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Values As Guiding Principles
.In The Administration Of Olympic Sports In Singapore

ed by precepts which are either general or sport-specific. Choice of activity,

dentification, motivation to participate, selection procedures, coaching

s concerned with values within the context of sport management. As

competitiveness in international sport becomes a more relevant prerequisite in the

ultural development of Singaporeans, so there is an increasing necessity

entify the criteria which guide decision making processes. Four particular

questions arise concerning the impact of values on the management of sport in




. First, is there evidence to suggest that decisions guided by values have

nflienced the development of sport management? Second, how are the evolving

ysté'fn's structured? Third, how are the values prioritised by the respective

fmanagers and administrators? And fourth, is there a sufficient compatibility

ween the values to ensure the further advance of sport? Therefore, the specific
£ this study is to examine the general values and value priorities of
ls-entrusted with directing national and personal sporting objectives. The

ng section describes the national setting within which values have evolved.

semént of Sport in Singapore: An Historical Perspective
its'competitive form in Singapore has been largely an amateur-based pursuit,
cted initially along colonial and communal lines (Lau, 1978). Traditionally, the

| National Sports Associations in Singapore have been led by volunteers, in

he same way that was accepted during the period of Crown Colony status.
lonial influence, which encouraged exclusivity (and thus segregation) through
stem of private sporting clubs of sport, was marked by the adoption of a

itis st’jf_l_ed approach to sport, which placed more emphasis on the process of
;}t_i_O'n rather than the end result (Kew, 1978). The pursuit of soccer, ténnis,

imming, rugby, and cricket as leisure activities, was formerly directed by the

althiersettlers and migrants. And even today, the contribution of private clubs
:__e_1_r'-1n'embers) to the promotion of international competitions is still

h"si’de’iﬁr’able. The Singapore Cricket Club, for example, hosts four of the main annual




nal:events on the local sports calendar. The orgarnisation of these events
‘hands of unpaid volunteers.
Sport in‘contemporary Singapore retains some of its earlier communal

cs as well, Basketball, badminton, and volleyball are associated with the

4:the autonomy of the National Sports Associations was guaranteed in
orries that Government involvement might be too intrusive,
mentinvolvement in sport has nevertheless been pervasive (Oon. 1984) dating
6 'when a Sports Division of the Ministry of Social Affairs was established
e development of sport and to raise the level of competitiveness.

:lj_e National Sports Promotion Board was set up in 1971 to advance
__S',_.‘._-but in 1973, with the completion of the National Stadium complex,

f_Sp‘orts_' Council was founded and a Sports For All philosophy became

ornerstone of the sporting policy. In the early years of independence all available

W




¢ channelled into nation building, Sport was expected to sacrifice

direction with a new mission statement being formulated:

foster-a fit and healthy nation based on the policy of promoting sports
pation‘in sports from the recreational to the high performance levels so

nhance the quality of life and contribute fo nation building.“

3an excellence programme was launched jointly by the Singapore

ncil and Ministry of Community Development. With excellence in sport

en sports were Bodybuilding, Hockey, Sepak Takraw, Shooting,




1’d'Wus_hu. In all there are fifty five National Sports Associations

today; 22 of which are classified as Olympic sports.




vement: values that emphasise personal success or competence as defined

al-or prevailing standards of sport management, thereby obtaining social

sm: values that emphasise pleasure and personal gratification.
lation: values that encourage the confrontation of uncertainty or risk, and

rate further exciternent.

elf-direction: values emphasising the conduct of sports administration for
jased reasons associated with sell-determinacy.

lism: values emphasising organisation with due attention to the safety,

ising h‘é"xsolidarity of the group, these values take the form of beliefs and
wviour, which have the motivational goals of respect, commitment, and
of tried anc tested methods.

valires that encourage adherence to designated sporting behaviour,

‘the strategy of the coach, not playing out of position, not taking



values that originate from the basic needs of individuals and groups in
njo :'2'1'_- safe and stable environment. They emphasise protection from real
e '_tfhll.-'eats of a physical, environmental or an emotional nature.

_a_IL_i:és that originate from the acceptance of the need for dominance and

ial seftings. They emphasise status, prestige, and control over people

a!tljes';-_a's' eriteria for decision making are triggered when a situation of

inter é_§tsr exists. Values are influential in this role because of their

the formation of specific attitudes, which may be evoked in immediate
okeach, 1968). Typically in sporting situations, the interests of players

may be at variance. Disagreement over team positions, strategies, and

Y cessnate an appropriate judgement from the authority figure.

