. The ability to offer courses in many different disciplines and specialties requires a large faculty. Individual academic departments were formed, with each demanding their share of revenue. As they expanded, universities were able to exploit significant economies of scale.
 However, with schools growing in both size and number, there was increasing competition to fill them with students. One way to increase a school’s visibility and prestige was through sports programs. Success on the field was as widely reported by the newspapers of the day as it is today. Of course, a reputation for outstanding academic programs helped too, but it was harder to compete with the Ivy League schools in that arena. 

The return of many young men from service in World War II, along with the passage of the G.I. Bill, led to an unprecedented increase in college enrollment. The federal government offered to pay for the college education for these veterans, and they took advantage of the opportunity in huge numbers. From 1940 to 1950 college enrollment increased from 1.5 million to 2.7 million, nearly doubling in just ten years. Federal financial aid programs for non-veterans began during the 1960s, continuing the expansion in college education, with enrollment reaching 17 million by 2000. The typical student body has become more socially and economically diverse, with increased representation from minorities and women (the latter are now a majority of college students). 

To absorb all of these new students, universities expanded in size and new campuses were established. For example, the University of Wisconsin at Madison tripled the number of undergraduate students from 1940 to 2003, while the size of their graduate and professional programs increased by even larger margins. Total enrollment at the school increased from just over 10,000 in 1940 to nearly 40,000 in 2003. During the same period, the California State University system expanded from 9 to 23 campuses while the University of California expanded from 3 to 20.

 From its modest beginnings nearly four hundred years ago, U.S. higher education has been transformed from small colleges educating the upper classes in the classics into universities with tens of thousands of diverse students in many different disciplines. In many cities, the local university has become one of the largest employers. By any measure, higher education is now big business. We now examine how the role of college sports has been altered as the schools themselves have evolved. 

1.3  The Beginnings of College Athletics

In the early years of American higher education, the faculty actively discouraged physical activity, deeming it unseemly for the offspring of the country’s elite. Rough and tumble games were fine for the ignorant working classes, but not for boys destined for the ministry. However, by the 1820s, despite the faculty’s disapproval, a form of soccer was being played as a loosely organized intramural sport. At the Ivy League colleges such as Harvard, Yale, and Princeton, the games served as a way of bonding new students with upperclassmen. At Harvard, the game played on the first Monday of the fall term became known as “Bloody Monday.” A similar game was played at other colleges:

Yale also started an annual freshman-sophomore "rush" in the 1840s, a kind of mass hazing ritual that soon grew into an event of great formality, with exploits commemorated in songs and poetry. Yale students had to abandon the rushes in 1858, however, when the city of New Haven refused to let them use the town green. When they tried to move the game elsewhere, the faculty, which had long taken a dim view of all this foolishness, banned it outright. Harvard outlawed Bloody Monday in 1860, while the Brown faculty halted its annual freshman-sophomore game two years later, only to reinstate it in 1866. (Bernstein, 2001, p. 4)

Rowing, with its association with prestigious English schools and high society, was more acceptable as an intramural sport than soccer. In England, 20,000 spectators watched the Oxford-Cambridge race of 1829, and it had become an important event in the social calendar. Amateur boating clubs were formed in the United States in the 1830s, and the first collegiate boat club was organized at Yale in 1843. 

Rowing was the first intercollegiate sport, that is, the first to have contests between students at different colleges. As Bernstein (2001) notes:

Many of the rivalries that today characterize the Ivy League, not to mention many of the ills that still plague intercollegiate athletics in general, had their origins on the water rather than the gridiron. In the 1840s, while football players were still slugging each other on campus greens, both Harvard and Yale organized their first crews. When the two met on New Hampshire's Lake Winnipesaukee in 1852, in the nation's first intercollegiate athletic contest, their expenses were paid as part of a railroad promotion to lure tourists to the White Mountains. Intercollegiate match races proved so popular with spectators (including gamblers) that they were moved to Saratoga, the fashionable New York summer resort and horse racing capital that was something like the Las Vegas of its day. Within a few years, Brown, Columbia, Dartmouth, and Princeton crews were also competing in what came to be known as the Rowing Association of American Colleges. Unable to dominate the sport any longer, Harvard and Yale withdrew from the association in 1875, vowing henceforth to row only against each other. Others tried unsuccessfully to continue the regattas, but learned an early lesson in how important affiliation with the Big Two could be. (p. 5) 
Baseball was another popular sport of that period. Amateur teams in New York played a version of the game as early as 1823. The first team to play by modern rules was the New York Knickerbockers, a social club for wealthy New Yorkers. In 1867, there were over 400 amateur clubs in the United States. By 1871, when the first professional baseball game was held between the Cleveland Forest Citys and the Fort Wayne Kekiongas, newspapers were already referring to it as the ‘national pastime.’

Baseball clubs were formed at many colleges, and it was popular among the less affluent students that were starting to appear on campuses. Unlike rowing, the cost of outfitting a baseball team was negligible. In addition, many of the veterans returning from the Civil War had played the game while in the army. The first intercollegiate baseball game was played between Amherst and Williams in 1859. Harvard won the first Championship of American Colleges in 1868, defeating Yale by a score of 25 to 17. Student clubs also played against amateur clubs and professional teams. 

In 1879 students from Amherst, Brown, Dartmouth, Harvard, Princeton, and Yale founded the American College Baseball Association. The group voted to prohibit professional players from their teams, although many of their best players spent their summers on professional teams, making this rule open to interpretation. They also began a championship, with Princeton the winner of the first pennant. 

The fact that baseball’s organizing body was run by students was typical of college sports of that era. Intramural and intercollegiate sports were organized by the students and were financially independent from the college. The students formed clubs, with the costs covered by subscription fees paid by the members, alumni contributions, and later, gate receipts. An alumni committee, not the university, purchased the land for Harvard’s baseball field, Jarvis Field. Students set the rules and arranged for contests with other schools. This approach persisted at most colleges until the early 1900s. 

When did today’s most popular college sports, basketball and football, appear on campuses? The game of basketball was developed by James Naismith in 1891 as a physical activity during the winter months for students at the Young Men’s Christian Association (YMCA) International Training School. The school’s graduates quickly spread the game to YMCAs all over the country. The first intercollegiate basketball game was between student clubs from the Minnesota State School of Agriculture (now University of Minnesota, St. Paul) and Hamline College, which the Minnesota students won by the score of 9-3. Midwestern schools played an important role in the development of the sport. The first game played using five-player teams was held in 1896, when the University of Chicago defeated the University of Iowa 15-12. The Big Ten Conference sponsored its first basketball championship in 1906.

Fast fact. The game originally had nine players on each team, and the court was roughly half the size of a modern one. The ball was advanced by passing, not by running while bouncing the ball. Dribbling would have been difficult anyway, as the crude balls were not particularly round. The ‘basket’ was an actual peach basket, and a stick was pushed up through the openings in the bottom to remove the ball after each field goal. While the YMCA popularized the game, they soon became disenchanted by the rough play and the rowdy crowds it attracted. 
The evolution of football is a bit more convoluted. As mentioned earlier, a type of soccer was played on college campuses as early as the 1820s. The first intercollegiate game was played in 1869, between students from Princeton and Rutgers, with about 100 fans in attendance. The style of play was similar to English “Association” football, with players unable to run with the ball in hand. Each team had 25 players on the field. A second game was played the following week, but the alarmed faculty at both schools cancelled a scheduled third game. Games between other New England schools were played during 1870, but no intercollegiate games took place in 1871. In 1872, students at Yale and Princeton attempted to organize a game, but faculty at both schools refused to excuse them for long enough to travel to the other campus. Instead, Yale invited students from nearby Columbia and Princeton hosted Rutgers. The Princeton organizers charged admission (25¢) and attracted more than 400 fans. 

The rules of the game varied significantly from school to school and changed over time, making it difficult to organize contests between colleges. A group of students from Yale, Princeton, and Rutgers met in 1873, to develop a common set of rules. Students from Harvard did not attend, preferring to play a game similar to English rugby, which allowed players to run with the ball. In 1875, they challenged students from their archrival Yale. The rugby-style game proved such a success that the other colleges abandoned the soccer style and adopted Harvard rules. Student delegates from Harvard, Columbia, Yale, and Princeton met in 1876 and founded the Intercollegiate Football Association (IFA). The IFA Rules Committee was the authority for college football for the next 18 years. When Harvard and Columbia withdrew from the IFA in 1894, a new Intercollegiate Rules Committee was formed by students from Harvard, Yale, Princeton and the University of Pennsylvania. 

In 1880, Walter Camp, a Yale alum and their first full-time coach, championed rule changes that created the uniquely American game of football. The scrum that follows the tackle of the ball carrier in rugby was replaced by the scrimmage, with a short break to allow each team to set up again. There were now two squads of players, one for offense and the other for defense. In 1882, Camp proposed allowing each team just three tries (downs) to gain at least five yards so one team could not just sit on the ball and run out the clock. To determine yardage, a series of lines were drawn on the field, the now familiar gridiron. Another difference between rugby and American football was that in rugby players could not protect the ball carrier by blocking opposing players (interference was not allowed). 

From its inception, football was a tough physical sport. In 1885, the Athletic Committee at Harvard, a football powerhouse of that era, recommended a ban on the sport, noting that it had degenerated into “modified mayhem.” The ban lasted just one season, with Harvard resuming play in 1886 after the introduction of rules designed to address their concerns. The Harvard team went on to win one game by 156-0 and score a total of 765 points for the season, a record that has yet to be surpassed. 

The reduction in violence was short-lived. In 1888, Walter Camp championed a rule change to allow tackles below the waist. This proved to be such an advantage for the defense that teams had to develop new methods for protecting the ball carrier. The V-wedge was introduced in 1889, with the offensive players interlocking their arms and moving at a slow run straight into the defenders. When they had pierced the defensive line, the ball carrier would run through the opening. In 1892 Harvard deployed the flying wedge, in which the players would run in from the sidelines, gain momentum, and then focus their attack on one side of the opposing line. The halfback was effectively screened from the defenders by a wall of moving bodies. This description by Gall (1929) of Notre Dame football in the 1890s captures the spirit of the day:

Back in the “good old days,” the flying wedge was the most popular form of assault. It was a cross between a steam roller and a 42 centimeter shell. The center was under no obligation to pass the ball. Whenever he felt moved by a spirit he would tear through the line himself with the whole team concentrating its weight in the small of his back, while the opposition concentrated their weight in the pit of his stomach. Skill was never permitted to enter into the limelight along with weight, blood-thirstiness and the desire to trample the opposition into the sod. … [T]he atmosphere was rent by the dull crunch of breaking bones and the occasional thud of a luckless player exploding between the impact of two tons of beef. (¶ 14)

While the Rules Committee outlawed the flying wedge in 1894, other mass formations continued to be used. The 1894 Harvard-Yale game was so brutal that the two schools stopped all contact, not just athletic competition, for two years. In 1896, new rules briefly reduced the rate of serious injury, in part by allowing only one player to be in motion at the snap of the ball. The problem was that violence worked, giving the teams an incentive to find ways around any new rules. And despite the mayhem on the field, or perhaps because of it, football was growing in popularity. 

In 1876, the Intercollegiate Football Association organized a championship game for Thanksgiving Day in Hoboken, New Jersey. After it was moved to New York City in 1880, attendance increased steadily: 

Within a decade it was the premier athletic event in the nation. Princeton and Yale played each other almost every year in this game, and by the 1890s they were drawing crowds of 40,000. Players, students, and fans wore their school colors, while banners flew from carriages, hotels, and the business establishments of New York City. Thanksgiving Day church services were ended early to accommodate the fans, and the game became the event that kicked off the season for New York's social elite.

By the mid-1890s, 120,000 athletes from colleges, clubs, and high schools took part in 5,000 Thanksgiving Day football games across the nation. Gate receipts from the Yale-Princeton Thanksgiving Day game of 1893 earned $13,000 for each school [equivalent to $270,000 at 2006 prices] and immediately became the primary source of revenue for their athletic programs. (Crepeau, 2001, ¶ 4-7)

The increasing popularity of college football was due in large part to the mythology created around the athlete as a hero, on and off the field. Walter Camp in particular influenced the public’s perception of college football through books and numerous newspaper and magazine articles. The ideal of gentlemanly play was also extolled in popular fiction, such as the “Frank Merriwell at Yale” series of dime novels by Burt Standish (pen name of Gilbert Patten). These books had sales of more than two million copies per week in the 1890s. Merriwell was able to accomplish amazing feats on the football field by relying on his traits of honesty, bravery and self-sacrifice. 

