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ABSTRACT
This paper attempts to explain some elements afifferent structures and
systems of aquatic sports national governing badatween South Korea and the United
States of America. In order to examine the diffeemnbetween two countries, the paper
investigates the history of both countries at tihgic Games and aquatic sports
governing bodies in two nations. Content analysas wonducted to compare the two
countries and analyze compositions of members’ grackds on the Board of Directors

in each aquatic sport governing bodies.
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CHAPTER 1
INTRODUCTION

Swimming, Diving, Synchronized Swimming, and Wdeto are categorized as
aquatic sports. These four sports have one commanacteristic, which is the medium
of water. As water is required to perform, thesertsptend to be considered
representative sports for summer. For this reasguatic sports are one of the most
popular sports at the summer Olympic Games.

In the history of world swimming at the Olympicspamber of swimmers who
are from Europe and the American continent have mvany medals, not only in
swimming, but also in other aquatic sports. In meases, European and American
athletes have dominated these sports. Howevefirgh&orean swimmer, Tae-hwan
Park, to win gold medals was at the 2008 Beijingnddic Games. He was also the first
Asian athlete who won medals in the swimming evanthe Olympic Games (Yonhap
News, 2008). In 2012, Park also won medals at tielbn Olympic Games.

While Park has won swimming medals, other Koreaimsmers have not won
any medals at the Olympic Games. In addition, hepaquatic sports, such as diving,
synchronized swimming and water polo, South Ko@awon no medals at the Olympic
Games.

Furthermore, there are several concerns aboutréseimt and future of aquatic
sports in South Korea. First, there appears toobeompetitive athletes with world-class

ability like Park who will compete in the short4terfuture for South Korea. As it
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currently stands, if Park were to retire from thers, it is unlikely South Korea would
win medals at aquatic sports events in the nextn@lgs in 2016 and perhaps none as
well in 2020.

Swimming is a popular recreation sport in Southdégras thousands of people
each year learn to swim and participate in reapeatiswimming opportunities. In South
Korea, over 700 swimming pools are opened every ged most public swimming pools
provide swimming lessons to people of all agesexpkrience levels. Moreover, most
private schools and some public schools providenswing lessons to students as a
component of physical education classes taken gltingir youth. It is easy for people to
access swimming pools to learn how to swim or eo@aheir skills in South Korea as ,
there are over 660 amateur swimming clubs throug8outh Korea.

Despite the high interest in swimming, there i®acern about the administrative
structure of the organizations primarily resporesilolr growing the sport of swimming
and developing athletes who can compete at theekighternational level in swimming
and other aquatic sports (Lee, 2013; Kim, 2013 dtiministrative systems or structures
of the aquatic sports federation in South Korea bwijnadequate to operate the Korean
national team and support aquatic sports’ athigted levels (Lee, 2007; 2010).

The situation in South Korea is concerning when gared to other countries of
similar or smaller populations. Australia, a coyrdf 22 million people, has won 186
Olympic swimming medals since 1900 (Swimming Augité2012). South Africa (51
million people), a country similar in size to Soltbrea (50 million people), has won 15

swimming medals since 1928 (International Olympasnittee, 2012). In the 2012
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Olympic Games in London, South Africa won a totalhmee medals and Australia won a
total of eight medals in swimming.

On the other hand, the United States of AmericaX)JUfs continuously been
successful in aquatic sports at several Olympic €&arfRor example, when it comes to
the number of medals at aquatic sports’ eventsarClympic Games, the USA has won
519 medals in swimming, 133 medals in diving, mmedals in synchronized swimming,
and nine medals in water polo. However, South Kbasawon only four medals in
swimming and no medals in diving, synchronized swinyg, or water polo.

The huge discrepancy of achievement between Sootbakand the USA could
certainly be due to a number of factors includingrall population and other economic
factors. However, the discrepancy in performandeates a need to investigate some
aspects that could be contributing to the lack eflais in aquatic sports in South Korea.
Specfically, this paper investigates the differenloetween administrative structures that
govern aquatic sports in South Korea and the USRexiamines the backgrounds of the
Board of Directors of the various organizationd thieectly determine aquatic sports

participatants in the Olympic Games.
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CHAPTER 2
LITERATURE REVIEW

South Korea at the Olympic Games

In 1920, when the first organization for sport¥iorea was created, Korea was
under Japanese rule. The main purpose of the @ajgon was to use sports in order to
foster physical and mental health in an act ofgsbto the Japanese government. The
organization was called Chosun Sports Club. HoweterJapanese government forcibly
disorganized the Club in 1938. In 1945, when Kdreeame independent of Japan, the
Chosun Sports Club was reorganized. In 1947, The ¢hanged its name to Chosun
Olympic Committee and it officially joined the Imtetional Olympic Committee (I0C)
as the representative sports organization for Kdkéar the first participation in the
Olympic Games, the Chosun Olympic Committee chartgathme to Korea Olympic
Committee (KOC) in 1948 (Korea Olympic Committe@12).

KOC is a non-profit organization approved by th€l@nd is a part of the
Ministry of Culture, Sports and Tourism (MCST) (karOlympic Committee, 2014).
The MCST is a central government agency responfibline areas of tourism, culture,
art, religion, sports, media, and promotional atisgrg (The Ministry of Culture, Sports,
and Tourism, 2013). The MCST has two vice-ministen® each handle separate areas
of culture. The first vice-minister governs cultureligious affairs, and tourism. The

second vice-minister governs sports, media and ptiom The KOC is under the
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jurisdiction of the second vice-minister in the MC&@ he Ministry of Culture, Sports,
and Tourism, 2013).

South Korea's first appearance in the Olympic Gamasin 1948. A total of 67
athletes participated in the 1948 London Olympien@a (Korea Olympic Committee,
2010). Since then, South Korea has sent athletegeiy Summer Olympic Games,
except the 1952 and the 1980 Olympics. The lamgastber of Korean athletes who
competed in the Olympic Games was the 401 athieté®e 1988 Seoul Olympic Games
(Korea Olympic Committee, 2010). This large numiieaithletes was made possible
because the 1988 Olympics were held in Korea am@tbre provided a home advantage
for the Korean team. Excluding the 1988 Olympiasyt8 Korea has sent an average of
264 athletes to the Summer Olympic Games in thefp@sOlympic Games (National
Archives of Korea, 2010). In the Winter Olympic GasnSouth Korea sent 71 athletes to
the 2014 Sochi Olympic Games (Dong-a News, 201His Was the largest number of
Korean athletes to compete in the Winter Olympic@és.

In the history of South Korea at the Olympic Gan&sth Korean athletes have
won a total of 243 medals in the Summer Olympic €suiand a total of 53 medals in the
Winter Olympic Games (Korea Olympic Committee, 20Most of the gold medals
won by South Korea were in archery, with 19 medakhe Summer Olympic Games,
and in short track speed skating, with 21 medaleewinter Olympic Games.

South Korea ranked™in medal count at the 1988 Seoul Olympic Gameis iEh
the highest ranking that South Korea has recortétkeaOlympic Games (Korea
Olympic Committee, 2010). South Korea won 33 medatsall at the 1988 Olympic

Games and the largest number of gold medals i2@068 Beijing and the 2012 London
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Olympic Games, which was 13 medals in each competiKorea Olympic Committee,
2012). The top Korean medalist is Soo-Nyung Kirfgraner archer, who won a total of
six medals in the Olympic Games (International QdierCommittee, 2013).

South Korea’s achievements at the Olympic Gamepraraarily based on the
existence of three Korea National Training Centetsch are located in South Korea. To
be specific, the Taeneung Training Center, locatggongneung-dong in the northeast
part of Seoul was built in 1966; the Taebaek TrajrCenter, located on a 1300-meter
hill in Taebaek was built in 2005; and the Jinch&oaining Center, which is located in
Jincheon in Chungcheong province, will have congaletonstruction in 2015. These
centers have enabled numerous Korean athleteaginadrwin medals in several
international competitions. The three Centers viben# for sole-use by Korean national
teams and are operated by the Korea Olympic ComenjfOC).

