
Sport Culture: Why Your Role Matters 
 
How many sports teams do you have at your school? Is it 10? Or 20? More? Whatever the 
number, as an athletic director, your school tasks you with managing a bevy of schedules and 
ensuring all your teams can attend and be competitive in the hundreds of events throughout the 
academic year. As such, this can often lead to feeling like your entire role revolves around 
scheduling and logistics. While that is important, you also have an important part to play in 
creating your school’s sport culture, as well as in creating cohesion among coaches.  
 
Vicki Vaughan, Director of Athletics at The Colorado Springs School and a longtime contributor 
to TrueSport curriculum, shares her experiences as an athletic director, coach, and passionate fan 
of youth athletics while explaining why your role matters. 
 
The Best Athletic Directors Go Unnoticed 
 
Being an athletic director is often a thankless job. It sounds a bit counterintuitive, but a lack of 
recognition is commendable in most cases, says Vaughan. When people remain unaware of your 
duties (e.g., scheduling practices and game times, coordinating venue and transportation usage, 
ordering equipment, planning with other schools in the district, handling game-day setup and tear 
down, etc.) that is usually a sign that things are running smoothly. But when you are getting a lot 
of complaints and people are referring to you, that typically means there are issues you need to 
iron out, Vaughan adds.  
 
You Hire the Coaches 
 
Whether you hire outside coaches with a sport-specific budget or you rally teachers to take on 
coaching roles, as athletic director, you create a culture simply by who you hire and by how you 
set expectations, Vaughan explains. If you think kids should be playing multiple sports 
throughout the year, you will tend to hire coaches who share that philosophy and who will 
accommodate students who need to juggle practice schedules, multiple sports, and 
extracurriculars. 
 
If your high school is known for making sports accessible to all students, not just elite athletes, 
you will look for coaches who are happy to nurture athletes at all levels. “If I have a coach who 
puts winning above everything else, then that's not a good fit for our school,” says Vaughan. “I 
really focus on finding coaches who align with our school’s philosophies. And yes, it can be 
difficult, but finding the right coach is worth it.” 
 
You Amplify Work Ethic 
 
Do you arrive early to help set up for the swim meet or stay late to talk to parents after the big 
game? Vaughan is clear that all coaches and directors should maintain a healthy work-life 
balance, and adds that she, as athletic director, never asks coaches to do more than she would do 
herself, which is part of the reason she still coaches women’s basketball at her school. Vaughan 
leads by example rather than just setting rules and regulations. 
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When a coach fails to meet expectations, an athletic director must work with the coach on 
potential improvements. Sometimes, Vaughan says, that means letting a coach go, which can be 
difficult. But if the coach is no longer serving the students’ needs, it is the athletic director's job 
to solve that problem.  
 
You Set the Precedent for Normality 
 
Vaughan plans to begin the fall semester by bringing in a sports psychology and motivational 
expert to talk to all the athletes in her school. While she does this hoping to encourage students 
to join more school sports (something that schools have been struggling with in the wake of the 
pandemic), the primary reason is to set the precedent that bringing in experts to speak with 
athletes is a great practice that coaches can implement throughout the season.  
 
You Create the Connections 
 
Athletic directors can shape how coaches deal with crises among youth athletes. If an athlete is 
struggling with disordered eating, anxiety, depression, or any other mental health issues, a coach 
may not be equipped to deal with that themself. But as athletic director, you can make sure that 
coaches have the resources they need to help athletes in crisis. Vaughan has her “rolodex of 
experts” on-hand and ensures that all coaches in the school know that if one of their athletes is 
struggling, they can reach out to her for an expert who can help.  
 
You Set the Expectations 
 
Our TrueSport Experts tell coaches to create team mission statements and rules to live by, but as 
an athletic director, you can help shape a school-wide set of expectations and values for athletes 
and coaches alike. “I can train coaches to send those messages,” says Vaughan. For her, that 
includes selecting coaches who will prioritize helping athletes strive to achieve the best results 
possible. “We work together to find that fine line between success in sport, but getting there in a 
healthy and efficient way,” Vaughan concludes.  
 
Takeaway 
 
As athletic director, your role encompasses so much more than simply scheduling and hiring. It’s 
easy to get caught up in the day-to-day work that goes with the athletic director position, but in 
the bigger picture, you’re capable of creating—and reaffirming—a culture of sport in your 
school that will help athletes succeed on and off the court. Help your coaches by clearly defining 
the principles and values that you want your school’s athletes to maintain, and make sure that 
you’re helping create connections where needed.  
 
About TrueSport 
TrueSport®, a movement powered by the experience and values of the U.S. Anti-Doping 
Agency, champions the positive values and life lessons learned through youth sport. TrueSport 
inspires athletes, coaches, parents, and administrators to change the culture of youth sport 
through active engagement and thoughtful curriculum based on cornerstone lessons of 
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sportsmanship, character-building, and clean and healthy performance, while also creating 
leaders across communities through sport.  
 
For more expert-driven articles and materials, visit TrueSport’s comprehensive library of 
resources.  
 
This content was reproduced in partnership with TrueSport. Any content copied or reproduced 
without TrueSport and the U.S. Anti-Doping Agency’s express written permission would be in 
violation of our copyright, and subject to legal recourse. To learn more or request permission to 
reproduce content, click here.  
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