rtz’ model conceptualises the 56 values as capable of representing 3
uirements of existence which have the potential to be conflicting:
'eds.;':fsurvival:and welfare needs of group, and requisites for smooth

interac 01"1_.- The interrelationships between these basic requirements is shown

‘asport-administration context therefore, values which may be

in a-particular situation are based on the personal needs of the

éij:u'isites-fo'r social interaction amongst fellow officers and athletes, and
uirements of the association, as a whole that is being represented.
_L_ldy,.-_Va!ues'can be recognised as both antecedents and consequences
,_a_s_é__éciated:with the administration of sport. As antecedents, values

nts of reference-used during decision making in management processes.
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iscover variations in the value structures of administrators from the
roups would lead one to conclude that there are differences in the ways
e their understanding of the world of sport. That is, how they reconcile

mpatibilities' among values, not simply the relative importance of
Method

were -5':"-s_p()rts administrators from Singapore. Of the 34 representatives

lonomous National Sports Associations, 12 were paid employees and 22










mpare subjects on each of the value types simultaneously, a 2 (group) x

ard deviations, and Univariate I-tests of Significance are presented in




ievement® were credited with comparable si mficance. Subjects
T P g )
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from the Associations placed emphasis on ‘conformity” or self-restraint and played
down the independent nature of ‘self-direction’. For the Council representatives
little distinction was drawn between the ratings of these two types. The results
relating to ‘benevolence’ and ‘universalism® show that both groups considered the
welfare of people closely associated with themselves to be more important than
concern for the environment and people in.general.

Four value types were rated below 4.00 by both groups. Scores relating to the
contending types ‘hedonism’ and ‘tradition’, revealed that pleasure and enjoyment
were rated more important to the Council representatives, whilst the belief in
prevailing customs was ranked higher by the Association delegates. However,
together with ‘stimulation’ and “power”’, these types form the lowest priorities

within the system.
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Discriminant Function Analysis

To discover which of the 10 value types best predicted membership of the two
groups, a discriminant function analysis was conducted. Hedonism and self-direction
had statistically separated the groups in the MANOVA, with achievement and
stimulation recording scores close to the criterion of .05. Together these four values
enabled an accurate identification of group membership in 61.8% of cases (National

Sports Associations) and 73.2% of cases (Singapore Sports Council).

Discussion

Two groups of adminisirators were examined in this study. The first group comprised
the directors and managers of the National Sports Associations, They have the most
direct and personal influence on the athletes and officials who participate in sport.
These are individuals, who may have had considerable coaching or playing
experience. They have a feel for their sport. It was anticipated that this group would
emphasise criteria associated with the requirements of close personal interaction and
with the transmission of sport-specific knowledge. Members of this group may have
felt the need to make an active contribution to an Association that had nurtured them
in the past.

_The second group represented the directors, executives, and officers of the
Singapore Sports Council, who organise and oversee the development of the Sport
For All policy and the Sports Excellence 2000 policy. Here it was predicted that this
group would have a greater concern for policy making and the general well-being of

the sports system as a whole. Operating with less direct contact with athletes, this
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group was expected to emphasise criteria relating to collective rather than individual
interests. Whilst as individuals they may have had considerable involvement with
specific sport, their key motivation is career oriented. Their current active
participation in the conduct of competitive sport is expected to be less extensive than
their counterparts in the National Sports Associations.

One particular assumption is made about these groups. The operation of both
is based on the need for athletes to demonstrate competence at national and
international levels, so as to. obtain local, regional, or global approval.
‘Achievement’ values were emphasised by both groups as they emphasised the
demonstration of success or competence regardless of the size of the organisation.
Obtaining social approval would vary according to visibility and status. Lack of
success might also be a greater issue for individuals who work for the organisations
running major sports. ‘Hedonism’ values are not strongly associated with either
group. The satisfaction experienced by these administrators from sports performance
is largely vicarious and the benefits therefore indirect. ‘Stimulation’ values
emphasising action in response to uncertainty were likewise of lower priority,
perhaps reflecting the mundane nature of everyday administrative work. The
expectation of sporting success or non-success would influence the intensity of
arousal inherent in competitive sporting situations. If management is perceived as an
on-going challenge then excitement would generate reward and reinforcement to
persist,

Self-direction values emphasising the conduct of sports administration for

intrinsically based reasons would seem o be more closely associated with members
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of the National Sports Associations. Their scores were significantly lower than those
of the Singapore Sports Council however. This may be explained in terms of the
power relations within the Associations. With limitations in human and financial
resources it is possible that the delegation of assignments in small Associations leaves
little opportunity for personal creativity or independent action. The Singapore Sports
Council as a larger organisation has greater latitude in devolving or assigning work.
‘Universalism’ values emphasising organisation with due attention to the safety and
enjoyment of subordinates reflects a similar trend to self-direction with a higher score
for the Council representatives. These values emphasise understanding, appreciation,
tolerance, and protection of the welfare of all people and for nature (Schwartz,
1992). These are principles more closely associated with the advocacy of a Sport For
All policy, which is the responsibility of this group. ‘Benevolence’ values were the
most compatible between the. two groups, with scores for both indicating a high
priority. This emphasises that the development of cohesion and teamwork in pursuit
of harmony is a well-recognised goal. Both organisations showed concern for the
support and encouragement of coaches, technical officers, and athletes. The
anticipated emphasis on “Tradition’” values by members of the National Sports
Associations did not eventuate, there being no statistical difference between the
groups, It is assumed that tradition is not a strong guiding principle for sport in
Singapore at present. The colonial inheritance has not been transformed into a
uniquely Singaporean sport culture as yet. The task of acknowledging and
internalising sport remains an objective for the future. The scores for these values