Participating athletes in the Korean national téanhe Olympic Games are
selected by their respective national sports faaera Each sport federation sends a list
of members on the national team to the KOC. The Ka&ws them to train in the
training centers and assigns training centersdoh eport.

The KOC receives funding from the Ministry of CultuSports, and Tourism
(MCST). The MCST provides 126 million dollars (U&) average to the KOC every
year (Cho, 2013). Then, the KOC uses an averagé ofillion dollars (US) to support
and sustain the three training centers (Yonhap N2@K0). The Centers have
contributed to helping all the athletes selectedlie Korean national team concentrate

on training and have provided a better environnmemthe athletes.
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The United States of America at the Olympic Games

When the IOC was established in 1894, two constitdenerican members
organized a committee to get American athletesattigipate in the 1896 Athens
Olympic Games. The committee was named the Amef@gmpic Association (AOA)
at the 1921 meeting in the New York Athletic Clilhe AOA changed its name to the
United States of America Sports Federation in 184 changed the name again to the
United States Olympic Association (USOA) in 194ené&M Public Law 805, which gave
the USOA a federal charter, was established in 18@80USOA became a nonprofit
corporation. After a number of constitutional réems were made to the federal charter,
the name was finally changed in 1961 to its curdasignation: the United States
Olympic Committee (USOC) (United States Olympic Quoittee, 2014).

In 1978, the Amateur Sports Act helped the USO®imecthe coordinating body
for all athletic activity related to the Olympids the USA (United States Olympic
Committee, 2014). In addition, the Act provided lesove rights to use of the words
“Olympic” and “Olympiad” to the USOC (Thornton, 2011 Currently, the USA contains
47 sport national governing bodies to manage eaott’'s Olympics-related activities.
The Amateur Sports Act of 1978 was revised to bexthme Ted Stevens Olympic and
Amateur Sports Act in 1998. Detailed informatiomabthis revision will be provided in
a subsequent section. The USA has achieved sut@egstimes at the Olympic Games,

since its first appearance in the 1896 Athens Olgrgames. Twenty athletes

! The modern Olympic Games were founded on theddleaateurism, whereby participants would not be
directly compensated for their athletic participati A variety of historical issues arose regardirey
appropriateness of utilizing a system that waddadiff to enforce - particularly in communist couag —

and the IOC has since permitted professional a&thlet participate in the Olympics. Though amateuids
the Olympics no longer exists, many of the orgaions that were initially founded on enforcing
amateurism principles have continued to play airotbe post-amateurism Olympic environment.
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participated in the 1896 Athens Olympic Games. UBA won a total of 19 medals at
the Games and ranke 4among all the participating countries (United &aDlympic
Committee, 2014).

The USA has sent its athletes to every Olympic Gamecept in 1980
(History.com, 2012). The largest number of athleths participated in the Olympic
Games was 646 athletes at the 1996 Atlanta Oly@pioes (International Olympic
Committee, 2014). This record number was primaityibuted to the advantage of being
the host country. During the past five Olympicg WSA has sent an average of 537
athletes to the Summer Olympic Games. In the Widtgmpic Games, the USA has sent
an average of 200 athletes (International Olymmm@ittee, 2014).

Team USA has won 2,400 medals overall in the Sun®hgnpic Games and
281 medals in the Winter Olympic Games. Most mentateke Summer Olympics are
won in track and field, with 767 medals, and inrewiing, with 520 medals (United
States Olympic Committee, 2014). When it comesratéonal ranking in the Summer
Olympic Games, the USA has impressively considtagit marks, with a highest rank of
1% place and a lowest rank df place (International Olympic Committee, 2014).
Currently, the top American medalist is swimmer Miel Phelps, who has won the most
number of medals in the Olympic Games among alétgh. Next on the American list is
Mark Spitz, who is a former swimmer (Internatio@ympic Committee, 2014).

Each sport’s national governing body selects membkthe USA national team.
There are three national training centers: the @dlm Springs Olympic Training Center,
located in Colorado Springs, Colorado; the ChulstdOlympic Training Center, located

in Chula Vista, California; and the Lake Placid @fyic Training Center, located in Lake
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Placid, New York, for the USA national team (Unitethtes Olympic Committee, 2014).
These three facilities help the USA national teamagce the abilities of their athletes.
As previously noted, the majority of American medad the Olympics have been
won in track and field and swimming. These two spbave contributed to improving
the USA'’s high rank among other countries at thgnfpic Games. In addition, other
American teams in various other Olympic sports hesldeved great results. The power
of Team USA’s accomplishment at the Olympic Ganesslbeen affected by a number of
factors, with one being its system of running espbrt organization. The current USA
Olympic team structure is primarily governed by Tresl Stevens Olympic and Amateur
Athletes Act of 1998.

Ted Stevens Olympic and Amateur Sports Act in 1998

The Ted Stevens Olympic and Amateur Sports Actlasvain the USA (Amateur
Sports Act of 1978). This Act was a revision of mateur Sports Act of 1978 by the
Committee on Commerce, Science, and Transportati®@98. The Act gives the
authority of monopoly to the United States Olym@mmmittee (USOC) to specify
requirements for its members of National Goverridoglies (NBGs) for each Olympic
sport. In order to understand the Act and its inypabrief history of the Act will be
discussed.

The Amateur Sports Act of 1978 was originally ceebtto enhance Olympic
activities in the USA and solve the battle betwdenAmateur Athletic Union (AAU)
and the National Collegiate Athletic AssociatiofdMNA) in the 1960’s and 1970’s. The
AAU is a club-sport system, which is utilized ivariety of countries around the world.
The club sport system involves independent spedams not affiliated with specific

schools. Athletes join a local club sports team taaithing is usually provided after
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school. On the other hand, the NCAA is a systenedas a combination of academics
and athletics. Athletes are involved in school tptgams, and athletic training is
provided at the school. These two organizationh l@nted to become the official single
liaison for governing amateur sports in the USAe Phimary battle between the AAU
and the NCAA was that the NCAA restricted athletemaged by the AAU from
competing in any competitions operated by the NCard the AAU also restricted
athletes managed by the NCAA from competing in cettipns operated by the AAU.
Due to this battle, a lot of amateur sports and titbletes’ development suffered.

In the mid 1970’s, Gerald Ford issued the Presidé&wmmission on Olympic
Sports because the problems with American amathlatias had surfaced in the battle
between the AAU and the NCAA (Parker, 2007). Aftex conflicts between the systems
in amateur sports were discovered, an investigat&s conducted to solve the problem
(Parker, 2007). Based on the results from the tiy&tson, the Olympic and Amateur
Sports Act of 1978 was passed. It played a keyirotdanging amateur sports and the
post-amateur Olympics in the USA over the lastdltecades (Parker, 2007).

Even though there were a number of requests toteaohal revise the Act, the Act
was not updated and revised for 20 years. Howevany believed that the Act needed to
be updated because of several significant chamgeé®tcurred in Olympic and amateur
sports from 1978 to 1998 (U.S. Government Prin@ffice, 1998). Ted Stevens, who
was the senior United States Senator from Alagi@sored the current version of the
Olympic and Amateur Sports Act and supported itgpéidn in 1998.

Changes in the Act were based on developing aitefirof amateur sports in

order to adjust new paradigms of sport around tthvdaand to resolve disputes.

10
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According to the report of the Committee on ComragB&rience, and Transportation
from the U.S. Government Printing Office (GPO), e changes were included. First,
the schedule for the Olympics and Winter Olympieswhanged by the 10C in 1994.
Instead of both Games being held every four yghesWinter Olympics were contested
in 1994 and then again in 1998 with the Summer Q@lgmretaining its traditional
schedule. Because an Olympic Games now occurg sveryears instead of four, the
workload of the USOC has notably increased. Seamaahy sports have begun to allow
professional athletes to compete in Olympic evertgd, even sports still considered
“amateur” have athletes with greater financial ayoaties and professional
responsibilities than were ever considered in 18&08irth, the Paralympics, which are
the Olympic Games for amateur athletes with dig#sl have considerably developed in
terms of size and prestige.