Publishers wanted to create heroes to sell books and magazines, and what better than young men playing for nothing more than the love of the game? These fictional students excelled in academics and athletics, with no mention of eligibility scandals or deaths due to excessively violent play. The era of hero-worship of college athletes had begun, with benefits to the press and to the colleges that saw the popularity of their football teams soar. 

Newspapers also went along for the ride. The entrepreneurial publishers Joseph Pulitzer and William Randolph Hearst realized that weekend games meant material for their papers when business and political news was scarce (Oriard, 1993). Pulitzer introduced a separate weekend sports section. The era of the sportswriter was born, with language chosen to create a sense of drama and excitement, not just report the outcome of the game. Consider the following excerpt from the New York World’s coverage of the 1892 Harvard-Yale game:

An Aetna of humanity, bellowing with the combined thunder of a dozen tornadoes. A huge quadrangular crater filled to the brim with the hoarse tumult of human passions and blazing with blue and crimson fires. A battery of 40,000 feverish eyes focused with the intensity of burning glasses on a bare plot of withered turf, where twenty two gladiators were fighting the fag end of a royal battle (Oriard, 1993, p. 87). 

With their huge circulations, daily newspapers were largely responsible for the growing interest in college football beyond students and alumni. Fans could follow their favorite team even if they were unable to attend games in person. In turn, sports reporting helped sell more newspapers, with roughly one quarter of subscribers indicating that their main interest was reading the sports page (Evenson, 1993).
As college football became more popular, money became increasingly important. Having a successful program meant more revenue, but it also meant spending more. Facilities had to be expanded to accommodate more paying fans. The old wooden bleachers had limited capacity and were prone to fire. Harvard Field, the first permanent collegiate stadium, was constructed in 1903, at a cost of $310,000 ($4.6 million in 2006 prices). Able to seat nearly 31,000 fans, it was the first massive reinforced concrete stadium in the world. It was funded by past and projected future ticket sales and a gift of $100,000 by alumni from the Class of 1879. Permanent stadiums built on other campuses were more modest in size, usually seating less than 10,000, although they could accommodate more fans using temporary bleachers.

Such a costly facility could not have been built without a dependable stream of revenue. Fortunately, growing popularity meant money from ticket sales and alumni donations to the football club, at least if the team was winning games. At Yale, the Football Association’s annual revenue in 1893 was $31,000 (nearly $1 million in current dollars), rising to more than $100,000 in 1903. Unfortunately, the combination of financial resources and the pressure to win led to various abuses at many schools, including the hiring of professional players and paying inducements to recruit the most talented students. Columbia was reported to have only three undergraduates on its 1900 squad. 

Competition for the best coaches drove up their salaries. At Harvard, the football coach was paid more in 1905 than any faculty member, and just less than the president of the University. This probably contributed to the growing belief by many of the faculty, and even university presidents, that football had become a distraction from the real purpose of the institution — education. 

Always eager for a scandal to sell more newspapers, the press periodically reported on the various ills of the game, including payments from gamblers to players, deaths and serious injuries from violent play, payments to recruit students, and the use of professional athletes. However, little was done to reform the sport. While editorial writers might decry these abuses, sports writers continued to focus on the excitement of the game. The image of the athlete as hero was already deeply engrained in the American psyche, and at least for now, fans were willing to overlook the occasional scandal.  The abuses continued in part because they did not seem to significantly damage the popularity of the sport.

The lack of reform in football programs was also due to the fact that the faculty and administrators were not really in charge. Students managed the clubs, hired a coach for the season, and organized the contests, but who watched and guided them? At many schools, it was not members of the faculty, who were either disinterested or openly hostile. They had abdicated their responsibility, and efforts to reclaim it were mostly unsuccessful. It was not the administrators, who often shared the faculty viewpoint but could do little to oversee student clubs that were independent financially. It was largely the alumni that stepped into this role, donating their time, experience, and money. Some had been athletes during their own college days and wanted to help out the latest generation. Others were attracted by the chance to be part of the excitement. 

A report by the Carnegie Foundation for the Advancement of Teaching (Bentley, McGovern, Savage, & Smiley, D. F., 1929) traced many of the problems in college sports of the 1920s to the growing influence of alumni in the late 1800s:

Training was intensified and elaborated, and trainers were employed. Coaching began to be a progressively technical task, and paid coaches grew to be the rule rather than the exception. Equipment ashore and afloat grew in amount, in complexity, and, above all, in cost. All of these factors were reflected in rapidly rising expenditures for athletics, which called for increased funds for their support, whether from subscriptions or from gate receipts or from both. Special financial support began to be solicited from alumni. One result was that alumni who made generous contributions to college athletics received, openly or covertly, in return, a generous share in their control; and alumni who became active in that control gained or retained their power and prestige by their own contributions of money and by subscriptions which they solicited from other alumni and from friends of the college. The reciprocity that underlay this situation was generally regarded as a fair exchange. (pp. 22-23)

If the faculty lacked meaningful control at their own institution, one way to regain some influence was for them to form an association of universities to oversee all intercollegiate athletics. In 1895, the presidents of seven Midwestern universities met to discuss the regulation of college athletics. They agreed to limit eligibility to full time students in good standing, and to send faculty delegates to a second meeting to form a permanent organization. The Intercollegiate Conference of Faculty Representatives, also known as the Western Conference, was founded in 1896. The charter members were Chicago, Illinois, Michigan, Minnesota, Northwestern, Purdue, and Wisconsin. With the addition of Indiana and Iowa in 1899, it was referred to as the Big Nine, and later the Big Ten (a name it did not officially adopt until 1987). The Southern Intercollegiate Athletic Association was formed by six schools (Alabama, Auburn, Georgia, Georgia Tech, North Carolina, and Vanderbilt) in 1895. Six more universities joined them the following year (Clemson, Kentucky, Louisiana State, Mississippi State, Tennessee, and Tulane). Other regional conferences were established in the early 1900s, including the Pacific Coast and Southwestern. 

These conferences established rules for athletic eligibility and organized championships. The first official Western Conference championship event, for outdoor track, was held in 1906. Imposing limits on athletic programs, however, met resistance at some member institutions. In 1906, the organization responded to concerns over athletic eligibility and student financial mismanagement. They adopted rules to make freshmen and graduate students ineligible and require transfers to complete one year of residence. Separate dining (“training tables”) and residence facilities for athletes were outlawed, and coaches were required to have regular faculty appointments at “modest” salaries. When the faculty representatives from the University of Michigan returned to campus, they were met by protest from outraged alumni, students, and administrators. The faculty committee on campus that had advocated for these changes was abolished and the University refused to comply with the new rules. As a result, Michigan was expelled from the conference (or quit, it is not clear) and it remained independent until returning in 1916. Clearly, winning at football had become important to many people, and they resisted anything that threatened continued success. Alumni were particularly vocal in their opposition to meaningful reforms, in part because they would lose their influence over student-run programs. 

1.4  A Crisis in Football
Meanwhile, little had been done to correct the problem of excessive violence. During the period 1890 to 1905, a total of 330 students died as a result of injuries sustained on the football field, and many more were seriously injured (Zimbalist, 1999, p. 8). During the 1905 season, 18 college players were killed and 159 were seriously injured. In addition to these deaths at the college level, 46 high school students also died that year as a result of football injuries. If the same percentage of college football players suffered fatal injuries today, 320 young men would die each year. 

While the 1905 season was not much worse than others during the previous fifteen years, news coverage and editorials finally caught the public’s attention, threatening to derail the sport’s continued popularity (not to mention the lives of the players). President Theodore Roosevelt invited representatives from three of the football powerhouses, Harvard, Yale, and Princeton, to a meeting at the White House. These schools, along with Pennsylvania, were the members of the Intercollegiate Rules Committee. Roosevelt convinced them of the urgent need for reform and elicited a promise to change the rules after the end of the 1905 season. With the addition of Chicago, Cornell, and the U. S. Naval Academy, a new American Football Rules Committee was formed, and it met in December 1905. 

At their first meeting, the new committee adopted rules against kneeing and slugging, created stronger penalties for rough play, and added an umpire. To many, these changes fell far short of what was needed. This is not very surprising, given that these schools were the dominant powers in football and had the most to lose from anything that changed the nature of the game. One rejected proposal was to allow forward passes, which would move the action away from the line of scrimmage. The forward pass would allow teams with smaller, faster players to outmaneuver the existing powerhouse teams with their large players. The perennial winners had grown accustomed to the financial rewards and public exposure from their football programs and did not want to risk losing them. 

But what if Roosevelt was correct that the public outcry against violence and corruption in college football threatened the very existence of the sport? His meeting with the big three schools took place at the beginning of the season, and yet the violence continued unabated. Why were the teams unable or unwilling to promptly change their tactics to reduce the chance of serious injuries when the alternative was to do nothing and risk the end of the sport? Why did they have to wait for a change in the rules? Economists have an explanation for this behavior, based on the theory of externalities and public goods.

Externalities occur when the production of a good or service has a positive or negative impact on someone other than the producer or consumer, that is, there is an effect that is external to the market transaction. A frequent example in economic textbooks of a negative externality is the damage caused by industrial pollution. A company that makes paper may release chemical byproducts into a river and harm people and other businesses located downstream. The river is a common resource, that is, it is not owned by any individual but is available for everyone to use or misuse. The producers of paper do not have to pay for the damage they cause. If they were required to compensate the people that are harmed, the producers would have to raise their prices to cover the increased cost. With higher prices, consumers would buy less paper. The decrease in paper production will mean less pollution. For society, the gain from less pollution would more than compensate for the loss in paper production, but as long as firms can pollute for free, they will continue to produce too much pollution. 

How does this apply to college football? The public’s perception of the sport is the common resource, like the river. The violence that damages football’s popularity is the negative externality, like pollution. One of the differences is that the colleges also live along the river they pollute, that is, they are causing damage to themselves. If the public loses interest in the sport, all schools will be hurt, even those that choose to limit the mayhem on the field. 

Public goods are defined as those that are consumed collectively rather than individually. A candy bar is a private good; if I eat it you cannot also eat it. Heating a classroom in the winter is a public good because you and I can both enjoy the benefits. The fact that you are also warm and cozy does not make me less warm–you do not “use up” the heat. Economists refer to this condition as non-rival consumption. Some public goods are also non-excludable, which means that a consumer cannot be excluded from getting the benefits. It would be very difficult to heat just part of a classroom so that only some students would be warm and the rest cold. 

Economic theory predicts that markets will produce less than the socially optimal quantity of public goods. This is because of the phenomenon of free-riding. When you are listening to your local public radio station and they ask for people to call in and pledge their financial support, what do you do? If you are like 95% of the listeners, you do nothing. You know that the quality of service will not improve if you give them $100 and that you will be able to listen to their programs even if you pay them nothing. Why not let other people pay so you can get it for free? The economic problem with free-riding is that if we all do it, the producer gets no money and nothing is produced, even if this is something that everyone values. 

Returning to the pollution example, what would you do if you were one of the people harmed by the paper mill's pollution? You might decide to lobby the government to impose limits on pollution. This will be a costly effort, both in time and money, well beyond the benefits you will personally receive from a reduction in pollution (increased value of your riverfront property, for example). Recognizing that other people will also benefit, you might ask your neighbors for financial contributions. How will they respond, or at least, how would an economist expect them to respond? If there are only a few people, each person might recognize that unless they all contribute nothing will get done. With a larger number of neighbors, however, each person will probably try to be a free rider and get the benefits of less pollution without paying. 

Again, how does this apply to college football? Because it would be a difficult undertaking to get all of the colleges with football programs together and get them to agree on new rules that will result in fewer serious injuries. Schools with established programs would favor rule changes that do the least to disturb the status quo, while those with new programs would press for rules that take away the advantages held by the old guard. Schools with a tradition of winning have a great deal to lose if they are unable to continue to dominate under the new rules. 