also reflect an acceptance of the rapid and continuous process of change that is
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synonymous with Singapore. ‘Conformity’ values encouraging adherence to
designated sporting behaviour was given a high priority by the Sports Associations.
As small independent bodies, the maintenance and promotion of conformity has
replaced tradition as the focus for ensuring survival and identity. “Security’ values
emphasise conservation of order and harmony in personal interactions {Schwartz,
1995). The scores for each group reflected the importance of this value as a means to
avoiding or overcoming the threat of uncertainty through control which is power
related. The scores for the ‘Power” values themselves were the lowest for both

groups specifically, resources.

Values Research
Unlike some approaches to research on the relationship between motivational goals
and behaviour, Schwartz’ theory of an integrated system does not select single values
presumed to be associated with, in this case, management in sport, and then measure
the relationship, but rather considers the interactions between the competing values
within the system simultaneously. According to Schwartz’ (1995) interpretation, it
would be in situations where conflicts arise that values become operationalised and
used as guiding principles. In effect, in a sporting situation where ‘playing for
personal glory’ becomes incompatible with ‘teamwork’ there will be a trade-off
between value types associated with self-enhancement and self-transcendence.

- Values are important to sports administrators because of their potential to
influence behaviour in sport related situations. Sportsmen and women express greater

positive feelings about sport participation when they encounter others whose values
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are perceived to be similar (Schermerhorn, 1991). Congruence of values within any
organisational framework represents a key facet of the vision for excellence in
Singapore. In the sporting context, when values are incongruent, conflicts over goals
and means are likely to result. Officials from the National Sports Associations who
are in close contact with athletes tend to use principles that apply to sport-specific
situations where individual needs are to be integrated. There is emphasis on
achievement and the concomitant need for conformity in teamwork to accomplish
that success. Directors and officers from the Singapore Sports Council view matters
from the organisational standpoint tending to recognise and resolve problems on a
broader scale. Surprisingly, power to effect change or control is perceived as low
priority by both groups even though it represents a critical component of leadership
effectiveness (Soucie, Aplin, Quek, and Oon, 1996).

The value systems representing the National Sports Associations and the
Singapore Sports Council are structured in terms of conflicting interests and the
potential of a motivational goal to resolve the conflict. Administrative officers
assimilate at least two sets of values; those pertaining to the conduct of sport and
those pertaining to the management of sport. Depending on previous experience one
or other of these sets may dominate. The values are prioritised according to the

perceived demands of a situation.

Conclusions
This study is part of an on-going investigation of values associated with competitive

sport. Tt provides descriptive information on the interplay between values within an

i~
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individual’s own integrated system. The key findings relate to the criteria used to
direct decision making by representatives of two different groups of sport
administrators. Based on an historical perspective it was anticipated that two of the
main agencies of sport in Singapore would show contrasting characteristics. The
results showed that a significant difference did indeed exist between the values of
individuals representing the respective groups.

The main implication of the study focuses on the creation of a sports culture,
where the values of the members are more congruent with each other, Within the
context of this study, four factors are considered influential in shaping the content of
the values associated with the future development of sport in Singapore. First, the
age of the individuals involved will explain some of the variation. There is evidence to
suggest that recognised shifts in values are associated with chronological age, for
example, greater need for conformity and security, and less need for hedonism and
stimulation as one grows older (Schwartz, 1992). Second, the degree of general and
specific experience in management will be reflected in the ability of the individual to
reconéile and co-ordinate their own needs and the needs relating to the facilitation of
social interaction and group functioning. The management principles brought into the
system need to be taught and shaped specifically to deal with sport in Singapore.
Representatives of each of the sample groups would benefit from time spent with
their counterparts, so as to understand the prevailing problems of each and to
stimulate cross-fertilisation of ideas. Third, the experiences gained in sport as a
competitor help to facilitate interaction with athletes. There is cause to suggest that

the value systems of individual subjects whao have had greater experience of
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competition will reflect residual elements of values assimilated earlier as athletes.
Retiring athletes should therefore be encouraged to seek employment within an
integrated system on a full-time basis. Fourth, the conflict between intrinsic and
extrinsic forms of incentive represents an important area of concern for volunteer
part-time managers, At a time when a shift towards sports excellence is being
observed, it is appropriate to suggest that a transformation is required that brings the
Associations and the Sports Council closer together in terms of their employment

expectations.

Note

! Subjects are classified in terms ol active participation in competition at local regional and
international levels. The highest grouping includes the Olympic Games, World Championships, and
the Asian Games. The South East Asian Games is the foremost regienal competition.
Representation al the Association of South East Asian Nations Schools Championships or at the
Singapore Combined Schools Championships is limited to National Schools champions.
Pariicipation in local inter-Constitucncy tournaments of the national championships represents the
next level, Schools and clubs represent the lowest level of formal competition.
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