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Abstract: The aim of this study is to determine the reasons, attitudes, and
management policies followed by the Gymnastics and Archery Federations,
which won Olympic medals for the first time in Turkey's Olympic history at
the Tokyo 2020 Olympics. Additionally, this study aims to present an
exemplary roadmap for other federations by analyzing these policies. In the
research, a semi-structured interview technique, one of the qualitative
research methods, was used. The research data was obtained through online
and email-based individual interviews. The study was completed by
conducting interviews with two federation presidents (Gymnastics and
Archery). The researcher transferred the responses of the two federation
presidents directly into Word documents without any modifications and
analyzed the data using the content analysis method with the help of expert
academics in the field. The researcher coded the data from both interviews
and later categorized them into themes and categories. They collaboratively
examined the codes, themes, and categories. The Gymnastics and Archery
Federations, which won an Olympic medal for the first time, emphasized that
their innovative, transformative, and collaborative projects contributed to
their success. It was found that selecting management teams and boards from
experts in their respective fields, preferably from within the sport itself, and
ensuring coordination among them contributed to success. They considered
the medals won at the 2020 Olympics as just the beginning, believing that
dreams had been realized and that there were no limits. Their primary goal is
to increase success in every upcoming Olympic event. In conclusion, while
Participant K1 emphasized the importance of a newly established and
sustainable system and transparency at every component level on the road to
success, Participant K2 highlighted the significance of individual
responsibilities and the importance of guiding individuals in leadership.
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Ozet: Bu arastrmamin amaci, Tiirkive'de olimpiyat tarihinde ilk defa altin
madalya kazanan Okguluk ve yine ilk defa olimpiyat madalyasi kazanan
Cimnastik federasyonlarinin 2020 Tokyo olimpiyatlarinda madalya almasinin
gerekgelerini, tutumlarini, izlenen yénetim politikalarini belirlemek ve bu
belirlenen politikalarla diger federasyonlara ornek bir yol ortaya koymaktir.
Arastirmada, nitel arastirma yontemlerinden biri olan yari-yapilandirilmis
goriigme teknigi kullanilmistir. Arastirma verileri bireysel gériisme teknigi ile
online ve e-posta olarak elde edilmistir. Arastrma iki federasyon baskani
(Cimnastik-Okguluk) ile goriismeler yapilarak tamamlanmistir. Arastirmaci,
arastirmaya katilan 2 federasyon baskaninin goriislerini alarak tiimevarim

yontemiyle analiz etmek amaciyla baskanlarin verdigi cevaplarda higbir

degisiklik yapmadan Word sayfalarina aktarmis ve elde edilen verilerin
tamami arastirmacilar ve alaninda uzman akademisyenler tarafindan igerik
analizi yontemi ile analiz edilmistir. Arastirmact iki goriisme verilerini
kodlamis ve daha sonra kodlara ve kategorilere aywrmiglardir. Arastirmact
kodlar, temalart ve kategorileri birlikte incelemistir. Olimpiyatlar da ilk kez
altin - madalya alan Ok¢uluk ve ilk kez madalya alan Cimnastik
Federasyonlari yenilik¢i degisimci ve paylasimct projeleri basarilarina katk
sagladigina isaret etmistir. Yonetim ekiplerini ve kurullarmi alanlarmmda
uzman ve miimkiinse bransin icinden gelen kisilerden segerek aralarinda
koordinasyonun saglanmasinin basariya katkisi oldugu tespit edilmistir. 2020
Olimpiyatlarinda kazanilan madalyalarin baslangi¢c oldugunu ve hayallerin
hayata gectigini ve bunun smwrr olmadigini diisiinmekte ve gelecek her
olimpiyat da basariyt artirmak, baslica hedefleri olmugstur. Sonug olarak K1,
basariya giden yolda, yeni olusturulan ve siirdiirebilirligi miimkiin olan
sisteme ve her bilesen diizeyinde seffafligin onemini én plana ¢ikartirken, K2
basariya giden yolda bireysel olarak verilen sorumluluklarin etkili oldugunu
liderlik anlaminda onlara rehberlik etmenin énemini on plana ¢ikartmigtir.
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INTRODUCTION

The Olympic Games, due to their ability to reach large
audiences and their inclusion of competitive games, enable
societies to come together with a peaceful approach. Baron
Pierre de Coubertin, known as the modern founder of these
games, aimed to spread this ideological and philosophical
approach, which he introduced as the concept of Olympism
in 1896, to society with an understanding of fair play.
Within the evolving and changing social dynamics, the
Olympic Games can be defined as a mega-international
sports event that masses enjoy following and orienting
towards (Viehoff & Poynter, 2016). Since the event extends
beyond national borders, involves significant investments in
the host location, allows for the cultural promotion of the
country, and contributes to development, it can be
considered a source of prestige. In this respect, it can be said
that the Olympic Games also carry a political identity,
thereby attracting the attention of national politics. Due to
these characteristics, the Olympics, which are supervised by
the International Olympic Committee (IOC), are organized
within strict institutional boundaries (Malfas et al., 2004).

