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Inspire sport managers to become 
ethical leaders

2Aim SG3:



Agenda

I. The four dimensions of Good Governance

II. The three dimensions of Ethical Leadership

III. Reflecting on the individual decision process (why do people act 
contrary to the code of conduct?

IV. Reflecting on the group decision process (how can we change 
future behavior in the work environment?)
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Good Governance
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I. Four Dimensions of Good Governance
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What means Good Governance to you?

Why do we need Good Governance?



Relate it to your / a sport organisation

○ Think about your sport organisation and how they 
implement these good governance principles. 

○ If you are not affiliated with a sport organisation, think 
about a specific sport organisation to make it more 
concrete.’
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I. Four Dimensions of Good Governance

Good Governance principles adopted from the National Sports 
Observer (Geeraert, 2018):
qTransparency
qDemocracy
qAccountability
qSocial responsibility

Better equipped to deal with threats to sport: match-fixing, 
transgressive behavior, corruption.

Task: Relate it to your sport organisation
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1. Transparency
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I. Four Dimensions of Good Governance
Transparency

What means transparency to you? 

Definition of transparency: 

“A situation in which business and financial activities are done in 
an open way without secrets, so that people can trust that they 

are fair and honest.” (Meijer, A.; 2014)
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I. Four Dimensions of Good Governance
Transparency

The organization publishes its statutes, internal regulations, organizational chart, sporting rules and 
multi-year plan.

The organization publishes the agenda and minutes of the general meeting. 

The organization reports on the decisions of its board of directors. 

The organization publishes information about its board members. 

The organization publishes information about its members on its website.

The organization publishes an annual report, including financial report and reports of internal 
committees.

The organization publishes by-laws and reports on compensation and bonuses of board members.
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I. Four Dimensions of Good Governance
Transparency
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Should there be limits to transparency (privacy concerns)?

Why should we act transparently beyond the legal obligation?



I. Four Dimensions of Good Governance
Transparency

Unethical behavior: covering up 
the costs of the event

Negative consequences: severe 
backlashes once the numbers 
leaked
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I. Four Dimensions of Good Governance
Transparency
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I. Four Dimensions of Good Governance
Transparency
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2. Democracy
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I. Four Dimensions of Good Governance
Democracy

What means democracy to you?

Definition of democracy:

“Form of government where people take part in political processes 
and where all people have certain freedoms of speech etc.”
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I. Four Dimensions of Good Governance
Democracy

The organization ensures the involvement of its internal stakeholders in the operation of the 
organization

Board members are (re)appointed democratically and according to rigorous and transparent 
procedures.

The organization establishes a standardized induction procedure for new board members.

The organization strives for a differentiated, balanced and competent board of directors. 

The board of directors establishes a nomination committee.

The organization establishes a quorum in the bylaws 

There is a defined term of office and a staggered retirement schedule for directors.

The general meeting represents the members and meets at least once a year.

The board of directors meets on a regular basis. 
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I. Four Dimensions of Good Governance
Democracy
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Should there be limits in order to guarantee responsibility for 
outcomes?

Why should we act democratic beyond the legal obligation?



I. Four Dimensions of Good Governance
Democracy

Unethical behavior: flawed 
democratic system, contaminated 
with corruption

Negative Consequences: negative 
public image for sponsors, tensions 
with national sport associations
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I. Four Dimensions of Good Governance
Democracy
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I. Four Dimensions of Good Governance
Democracy
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3. Accountability
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I. Four Dimensions of Good Governance
Accountability

What means accountability to you?

Definition of accountability:

“Refers to both the separation of powers in the organisation’s governance 
structure and a system of rules and procedures that ensures that staff and officials 

comply with internal rules and norms (Parsons Miller, 2018)
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I. Four Dimensions of Good Governance
Accountability

The organization respects relevant legislation.

The board of directors draws up a multi-year policy plan.

The board of directors shall draw up procedures regarding the early retirement of directors. 

The organization defines in the articles of association the incompatibilities with 
membership of the board of directors. 