When the Amateur Sports Act was initially passe9i8, all sports’ national
governing bodies (NGBs) had to be authorized bydB®C (Nafziger, 1982). Therefore,
the key point of the Olympic and Amateur Sports Wes that it gave authority to the
USOC, which could grant authorities to a NGB focteaport, such as USA Swimming,
USA Gymnastics, and USA Track and Field. Therefeemh NGB can establish the rules
for selecting the United States Olympic Team. Talsp promote competition in
distinctive sports (Nafziger, 1982). The USOC tmawork through its NGBs because of
USOC’s membership. Nafziger (1982) mentions, “Tteanty of the votes in the House
of Delegates of the USOC is held by NGBs” (p.1Rixrthermore, the NGBs are in
charge of the actual grassroots work of organi#agns, instructing coaches and

officials, preparing schedules, and developing ypailetes. Since those NGBs have

11
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their responsibilities, it is understandable tihat Y SOC should be primarily concerned
with the Olympic and Pan American sports.

Unlike South Korea, the USA has no governmentalstriyndedicated to sports.
Since the Ted Stevens Olympic and Amateur Sportsebognized the USOC, the
USOC is a federally authorized nonprofit corponatiut does not receive direct financial
support from the US government. Therefore, the US@&/enues are generally
comprised of television broadcast rights, sponspssiiundraising, and gifts (Mickel,
2013). The USA Olympic Foundation has gatheredvanage of 200 million dollars
during the past three decades and the fundraisafigas the USOC raised 17 million
dollars in 2012 (Mickel, 2013). These revenuesused for the operating budget and for
supporting the USA national team. Therefore, the $evens Olympic and Amateur
Sports Act has become an important component wusdevielop and govern Olympic
sports in the USA.

Korea Swimming Feder ation

Among 61 national sports federations in KOC, Kads@amming Federation
(KSF) is a nonprofit organization in charge of mging all aquatic sports in South
Korea, which include swimming, diving, synchronizagimming, water polo, and open
water swimming.

When the KSF was originally established in 192%at known as the Chosun
Swimming Clubs (Korea Swimming Federation, 201¥)c8 its beginning, KSF has

changed its name twice. After KSF joined Federaliernationale de Natation (FINA)

2 Open water swimming is swimming in the ocean bepbpen places. It is usually competed over long
distances (1 mile or longer). Though it was competiethe first Summer Olympics in 1896 it has negip
contested in the Olympics since that time. It hesrbremoved from this thesis as an area of study.

12
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in 1948, it changed its name to Korea Swimming Aggmn (Korea Swimming
Federation, 2012). Then, when it joined the Koréarpic Committee (KOC) in 1954, it
changed to Korea Swimming Federation (Korea Swingnkiederation, 2012). The KSF
was registered and approved as an incorporatediagen in 1998 when it joined the
Asia Swimming Federation (Korea Swimming Federatkii?2).

KSF is the only organization to oversee aquatictspo South Korea and
represents the country’s aquatic sports in gen€hare are four main businesses for
which KSF is responsible. First, KSF develops armhrtes the sport of swimming and
swimming events in South Korea. Second, KSF comoates with FINA and a number
of swimming federations in other countries. Thitte federation holds, organizes, and
operates national swimming competitions. LastlyFKf®lds seminars related to the sport
of swimming and swimming competitions (Korea SwimmFederation, 2012).

KSF is located in Olympic Center, Seoul. The KSEdmposed of an office staff,
a Board of Directors, and nine committees (Korean8wing Federation, 2012). The
Board of Directors in KSF holds an open annual mgeb discuss diverse issues. They
are the significant people who make decisions anse and implement the rules and
regulations of KSF. The nine committees also pipdie in the annual meeting with the
Board of Directors.

Aquatic sports in South Korea have achieved fevaletresults in international
competitions. KSF's most successful achievemermisidle Tae-hwan Park winning a
gold medal and a silver medal in the 2008 Beijingnipic Games. These medals were
the first medals won in the Olympic Games in thiéreristory of Korean swimming.

Furthermore, the medals were the first medals anotimgy aquatic sports in South Korea

13
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at the Olympic Games. After the Beijing Olympic GasnPark won another silver medal
in the 2012 London Olympic Games.

Since Korea’s record of winning swimming medalghat Olympic Games is a
relatively recent phenomenon, most of the medasihve been won by Korea in the
past have been awarded at the Asian Games. Fompéxamthe 2006 Doha Asian
Games, South Korea won three gold medals, tworsihezlals, and 11 bronze medals in
aquatic sports (Yonhap news, 2010). In the 2010r@g&iaou Asian Games, South Korea
won a total of 15 medals in swimming; a total oéanedal in diving; and a total of one
medal in synchronized swimming (Yonhap News, 20A0)the aquatic sports except
water polo won at least one medal regardless ofdha in the Asian Games. In
summary, KSF has few achievements of winning maegats in the Olympics and
World Championships. However, KSF helped athletesih medals in many Asian
Games.

Based on the results in international competititims, data show that swimming
rather than diving, water polo, and synchronizedrswning has been most successful.
This result could be caused by a variety of facsmich as the lack of participants in
diving, synchronized swimming, and water polo andistribution of government
funding. Currently, there have been 3,436 partitipan swimming, 163 in diving, 67 in
synchronized swimming, and 99 in water polo overghst three years (Korea
Swimming Federation, 2014).

When KOC receives money from the MCST, it providgsortion of that funding
to each sport federation in order to develop tisértitive sport at all levels. The annual

budget of KSF has been an average of 296 millidiaiko(US) during the past (Park,

14
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2014). Unfortunately, it is not currently known whistribution of money each specific
sport receives. Certainly, members of the varialmigits of KSF would advocate for
their sport receiving adequate funding to achiéesrtspecified goals.

United States Aquatic Sports

United States Aquatic Sports (USAS) is an orgaionahat represents aquatic
sports in the United States of America, which aotifgeare swimming, diving, water
polo, synchronized swimming, and masters swimming.

USAS was established in 1989 in order to join FIRA.law, USAS is a unifying
organization that operates not for individual pwg®but as a means of representing the
United States NGBs internationally (United Stategidtic Sports, 2013). According to
the rules of the Federation Internationale de NatdfFINA), there can be only one
recognized member federation in FINA from each t¢guim the world. Thus, the
member federation of FINA for the United Stateg\oferica is USAS.

USAS purposefully plays a minimal role in managaggiatic sports in the USA.
For example, USAS provides primary responsibilif@asthe governance of each aquatic
sport to the members of USAS, which are the natigogerning bodies (NGBs) (U.S.
Masters Swimming, 2013). The USAS includes five NG@&ne for each of the five
aguatic sports, which are USA Swimming, Inc., USKily, USA Synchronized
Swimming, Inc., USA Water Polo, Inc., and USA Mast8wimming, Inc. Because each
organization governs itself independently withdiinterference from USAS, detailed
information about each aquatic sports organizatitinoe explained below.

USAS itself consists of an office staff, USAS adguabordination board, and

USAS convention committee. The USAS aquatic coatilom board is a group of people
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composed of representatives who are a presidentbairman from each aquatic sport’s
NGB.

USA Swimming, Inc.

USA Swimming is a national governing body for tiped of swimming in the
United States (USA Swimming, 2010). The organizatias three responsibilities. First,
USA Swimming promotes the culture of swimming bgating opportunities for both
swimmers and coaches. Second, USA Swimming sedect$rains swimming teams for
all kinds of international competitions. Third, USSAvimming sets the rules and
regulations in order to govern competitive swimmiagd endeavors to provide support
to the sport through its core objectives, whichlargding the base, promoting the sport,
and achieving competitive success (USA Swimming,020

According to USA Swimming, the mission statement&A Swimming is that
the organization provides programs and servicegfanembers, supporters, affiliates
and the interested public. In addition, it is corted to excellence and the improvement
of swimming and to providing a safe and positiveiemment for all members (USA
Swimming, 2010). The vision statement of USA Swimgnis “To inspire and enable our
members to achieve excellence in the sport of swgrand in life” (USA Swimming,
2010, para. 4).