Still, if colleges are just hurting themselves, why does each school not unilaterally change their style of play to make the game safer? Harvard did not have to wait for a rule banning certain mass formations; it could just stop using them. Part of the explanation is that if Harvard did abandon such plays the popularity of the sport would not be greatly reduced unless the other schools did the same. If one paper company reduced its pollution the river would be a bit cleaner, but if the other companies keep polluting the overall effect would be small. The other problem for Harvard is that it would start losing more games. Who cares if the sport is popular if your team always loses? The paper company that does the “right thing” and installs costly pollution control equipment will have to raise its prices and will end up losing market share, possibly driving it out of business. 

While this discussion has focused on the problem of violence, it applies with equal force to the other threat to the popularity of the game, the use of professionals and payments to students. The only difference is that in 1905 it was harder for the public to ignore students dying on the field than secret payments to star players. Something had to be done quickly about the level of violence, and it looked as if the existing powers were unable to do so. 

How does our society deal with other public good problems? If the problem is that nobody sacrifices voluntarily, someone has to step in with the authority to mandate that everyone contribute to the solution. We all know that having a fire department is a good thing, but how many of us would contribute to a fund to pay for one? The solution is that the government tells us to pay — it does not ask if we want to. We are not allowed to become free riders. 

For football, the eventual solution began with the death of yet another young man during the 1905 season. William Moore, a player for Union College, collapsed on the field after running head first into the New York University offensive line. The Chancellor of NYU, Henry McCracken, witnessed the tragedy and resolved to put an end to the brutality. He invited representatives from other universities to meet to discuss ending or reforming the sport. Although McCracken favored abolishing football, the 13 delegates attending that initial meeting chose the path of reform, and they passed a resolution to meet again to form a rules committee.

The second meeting was attended by delegates from 62 schools, most of whom were faculty from schools with less prominent football programs. They voted to form a new association, the Intercollegiate Athletic Association of the United States (IAAUS), and established their own rules committee. The following month, the new IAAUS rules committee met with members of the existing rules committee, the IFC. They agreed to cooperate to introduce a more open style of play, with fewer clashes between massed groups of players. The rule changes for the 1906 season included the introduction of the forward pass and the requirement that at least 6 offensive players be on the line rather than in the backfield. Without the ability to stand back from the line of scrimmage, the entire offense could not take a running start at the defensive line. 

These changes may not have occurred without the strong support of Harvard’s coach, William Reid, and its president, Charles Eliot. Reid explained to the other committee members that if the new rules were not adopted, then Harvard would drop its football program. Columbia, MIT, Northwestern, Trinity, Duke, Stanford, California and others had already announced their intentions to drop football. If Harvard had ended its program, even more schools would likely have followed suit. In a last ditch effort to minimize the effect on established teams, Yale’s Walter Camp proposed simply widening the field by 40 feet rather than allow the forward pass. Unfortunately for Camp, the new Harvard Field was too narrow and his proposal was rejected. Facing the end of the sport or accepting the new rules, they were adopted. The two committees agreed to continue to work together on further refining the rules.

With a solution to one problem in hand, the IAAUS turned to other concerns, namely the lack of faculty oversight over athletic programs and the resulting mismanagement by students and their alumni backers. As mentioned earlier, the Intercollegiate Conference of Faculty Representatives (Western Conference) had taken some steps to address this issue in 1906. In that same year, the University of Pennsylvania circulated a letter to the presidents of all colleges and universities in the United States outlining three simple rules, including a requirement that all members of athletic teams be genuine students of the college which they represent and a prohibition on using social or monetary inducements to procure good players from other colleges. They suggested that the rules be adopted by a "gentleman's agreement" without the need for any enforcement mechanism. Given the simple fact that each school had an incentive to violate the agreement if it meant getting better players and winning more games, a more formal system was needed, with all colleges and universities following the same rules. With the formation of the new IAAUS, that process was begun.

1.5  The Early Years of the NCAA

At their inaugural meeting in 1905, the members of the newly formed IAAUS resolved to reform all of intercollegiate athletics, not just football. An Executive Committee was formed and charged with writing a constitution for the association. Led by Captain Palmer Pierce of West Point, the group completed its draft by the end of March 1906. The second article of the new constitution stated that the purpose of the organizations was “the regulation and supervision of college athletics throughout the United States, in order that the athletic activities in the colleges and universities of the United States may be maintained on an ethical plane in keeping with the dignity and purpose of education.”

By the time of the 1906 Convention, only 39 schools had ratified the constitution (see Table 1.1), and just 28 attended the meeting. Harvard, Columbia, and Yale did not join. The University of Pennsylvania was the only Ivy League school and the only member of the Football Rules Committee to do so. Minnesota was the lone member from the powerful Western Conference, and Vanderbilt and North Carolina were the only representatives from the Southeast. The schools that did join were typically smaller and not affiliated with a major conference. While the University of Chicago, another member of the influential Football Rules Committee, did not join immediately, its legendary coach and Athletic Director, Amos Alonzo Stagg, attended the convention and voiced his strong support. 

Table 1.1  Charter Members of the IAAUS

	Allegheny College

Amherst College

Bucknell University

Colgate University

University of Colorado

Dartmouth College

Denison University

Dickinson College

Franklin & Marshall College

George Washington University

Grove City College

Haverford College

Lehigh University

Miami University (Ohio)

University of Minnesota

University of Missouri

University of Nebraska

New York University

Niagara University

University of North Carolina
	Oberlin College

Ohio Wesleyan University

University of Pennsylvania

University of Rochester

Rutgers College

Seton Hall College

Swarthmore College

Syracuse University

Tufts College

Union College

United States Military Academy

Vanderbilt University

Washington and Jefferson College

Wesleyan University (Connecticut)

Western University (Pennsylvania)

Westminster College (Pennsylvania)

Williams College

Wittenberg University

University of Wooster


Many universities, particularly those with successful athletic programs, were naturally skeptical of an organization with a stated purpose of regulating all college athletic activities. Would it attempt to impose its rules on everyone, and who would decide what those rules would be? To alleviate these fears, the constitution stated that “the acceptance of a definite statement of eligibility rules” would not be a membership requirement. Members were free to choose their own methods for preventing violations of the organization’s principles. In short, there was no enforcement mechanism. As noted by Carter (2006, p. 220) the schools “wanted an open relationship in which members were free to date others; they did not want marriage.” 

The bylaws adopted at the first convention focused on the issue of amateurism. Among the most significant elements were:

1.
A ban on payments to students based on their athletic abilities by the university or individual alumni.

2.
A ban on recruiting of prospective athletes from preparatory (high) schools.

3.
Declaring students as ineligible if they had ever received any payment for competing in a sporting event.

4.
Limiting eligibility to four years and requiring successful completion of at least two thirds of the previous college year.

5.
Requiring freshmen and transfer students to complete one year of college before being eligible.

The Executive Committee was given the authority to propose changes to the constitution and bylaws. These would be submitted to the delegates at the annual conference, with each member having one vote. After just one year, the delegates amended their Constitution to state that the member institutions were bound by its regulations unless they filed an appeal of a specific rule to the Executive Committee. The era of central control was already beginning. 

The IAAUS continued to grow, and in 1910, it changed its name to the National Collegiate Athletic Association (NCAA). By 1911, it had expanded from the original 39 members to 95, including Chicago and Harvard. By 1915, both Yale and Princeton had joined. 

The attraction of an organization with overall authority over college sports was based on many factors. Faculty had been unsuccessful at taking control from students and alumni on their own campuses, and the NCAA gave them a chance to do so at a higher level. Many resented the emphasis on sports as a distraction from the real purpose of higher education, and the high salaries paid to coaches did not help matters. They also pointed to common abuses and the moral obligation of the college to correct them. Consider the words of Captain Palmer Pierce, who served as President of the NCAA from 1906 to 1913 and from 1917 to 1929 (as cited in Carter, 2006):  

There can be no question but that a boy or young man, who is habituated to the endeavor to win games by means, some of which he knows to be unfair and against the rules, later will play the game of life with the same ethical standards. 
Colleges had long been expected to act in the best interest of students, taking on the role of a parent. In this regard they are acting in loco parentis — which, contrary to what you might believe — does not mean “you must be crazy to have children” but rather “in place of the parent.”
There is also the economic justification for such an organization based on the theory of public goods discussed earlier. It can take actions that no individual would be willing to do alone, but that benefit all members when enough participate. I am happy to pay my taxes, not because I want to have less money, but because I know that everyone else is required to do so and that the government will use the money to provide services such as education and public safety. I support this system because it is better than the alternative of a government that cannot afford to provide the services that we want. After going to the effort to create an organization to deal with one problem (violence in football), the members immediately began to focus on other issues of mutual concern, such as amateurism.

In an article chronicling the first 25 years of the NCAA, Burlette Carter (2006) identifies six key internal debates that occurred during that period:

1.
Amateurs and Amateur Programs

2. 
Preserving Academic Integrity Standards

3. 
Controlling the Rising Cost of Athletics

4. 
Securing the Status of Coaches as Full Time Teachers

5. 
Safety and the Future of Football

6. 
Scheduling, Post-Season Games, and Travel

There were also two external conflicts, pitting the NCAA against professional sports and the news media. Carter’s discussion of these debates is summarized below.

1.5.1  Amateurism

As noted above, amateurism was addressed in the bylaws adopted at the first annual convention in 1906. Interestingly, those rules were not concerned with colleges profiting from athletics, only with the students doing so. Some of the delegates had wanted to go further and minimize intercollegiate athletics in favor of intramural activities, that is, to remove colleges from the business of sports. They argued that intercollegiate sports have limited participation, while intramurals can benefit the entire student body. Travel to other colleges and practice sessions also takes time away from academic pursuits. Another suggestion was for universities to fund athletic programs rather than keeping them dependent on gate receipts and alumni donations. Without this direct support, athletics were under pressure to win to keep the interest of paying fans and donors. A few delegates even argued that schools should stop collecting gate receipts at sporting events. Needless to say, the “purists” lost these debates. 

The sport with the most significant problems related to the use of non-amateur players was baseball. Professional leagues were already well established and many college players had the opportunity for employment during the summer. Rather than declare the majority of their baseball team ineligible, most colleges chose to look the other way and disregard the NCAA bylaws. In 1908, there was support for an explicit summer baseball exemption, but no action was taken. 

By 1925, dissatisfaction by the proponents of amateurism with the growing importance of intercollegiate sports and ongoing abuses led the NCAA to call for a study by the respected Carnegie Foundation for the Advancement of Teaching. The Carnegie Commission report was issued in 1929, and it documented widespread subsidies to athletes and improper recruiting. Out of 112 universities they examined, payments to athletes occurred at 81, and at 61 of those, multiple agencies (administration, alumni, and athletic association) were involved. Clearly, the majority of colleges were not following NCAA guidelines. The Commission recommended that university presidents and faculties take charge, not just in name but also in deed. Unfortunately, little was done, and a follow-up by the New York Times found that the majority of schools identified by the Commission were continuing to violate the rules. 

1.5.2  Academic standards

To field a team of the best possible athletes, schools are tempted to admit students that do not meet their admission standards, and to keep students that are not making satisfactory progress in their studies. Faculty might be pressured to give passing grades to athletes, and special courses may be offered with minimal academic requirements. The NCAA’s bylaws reduced the incentive to admit unprepared students by banning freshmen from varsity athletics. If students were not expected to survive the first year, they were not worth recruiting. However, this is not a perfect solution, and some schools simply chose to disregard this rule. Many schools took steps to maintain academic standards, but such efforts were not universal. Issues related to academic integrity continue to plague college sports today, and they are addressed in much greater detail in Chapter 4.

1.5.3  Rising costs of facilities

Meanwhile, football continued to grow in popularity, with the most obvious evidence the building boom for stadiums. Harvard Field was eclipsed in 1914 by the Yale Bowl and Princeton’s Palmer Stadium, seating 70,000 and 41,000 fans, respectively. Midwestern universities were not far behind, with Illinois, Iowa, Ohio, Michigan, and Notre Dame all completing stadiums in the 1920s with capacities of at least 50,000. With constructions costs in the tens of millions in today’s dollars, they put a substantial burden on athletic programs and their universities to keep gate receipts and alumni donations coming in. 