The organization applies a clear governance structure

The organisation applies a clear governance structure that takes account of the principle of 
the separation of powers.

The board of directors supervises the management in an appropriate way
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I. Four Dimensions of Good Governance
Accountability
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Should there be limits in order to encourage board 
members to take actions without always fearing severe 
legal consequences?

Why should we act accountable beyond the legal 
obligation?



I. Four Dimensions of Good Governance
Accountability

Unethical behavior: long lasting 
doping while denying all 
accusations

Negative Consequences: total 
loss of credibility
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I. Four Dimensions of Good Governance
Accountability

Klikken om tekst toe te voegen
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I. Four Dimensions of Good Governance
Accountability
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4. Social Responsibility
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I. Four Dimensions of Good Governance
Social Responsibility

What means social responsibility to you?

Definition of social responsibility:

“Deliberately employing organisational potential and impact to have a 
positive effect on internal and external stakeholders and society at 

large.”
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I. Four Dimensions of Good Governance
Social Responsibliity

implements a policy on combating sexual harassment in sport.

implements an anti‐doping policy.

implements a policy on social inclusion through sport.

implements a policy combating discrimination in sport.

implements a policy to promote gender equality in sport.

implements a policy to combat match‐fixing.

implements a policy for the promotion of environmental sustainability.
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I. Four Dimensions of Good Governance
Social Responsibility
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Should there be limits to ensure the economic survival of 
the organization?

Why should we act socially responsible beyond the ethical  
obligation?



I. Four Dimensions of Good Governance
Social Responsibility

Unethical behavior: corruption in the 
bidding process, inhumane weather 
conditions for athletes, unsustainable 
sport infrastructure, shocking work 
conditions at the construction sites (…)

Negative Consequences: negative public 
image for sponsors, tensions with 
national sport associations
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I. Four Dimensions of Good Governance
Social Responsibility
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I. Four Dimensions of Good Governance
Social Responsibility
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I. Four Dimensions of Good Governance

Please take a moment to list the four dimensions of Good 
Governance
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Follow-up question:

● On which dimensions could your sport club improve from a
good governance perspective?
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II. Three Dimensions of Ethical Leadership
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What means Ethical Leadership to you?

Three dimensions of Ethical Leadership:

“Being a moral person, a moral manager, and a moral 
entrepreneur.”



II. Three Dimensions of Ethical Leadership

Three dimensions of Ethical Leadership:
q moral person
q moral manager
q moral entrepreneur
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II. Three Dimensions of Ethical Leadership
Being a Moral Person
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What it means to be a moral 
person in the sport environment:

Being honest, trustworthy, 
empathic and open towards 
others



II. Three Dimensions of Ethical Leadership
Being a Moral Manager
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What it means to be a manager of 
ethics in the sport environment:

Encourage moral behavior in 
others



II. Three Dimensions of Ethical Leadership
Being a Moral Entrepreneur
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What it means to be an ethical 
entrepreneur in the sport 
environment:

Challenging the status quo 
and establishing new ethical 
norms
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II. Three Dimensions of Ethical Leadership
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Please take a moment to list the three dimensions of Ethical 
Leadership
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The individual 
decision-making 
process 



Your Personal Game Score
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III. The Individual Decision Making
47

The six most common misconceptions and reasons for individual 
unethical behavior (Kaptein, 2012):

Everyone does it
I am being treated unfairly
Emotionally tense moments
The slippery slope starting with unanswered minor slips
Loyalty and commitment
Fear of sever consequences



III. The Individual Decision Making
Everyone Does it?

Game scenario: Before we create our framework for the next four 
years, we think it would be smart to publish all our documents, 
ideas, meeting reports and financial budget online to increase 
the transparency to the public.

Possible decision: We shouldn't publish anything. People will 
misinterpret the information because they can't see the full 
picture. It will also cost too much time and energy.

Justification: Every other board hides or glosses over the actual 
costs of a mega event.