As a national governing body (NGB) of swimming e tUSA, the organization
is in charge of producing and revising the ruled @gulations of swimming and
publishingThe USA Swimming Rule Bo@kSA Swimming, 2010). The rulebook is
updated or revised annually by the House of Deteggftilowing the U.S. Aquatic Sports

Convention (USA Swimming, 2010).
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The main office of USA Swimming is located in theSUOlympic Training
Center at Colorado Springs, Colorado (USA Swimmi@j,0). USA Swimming is
composed of an office staff, the Board of Directarsd USA Swimming National
Committees. There are a total of seven USA Swimmilagional Committees. Each
committee can divide into various sections to dati different tasks.

In order to support various programs in USA Swimgramd develop all levels of
swimming in the USA, the USA Swimming Foundatiorses funds from a variety of
sources (USA Swimming, 2010). The USA Swimming Faation reported that in 2012
individual donations were $386,675; corporate anahélation grants were $321,000; and
USA Swimming Fundraising Support was $533,400 (I8 Swimming Foundation,
2012). The mission of the USA Swimming Foundat®ioi raise funds to support
programs that save lives and build champions irpta and in life (USA Swimming,
2010). There are two goals of the foundation. Gree project that saves lives by
providing swimming lessons to children. SecondhesBuilding Champions Project,
which supports the USA’s national swimming teamachieving its athletic success
(USA Swimming, 2010). In addition, the USA Swimmikgundation created a Make-a-
Splash campaign in 2007 (USA Swimming, 2007). Taispaign is a child-focused
water safety campaign that gives every child oppuoties to learn how to swim.

Swimming is one of the more popular sports in ti&AUboth for participation
and for competition. There are many famous swimmdas won medals in the Olympic
Games and other international competitions. Thebmrmof members of USA Swimming
has averaged 400,000 over the past 10 years (USArSing, 2010). There are a lot of

private swimming clubs as well as school swimmeans. It can be difficult to count
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the exact number of swimming clubs and teams inJBA. However, on the USA
Swimming website, it mentions that 2,800-plus clakes helped by the members of USA
Swimming across the nation (USA Swimming, 2010)odder to manage a number of
swimming clubs in the USA, Local Swimming CommitgeSCs) were established. The
LSCs consist of 59 local governing bodies. Moregptrezy are responsible for
organizing, supporting, and governing more thal®@ @ubs in the USA (USA
Swimming, 2010).

USA Swimming has accomplished several successftonpeances in terms of
winning medals in many international competitiohisroughout history, many talented
and skilled swimmers have showed their great adslit several international
competitions. The prestige of USA Swimming has ag@riaroughout the world. For
example, Michael Phelps won a total of 18 gold nsedwo silver medals, and two
bronze medals while he competed in the 2004, 28082012 Summer Olympic Games
(International Olympic Committee, 2012). Moreov@lark (2012) also mentioned, “Not
only is Michael Phelps the most decorated swimmélympic history, but he is the
most decorated athlete in Olympic history” (pana.Before the era of Michael Phelps,
Mark Spitz was considered the best swimmer in hystde won two gold medals in the
1968 Mexico City Olympic Games and seven gold negathe 1972 Munich Olympic
Games (Roberts, 2010). He won a total of 11 meduadkjding one silver and one bronze
medal in the Summer Olympic Games. In addition,rRyachte is a famous swimmer in
the USA. He has won a total of five gold medalsedisilver medals, and three bronze
medals by competing in the 2004, 2008, and the Zif@mer Olympic Games (USA

Swimming, 2010). In addition to many accomplishezlarswimmers, many great
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American female swimmers have won numerous medafgernational competitions.
Natalie Coughlin won a total of 12 Olympic medatsl @ompeted in three Summer
Olympic Games (Johnson, 2012). Recently, Missy inamvon four gold medals and
one bronze medal in her first Olympic participatiorthe 2012 London Games (Team
USA, 2012). Moreover, many swimming analysts déschier as a promising female
swimmer (Michaelis, 2011).
USA Diving

USA Diving is a nonprofit organization and natiogalverning body for the sport
of diving (USA Diving, 2013). USA Diving supportsvers and the US national team in
their competition in international sporting eventgjuding the Olympic Games (USA
Diving, 2013). The most significant mission for UBAving is “USA Diving promotes
the sport of diving, supports divers and coached,sanctions competitions” (USA
Diving, 2013, pg.2).

USA Diving consists of four parts: the office, tBeard of Directors, the USA
Diving Committees, and the USA Diving Foundation. @e specific, the office of USA
Diving is located in Indianapolis, Indiana and pecated by a staff of 10 people and 11
committees, including athlete representatives hadl2 members of the Board of
Directors (USA Diving, 2013). In addition, USA Dng conducts a junior program,
senior program, and master program through 42 LDnahg Associations (LDAS),
including more than 200 clubs (USA Diving, 2013)rthermore, USA Diving provides
a membership program to coaches, divers and faasctss the most current information
about USA Diving (USA Diving, 2013). The USA Divirlgpundation is an organization
that supports USA Diving at all levels. It providesources to encourage the growth of

and participation in the sport of diving (USA Digin2013).
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Although it is difficult to measure the exact pagutly of diving in the USA, we
can assume the popularity by the number of clubssadhe nation. Currently, there are
more than 280 diving clubs in the USA.

USA Diving has performed well and won several medalnternational
competitions. Diving was introduced to the Olym@iames for the first time in St. Louis
in 1904 (International Olympic Committees, 2013).USA Diving’s beginning, the
USA did not have worldwide prominence (O'Brien, 2DMHowever, USA Diving won
three gold medals in the 1920 Olympic Games (OrBi2©02). From that moment
through 1992, the USA became the leader in diviing USA has won 46 out of 75 gold
medals and 125 of 225 total medals in the Olym@ameés since diving was included in
the Olympic Games (O'Brien, 2002). According tatatmon from the International
Olympic Committee (I0C) website (2013), “This digane was firstly dominated by the
USA. This domination started to waiver with thetm#pation of China at the end of the
1980s” (para. 5). The most successful and famous digr is Greg Louganis who was
a four-time Olympic champion (GregLougnis.com, 20He won a total of five medals
in the Olympics, five World Championship titlesdai/7 national titles
(GregLougnis.com, 2014). He is usually describethasnost successful diver in history.
American female divers have performed greatly andidated in international sporting
events as well. Team USA women divers have woiieh &6 20 gold medals and 60
medals overall in the history of women’s Olympigidg (USA Diving, 2014). The most
successful female diver is Pat McCormick. She wtotal of four gold medals by
competing at the 1952 and the 1956 Summer Olympiné&s. She is the only woman

who has won four gold medals in the history of nlgvi
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USA Synchronized Swimming

US Synchronized Swimming (USSS) was establishd®#¥ as a nonprofit
organization, and it is a national governing boalythe sport of synchronized swimming
(USA Synchro, 2014). USSS serves to support attlsonized swimmers from the
grassroots level to the USA national team. USS8adsgnized by I0C, USOC, and
FINA (USA Synchro, 2014). USSS organizes and presdiverse events every year for
all levels of synchronized swimmers. The variousrgs begin at the local level and
continue in categories arranged by age (USA Syn@@d4). Its mission statement is “to
provide leadership and resources for the promatahgrowth of synchronized
swimming, to achieve competitive excellence atealéls and to develop broad-based
participation” (USA Synchro, 2014, para. 1).

USSS consists of four subunits, which include tfiee staff, the Board of
Directors, the USA Synchro Committees, and the W&Bronized Swimming
Foundation (USSSF). The office of USSS is locatethdianapolis, Indiana. The Board
of Directors consists of 15 members and has a aeguinual meeting. The USA Synchro
National Committees are composed of five committe&SSF raises funds to help at all
levels of synchronized swimming.

Synchronized swimming is not a popular participaigport in the USA for many
reasons but one is because this sport allows enhalies to compete in international
competitions. A number of local clubs are locatealifornia, Florida, and Texas.
Synchronized swimming is not recognized enoughdnpfe because the clubs tend to
cluster in the three states mentioned above. Howaltough synchronized swimming

is not a popular sport in the USA, six universifietd a synchronized swimming team.
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USSS has contributed to developing the sport oflssonized swimming by
spreading its prestige throughout the world. Syoeized swimming has only recently
been added to the Olympic Games. The first competitas at the Los Angeles
Olympic Games in 1984. The USA has won five goldlatg, two silver medals, and two
bronze medals in the history of synchronized swingnat the Olympic Games. In
addition, the USA won 13 gold medals, six silverdals, and four bronze medals in the
FINA World Championships.