Large-scale events requiring organization on the
international stage were used in the 20th century as part of
the promotional and marketing strategies of developed
countries. In the 21st century, they have become a
phenomenon involving competition among cities, gaining
increasing interest from developing countries. In this
respect, the Olympic Games are considered one of the

world's largest and most significant sports organizations, as
countries seek economic, social, political, and athletic
benefits from these events (Essex & Chalkley, 1998), while
also aiming to maximize the achievements of athletes
competing in various sports disciplines. Additionally, the
Olympic Games serve as a spectacle and a visual sports feast
for millions of viewers from different countries worldwide
(ilhan, 2014, s. 57). From this perspective, the Olympic
Games can be seen as an inspiration for sustainable futures
on a global scale (Martin et al., 2021).

Although hosting the Olympics requires a country to
allocate significant resources, potentially leading to an
economic burden, the 1984 Los Angeles Olympic Games
demonstrated that such an event could also generate
economic benefits (Yildiz & Aydin, 2013). Previous
Olympic host countries have shown that the sports facilities
built for the games contribute to the development of national
sports and employment, while the resolution of
transportation and infrastructure issues enhances both the
city's aesthetics and daily life. For example, Beijing applied
to host the Olympics in 2000, initially planning to spend
$14.3 billion on infrastructure development. However, this
amount later increased to $40 billion. According to the
Beijing Municipality, only $1.8 billion of the total
expenditure was allocated to new sports facilities, while the
remaining portion was used for infrastructure projects such
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as airports, metro systems, etc (Devecioglu, 2011, s. 238).
Therefore, the impacts of hosting the Olympic Games can be
categorized as follows (Scandizzo & Pierleoni, 2018):

e Intangible economic benefits: The Olympics
enhance tourism potential in the host country.

e Tangible economic impacts: Increased
investments in the host country can improve
international trade relations.

e Infrastructure and urban renewal benefits: The
construction of sports facilities enables the
establishment or renewal of various infrastructures
such as transportation, sewage systems, water
networks, energy systems, and accommodation.

e Social benefits: The Olympics contribute to the
development of national sentiments and improve
communication within society.

e Psychological benefits: The increased sense of
social unity in the host country can lead to greater
trust and harmony.

e Environmental benefits: The Olympics promote
the development of new construction standards,
clean technology opportunities, improvements in
drinking and wastewater management, renewable
energy use, new waste management systems, and
environmental education programs.

o Political benefits: Hosting the Olympics increases
a country’s international recognition and prestige
while fostering institutionalized collaboration
between public authorities and the private sector.

Hosting the Olympic Games requires going through a
candidacy process. While economic and political power
plays a crucial role, certain evaluation criteria are considered
by the International Olympic Committee (I0C) (10C, 2012):

1. Vision and Legacy

2. Games Concept and Competition Venues
3. Olympic Village(s)
4

International Broadcast Center (IBC) / Main Press
Center (MPC)

Sports Experience
Environment and Meteorology
Accommodation

Transportation

© ® N o

Transportation

10. Transportation

11. Telecommunications

12. Energy

13. Energy

14. Government and Public Support

15. Finance and Marketing

Despite Turkey’s bids for the 2000, 2004, 2008, and 2012
Summer Olympics, its applications were ultimately
unsuccessful (Kiigiiktag, 2015, s. 109-110). For the 2020
Olympics, Turkey reached the finals against Tokyo but was
again unable to secure hosting rights. In 2024, Turkey
participated in the Olympics only with its athletes. When
analyzing the candidacy process, it is evident that Istanbul,
Turkey’s candidate city, lagged behind its competitors in
terms of facilities, organizational experience, GDP per
capita, and the number of representatives in international
sports organizations. However, the most significant
shortcoming in the selection process was the limited number
of voting members, which posed a major disadvantage for
Turkey’s candidacy (Akoglu et al., 2019).

Examining the last three Olympic Games, Turkey was
represented by 103 athletes in Rio de Janeiro 2016 (out of
11,180 athletes), 107 athletes in Tokyo 2020 (out of 11,316
athletes), and 101 athletes in Paris 2024 (out of 10,500
athletes) (TMOK, 2025). In addition to participation rates,
the number of medals won is a crucial factor. Since its
establishment in 1923, Turkey has accumulated 104
Olympic medals across different sports until 2020 (Ziyagil,
2021). With the addition of 8 medals (3 silver, 5 bronze)
from the 2024 Paris Olympics, the total number of medals
has reached 112, including only 41 golds, 30 silvers, and 41
bronzes (TMOK, 2025). Studies since the 1970s suggest that
a country's economic development level and socio-economic
factors significantly influence its international sports success
(Deniz, 2023). Supporting this claim, a study analyzing
Olympic medal rankings from 1964 to 2020 found that
economic indicators, particularly inflation and per capita
income, impact overall medal success. Higher inflation
negatively affects medal counts, while lower inflation
correlates with increased success (Saki et al., 2024).