There were those who argued against building such large facilities, as their counterparts continue to argue today. As we will see in Chapter 6, they noted that those dollars could be used to construct facilities more directly connected to the students’ education, such as a new chemistry building. There is also risk to building sports facilities based on projected future revenue. What if the popularity of football diminished? In economic terms, a stadium represents a sunk cost, with no opportunity to recover the money if conditions change. It is also a large fixed cost with a marginal cost (the cost of admitting one more customer) close to zero, requiring a high level of output (attendance) to break even. With fans anxious to buy tickets and alumni eager to make donations for such a tangible outcome, arguments for construction won out. Proponents pointed out that connecting with alumni by bringing them back to campus increased the chance that they would donate for other purposes, including that new chemistry building. It also served to advertise the university to the public, leading to increased enrollments and greater tuition dollars. 

1.5.4  Status of coaches

The annual budgets of athletic departments were also rising due to higher salaries for head coaches and expanding coaching staffs. At some schools the coach’s salary had by now surpassed even that of the university president. There was also the issue of their professional status on campus. Football coaches were usually hired for just one season, with very little job security. While some faculty objected to what they saw as a high salary for just a few months’ work, their opportunities for off-season work were limited.

One way to gain some control over hiring coaches and their salaries is to make them part of the regular teaching staff. However, this puts them on the same professional level as the faculty, something many were unwilling to do. Nevertheless, the NCAA adopted a resolution at its 1910 meeting that coaches should be regular members of the teaching staff and employed for a full academic year. It also recommended that athletics become a department with equal standing to all other departments. With faculty egos and the distribution of financial resources at stake, it took many years for athletics to be accepted as a part of the curriculum. The current state of athletic department budgets and coaching salaries will be covered in Chapter 5. 

1.5.5  Safety of football

Public concern over violence returned in 1909 with newspapers reporting 32 football-related deaths. While disputing these numbers, the joint Football Rules Committee made additional changes to the rules. Offensive players were not allowed to link arms or push the ball carrier forward. On the defensive side, diving tackles and interference with pass receivers were penalized. Recognizing the link between player exhaustion and injuries, the length of each half was reduced and a break introduced between the quarters. A player could also leave the game and reenter at the start of the next quarter. The NCAA also required an internal investigation of any football deaths. 

1.5.6  Scheduling games

A major concern for faculty was that intercollegiate sports took time away from academic pursuits, a concern that many of us share today. It is ironic then that when faculty and administrators took control from students, the number of games played during the regular season in most sports increased. Games between schools in different conferences, which involve even more travel time, also became more frequent. These intersectional games were early versions of today’s bowl games, and they were promoted by local business interests as a way to attract large numbers of visitors. When the NCAA attempted to limit the number of games played during the regular season, these games were simply moved to the pre- or post-season, further extending the time away from school and studies.
 Also, with games starting earlier in the academic year and ending later, the first practices had to be pushed back, often beginning before the start of classes. Spring practice for football was also added, meaning an even greater time commitment for the student–athletes. 

A different type of intersectional game was played during the pre-season between a team from a large school in a major conference and one from a smaller school. The attraction for the small school was their share of the gate receipts from a game at a school with a big stadium and a large fan base. For the larger university, they got the chance to sharpen their skills with little chance of a loss. For them, it was a warm-up game before the start of the real season. However, the schools were often far apart, involving even more travel time for the smaller school’s players. 

Why was the faculty unable to curb these trends? The short answer was money. As long as large numbers of fans bought tickets for each game, more games meant more money. Because it took increasingly large amounts of money to maintain a winning program, this was treated as a necessity, not a choice. The loss of a winning program could also impact all areas of campus, not just the athletic program. This could damage the reputation of the university, leading to lower enrollments. The connection between alumni and the university could suffer, leading to a drop in donations. The voices of those arguing for amateurism for the university, not just amateurism for the students, were drowned out. 

1.5.7  Professional sports

Colleges saw the emergence of professional football after World War I as a major threat. Professional teams could lure away the best players, and more importantly, the paying fans. They also publicly professed concern for the student-athletes, who would be morally corrupted by playing football not for the pure love of the game, but with the goal of eventually signing a lucrative contract. The NCAA passed a number of resolutions, including one that would revoke the varsity letter of any former student who played professional sports after graduation. Most of the major conferences refused to hire coaches or officials that played, coached or officiated for professional teams. The College Football Coaches Association, formed in 1921, and open only to coaches at NCAA institutions, advocated similar steps to thwart professional football. In 1926, the NCAA recommended that schools fire anyone who had been employed in any capacity by a professional team. 

In the face of these actions, the owners of the professional teams looked for a compromise with the NCAA. The league, which in 1922, had scaled back to 10 teams and changed its name to National Football League, agreed to not draft any player until his class had graduated, even if the player did not attend college. A high school football player could not bypass college and go directly to the pros. This was enough to placate the NCAA and a truce was called. College football became a willing supplier of trained talent to the NFL, essentially serving as an unpaid minor league. Concerns voiced over the moral status of college players disappeared. 

1.5.8  Media

The other conflict of that era was with the media. Press coverage was not always favorable. Stories on excessive violence, payments to students and gambling scandals sold papers, and some editors and columnists were willing to expose the hypocrisy of the NCAA’s focus on student amateurism while colleges reaped huge financial rewards. Even the entertainment industry got involved, with movies such as the Marx Brothers’ Horse Feathers lampooning colleges and college football. The NCAA needed to rework its message. 

While newspapers had been an early contributor to the popularity of the college sports, and football in particular, radio broadcasts of games were seen as direct competition. If fans could listen to the game for free, fewer might buy tickets to attend. It was also viewed by supporters of amateurism as a corrupting influence, with too much media attention paid to star athletes and coaches. However, it was soon apparent that wider exposure created more fans and increased the demand for tickets. When radio stations started selling advertising time during games, colleges were quick to negotiate payments for broadcast rights. With no financial harm, concerns related to amateurism and professionalizing the sport were swept away. 

1.6  College Sports in the Modern Era

The modern era for higher education and college sports began in the 1940s, after the end of World War II. Rapidly increasing enrollments combined with expanding television coverage to make sporting events more popular than ever. College athletics was transformed into a billion dollar business, and with more money at stake came more temptation to break the NCAA’s rules. In the face of widespread reports of payments to athletes, sham college courses, influence by gamblers, and recruiting violations, the NCAA was finally given the authority by its members to enforce the rules. 

1.6.1  Amateurism: payments and scholarships

Perhaps the most visible role for the NCAA is to protect the amateur status of college athletes. In 1922, the members unanimously adopted a Ten Point Code of Eligibility, which forbade any payments to students for their participation in sports, including athletic scholarships. This principle was reiterated in a code of “fair practices” in 1934. However, in regions where competition between schools was particularly active, the temptation to offer financial aid (and even secret payments) was too strong to resist. In 1935 the Southeastern Conference was the first to allow athletic scholarships. At the time the major conferences had more influence over colleges than the toothless NCAA, and when one conference starts allowing payments to athletes, even if limited to the cost of education, the others will have to follow. 

By 1948 there was sufficient support for a return to pure amateurism within the NCAA to ban all payments, including athletic scholarships, and to give the NCAA the authority to enforce the new rules. The legislation was initially called the “Purity Code,” but it was promptly changed to the “Sanity Code” after the name was ridiculed in the press. Surprisingly, the proposal originated, not from the smaller colleges where amateurism was firmly entrenched, but from a group of the “win at all costs” major conferences. A cynic might conclude that the financial cost to schools of competing for athletes was getting uncomfortably high, and they needed the NCAA to make sure that everyone cooperated. To enforce the rules, two new NCAA committees were formed, one to investigate suspected violations and the other to hear cases. The only penalty specified in the legislation was expulsion from the NCAA.

You may be familiar with the slogan “If guns are outlawed, only outlaws will have guns.” Many schools refused to give up their guns and became outlaws. If they could no longer offer payments to athletes out in the open, they would do so in secret. Some coaches and athletic directors replaced scholarships with more creative ways of getting money to students, such as well-paid jobs that involved minimal time and effort. These sham jobs proved an effective inducement, and they continued even after athletic scholarships were reinstated by the NCAA. This led to even more NCAA rules, including a cap on the combined amount of scholarships and income from on-campus employment. Economists understand that people respond to incentives, and when you block one path they will find another. Like the proverbial little Dutch boy plugging the leaking dike with his fingers, as each hole is plugged with a new NCAA rule, other leaks appear and even more rules will be needed. The NCAA Manual continues to expand, reaching 476 pages for the 2006-07 edition. 

In 1950, seven schools were judged to have violated the Code and the sanctions committee recommended their expulsion, the only action available to them. Their recommendation, however, failed to get the required two-thirds majority of delegates at the annual convention. For most members, the punishment was too extreme, and you never know, next time it might be you. In 1951 a critical section of the Sanity Code was repealed by the membership, and the Code was rendered unenforceable.

To avoid the impression that the NCAA had lost control over college sports, it adopted an aggressive new public relations campaign and instituted more changes to its constitution. Students could be awarded scholarships based on their athletic ability, but the funds had to be administered by the financial aid office, not the athletic department. The amount was limited to tuition and fees, and payments from sources outside the university (e.g., alumni boosters) were banned. Payments to student athletes were now officially sanctioned, but under stricter control by the institution and with NCAA oversight. Off-campus recruiting of high school students was also allowed, but with limits. Not all conferences allowed athletic scholarships. The Ivy League adopted a formal ban on football scholarships the following year, and the Big Ten Conference did not vote to allow full scholarships until 1961.

To enforce the growing number of rules and to reassure the public that the NCAA was taking violations seriously, in 1953, the NCAA Council was finally given the enforcement powers it needed to be effective. First, it could impose sanctions without the approval of a majority of delegates. Second, the sanctions included a wide range of options, not just expulsion. The Council could ban a school from postseason play (including bowl games), limit television appearances, limit regular season contests to schools in their own conference, restrict the number of allowable recruiting visits, and reduce the number of students offered scholarships. Still short of expulsion, they can also impose the “Death Penalty,” which requires a school to drop the offending sport for a specified number of seasons. Starting in 1993, schools were also required to undergo a certification process every ten years, showing that they had structures in place on campus to oversee athletics. The enforcement process is discussed in greater detail in Chapter 2.

The NCAA rules at that time did not limit the number of scholarships, although some conferences imposed their own limits. This led to concerns about competitive balance, particularly in football. A school that could afford a large number of scholarships could attract more of the best athletes and have multiple reserves for each position. They might even offer scholarships to some players simply to keep them away from their opponents. This could lead to a situation where the same schools dominate the sport year after year (think of the New York Yankees), resulting in a loss in fan interest. If schools compete with each other by offering larger numbers of scholarships, this could also raise costs to a point that threatens the existence of many football programs. 

To address these concerns, the NCAA voted in 1973 to limit the number of scholarships in varsity sports, with football restricted to a total of 105. Surprisingly, Sutter and Winker (2003) discovered that the schools with the strongest football programs were more likely to have voted in favor of this rule. Given that the top programs are unlikely to support a change that will promote parity with other teams, the motive of keeping costs down may have been the deciding factor. Beginning in 1992, the total number of football scholarships was reduced to 85. 

Having a large football team is less important if you are unable to substitute players during games. Starting in 1906, substitutions were only allowed for injured players, and if they were able to return to the game they had to wait for the start of the next quarter. The same “platoon” of players was on the field for both offense and defense. In 1941, the NCAA changed the rules to allow two platoons, one for offense and one for defense, but the squads were still unable to substitute freely. Unlimited substitution was allowed in 1947, but one-platoon rules were reinstated in 1953. The modern system of two platoons with unlimited substitutions did not begin until 1965. 

While the ability to substitute and allowing players to specialize in offense or defense is an interesting historical tale, it also has an impact on the economics of college football. Single platoon football with limited substitutions promoted parity by taking away some of the advantages otherwise enjoyed by large schools. Why have 85 players on full scholarship if only a handful will get to play? Schools that could only afford to offer a small number of scholarships might actually be able to compete in the big time. Think of modern college basketball, where recruiting a few talented players might be just enough to become the next Cinderella team at the national tournament. The end of one-platoon football in 1965 made it more difficult for schools with limited budgets to stay competitive. In addition, with more incentive to offer a full complement of football scholarships, fewer scholarships could be offered in other sports. 