USA Water Polo

USA Water Polo is a nonprofit organization recogdiby USOC and FINA as a
national governing body for the sport of water polohe USA (USA Water Polo, Inc.,
2014). Its mission statement is “to grow the spbmvater polo throughout the United
States and win medals in Olympic, World Champiopsand Pan American Games”
(USA Water Polo, Inc., 2014, para.l).

USA Water Polo was founded in 1978 and originatlyeyrned by the Amateur
Athletic Union (AAU) along with assistance from tf®&CA (USA Water Polo, Inc.,
2014). After the Amateur Acts of 1978 were pass&iA Water Polo was included in the
USOC.

USA Water Polo operates the Olympic water polo poyg It not only provides
lessons to the senior, junior, youth and natiogsairts with the aim of growing athletes’
skills, but also helps operate 20 different chamgigp events each year (USA Water
Polo, Inc., 2014)Furthermore, it fosters the expansion of the sfporh the grassroots
level and provides a national system to affiliatkts and leagues. Moreover, it certifies

coaches, officials, educational materials, and bemknd screenings, as well as supports
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developing programmatic materials. USA Water P@egs trying to generate greater
awareness of the sport.
There are seven primary goals for USA Water Polo:

1. Win gold medals at the Summer Olympic Games, tlreAtaerican Games, the
FINA World Championships, and other internatioranpetitions.

2. Expand dramatically the number of athletes in thatsof water polo by
providing programs for participation for all agewldevels, for both genders, for
handicapped individuals, and for minorities.

3. Through United States Aquatic Sports, Inc. (USARjntain a membership and
the highest standing and position to have influenddNA and other
international sports federations.

4. Develop materials and instructional programs toettgy the individual skills of
athletes, coaches, trainers, managers, administyatad officials.

5. Communicate the activities of the sport of watdoghroughout the USA.

6. Establish and ensure consistent standards of géatiall official events of USA
Water Polo.

7. Review the goals of USA Water Polo by the Boar®wéctors at the Annual
Meeting in the year after the Summer Olympic Gamesy four years (USA
Water Polo, 2014).

USA Water Polo consists of four subunits: the @ffithe Board of Directors, the
USA Water Polo committees and zone committees. Waker Polo’s office is located in
Huntington Beach, California. The Board of Direstts composed of 10 people and has

responsibilities for setting policies and overalagegic direction (USA Water Polo,
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2014). USA Water Polo has five committees operhtethembers of the Board of
Directors. Zone committees geographically divide ihl committees. Each committee
has a Zone Chair who has the responsibility of rgargawater polo clubs in his or her
zone. According to the bylaws of USA Water Pola. If2013), the “Zone shall be
conducted under the supervision of a Zone Chag 4p Zone Chairs have
responsibilities and the authority to manage wptdo in their zone (USA Water Polo,
2013). The Zone Chairs are volunteers who do regive any compensation from USA
Water Polo. Unlike other aquatic sports organizetjdJSA Water Polo does not have a
foundation group to receive funding. Moreover, US/&ter Polo does not receive
governmental funding. The USOC offers limited supplarough corporate sponsorships.
Membership revenues and gifts are the only costeaf@rogramming and operation
(USA Water Polo, Inc., 2014).

USA Water Polo encourages athletes, coaches, asddédbecome members. The
best method to measure the popularity of water potbhe USA is to track the number of
people who register as members of USA Water Paliatlae numbers of clubs in the
USA. Currently, 35,000 to 40,000 members activelstipipate in USA Water Polo, and
over 500 clubs operate across the nation (USA Wraé, Inc., 2014).

USA Water Polo has performed notably in severa@rimdtional sporting events.
The highest achievement for USA Water Polo is tbenen’s water polo national team’s
gold medal in the 2012 London Olympic Games (USAaNRolo, 2012). Moreover, the
women’s national team has won two silver medalbh@2000 Sydney and the 2008
Beijing Olympic Games and one bronze medal in @42Athens Olympic Games. The

women'’s national team is the only team to win me@afour consecutive Olympic
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Games in the history of women’s water polo andathly team to win three times at the
World Championships. Currently, the women'’s teanksdifth in the world. Also, the
men’s water polo national team has performed wedl number of international
competitions. The men’s national team won a sitmedal at the 1984, 1988 and 2008
Olympic Games and a bronze medal at the 1924, 4882972 Olympic Games.
Currently, the men’s team is ranked ninth in theldv@JSA Water Polo, 2012).

USA Masters Swimming

USA Masters Swimming (USMS) is a nonprofit orgatia, which is operated
by its membership. USMS gives diverse membershigfits to its members. The
benefits are mainly insurancesS®IMMERmMagazine, and sanctioned events (U.S.
Masters Swimming, 2014). In addition, the USMS surppimproving adult health,
wellness, fitness, and competition through aqusdarts (U.S. Masters Swimming,
2014).

A big difference between USA Swimming and USA M&st@wimming is the
word Masters Based on the description of USM@asterswas first applied to adults
who participated in track and field. Then it watetaadopted in organized adult
swimming. In swimmingMasterssimply means people 18 years of age and older who
participate in swimming (U.S. Masters Swimming, 201

Masters swimming started in 1970. Ransom J. Artivbig was a Navy doctor,
persuaded John Spannuth, who was a president Qfdaehes Association, to hold the
first National Masters Swimming Championship (UM&asters Swimming, 2014). In the
words of Dr. Arthur, “if the incentive was appedjnt would give older swimmers (ex-
competitors and beginners alike) a goal for keepimgsically fit” (U.S. Masters

Swimming, 2014, para. 1). Its vision, set by DrthAr, is “improving their fithess
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through swimming” (U.S. Masters Swimming, 2014 gpdr). The vision has grown
quickly and helped to establish a nationwide orgation including 60,000 adult
swimmers.

USMS consists of four subunits: the office, Boafdwoectors, committees, and
special assignments. They are important to oparedenanage USMS. The USMS is
essentially managed by its volunteers, known aglthese of Delegates (U.S. Masters
Swimming, 2014). According to the USMS’s websit2 l®cal Masters Swimming
Committees (LMSCs) support Masters swimming clubthe USA. Two hundred fifty
LMSC officers, who are the members of the HousPa@&gates and participate in the
annual meeting at the USAS Convention, elect USNB®ard of Directors.

Masters swimming is very popular among many oldeeita. Based on the
popularity of swimming in the USA, Masters swimmimglps improve fitness and fuel
elders’ desire to swim with more than 1,500 clubsS{ Masters Swimming, 2014). Some
members are likely former competitive youth swimswho trained in schools and
competed in swimming competitions when they wendestits. The popularity of Masters
swimming keeps growing because of the large nurabpeople who swim both for
fitness and competition.

Unlike the other aquatic sports federations, wiaicdhUSA Swimming, USA
Diving, USA Synchronized Swimming, and USA Watet®?&SMS is not involved
with the USOC because it does not compete in tgen@c Games. Thus, USMS does
not have official records and results in the OlysnBames. However, USMS participates
in two international competitions. One is the FIMfrld Masters Championship, which

is held in every even year, and the Pan Americast&ia Swimming and Open Water
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Championships, which is sponsored by Union Ameacd@ Natacion (UANA) in every
odd year. Unfortunately, the results from those getiions make it difficult to recognize
and measure the achievements of USMS. All swimnwdrms, participate in the
competitions, represent their clubs instead ofuntiy. There is no statistical information
about the number of medals that the USA has waharFINA World Masters
Championships and the Pan American Games.

Development of Resear ch Question

Based on the results at the Olympic Games and ottegnational competitions,
the swim teams of both South Korea and the USA terdive better achievements in
terms of the number of medals than other aquatidsjn international competitions. In
other words, the rest of the aquatic sports dderad to win as many medals as the swim
teams win at the Olympic Games and competitionsaaized by FINA.