48



49



III. The Individual Decision Making
Everyone Does it?

Debunking the misconception:
People tend to underestimate the moral stability of neighbors, 
teammates, colleagues, etc. in order to feel better about 
personal flaws. However, studies suggest that the 
actual numbers of black sheep are significantly lower 
(Tappin & McKay, 2016).

The next time we are tempted to use this excuse we should 
reflect on it and try to overcome it.
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III. The Individual Decision Making
Being treated unfairly?

Game scenario: Athlete: “I give it my all and I am hyper 
professional in my sport. I expect the same from the youth 
Olympics organization. I feel treated unfairly…”

Possible decision: Open communication with the athletes. 
Explain where the money was used for instead of the 
accommodation. 

Justification: The task force made the choice to save 
money on the accommodation.
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III. The Individual Decision Making
Being treated unfairly?

Debunking the misconception: 
The more injustices I perceive,  the more I sabotage the 
organization (Ambrose, Seabright, Schminke, 2002). 
However, we see ourselves and other members from our 
social group in a positively biased way (Mullen, Brown, & 
Smith,1992).

Reflect on the source of your frustration and tackle the root 
of the problem rather than acting unethically yourself.
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III. The Individual Decision Making
Emotionally Tense Moments

Game scenario: As your HR manager, I have noticed that the 
constant and late meetings are putting a lot of stress on the team. 
Some people on the task force are visibly struggling with the high 
demand, while some clearly want to do everything possible to make 
these the best games ever. How will we resolve this internal 
struggle?

Possible decision: We will keep up the efforts for now until the 
biggest problems have been dealt with.

Justification: If you push through this critical phase, things will get 
easier in the long run, even though the team is at it’s limits.
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III. The Individual Decision Making
Emotionally Tense Moments

Tackling emotionally tense moments: 
We make significantly worse decisions when we respond 
immediately and emotionally (Paxton et al., 2012).

Don’t let your emotions overwhelm you in important 
strategic situations. Take a step back, consult someone, 
think it over and make a calm and reflected decision.
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III. The Individual Decision Making
The Slippery Slope
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Game scenario: It is clear that the Australian team lost their 
last tennis match on purpose to play against an 'easier' 
opponent in the quarter-finals. This is a foul strategy that 
affects all other teams that want to play fair. This is very 
disrespectful! Does fair-play mean nothing to you?

Possible decision: This is out of our jurisdiction. You'll have 
to refer your complaint to the International Tennis 
Federation.

Justification: As long as no clear line has been crossed, 
there is nothing to worry about

.



III. The Individual Decision Making
The Slippery Slope

Debunking the misconception: 
It is very likely that unanswered faults will escalate to bigger 
problems in the future (Ariely, 2012). In combination with the 
assumption that everyone acts unethically, things can even 
get worse.

Show strength and a zero-tolerance policy regarding 
unethical behaviors. Set examples early on. Start by tackling 
the small mischiefs you are tempted to commit.
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III. The Individual Decision Making
Loyalty and Commitment
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Game scenario: The press has caught wind that you have 
already exceeded your budget by 1 million euros. This looks 
really bad. As the Minister of Sports, I have no choice but to 
order you to make some savings.

Possible decision: We will save 1 million euros on the 
sleeping accommodation for athletes and officials.

Justification: The CFO wants to make sure, that his/her 
friend, the minister of finance does not get in trouble.



III. The Individual Decision Making
Loyalty and Commitment

Tackling the alleged commitment:
Loyalty often wins over fairness (Dyck et al., 2010; Waytz et al., 
2013). If nothing illegal, unjust or unethical was done, there is no 
reason to be afraid of anything. However, if there was a serious 
misdemeanor and you don’t report it, you are accountable, too.

Confront the person with your concerns and give him/her 
the opportunity to come clear. Be aware that you are being part 
of the problem if you decide not to act.
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III. The Individual Decision Making
Fear of Severe Consequences

59

Game scenario: We at the CIA have good reason to believe 
that there will be a terrorist attack during the opening 
ceremony of the YOG. What will you do?