Starting in 1982, the NCAA created two different kinds of limits on scholarships. Sports in the head count category, including football, have the number of scholarships limited. A student that is awarded even a $100 scholarship counts against the allowed number. This creates an incentive to offer only full scholarships in that sport. For an equivalency sport, the amount of a full scholarship can be divided among any number of athletes. If the women’s soccer team is allowed 12 scholarships at $5,000 each, they can choose to divide the total amount of money among a full roster of 26 students. 

What if a student is injured and no longer able to play? Will she lose her athletic scholarship and possibly be forced to drop out of college? What if she decides that sports are taking too much time away from her studies and quits the team? Until 1967, a scholarship was best viewed as a gift from the institution to the student, and once given, it could not be taken back. In that year the NCAA adopted a rule allowing schools to revoke the scholarship of athletes that voluntarily withdraw from sports, making scholarships more clearly a payment for services rendered. However, an athlete forced to withdraw due to injury was allowed to keep her scholarship. She had not violated the terms of the contract and could continue her studies. 

Another significant change occurred in 1973, when the NCAA required schools to offer only one-year athletic scholarships, with the option to renew the offer each year. This meant that a student who was injured, or just not as talented as initially thought, might not have her scholarship renewed for the following year. A particularly talented athlete could be kept on scholarship while recovering from an injury, in the hopes that she could return in subsequent years. The decision to renew is made by a university–wide committee, but with significant participation by the coaching staff. 

1.6.2  Eligibility

Three issues related to eligibility are (1) freshmen participation on varsity teams, (2) admission requirements for athletes, and (3) satisfactory academic progress. The first year of college is challenging enough without the added demands of athletics, and for many years freshmen were generally not eligible for intercollegiate competition. The Big Ten conference banned freshmen from varsity sports in 1906, and the NCAA's 1922 Code included a similar provision. The NCAA lacked the power to fully enforce this rule until the 1950s, but starting in 1939 it refused to allow freshmen to participate in its national championships. In 1968, the NCAA reversed its position and allowed freshmen to participate in all sports other than football and basketball. Freshmen were allowed to play football and basketball in 1972. 

To ensure that schools only admit bona fide students who are adequately prepared to balance the demands of sports and academics, the NCAA began imposing minimum entrance requirements for athletes in 1963. The initial standards were quite lax, in part because at that time freshmen were still not eligible to play. Rule 1.6 required students to have a sufficiently high school GPA and test scores to predict that they would earn at least a 1.6 GPA during their first year of college. The requirement was not raised after freshmen were allowed to play in the “non-revenue” sports, because in those sports there is less pressure to admit an academically-challenged promising athlete. When freshmen were granted eligibility in football and basketball, the rule was changed to a 2.0 overall high school GPA. 

For high school athletes hoping for a college scholarship, this created an incentive to avoid difficult courses like mathematics and science in favor of easy electives. Faced with news stories of college athletes who never learned to read in high school, the NCAA passed Proposition 48 in 1983. When it was implemented in 1986, for students to qualify for athletic scholarships and to play intercollegiate sports they had to be a high school graduate, earn a high school GPA of 2.0 in 11 core courses, and score a total of at least 17 on the ACT or 700 on the SAT. A student who failed to meet the ACT/SAT minimum but met the first two requirements was a “partial qualifier” and could be awarded an athletic scholarship but could not play for the first year. The freshmen year for partial qualifiers also counted against their four years of athletic eligibility. Proposition 42, adopted in 1989, banned scholarships completely for partial qualifiers.

There was widespread public concern about the disproportionate impact of Propositions 48 and 42 on minority athletes, particularly the ban on scholarships for partial qualifiers. A compromise was reached in 1990 that allowed partial qualifiers to receive financial aid based on need but not on athletic ability. The source of funds for these scholarships could not be athletics department. The rules were modified again in 1992, with passage of Proposition 16, and in 1997, with Proposal 68. Proposition 16 restored athletic scholarships to partial qualifiers but expanded the number of core high school courses to 13 and required higher minimum ACT/SAT scores for student with low grade point averages. Proposal 68 gave back the year of lost eligibility to partial qualifiers. In 2002, the NCAA Division I Board of Directors voted to eliminate the partial qualifier category, effective August 1, 2005.
To maintain their eligibility after they are admitted, athletes must demonstrate satisfactory academic progress towards graduation. This does not mean just accumulating credits with passing grades, but fulfilling requirements for a baccalaureate degree, including their choice of a major. The decision on a specific degree program must be made by the beginning of the third year of collegiate enrollment. The “40/60/80 Rule” specified by Bylaw 14.4.3.2 requires a student entering his third year to have completed 40 percent of the course requirements in his chosen program. Students entering their fourth and fifth years must have completed 60 and 80 percent of those requirements, respectively. Beyond the fifth year, students are no longer eligible for intercollegiate athletics, with some exceptions (service in the armed forces or the Peace Corps, a church mission, pregnancy, or serious injury or illness).
1.6.3  Divisions

The NCAA was originally organized with seven regional districts and an Executive Committee consisting of the national officers and one representative from each district. The districts were required to issue an annual report on the state of college athletics in their region. By 1916, reorganization and the addition of more schools on the Pacific coast led to the current nine districts. All schools had equal representation in the national organization, based on the principle of one member–one vote. 

There is a common saying that over time “the rich get richer and the poor get poorer.” The same can be said about college athletics in the modern era. Major universities grew dramatically in size, and revenue from television broadcasts allowed their athletic budgets to keep pace. Smaller universities and liberal arts colleges had neither the desire nor the budget to put as much emphasis on intercollegiate sports. To allow schools to compete at levels appropriate to their resources, the Collegiate and University Divisions were created for championship tournaments in 1956. For most sports, the existing tournament became the University Division championship and new championships were created for the College Division. The first College Division championship in basketball took place in 1957, and regional championships in football began in 1964. 

Schools were not officially members of a division; they simply decided which championship would be more appropriate for each of their teams. By 1968, with College Division championships in place for nearly all sports, member institutions were required to pick a division. Two hundred and twenty three chose the University Division and 386 the College Division.

Within a few years, it became apparent that there were still significant differences among schools within the College Division. In addition, the schools in the University Division resented that smaller schools could vote on policies that primarily affected the larger institutions. A policy of asking schools to voluntarily abstain from voting on issues that did not affect them was not entirely effective. A member of the University Division could lobby schools in the College Division to vote on the issues it cared about in exchange for voting for issues they favored, a practice known as logrolling. For example, a group of schools from Texas traded their votes for ice hockey legislation for support by schools from the northeast on adding an eleventh game to the football season (Mott, 1996, p. 11).

 In 1973, a special convention of the NCAA created three divisions for legislative as well as competitive purposes. The University Division was renamed Division I, and the College Division was divided into Divisions II and III. While each division had its own steering committee, the NCAA Council retained its overall authority and all NCAA members voted on changes in policy. A majority of the positions on the Council were reserved for representatives from Division I institutions, even though they comprised a minority of the total membership. 

Division I was intended for universities with enough resources to support competition at the highest level, while schools in Division III are barred from offering any athletic scholarships. Compared to Division I, schools in Division II typically have fewer students, fewer varsity sports, and athletes are less reliant on athletic scholarships. Coaches in Division II usually perform other duties at their school, including teaching, while coaching at Division I schools is a full-time activity. More than half of current Division II schools have total undergraduate enrollment of less than 2,500, and less than ten percent have more than 7,500. In contrast, only twelve percent of Division I schools have fewer than 2,500 undergraduates, and more than fifteen percent exceed 15,000. 

The requirements for membership in a particular division are based on the number of varsity sports, the number of scholarships funded, and ability to schedule games against opponents in that division. For 2006, an institution can qualify for Division I membership by (1) providing at least 50 percent of the maximum allowable financial aid in 14 sports, at least seven of which must be women’s sports, (2) sponsor at least one sport in each season, and (3) play the minimum acceptable number of games in each sport (e.g., 27 in baseball and 11 in soccer) against Division I opponents. 

A handful of schools have been allowed to have memberships in more than one division. This allows smaller schools that have historically played at a high level in a particular sport to continue to do so. For example, St. Lawrence University, with an enrollment of 2,300, has traditionally competed in hockey against much larger D-I universities. In all other sports, it competes in Division III. Membership in Division I is important because it allows the University to offer scholarships to hockey players. The NCAA bylaws were revised in 2004, to formalize this arrangement. One men’s team and one women’s team can be classified at a higher level, with the exception of football and basketball. 

There were still large differences within Division I when it came to the most expensive sport, football. In 1978, Division I was subdivided into I–A and I–AA for football only. To be eligible for I-A, a school had to sponsor at least 16 sports, play at least 60 percent of its games against other I-A teams, average at least 15,000 in paid attendance at home games, and provide at least 90 percent of the allowable number of football scholarships. The term I-AAA was adopted later for Division I schools that do not have a football program. In 2006, the NCAA approved a change in the labels to “Football Bowl Subdivision” for I-A and “NCAA Football Championship Subdivision” for I-AA. The bowls and championship tournaments for football are discussed later in this chapter, at which point the rationale for the new titles will be clearer.

In 2006, there were 327 institutions in Division I, with 119 of them in I-A, 116 in I-AA, and 92 in I-AAA. While schools in I-AAA do not have football teams, all but one had a Division I basketball team. There were 296 schools in Division II and 441 in Division III. 

1.6.4  Conferences

With few exceptions, such as Notre Dame, colleges and universities are also members of athletic conferences. The basic function of a conference is to coordinate competition during the regular season and organize postseason championships among that group of schools. In the modern era, they also negotiate television contracts and distribute the proceeds and any other revenue they agree to share, such as payments for bowl appearances. The formation of conferences and the selection of members are not controlled by the NCAA.  

Because conferences do not schedule championships in all possible sports, schools are often members of more than one conference. The University of Wisconsin–Madison is located in the frigid north between two lakes. Not surprisingly, it fields varsity teams in both hockey and rowing, but the Big Ten Conference does not sponsor either sport. The school is a member of the Western Collegiate Hockey Association for hockey and the Eastern College Athletic Conference for rowing.

Fast fact. The Eastern College Athletic Conference is remarkable for two things. First, instead of the usual 8 to 16 schools, it has 317 member institutions. Second, it combines schools from NCAA Divisions I, II, and III, including members of the elite DI-A. 

As discussed earlier, several major conferences predate the NCAA, and for many years they had significantly more power over colleges and universities than did the NCAA. The Big Ten was particularly influential in early attempts to promote the amateur status of student athletes. The Pacific Coast Conference had a history of being very strict with regards to its standards. It had a paid commissioner, an elaborate constitution, a formal code of conduct, and a system for reporting student-athlete eligibility. Unfortunately, this was not enough to eliminate rampant recruiting violations (see Box 1.1). Other conferences took a more hands-off approach, imposing few limits on their members. The Southeastern Conference was long known for looking the other way if it helped their football teams. 

Box 1.1  Collapse of the Pacific Coast Conference

The head coach at Oregon was fired in 1951 when it was shown that he had violated rules on subsidizing athletes. After taking this action, the university asked the PCC to examine allegations of similar behavior at other schools, but nothing of substance was uncovered. However, when the head coach at the University of Washington was forced out by a player revolt, he publicly revealed the existence of The Greater Washington Advertising Fund. This slush fund was used to pay students with money collected from wealthy alumni and other boosters, and it had proved successful in attracting nationally recruited players.

The Huskies secured the services of Ed Sheron, a big lineman from Montana, in a recruiting battle with Notre Dame, Michigan, Minnesota, SMU and others. He was paid $100 extra per month. He received free shoes from retailer Lloyd Nordstrom and occasional cash from jeweler Paul Friedlander. What he didn't put his hands on is what he yearned for most.

"I was supposed to get a car," Sheron said. "It was on order when the whole thing broke. I was going to get it through Torchy's fund. It was a Buick or a Chevy."
The school’s new athletic director tried to turn things around, but still keep the financial support of influential businessmen. … He asked everyone to keep the money stream coming, yet funnel it through the school and let him disperse things properly.

Some were resistant at first. They preferred the old way of doing business, of interacting directly with the players. Lindquist became the UW's starting center in '56, and with that promotion came a call from a downtown bank. The man on the other end wanted Lindquist's address in order to send him a monthly check, explaining nothing was needed in return. Lindquist said no thanks, unaware a number of teammates were still getting money.