When the characteristics of the sport are consitjéres easy to see why
swimming has the potential to win more medals thitser aquatic sports. The swimming
competition consists of diverse races with difféimimming styles and distances. This
can provide swimmers with more chances to win aahxn other aquatic sports’
athletes. For instance, synchronized swimmers ctemipaluet and team routines in the
Olympic Games, which means that two gold medalgaen to the athletes. In contrast,
water polo’s competitions follow a tournament sgst& hus, one gold medal can be
given to athletes in water polo.

The situation regarding winning more medals in sming than in other aquatic
sports appears to be similar in South Korea andU®w®. However, for a long time, the
USA has consistently won medals not only in swingmiout also in other aquatic sports

at several international competitions. South Kdras.not had much Olympic success in
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non-swimming aquatic events. This difference incegs across the entire aquatic sports
perspective could be caused by variances in trgistiyles or the individual abilities of
the athletes in the two countries. However, otlweptial factors, such as organizational
structure or budgetary allocations could also lagiph a role. This paper assumes that
management styles and decision-making by top mas&ge affect athletes’
performances and bring successful results at Sev@mgetitions. To be specific, the
experience and perspectives of core members imgamization can contribute to the
managerial styles and decision-making. In otherds/pif the backgrounds of core
members in the organizations are highly relatethéocharacteristics of the organization,
final decisions can be properly made to increase tienefits.

Hambrick and Mason (1984) found that a manager'sgoeal experiences or
career experiences could reflect on his or hepastiHambrick and Mason created the
upper echelon theory, which notes that characitesist the top management team
(TMT) (age, functional track, other career expeces) education, financial position, and
group heterogeneity) are possibly associated wéhagerial knowledge, values and
perceptions. They are thus able to be used toipatecorganizational outcomes
(profitability, growth, prospectors, defender st@t, diversification, risk-taking, and
administrative complexity) (Hambrick & Mason, 198%)oreover, they emphasize that
the top-management characteristics are themseffeedea by the firm’s past strategy,
performance and environment (Hambrick & Mason, 1984

A number of researchers have attempted to res#aeatelationship between
experiences, interests, and backgrounds of TMToagahnizational performances. For

example, some have expanded the concept of the appelons theory and applied the
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theory to diverse environments and situations siresses (Carpenter, Celetkanycz, &
Sanders, 2004; Miller, Burke, & Click, 1988; Reinatler, 2004). They have also
performed research with diverse methods in ordend¢asure the connection between
organizational outcomes and upper echelons’ persxpariences. In one of the studies,
Kor (2003) discussed the fact that the experienoésbackgrounds of the TMT could be
activated in advance when an organization neededpmve and develop its
performance.

Even though numerous studies have been conducfagite out the relationship
between backgrounds or experiences of top managérthe organizational
performances or outcomes, little research relatedd business of sport has been
conducted. One study regarding this topic in th&rmss of sports was by Juravich
(2012) who wrote on the topic for his doctoral digation. The researcher examined
general managers in North American professionattsiy applying the theory of upper
echelons institutional theory and investigatingegahmanagers’ strategic decision-
making in North American professional sport leagJesavich mentioned the previous
sports’ experiences of general managers. This res@adicated that the relationship
between the professional-sports-playing experientgeneral managers and
organizational performance does not seem to béfisigm in terms of applying
innovative strategies. However, this result largipended upon the situation. When the
executives played professionally, any innovativerapches were not accepted or
applied.

Sport NGBs tend to be extensively involved in tHgn@pic movement to

represent their nation. In addition, NGBs havespoasibility to support athletes at all

29

www.manaraa.com



levels and to develop the sport. For these reastassmportant for them to generate
outstanding results at international sporting evefhese results can be a standard to
estimate how well NGBs operate and achieve a cargoonent of their mission..
Therefore, the literature review in this thesicdsses general information about both
South Korea and the United States’ Olympic movesanorder to help readers
understand the background of their respective sgmterning systems. Then, specific
information about aquatic sports governing bodeSouth Korea and the USA have

been explained in this chapter.
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CHAPTER 3
METHODOLOGY

This research project involved a comparison betweernwo organizational
systems of the National Governing Bodies (NGBs)iquatic sports in South Korea and
the United States of America. Each of these coemtias one organization recognized by
the International Swimming Federation as the reprive organization in terms of all
aquatic sports including swimming, diving, syncheea swimming, and water polo.

Content analysis will be used in this study. Conteralysis is “the systematic
observation and quantitative description of the ifleghcontent of communication”
(Zikmund, Babin, Carr, & Griffin, 2013, p. 243).06tent analysis is also described as
“the use of replicable and valid method for makspgcific inferences from text to other
states or properties of its source” (Krippenddtfit9, p. 103). Content analysis enables a
researcher to explore a structure and the systésfects.

Zikmund et al. (2013) described content analysisoagaining not only
observation to identify the specific informatiordasther characteristics but also
systematic analysis. This paper, based on the res®from a total of six sports
organizations’ webpages, analyzes and compares ip&simation, systems, and the
structures of aquatic sports organizations inweetest countries to identify differences
and similarities. Content analysis is an appropragiproach used to study the

differences, similarities, and characteristicshafsie two nations' organizations because it
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can be used to study organizational messages inblleding a method for systematic
observation (Zikmund et al, 2013).

Data was collected from the following web sitesrirBebruary 26, 2014 to June
10", 2014:
Korea Swimming Federation website (http://swimmspgrts.or.kr),
United States Aquatic Sports website (http://wwaqusaticsports.org),
USA Swimming website (http://www.usaswimming.org),
USA Diving website (http://www.usadiving.org),
USA Synchronized Swimming website (http://www.teaaorg/usa-synchronized-
swimming), and
USA Water Polo website (http://www.usawaterpolo)org

Each of these websites provides general informatimut the NGBs, including
codes and regulations of the NGBs that change dgnua

In order to conduct a fair comparison between wWeedountries’ aquatic sports
organizations, this study will analyze the inforrmaatcollected using two criteria. First,
who are responsible for making decisions? The pagssrarches the backgrounds of
members of the Board of Directors. In sports orgations, the members of the Board
play a pivotal role in making decisions for theamgation regarding the use of funding
and creating and implementing regulations.

Second, which organizations are appropriate to eweipOrganizations in this
study were selected by a condition: an organizajmrerns sports which are allowed to
compete in the Olympic Games. Given these critet#\S is excluded from this

analysis because masters swimming is not a spairisitontested at the Olympics. In
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addition, even though USAS is not a substantiahoization to govern aquatic sports and
the Board of Directors does not exist in USAS, #tigdy analyzes the composition of
aquatic coordination board in order to stress bffié structures and systems between
South Korea and the USA. Therefore, this paper iypaimalyzes members’ backgrounds
on the Board of Directors in sports organizatiaes sports in which athletes can
participate in the Olympic Games.

The study will conduct content analysis basedhenupper echelons theory with
the two criteria that were mentioned in the presiparagraph. Based on the information
collected from webpages concerning aquatic spor8outh Korea and the USA, the
paper analyzes the type of professional backgroahttee members of the Board of
Directors in KSF, USA Swimming, USA Diving, USA Sgironized Swimming, USA
Water Polo, and the members of aquatic coordindtoagd in USAS, to figure out the
compositions of the Board of Directors in each aigusport organization between South

Korea and the USA.
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CHAPTER 4
ANALYSIS AND RESULTS
Analysis

In order to investigate the differences of aqusgiort NGBs between South
Korea and the USA, content analysis of the varigebsites are conducted. Based on the
content analysis, this paper attempts to analyrgositions of members’ backgrounds
on the Board of Directors in aquatic sports NGB&aia countries.

In order to collect each member’s background, phaiser conducts three steps to
gather data. First, the paper accesses eachagpatt NGB’s website. Second, the
paper checks the list of members on the Board wddbors. Third, the paper examines
the profile or biography of members on the Boar®wéctors, which is described on the
website.