Possible decision: The information is too vague to just 
cancel everything. Our general security measures are 
sufficient to deal with these potential threats.

Justification: All the work could have been for nothing over 
this unlikely threat. You don’t want to risk that.



III. The Individual Decision Making
Fear of Severe Consequences

Debunking the misconception: 
Are you acting to reach a valuable goal or out of 
protectionism, fear, and a defensive attitude? In the latter 
case it is likely to forget about the actually important greater 
goal.

Avoid to be dragged into a vicious circle. Covering 
something up leads to more problems down the road. 
People that are admitting their mistakes are even seen as 
better leaders (Tucker et al., 2006).
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III. The Individual Decision Making
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Please take a moment to list the most common 
reasons/excuses for individual unethical behavior
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The group decision-
making process 



IV. The Group Decision Process
63

How can we find a way to make reliable, transparent and just
decision despite heterogenous goals, interests, ideas and values?

Avoiding legal liability

Fulfilling ‘duty of care

Explicit code of conduct



IV. The Group Decision Process (Kilmann & Thomas. 1977)
64
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IV. The Group Decision Process
Avoidance

65

Game scenario: Why is it that there are so few women in your 
board? Do you not care about gender equality? You could easily 
replace some of your men with equally competent women!

Possible decision: We won't respond. The storm will blow over. 
We can't change direction over every minor detail and there are 
more urgent fish to fry..

Conflict resolution approach: Withdrawing from situation, 
trying to remain neutral, delaying the response to conflicts.



IV. The Group Decision Process
Accommodation
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Game scenario: As your HR manager, I have noticed that the 
constant and late meetings are putting a lot of stress on the team. 
Some people on the task force are visibly struggling with the high 
demand, while some clearly want to do everything possible to make 
these the best games ever. How will we resolve this internal struggle?

Possible decision: We will scale back the number of meetings so that 
our people can achieve a better work-life balance.

Conflict resolution approach: Suppressing and smoothing over 
differences, dreading conflict, maintaining harmony



IV. The Group Decision Process
Competition
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Game scenario: The press has caught wind that you have already 
exceeded your budget by 1 million euros. This looks really bad. As the 
Minister of Sports, I have no choice but to order you to make some 
savings.

Possible decision: We will save 0.5 million euros on the Learn & Share 
program and 0.5 million euros on the sleeping accommodation for 
athletes and officials.

Conflict resolution approach: Based on power, aggressive and 
uncooperative, appropriate in short-term needs.



IV. The Group Decision Process
Compromise

68

Game scenario: Before we create our framework for the next four 
years, we think it would be smart to publish all our documents, ideas, 
meeting reports and financial budget online to increase the 
transparency to the public.

Possible decision: Everything can be published except for the 
financial budget, so no one can use the costs against us.

Conflict resolution approach: Middle of the road position, give and 
take by both parties, not confronting conflict.



IV. The Group Decision Process
Collaboration
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Game scenario: As the Minister of Environment, I am worried about 
the environmental impact of the YOG. Flights alone count for 100,000 
tons of carbon emissions. How can you inspire a new generation if you 
do not take into account the effect on the climate?

Possible decision: We will start a compensation mechanism: for every 
five tons of carbon emissions, we will plant one tree. This will cost 
200,000 euros.

Conflict resolution approach: Assertive and cooperative, objectively 
evaluating differing views, leading to creative and new ideas.



IV. The Group Decision Process 70

Please take a moment to list the conflict resolution approaches you 
just learnt



71Final Summary

Good Governance includes transparency, democracy, accountability, and social responsibility

Ethical Leadership demands being a moral person, a manager of moral behavior and an 
entrepreneur for social change

We tend to justify individual unethical behavior by false excuses

1. Everyone does it
2. I am being treated unfairly
3. Emotionally tense moments
4. The slippery slope
5. Loyalty and commitment

6. Fear of severe consequences

Even the best intentions can lead to conflicts on a group level and should be resolved in a 
collaborative manner by listening, sharing ideas, understanding different perspectives, and a 
clear applicable code of conduct
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