Evidence of similar abuses surfaced at UCLA, with payments made by two groups of boosters with the full knowledge of the entire coaching staff. A UCLA alumnus quickly pointed out a slush fund at USC and two at the University of California–Berkeley. Rather than take their punishment within the PCC, the president of the University of California System indicated a desire to leave the conference and join with schools he considered their academic equal. When the conference officially dissolved in 1959, the new Athletic Association of Western Universities was formed by Berkeley, Stanford, UCLA, USC, and Washington. Oregon, Oregon State and Washington State eventually joined, and it became the Pac Eight and eventually the Pac Ten. 

Source: Raley (2005)
Every school wants to be in a conference that will enhance its status and media exposure. What characteristics would you look for? Playing schools in your part of the country will make travel easier and exploit existing regional rivalries. Your opponents should be roughly equivalent in resources, resulting in rough parity on the field. At the same time, you want to join with other schools that are playing at the highest level, resulting in more national interest and coverage. For schools in Division I-A for football, there are two additional considerations. First, the NCAA requires a minimum number of paid attendance at home games, and your opponents may be too far away for their fans to travel or not well enough known to attract local fan interest. Second, the champions from six major conferences receive automatic invitations to the most lucrative postseason bowl games. If you are not a member of one of those conferences, even an outstanding season may not be enough to earn an invitation, and you will have to settle for a lesser-known bowl with less media exposure and a smaller payoff.

The rise and fall of athletic programs over time results in the need to realign conference membership. Schools that have deemphasized athletics, perhaps unable to devote the resources it takes to compete with their current conference rivals, will either decide on their own to move to another conference or be asked to leave. Meanwhile, other schools will be looking to move up in the world, perhaps hoping that more media attention will enhance their ability to attract students and alumni donations. They will be in a position to take the place of the declining school. It is important for conferences to maintain enough schools for scheduling purposes, and the NCAA requires a minimum number of members to recognize a conference championship for invitation to bowls or the NCAA tournaments. 

What is the optimal size of a conference? A large number of members increases the chance that it will produce a team capable of earning an invitation to a major bowl game, with a big payday to share with the entire conference. However, this also means more schools to share with, decreasing the payoff per school. A larger conference also increases travel distances, increasing travel costs and time away from school. As will be discussed in Chapter 2, a large number of members makes it more difficult to avoid a costly “arms race” with schools investing in state-of-the art training and playing facilities to help recruit the most talented athletes.

The number of regular season games allowed by the NCAA also plays a key role. The limit of 11 games per season imposed on all Division I teams was raised to 12 for those in I–A for the 2006 season. Consider a conference with 6 members. During an 11 game season, they could play each other twice per season plus one game against an opponent outside the conference, or once per season plus 6 outside opponents. If the fans prefer both games against a variety of opponents and those against conference rivals, neither option is attractive.  On the other hand, a conference of 12 schools can play each other once every season. 

By comparing revenue and costs for conferences with varying numbers of members, Depken (2005) attempted to answer the question of optimal conference size empirically. He found that as the size of a conference increases, revenue per attendee (revenue divided by attendance) rises and then declines, with a maximum reached for a conference with 10 members. The cost per attendee declines and then rises, with a minimum average cost at 14 members. Profits are maximized (marginal revenue = marginal cost) where the number of members equals 11.76, which rounds to 12 members. 

There are often ripple effects, as conferences that lose membership scramble to find enough new schools to remain viable. A similar type of behavior can be seen in the business world when one or two mergers take place in an industry. The rest of the firms often start looking to merge to avoid being left without a suitable partner (and the same might apply to marriage!). 

For the major Division I-A conferences, 2003 was a year of significant realignment. The Big East lost Boston College, Miami, and Virginia Tech to the ACC, and added Cincinnati, DePaul, Louisville, Marquette, and South Florida. After losing five members, Conference USA announced that it would add Central Florida, Marshall, Rice, Southern Methodist, and Tulsa, while Charlotte and St. Louis would depart for the Atlantic 10. When the Western Athletic Conference lost members to CUSA, it lured Utah State and New Mexico State from the Sunbelt Conference. The Sunbelt added two schools moving up from Division I-AA, Florida Atlantic and Florida International. 

In the past, a significant number of schools chose to remain independent of a conference for some sports, particularly football. Notre Dame is probably the best-known example. Given its national reputation, it was able to schedule football games with other independents as well as members of major conferences. A game against Notre Dame was guaranteed to bring media attention and increase ticket sales. The number of independents has dwindled, with just Army, Navy, Notre Dame, and Temple remaining in 2006. Temple is scheduled to join the Mid-American Conference in 2007. 

1.6.5  NCAA governance

The NCAA’s system of governance was significantly revised in 1997. The current federated system is illustrated in Figure 1.1. Each of the three NCAA divisions has its own governing body that sets the overall direction of policy (a Board of Directors for Division I and the Presidents Councils for Division II and III) and a Management Council that makes recommendations to the Board/Council and handles responsibilities assigned to it by the governing body. The Board and the two Councils are composed entirely of presidents or chancellors of member schools. Positions on the Management Councils are filled by athletic directors, faculty, and in the case of Division III, student-athletes and college presidents. The Management Council for Division I has 49 members, with a majority of positions dedicated to representatives from I-A conferences. 

Figure 1.1  NCAA Organizational Chart
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Above these boards and councils is the NCAA Executive Committee, which is comprised of 12 university presidents from the Division I Board of Directors and two presidents each from the Presidents Councils. They are joined by the NCAA President and the chairs of the three Management Councils as ex officio (non-voting) members. The Executive Committee has the authority to approve the budget, create special committees, call for votes on constitutional changes, refer any action by a division that it deems contrary to basic principles to the entire membership, and resolve issues related to actions taken by the Association. 

Much of the work of the NCAA is conducted by various cabinets, committees and subcommittees. As of 2006, there were 26 committees that reported directly to the Executive Committee, including the Committee on Sportsmanship and Ethical Conduct, the Olympic Sports Liaison Committee, the Committee on Women’s Athletics, and the rule-making committees for various sports. The Division I Management Council had nine subcommittees, including Budget, Governance, Membership, and Strategic Planning. It also has two cabinets, for Academics/Eligibility/Compliance and for Championships/Competition. 

Prior to 1997, the entire membership of the NCAA voted on all legislation. After the restructuring, each division manages its own affairs, and only Divisions II and III retained the one member-one vote policy for approving legislation. In Division I, a vote by all members only occurs when there is a call for an override of a decision by the Board of Directors. Otherwise, the Management Council acts much like an elected legislature, such as the U.S. House of Representatives.  

In Division I, legislation can be referred to the Management Council by a conference, a cabinet or committee, the Board of Directors, or any constituent group. The Council conducts an initial formal consideration and either forwards it as approved to the Board of Directors, votes to not approve it, or establishes a 60-day comment period for the membership and then has a second consideration. If it reaches the Board for their consideration, they can approve it with or without significant modification, vote to not approve, or take no action at all. If there was significant modification, it goes back to the start of the process. If the Board approves or rejects it, there is a 60-day period for the membership to request an override. If there is no call for override, the Board takes a Final Action. An override request must have the support of at least 30 division members. In that case, the Board reconsiders, and if they decline to reverse their decision, it is put to a vote by the membership at the annual convention each January. It requires a 5/8ths majority to override the Board, and the results of the vote are final.

1.6.6  Other amateur sports organizations

While the NCAA is the organization we associate with college sports, it had competitors for that role in the past. The Amateur Athletic Union was founded in 1888 to promote amateur sports, particularly track and field, in an era when many people did not go to college. It trained athletes and organized teams to participate in the Olympic Games and represented the U.S. in international sports federations. It also promoted sports for women nearly a century before the NCAA became involved. In 1899 the AAU gave up its claim of authority over most college sports, but it continued its efforts to control all amateur lacrosse, basketball, and most importantly, track and field. 

A critical dispute between the two organizations was whether athletes would be considered as amateurs for the Olympics if they participated in an event not sanctioned by the AAU or accepted financial payments from colleges (i.e., scholarships). When the NCAA began its own championships in track and field in 1921, the battle escalated. General Douglas MacArthur, who was elected President of the American Olympic Committee in 1927, persuaded the parties to put aside their differences for the sake of the 1928 Olympics. In 1930, the Olympic Committee was reorganized to reduce the overwhelming influence of the AAU, and the AAU agreed to modify its stance on eligibility. In 1946, the Alliance Agreement between the AAU and NCAA was signed. 

By the late 1950s, the battle heated up again. The AAU was unwilling to give up its majority on the Olympic Committee or its position as the country’s representative at international federations. The NCAA ended the Alliance in 1960, and two years later it organized a meeting of amateur athletic organizations. This led to the formation of separate federations for baseball, basketball, gymnastics, and track and field, with NCAA officials in control. Neither Attorney General Robert Kennedy nor his brother President John F. Kennedy were able to settle this dispute. It was only resolved with passage of the Amateur Sports Act of 1978, which created the United States Olympic Association and stripped the AAU of its power. 

The AAU refocused on promoting grass-roots sports at all levels. It sponsors national championships in 36 sports, including baseball, football, karate, and surfing. They currently have 500,000 participants and 50,000 volunteers. It plays a significant role in the development of promising high school basketball players. After the regular high school season is over, the players can join AAU teams, some of which are sponsored by the shoe companies Nike and Adidas. The teams have paid coaches and they offer students the chance to test their skills against other talented players. Of course, they also offer companies like Nike a way to establish a relationship with these players, which will hopefully lead to endorsement contracts with the best of them when they reach the NBA. The AAU coordinates its player-development leagues and camps with the NCAA, NBA, and others.

A different competing organization, the National Association of Intercollegiate Athletics (NAIA), has its roots in small college basketball. James Naismith, the creator of basketball, helped organize a tournament in 1937, for teams from small colleges. Based on the success of that tournament, a group of small colleges met in 1940, to form the National Association of Intercollegiate Basketball. When the organization broadened its scope in 1952, the name was changed to the NAIA. Championships in other sports were added and membership increased. 

With the NCAA focused on the major colleges and universities, there was a market niche for the NAIA. By the 1970s, membership reached 561. However, when the NCAA split its College division in 1973, to create Division III for small schools without athletic scholarships, membership in the NAIA began to decline. The NCAA had more resources, and Division III is governed by its own Board and committees, keeping small colleges at arms length from the pressures and scandals of big-time programs. By 2006, the NAIA had dropped to 289 schools, nearly half of its peak. Most of the defections have occurred since 1985, with membership falling by 179. 

While there is concern that the NAIA may collapse, it has two key selling points. First, it is positioned between NCAA Division II and III, making a switch to DIII a downward step for smaller universities. Second, it offers less oversight and fewer rules. At 331 pages, the NCAA Division III Manual is slimmer than its Division I counterpart by a hundred pages or so, but it is still a hefty tome. The cost of compliance with NCAA regulations is not insignificant, particularly for a small athletic department. 

Another niche not addressed by the NCAA was intercollegiate sports for women. Opportunities for women to compete were very limited until the late 1950s and 1960s. The NCAA was not interested in devoting any resources to something it viewed as entirely secondary to the real business of men's sports. In 1964, the Executive Committee inserted one line into its regulations. It simply read “[T]he games committee shall limit participation to eligible male athletes.” To fill this vacuum, the Association of Intercollegiate Athletics for Women (AIAW) was founded in 1971, with 280 charter members. Not surprisingly, they banned many of the hallmarks of men's sports under NCAA leadership, including off-campus recruiting, athletic scholarships, and restrictions on transfer between colleges. By 1981 they had more than 900 members with national championships in 19 sports.

Even with passage of Title IX of the Education Amendments of 1972, the NCAA continued to largely ignore women's sports. Title IX prohibits gender discrimination at institutions that receive federal funds. It was assumed by some that because sports did not directly receive any money from the federal government, they would not be affected. This was not the case, and schools were soon obligated to bring women's intercollegiate sports closer to parity with programs for men. 