After gathering the data of members’ past expegsric aquatic sports, this study
classifies each member into five categories basad@mbers’ backgrounds or
experiences. The five categories are swimmingndivsynchronized swimming, water
polo, and non-aquatic sports. If there was any raemb the board member’s biography
of that person competing in that particular sploglytwere classified as a participant. The
non-aquatic sports designation was used to catgbdard members who had no
mention of any aquatic sports participation backgobon their webpage biography.
Many of those board members come from a varietyackgrounds including marketing,

management, and other diverse areas of businesséimber did not have a background
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in a particular sport, they were categorized irdo-aquatic sports. No attempt was made
to divide the “non-aquatic sports” into smaller sets of data. Once data was collected
and classified, percentages were computed fordheuws areas investigated.

In the analysis, even though USAS does not playeztdrole in governing
aquatic sports allowed to compete in the Olympim@s, USAS was analyzed in order to
show different organizing systems of aquatic sploetsveen South Korea and the USA.

Aquatic Sportsin South Korea

South Korea has one national governing body thatages and represents aquatic
sports, the Korea Swimming Federation (KSF). Itbsite is located at
swimming.sports.or.kr.

Korea Swimming Federation

The KSF is a national governing body for aquatiortgpin South Korea,
including swimming, diving, synchronized swimminggter polo, and open water
swimming. The KSF consists of the office staff, Bward of Directors, and KSF’s
Committees. The committees are divided into nip@asse sections. These are organized
and operated by members of the Board of Direcioesailed information about KSF's
structure will be shown in the organizational chmlow.

The Board of Directors and Committees are resptngip holding an annual
meeting, and selecting the members of the four &oreational teams. These include the
national swimming team, diving team, synchronizetdrsming team, and water polo
team. Under KSF's Committees, each sport has its@wnmittee, such as the Diving
Committee, Water Polo Committee, Synchronized Swimgn€ommittee, and Open
Water Committee. Figure 4.1 is provided to illusgrdne structure of the KSF. The four

sports Committees are responsible for selectingmlper of the Korean National Team,
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updating and revising regulations, and creatinggta distribute funding from the
government.

Since one national governing body in South Koregegus all aquatic sports, the
Board of Directors consists of various people frdirrerse fields. The total number of
people on the Board of Directors is 30. The majasftthe members have a background
in swimming or experience as elite swimmers. Tlewsd most popular background for
members of the Board comes from outside the fielhoatic sports, in fields such as
business. Few members have a background in disymghronized swimming, or water
polo. Table 4.1 shows the background experientkeoBoard of Directors.

Aquatic Sportsin the USA

Even though the USAS is one organization represgatil aquatic sports in the
USA, it is not a national governing body or a memifehe USOC. In the USA, there
are five different national governing bodies whgtdvern each aquatic sport. Four
aguatic sports are involved in the Olympic Gamesmsning, diving, synchronized
swimming, and water polo. Therefore, the goverriadies of the four Olympic sports
are members of the USOC. However, USA Masters Svimgiis not a member of USOC
because Masters swimming is not competition lavéhe Olympic Games.

United States of Aquatic Sports

United States of Aquatic Sports (USAS) is the repngative organization of
aquatic sports in the USA. Its website is locatiedaw.usaquaticsports.org. The
organization does not have the authority to malagesport. USAS is in charge of
holding the annual convention in order for the finaional governing bodies to

communicate and exchange knowledge with each other.
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USAS consists of the office staff, the aquatic domaiting board, and the
convention committee. The aquatic coordinating 8asicomposed of five members,
each of whom is a president or chairperson of at'splederation. Detailed information
about the structure of the USAS is shown in Figu&below.

With the exception of the aquatic coordinating lip&ne rest of the members do
not have strong backgrounds in aquatic sportspauty of them had experience in
marketing, management, budgeting and other busawssties. Detailed information,
which analyzes the members’ backgrounds in the U$A&so included in Table 4.2.

USA Swimming

USA Swimming is a national governing body for tipei of swimming and
consists of the office staff, the Board of Direstahe USA Swimming National
Committees, and the USA Swimming Foundation. Itbsite is located at
www.usaswimming.org. The USA Swimming National Coittees are divided into
seven sections. Detailed information about thectires of the USA Swimming
committees are presented in the Figure 4.3.

The Board of Directors and the USA Swimming Natidbammittees play
pivotal roles in USA Swimming. They manage sigrfittasks in USA Swimming, such
as establishing or revising rules, creating plansse funding, and selecting members of
the USA national swimming team. The total numbeBoérd of Directors members is 35
people. The proportion of the members’ backgroundse Board of Directors is shown
in the Table 4.3.

USA Diving
USA Diving is a national governing body for the gpaf diving in the USA. Its

website is located at www.usadiving.org. It corssidtthe office staff, the Board of
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Directors, the USA Diving Committees, and the USKilbg Foundation. The USA
Diving Committees consist of 11 separate groups. Board of Directors and the USA
Diving Committees play significant roles in USA [ing. The structure of USA Diving is
presented in Figure 4.4. The total number of US@irgj Board of Directors is 11
people. The Board of Directors holds an annual mgeAt the meeting, the members
discuss diverse issues. The Board is in chargeviding rules and overseeing USA
Diving to ensure its successful operation. Each beerof the Board of Directors is
responsible for governing and operating 11 commstt&igure 4.4 lists information
about the structure of USA Diving.

Most members of the Board of Directors have expegan the sport of diving.
The Board of Directors plays a pivotal role in UBAing. Responsibilities include
organizing diving competitions in the USA, updatmgevising regulations and policies,
and selecting the USA national diving team. In &ddj the Board of Directors and the
USA Diving Committees discuss several issues arammal meeting. The proportion of
members’ background in the Board of Directors isvah below in Table 4.4.

USA Synchronized Swimming

USA Synchronized Swimming (USSS) is a national gowvg body for the sport
of synchronized swimming in the USA. Its websitéoisated at www.teamusa.org/usa-
synchronized-swimming. USSS consists of four pdnis.office staff, the Board of
Directors, the USA Synchro National Committees, tiredU.S. Synchronized Swimming
Foundation. The USA Synchro National Committeedivgled into five committees. The
detailed information about the USA Synchro NatioBammittees is presented in Figure
4.5. The Board of Directors and the Committeeg@sponsible for suggesting directions,

updating or revising rules of the USSS, organizygchronized swimming competitions
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in the USA and selecting the USA national synclrediswimming team. Every year,
the USSS organizes selection days, when the cosarglects junior and senior national
team members for synchronized swimming.

The total number of members on the USSS Board i&fdrs is 15 people. Most
of the people on the Board of Directors have angftmackground in synchronized
swimming. Others have diverse backgrounds in #ld Hf business, such as marketing,
finance, and administration. Table 4.5 detailsdis¢ribution of the background for those
on the USSS Board of Directors.

USA Water Polo

USA Water Polo is a national governing body for $pert of water polo in the
USA. Its website is located at www.usawaterpola.@f§A Water Polo consists of three
parts: the office staff, the Board of Directorsgdahe Committees of the Board, along
with Zone Committees. Unlike other aquatic spa&Bs, USA Water Polo does not
have a foundation and receive funding from the gawent or USOC. The Board is
divided into four committees and the members ofBbard of Directors are in charge of
managing the Committees. The Zone Committees gpbigally divide into 10
committees. Each Zone Committee has one Zone CifteérZone Chair, who does not
receive any compensation from the committees, nesagd represents each zone.
Figure 4.6 shows the structure of USA Water Polo.

The total number of members on the Board of Dineci® 10 people. The Board
of Directors plays a crucial role in the operataditJSA Water Polo. The Board of
Directors holds an annual meeting. The Board oé@ors and the Zone Committees
gather at the annual meeting and discuss organizatbgr polo competitions, revising or

updating regulations of USA Water Polo, and satgcthe USA National Water Polo
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team. Most of the members on the Board of Direcaosthe Zone Chairs have a
background in water polo. They are likely to barier water polo players or coaches.
The rest of the members on the Board of Directakgeltbackgrounds in a variety of
fields. Table 4.6 lists information about the vasanembers’ backgrounds.