By 1980, spending on women's sports was 16% of the average athletic department budget, up from less than one percent ten years earlier. The AIAW had demonstrated that women's sports could be successful, and the NCAA took notice of rising attendance, corporate sponsorship, and a million dollar television contract with NBC. They began to offer their own women’s championships, first in Division II and III, and by 1981, in Division I. By scheduling its own tournaments at the same time as the AIAW events, they forced schools to make a choice. Given the superior resources of the NCAA, including their offer to pay all transportation costs to participating members, schools chose their championships. In addition, at many schools the athletic directors had initially wanted nothing do with women’s sports, allowing them to operate independently for a period of time. By 1981, the growth of women’s athletics had led to their merger with the men’s program, and the athletic directors (almost exclusively male) were more comfortable with the NCAA. The AIAW ceased operations in 1983, after an unsuccessful lawsuit against the NCAA. They had lost the battle, but were a large part of winning the war for gender equality. 

1.6.7  Radio and television coverage

The first commercial radio stations were established in 1920. Broadcasts of sporting events were very popular, particularly professional boxing, professional baseball, and college football. The first college games to be covered were regional rivalries, such as the “Backyard Brawl” between the University of Pittsburgh and West Virginia University in 1921 (Covil, n.d., ¶ 10). Starting with the broadcast of the 1922 Princeton-Chicago game, “radio had made itself part of the nationalization of football, by making interregional competition immediately available to masses through the airwaves” (Smith, 2001, p. 17). Using a series of stations connected by phone lines, NBC’s coverage of the 1927 Rose Bowl game was the country’s first coast-to-coast radio broadcast (Covil, n.d., ¶ 12). 

In the early years, radio stations aired college football games without advertising. The broadcasts were free public exposure for the college, and radio stations used them to build up an audience of loyal listeners. As radio stations began to line up advertisers, some colleges rebelled at the growing commercialization and imposed restrictions. For example, the Southeastern Conference banned broadcasts of intersectional games.

Colleges experienced declining attendance at football games in the early 1930s due to the Great Depression. Reasoning that radio broadcasts were also partly responsible, many conferences reacted by imposing further restrictions. However, selling the broadcast rights proved attractive to make up for some of the lost ticket sales. In addition, if more people became fans because of the broadcasts, then ticket sales might rebound. By 1935, all the conference-wide bans were rescinded. Radio coverage continues to be popular today. 

The University of Pennsylvania hosted the first television broadcast of a college football game in 1938. There were only six sets tuned in, all of them at the Philco Company laboratory in Philadelphia. Within two years, the number of sets in the city had increased to about 700, and the University decided to broadcast all of its home football games. By 1950, they were able to sell the season’s broadcast rights to ABC for $150,000.

Several other schools signed television contracts in 1949. Some involved straightforward payments, including Wisconsin’s deal for $10,000, Tulane’s for $7,500, and USC and UCLA’s for $34,500 each. Others were structured to protect against attendance loss, such as Michigan’s deal for $2,000 per year plus reimbursement for reduced attendance. 

Many of the other members of the NCAA were more skeptical about television coverage, concerned that it would reduce attendance and gate receipts. The NCAA commissioned two market research studies, which found some indication of a drop in attendance for televised games. However, the evidence of a decline was far from definitive, and the possible replacement of gate receipts with television revenue was not considered. Nevertheless, the delegates at the 1951 Convention voted for a ban on broadcasts for the upcoming football season. Pennsylvania refused to comply with the ban, and it signed a new $200,000 contract with ABC. When the NCAA threatened it with expulsion, which would require other NCAA members to cancel their games with Penn, the university was forced to back down. 

However, facing a public outcry and the threat of antitrust hearings, the NCAA allowed the broadcast of a limited number of sold-out games in 1951. The following year they implemented the Television Plan devised by its Football Television committee. The TV Plan restricted network television broadcasts to one game per week, with no school appearing more than twice. The NCAA negotiated the contract and divided the revenue between its members. In 1955, under pressure from the Big Ten, regional broadcasts of games that had not been chose by the network as the national Game of the Week were allowed during five weekends. The dollar value of the NCAA television contract increased steadily, surpassing $60 million in 1983. The NCAA distributed most of the proceeds to the schools that appeared on television, with a small percentage going to the rest of the members and to the NCAA itself to finance its operations. 

By 1976, the schools with the most popular teams were sufficiently dissatisfied with the television agreement to form a new organization, the College Football Association (CFA), to advocate for their interests. The CFA represented seven major football conferences and the independents Notre Dame and Penn State. They argued against the limited number of televised appearances and for a larger share of the money. The split of Division I into I-A and I-AA was partly in response to pressure from the CFA for greater autonomy for its members. The maximum number of televised games per year for each team was also increased from two to three. While lobbying for change within the NCAA, the CFA also approached the television networks for their own contract. In 1981, NBC offered the 62 members of the CFA a $180 million four-year deal. The NCAA responded by threatening to expel the members of the CFA. The CFA backed down, in part because expulsion would exclude them from the other lucrative television contract, the men’s basketball tournament. They did not give up the fight, however, and a lawsuit was filed against the NCAA. 

On behalf of the CFA, the University of Oklahoma and the University of Georgia sued the NCAA for violating the Sherman Act of 1890, the primary antitrust in the U.S. They alleged that the NCAA’s television contract was a restraint of trade. In 1982, the U.S. District Court agreed that the NCAA was acting as a cartel to restrict output and raise prices. While the case was under appeal, the NCAA negotiated a new set of contracts for the 1984 season with ABC, CBS, and ESPN, with a total value of $73.6 million. Before the start of the 1984 season, the Supreme Court upheld the lower court’s decision. This gave individual schools and conferences the rights to negotiate their own television contracts. The NCAA retained the right to ban a school from appearing on television as a disciplinary action. 

In a dissenting opinion, two Supreme Court justices argued that the NCAA’s limit on the number of TV appearances decreased the importance of winning. If more games were televised as a result of eliminating the existing Television Plan, and the networks paid large amounts to schools with winning programs, then the incentive to develop a powerful team would increase. The dissenting justices feared that this could lead to less emphasis on academics and more recruiting violations. 

The CFA negotiated a new broadcast contract on behalf of its members, but it was unable to persuade the Pac-10 and Big Ten to join with the other elite conferences. Rather than a new cartel consisting of all the top football programs, there were now two major competitors, the CFA and the Big Ten/Pac-10 coalition. Because each competitor dominated a geographical region, they were each able to exert a degree of monopoly power, but less than if there had been a unified cartel. A significant difference between the CFA contract and the earlier NCAA deal was that the rights for games not selected by the network for broadcast reverted back to the schools, allowing them to sell those rights on the open market, as long as they were not shown in the network's time slot. 

The CFA was unified until 1991, when Notre Dame signed its own contract with NBC for $38 million, twice what it was getting from the CFA (Sandomir, 1991). In 1995, the FOX network outbid CBS for the NFL contract, leaving CBS without any football games to broadcast. To fill this gap, CBS lured the popular Southeastern Conference (SEC) away from the rest of the CFA with an $85 million five-year contract. Facing further defections, the CFA was dissolved in 1997, and the schools and conferences went their own way. 

Compared to the era of one contract with a single network for all Division I-A football, today’s television coverage is a complex arrangement with conferences having contracts with multiple networks. In the Pac 10, for the 2006 season 14 games were shown on ABC, 13 on FSN (formerly FOX Sports Net), and 5 on TBS. ESPNU, a subsidiary of ESPN, has multiyear deals with the Atlantic Coast Conference, Big East, Big Ten, Big 12, Conference USA, Mid-American Conference, Mountain West Conference, Southeastern Conference, Sun Belt Conference, and Western Athletic Conference. ESPNU games are shown on cable and broadcast locally by network affiliates and independent stations. Some Pac 10 games will be added to its schedule in 2007. The Big Ten announced in 2006 that it is forming its own network, the Big Ten Channel, with FOX Cable Networks. The development of new media outlets will be discussed further in Chapter 7.
The NCAA has never controlled the broadcast of regular season basketball games, so individual schools and conferences have always negotiated their own contracts. With 326 teams playing Division I basketball and a typical season of 30 to 40 games, the supply is much larger than for Division I-A football (119 teams and a 12 game season). Nevertheless, the demand is strong enough for most major conference games to be televised, at least on a regional basis. For example, the University of Washington will have ten of its 2006-07 games broadcast nationally, with nine on FSN as part of the Pac 10 contract and its game against Pittsburgh on ESPN. The University has a contract with FSN Northwest to broadcast the remainder of its 30-game season on the regional network. 

1.6.8  Postseason bowls and tournaments

The NCAA organizes postseason championship tournaments for all sports. The men’s Division I basketball tournament is notable for the huge profits it generates for the NCAA and its members. While the NCAA organizes championships in football for DI-AA, DII and DIII, there is no such tournament for schools in DI-A. Instead, a lucrative system of postseason football bowl games has evolved over time, with its origins predating the NCAA itself.

The first bowl game was the Rose Bowl, played on New Year's Day in 1902 as part of the annual Tournament of Roses in Pasadena. The Tournament, which began in 1890, refers to the contest between displays of flowers on floats, not the football game. The event was intended to showcase the community’s warm climate to residents of other parts of the country. Michigan's 49-0 blowout of Stanford in that first game was not well received by the California fans and organizers, and football did not return until 1916. The format of pitting the conference champions from the Pac 10 and Big Ten against each other was adopted in 1947. To accommodate the growing crowds, the city of Pasadena constructed the Rose Bowl stadium in 1923. With a capacity exceeding 95,000, it has sold out for every Rose Bowl game since 1947.

In the 1930s, other sun-belt cities arranged contests on New Year's Day to stimulate their flagging Depression-era economies, including the Orange Bowl in Miami, the Sugar Bowl in New Orleans, the Sun Bowl in El Paso, and the Cotton Bowl in Dallas. During the 1950s the NCAA stepped in to create a more orderly system, reducing the number of events from fifty to just nine, and requiring their approval for any new bowl games. The NCAA today collects only a modest annual licensing fee of $12,000 for these events. As of 2006 there were 28 sanctioned bowl games, and only members of the Division I-A conferences are eligible to be invited. 

With the advent of television, the bowl games moved beyond a way to bring in tourist dollars. Television created the American tradition of sitting down to watch football on New Years Day, and with large audiences comes big money. A single 30-second commercial during the 2005 Rose Bowl was priced at $500,000. While this is significantly less than the $2.4 million for the 2005 Super Bowl, the total cost of an ad run during the four major bowl games was $1.35 million. Another source of revenue for the bowl organizers is corporate sponsorship. We now have such official names as the Tostitos Fiesta Bowl and the Federal Express Orange Bowl. 

With organizers receiving significant revenue from television networks and corporate sponsors, they are able to offer large payments to the participating schools. For appearing in the 2006 Fiesta Bowl, Notre Dame received $14.87 million. Its opponent, Ohio State, received slightly more, although it had to share it with the other schools in the Big Ten Conference. An appearance at even a minor bowl can earn a school in excess of $1 million, although it may spend most of that on travel and other costs. While the NCAA does not manage these events or collect any of the revenue, these large payouts do give the NCAA some leverage. It can ban a school from participating in postseason play, including bowl games, giving it an effective tool to punish schools that break its rules.

In 1992, the Bowl Coalition was formed by six major football conferences (ACC, Big 8, Big East, SEC, Southwest, and Pac 10), the independent Notre Dame, and the organizing committees for the Cotton, Fiesta, Orange, and Sugar Bowls. The members agreed to have the top two teams from those conferences meet in a self-declared national championship at one of the bowls on a rotating basis. This further differentiated both the four bowl games and the six conferences from their rivals. By acting together, this also gave the organizing committees a more powerful position when negotiating with the networks for the broadcast rights. However, the system for selecting teams for the championship game was far from perfect. First, the Big Ten and the Rose Bowl, which hosted the top teams from the Big Ten and the Pac 10, were not members of the Coalition. Second, three of the bowls were hosted by a conference champion (SEC for the Sugar Bowl, Southwest for the Cotton Bowl, and Big Eight for the Orange Bowl), and they were not allowed to play in the assigned championship bowl even if ranked first or second (unless their bowl happened to host the championship that year). 

The Bowl Coalition was replaced in 1995, by the Bowl Alliance, which was replaced by the Bowl Championship Series (BCS) in 1998. The Cotton Bowl and Southwest Conference were dropped from the group, the Big Ten joined, and the Rose Bowl Management Committee reached an agreement to release the Big Ten and Pac 10 champions if they were ranked one or two. Although there is no contractual relationship between the Rose Bowl and the BCS organizers, it is part of the rotation to host the national championship game and is commonly referred to as a BCS bowl. The Rose Bowl has its own network contract, separate from the BCS contract.

With a total of four bowl games and six conferences, there were openings for two schools from other conferences or independents (with Notre Dame automatically displacing other contenders if it met certain criteria) to play in the national championship or one of the other BCS bowls. The system for selecting the two at-large slots has been controversial, with only two teams outside of the six member conferences appearing in a BCS bowl during the first ten years. (Utah in 2004 and Boise State in 2007). The system was further modified for the 2006-07 season. First, the champion from one of the five non-BCS conferences will automatically qualify for a BCS bowl if it is ranked in the top 12 or in the top 16 and higher than a BCS conference champion. Second, a new national championship game was created, to be hosted by one of the four BCS sites but one week after the other four bowls.

Appearing in one of the BCS bowls is important for the status, television exposure, and money it brings the participants. In 2003, ABC paid $100 million to broadcast the BCS bowls, while the television rights for the other 24 bowl games sold less than $20 million. The eight teams appearing in the BCS bowls were paid more than $117 million in 2003. The distribution of revenue for these bowls will be examined in more detail in Chapter 2, which focuses on cartels in college sports, and again in Chapter 7, which examines the role of the media. 

What about the teams relegated to one of the minor bowl games? While the school might receive $1 million or more, the expenses can be nearly as large. They are usually required to buy a large block of tickets, and if they are unable to resell them to their fans they must cover the expense. A bowl invitation is usually viewed as a way to reward those who have supported the team, and a large number of individuals expect to get a free trip to somewhere warm, including the band, cheerleaders, administrators, and boosters. The cost of transporting, housing and feeding upwards of five hundred people is significant.
In basketball, the first college championship was the 1938 National Invitation Tournament (NIT) in New York City. Originally organized by the Metropolitan Basketball Writers Association, management was handed over to the Metropolitan Intercollegiate Basketball Association (MIBA), a group of five NYC colleges, in 1940. The first NCAA championship tournament was played in 1939. There were just eight teams, which were the winners of their conference championships. The University of Oregon from the Pacific Conference defeated Ohio State of the Big Ten. 

In the early years, the NIT was able to consistently attract some of the best teams in the country. In the days before national television coverage, the media exposure surrounding an event in New York City was a powerful lure for the colleges and talented players hoping for a professional career. Also, the independent colleges were not eligible for the NCAA Tournament. 

To establish its dominance as the premier post-season tournament, the NCAA expanded its field and extended invitations to nationally ranked teams that did not happen to be conference champions, including the independents. They also forbade any team that was invited to its tournament to play in the NIT instead. With the NIT relegated to status as a tournament for teams that could not qualify for the real thing, the MIBA sued the NCAA for restraint of trade under federal antitrust laws. With the trial underway, the NCAA purchased the rights to the NIT in 2005 for $56.5 million, putting a quick end to the litigation. 

Television has made the NCAA Tournament, known by the registered trademark March Madness, an immense success. The championship game was televised locally for the first time in New York City, with an estimated viewing audience of 500,000.The first national TV broadcast of the NCAA championship game was in 1954, and the first network broadcast was on NBC in 1969. NBC also broadcast first and second round games on stations in local markets. In 1980, the new ESPN signed its first contract with the NCAA to show regional games. CBS took over the broadcast of all games in 1991, and in 1999, it signed a $6 billion contract to continue through 2013. Under license from CBS, games can now be seen on DirecTV, Yahoo!, and AOL. The NCAA collects additional revenue from corporate sponsors, including a $500 million 11-year marketing deal with Coca-Cola. Finally, there is strong demand for tickets. In 1993, total paid attendance exceeded 700,000 for the first time, with the Final Four played in the spacious New Orleans Superdome.

1.6.9  NCAA finances
It is fitting to end this chapter with a look at the finances of the NCAA. The revenue sources and the expenditures and distributions for the 2005-06 fiscal year are shown in Figure 1.2. For that year, total revenue was $521 million. Payments for television and marketing rights, primarily for the men’s basketball tournament, were $469.6 million, or 90% of the total. Ticket sales for championships brought in another $41.7 million, and investment income was $8.8 million. Membership dues were a scant $1 million. 

The NCAA’s expenses consist primarily of payments to its members, both schools and conferences. The colleges and universities in Division I received a total of $264.6 million in 2005-06. Approximately half of that was dispersed based on the number of sports sponsored by each school and the number of grants-in-aid it provided to student-athletes. An equal amount was distributed based on each school’s performance in the men’s basketball tournament over the previous six years. The schools also received a total of $19 million to enhance academic-support programs, such as tutorial services. 

Figure 1.2  NCAA Revenue and Expenses/Distributions, 2005-06
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Besides payments directly to the schools, the Division I conferences received a total of $42.9 million. Conferences that sponsor men’s or women’s basketball were given $6.6 million in grants to expand opportunities for women and minorities, improve officiating, and develop educational programs on drug use and gambling. They collected $11.8 million for the Special Assistance Fund for Student-Athletes and $24.5 million for the Student-Athlete Opportunity Fund. The Special Assistance Fund is intended to meet emergency or other essential needs when other financial assistance is not available. According to the NCAA (n.d., Sect. 6) the purpose of the Opportunity Fund is to 

assist student-athletes in meeting financial needs that arise in conjunction with participation in intercollegiate athletics, enrollment in an academic curriculum or that recognize academic achievement. Accordingly, receipt of Student-Athlete Opportunity Fund monies shall not be included in determining the permissible amount of financial aid that a member institution may award to a student-athlete. Further, inasmuch as the fund is design to provide direct benefits to student-athletes, the fund is not intended to be used to replace existing budget items.
The final amount allocated to Division I was $52.3 million to cover the costs of the championship tournaments, including travel expenses for the teams and officials. The grand total was $362.6 million, or 69.6% of all NCAA expenses. Division II schools, conferences, and championships received a total of $22.7 million, and $16.6 million was paid to Division III. These represent 4.4% and 3.2% of the NCAA’s budget, respectively. 

The remaining 22.8% of the NCAA’s expenses for 2005-06 were for programs considered to be association-wide rather than for a particular division. These include legal services, public relations, student-athlete insurance, governance, enforcement, and general administration. 

1.7  Chapter Summary

Early American colleges did not encourage athletics, leaving students to organize their own competitions with little faculty oversight. As colleges became universities and grew in size, they discovered that intercollegiate athletics were an effective way to promote the institution and attract additional students. As higher education became big business, so did college sports.  

At the beginning of the 20th century, the popularity of the football was threatened by increasing violence on the field. It took the creation of a new organization, which would later become the NCAA, to force changes in the rules. The NCAA went on to focus on other issues related to intercollegiate athletics, including amateurism, academic standards, the rising cost of sports facilities, the status of coaches, scheduling of games during the academic year, the effect of professional leagues on college sports, and the effect of adverse media coverage. 

With the explosive growth of higher education after World War II, the gap in size between large and small institutions increased. Some schools had significantly more resources to devote to athletics than others, making competition between them unrealistic. The NCAA divided its membership into two divisions in 1968, and then three divisions in 1973. For competition in football, the top division was further split into two subdivisions in 1978. Schools are also organized into conferences, such as the Big Ten, Pac 10, and SEC. 

The revenue generated each year by television coverage (currently in the hundreds of millions of dollars) has had a profound impact on college sports. The NCAA was initially able to limit the number of football games broadcast each week, resulting in substantial profits. As the revenue increased, so did the competition for the largest share. With the help of a favorable antitrust decision by the Supreme Court in 1984, the strongest competitors were able to break free and negotiate their own contracts. Television revenue has also fueled the men’s basketball tournament and the football bowl games. The current BCS system bestows tens of millions of dollars each year on schools in the elite conferences. 
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1.9  Review Questions

1.
What are four ways that institutions of higher education have changed since 1800?

2.
Why were alumni influential in the early days of college sports? 

3.
How did the media add to the popularity of college football? How did it benefit from that popularity?

4.
Why was the Intercollegiate Conference of Faculty Representatives formed? What is it known as today?

5.
What are the two conditions that define a public good? Can you list three non-athletics examples of a public good? Why are many public goods provided by the government rather than voluntary markets?

6.
What is an externality? What are the two kinds of externalities? In what sense does it result in a market failure?

7.
Burlette Carter mentions six debates that prevailed in the first 25 years of the NCAA’s history. What were those debates?

8.
What was the Sanity Code? 

9.
What was the 1.6 rule? What is the 40/60/80 rule?

10.
Why was the NCAA separated into divisions?

11.
Explain the differences between DI-A, DI-AA, and DI-AAA.

12.
Who were the members of the CFA? Why did they oppose the NCAA’s television plan?

13.
Does the NCAA control postseason competition in all sports? If not, who does?

14. What are the primary sources of revenue for the NCAA? What are their primary uses for that revenue?

1.10  Discussion Questions
1.
Why was violence in college football a good example of “free-riding”?

2.
What are some of the explicit economic costs associated with new facilities construction? What is the primary implicit cost?

3.
What are some of the problems associated with scheduling games and practices?

4.
Do you think any of those debates mentioned by Burlette Carter are still relevant in today’s college sports world?

5.
After 1973, schools offered scholarships year-to-year instead of a full four years. What are the pros and cons of this change from the perspective of a student-athlete, a head coach, the Athletic Director, and the president of the university?

6.
How might a student-athlete’s education be negatively impacted the 40/60/80 rule?

7.
Is your institution a member of the NCAA? What conference does it belong to? Does it play all sports in the same conference?

8.
What is the mission statement for your college or university (look in the catalog or web site)? Does it reference athletics? Assuming that you can find the institution’s budget, does the amount spent on athletics reflect the mission statement?

9.
Why do you think Boston College, the University of Miami, and Virginia Tech wanted to leave the Big East Conference to join the ACC? Why would the other ACC schools allow them to join?

10.
Why did Oklahoma and Georgia challenge the television plan? Does the ruling by the Supreme Court make sense to you from the perspective of economic analysis? Explain using basic economic theory.

1.11  Assignments/Internet Questions

1.
Search for the NCAA Injury Surveillance System. Compare the number of injuries by sport and how rates have changed in recent years. Can you find any evidence of catastrophic injuries?

2.
Visit the web sites for four Division I-A conferences and determine whether membership has changed in the last five years. 

3.
Visit the NCAA web site (www.ncaa.org) and search for information on the most recent NCAA convention. Examine the Proceedings and summarize one of the proposals that was voted on. 

4.
Visit the NCAA web site (www.ncaa.org) and locate the page on Budget and Finances. Examine the budget for the most recent year and compare it to the information in this text. How much has the total amount changed? Have the percentages for expenses and revenue changed substantially?
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Fast fact. One of the dissenting justices was Byron “Whizzer” White, who served on the Supreme Court from 1962 to 1993. Whizzer was an All-American football player for the University of Colorado Buffaloes in the 1930s. He went on to play three seasons in the NFL, leading the league in rushing yards in 1938 and 1940. He did not play professional football in 1939, instead studying at Oxford University in England as a Rhodes Scholar. An honors graduate of Yale Law School, he was renowned for his humble manner and sharp legal mind. A true scholar-athlete, he was in a unique position to judge the likely impact of an ever-larger financial emphasis on college football.











� Economies of scale occur in the long run when the cost per unit decreases as output increases. You may remember this from microeconomics as the downward-sloping portion of the Long Run Average Cost curve. One explanation is that some inputs, such as the most efficient machinery, are not available in smaller sizes. Only a large firm can afford this capital, giving them a cost advantage. For higher education, a comprehensive library is one such asset. It is difficult to have a small library and still offer all of the resources needed for students and faculty. A large university can offer more services at a lower cost per student. 


� When an authority tries to fix a problem by imposing restrictions rather than changing the underlying incentives, they often make the problem worse. By adopting a rule limiting the regular season, the NCAA clearly intended to reduce the impact on student-athletes. However, because schools had a monetary incentive to schedule as many games as possible, they found a way around the limit that actually led to even more time demands for students. This is an example of the Law of Unintended Consequences.
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