Differ ences between South Korea and the USA

When it comes to the managerial systems of ageptids in both South Korea
and the USA, it is possible to recognize differenibetween the two countries. Among
the five aquatic sports, four are included in thgn@pic Games: swimming, diving,
synchronized swimming, and water polo. In Southdéothese four Olympic sports are
controlled by one organization, which is the KSttHe USA, the four Olympic sports
have an independent governing body for each sportexample, USA Swimming,
Diving, Synchronized Swimming, and Water Polo @aVé national governing bodies.
Each organization establishes its own regulatiowspolicies. Moreover, they have the
authority to select members of the USA Nationalmeacording to their own rules and
they also organize respective competitions in tBALUAs each sport has its own
organization, decisions made by core members in gaart organization reflect the
perspectives of members specifically tasked withaging that sport.

Similarities between South Korea and the USA

Even though the methods of management for aquaditssNGBs are different in
South Korea and the USA, the Board of Directors thiedCommittees in each sports’
national governing body play important roles intboations. Regardless of the country,
there are principals who make decisions, selectlmeesnof the national team, and revise

or update rules for each sport’s federation. Inteatd the main purpose of each sport’s
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organization is similar. They support athletes,alep the sports, and encouraging people

to participate in the sports.
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Table 4.1 Background Experience of the KSF Bo&idiectors

Past Backgrounds The number of People Percentages
Swimming 22 73%

Diving 1 3%
Synchronized Swimming 2 7%

Water Polo 1 3%

Outside of Aquatic Sports 4 14%
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Table 4.2 Background Experience of the USAS Baéidirectors

Past Backgrounds The number of People Percentages
Swimming 1 5%

Diving 1 5%
Synchronized Swimming 1 5%

Water Polo 1 5%

Outside of Aquatic Sports 15 75%
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Table 4.3 Background Experience of the USA SwingnBoard of Directors

Past Backgrounds The number of People Percentages
Swimming 30 86%

Diving 0 0%
Synchronized Swimming 0 0%

Water Polo 0 0%

Outside of Aquatic Sports 5 14%
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Table 4.4 Background Experience of the USA DivBaard of Directors

Past Backgrounds The number of People Percentages
Swimming 0 0%

Diving 7 64%
Synchronized Swimming 0 0%

Water Polo 0 0%

Outside of Aquatic Sports 4 36%
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Table 4.5 Background Experience of the USA Synuized Swimming Board of

Directors

Past Backgrounds The number of People Percentages
Swimming 0 0%

Diving 0 0%
Synchronized Swimming 9 60%

Water Polo 0 0%

Outside of Aquatic Sports 6 40%
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Table 4.6 Background Experience of the USA Watdo Board of Directors

Past Backgrounds The number of People Percentages
Swimming 0 0%

Diving 0 0%
Synchronized Swimming 0 0%

Water Polo 7 70%

Outside of Aquatic Sports 3 30%
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USA Water Polo

Figure 4.6: USA Water Polo Organization Chart
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CHAPTER 5
DiscussioN CONCLUSION, AND RECOMMENDATIONS
Discussion

Among diverse international competitions, the Olyer{pames are considered the
highest level of competition. Therefore, the gehbistory of the Olympic Games in both
South Korea and the USA were reviewed. In ordenéasure the achievements of
athletes at international competitions, this thesed the number of medals that national
teams have won at these competitions as a stagmbimg to determine overall country and
individual sport success. A comparison of orgamizest in various sports has also been
reviewed.

This paper examines the proportion of the top megmilsports or professional
backgrounds on the Board of Directors in ordendangine a potential outcome that
decisions made by the Board of Directors couldifleénced by their backgrounds.
According to the upper echelons theory, the pelsexy@eriences and perspectives of a
top management team can be accompanied by marlageuies. Moreover, the
organization can anticipate its outcomes basedpargnces or perspectives of their top
personnel (Hambrick & Mason, 1984). In doing sas possible to observe how each
sport’s federation has a different compositionapf inembers that demonstrates a
potential relationship between the proportion @ tore members’ backgrounds and the

athletes’ achievements at international compettion
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Since there is one organization for aquatic spor&outh Korea, the Board of
Directors consists of diverse people. Among th86&% of people on the Board of
Directors are former swimmers who competed in swimgnevents or served as
swimming coaches. The second-largest percentag¥4s composed of members with
backgrounds outside of aquatic sports. Those peojgkt have sports backgrounds, but
they do not have it in swimming. Even though KSéludes diving, synchronized
swimming, and water polo, those sports are repteddry 3%, 7%, and 3%,
respectively, on the Board of Directors.

In the USA, the USAS is not a governing body thateyns aquatic sports. The
majority of members in the USAS, approximately 7% not have a background related
to aquatic sports. The remaining 25% are equalliddd among the rest of the aquatic
sports, including masters swimming.

The USA'’s aquatic sports NGBs show high percentagesople who have a
background in a particular sport, which is strongdynected to the characteristics of the
organization. In USA Swimming, 86% of people prisnaave a background in
swimming. The remaining 14% have a background mething other than swimming. In
USA diving, 64% have a background in diving. Thexaiing 36% have backgrounds
outside of diving. In USA Synchronized Swimming%@f people have a background
and experience in synchronized swimming. FinallgAJater Polo contains 70% with
a background or experience in water polo. The rem@i30% have backgrounds in other
areas.

Since many people who have a background in a p&tisport are involved in

the sport NGB in the United States, the NGB caeminlly help direct athletes more
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effectively because they will, in theory, have atimate knowledge of the specific needs
of that sport. Since the US system is designeeédcoh individual sport to have its own
NGB, there are not additional layers of bureaucra@unythe other hand, South Korea
does not have a system that has been set up todudiize each aquatic sport, but rather
has one overall organization supervising all agugtiorts. This in and of itself might
pose a potential problem for individual sports reiog the attention and expertise they
need. Since the South Korean system is overwhelyndaminated by former swimmers,
the other diverse aquatic sports - diving, syncizexhswimming, and water polo — may
have needs that are going unfulfilled. The systantscomposition of the Board of
Directors in aquatics may have a potential prohiemtevelop all aguatic sports in
general and support athletes. For a nation thaamagionwide interest in aquatic sports
that has not always translated well to Olympic sgsc¢these issues should be addressed.

Conclusion

By comparing the two countries aquatic sports goaece structures and
composition, some conclusions can be drawn. Simestructure of aquatic sports NGBs
in South Korea and the USA are different, therthéspotential for problems
implementing the needs of individual sports in 8dgbrea. South Korea has only one
organization that governs sports that have “watecommon. However, each of the
sports — swimming, diving, synchronized swimming avater polo — have vast
differences in how they are played and coachedndrad training methods should be
utilized to maximize success.

The members’ perspectives or backgrounds on thedBdaDirectors may impact
their knowledge of the sports’ problems and thegrall decision-making. At the least,

members who have no experience in a particulait spould invest time into fully
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understanding the unique needs of the sport thegrgoThough this study did not
investigate if those members had taken any stepaderstand the specific issues and
problems those sports may encounter, at the legdan should be in place to insure
members making critical decisions can understaggleres of information before
casting decisive votes.

The United States has won many more aquatic sputials than South Korea.
Certainly, that is likely a function of a much largpopulation base and history of
swimming excellence in the USA. However, data fithis research study indicate that
other structural differences could have an impacdnuhe lack of overall aquatic sports
Olympic success in South Korea, especially sinematg| sports are popular among the
youth of a nation that has over 50 million citizens

Recommendations

There is a dearth of research investigating agsaticts NGBs. It is necessary to
conduct more concentrated and detailed researalt #imtopic in the future. Two
specific studies should be pursued.

First, a researcher could expand on this studykaynéing the distribution of
funding to each aquatic sport. Since the proporiotie core people’s backgrounds
tends to lean toward one particular sport, theareser could conduct a comparison of
budgeting systems and distributions of funding leetwthe two countries in aquatic
sports NGBs.

Second, qualitative research could be conducteddmine the knowledge of
individual sports by board members who have ndi@pated in the sport previously.
This research could investigate if identificatidrpertinent issues, communication styles,

and hiring systems are optimal given the board negmbackgrounds.
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