The limitations in medal counts may result from prioritizing
quantitative over qualitative expectations in sports
education, short-term  sports  policies, insufficient
functionality of sports policies, difficulties between athletes
and coaches, favoritism in federations, inadequate use of
international sports technology, and short-term approaches
to long-term Olympic success. However, enabling clubs
under federations to wuse their resources efficiently,
implementing innovative approaches, and maintaining the
motivation of successful athletes can contribute to success.

Hosting the Olympic Games is considered a source of
international  prestige. However, securing such an
opportunity is closely linked to athletic achievements.
Therefore, consistently achieving success in the Olympics is
a key criterion for hosting the Games. Supporting athletes is
crucial in attaining these achievements. In this context,
federations play a leading role in providing both sport-
specific and personal development support to athletes.
Ensuring that athletes train in well-equipped facilities,
receive education, engage in social activities, and receive
financial, moral, and legal support is of utmost importance.
Combining all these components systematically is essential
for achieving gold medals. Additionally, effective leadership
qualities such as gaining the trust and respect of athletes,
fostering adaptability, developing vision, and motivating
athletes are fundamental (Appenzeller & Lewis, 2000, s.
43). Therefore, federation presidents serve as significant role
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models for athletes, guiding and coordinating their activities
towards success (Hernandez, 2002, s. 174).

This study aims to analyze the reasons behind Turkey’s
first-ever Olympic gold medal in Archery and its first-ever
Olympic medal in Gymnastics at the 2020 Tokyo Olympics,
along with the management policies followed by these
federations, to provide a guiding framework

METHODS

In this study, which falls within the scope of descriptive
research, a qualitative research method was employed.

Data Collection Tool: A semi-structured interview
technique was utilized in the study, and an interview form
comprising three sub-dimensions and 17 statements was
developed. The research data were collected through
individual interviews conducted online and via email. These
data were obtained from interviews with the presidents of
the sports federations of athletes who, for the first time in
Turkish Olympic history, won medals in their respective
disciplines at the Olympic Games held in Tokyo, Japan,
from July 23 to August 8, 2021. Although the event was
originally scheduled for 2020, it was postponed due to the
pandemic. In this Olympic Games, six sports disciplines
from the 18 federations representing Turkey won a total of
13 medals (TMOK, 2022).

The individual interview technique was chosen for this study
as it is an effective method for obtaining information about
individuals' experiences, behaviors, opinions, complaints,
emotions, and beliefs (Ergin, 2021, p. 191). Semi-structured
interviews integrate structured and unstructured interview
approaches. In such interviews, the researcher asks
predetermined questions in a specific order while allowing
the interviewee to elaborate on their responses as desired
(Batu, 2000). By employing semi-structured interview
questions prepared based on the literature, the study ensures
both objectivity and depth (Berg, 1988).

Population and Sample of the Study: The study included
the presidents of the Archery and Boxing Federations, both
of whom led their federations to their first-ever Olympic
gold medals, as well as the president of the Gymnastics
Federation, whose athletes won an Olympic medal for the
first time in history. However, due to the busy schedule of
the Boxing Federation president, the study was conducted
only with the presidents of the Gymnastics and Archery
Federations.

Data Analysis: The researcher transcribed the responses of
the two participating federation presidents verbatim into
Word documents for analysis using the inductive method.
The participants were anonymized as K1 and K2. The
collected data were analyzed through content analysis by the
researcher and subject-matter experts. Content analysis
involves categorizing similar data into specific concepts and
themes, organizing them in a way that is comprehensible to
readers, and interpreting them accordingly (Ergin, 2021, p.
193).

The researcher coded the two interview transcripts and then
classified them into themes and categories. They reviewed
these codes, themes, and categories collaboratively. In cases
of disagreement, discussions were held to reach a consensus,
after which the coding, themes, and categories were revised
accordingly. Additionally, the participants expressed their
satisfaction with the semi-structured interview questions,
which were developed based on the literature and expert
opinions.

The interview form was reviewed by an academic expert,
who confirmed that the data had been accurately transcribed.
Direct quotations from participant responses were included
in the findings section without modification. The semi-
structured interview form was finalized following
consultations with expert academics to ensure clarity and
comprehensibility. The final set of interview questions is
presented below.

Table 1. Interview form

What innovations have you introduced since taking office?

What criteria do you consider when forming your management team?

Were you with the athletes throughout the Olympics?

LEADERSHIP

Which leadership trait do you think contributed most to the success process?

What was the most influential factor on the road to the Olympics?

Do you provide support for athletes’ personal development outside of training and camp periods? If so, what kind of support?

Did you offer any special training or attention to medal-winning athletes and coaches?

ATHLETE- -COACH

1
2
3
4
5 Why do you think these successes took so long to achieve?
6
7
8
9

Do coaches and athletes have optimal working conditions without financial concerns? What are the available resources?

10 What are your criteria for selecting athletes and coaches who you believe will succeed?

11 Do you have a reward system for successful technical staff? If so, what is it?

12

Do you have short-, medium-, and long-term plans for facility development? Which ones have you implemented? What has

been the contribution of facility development since you took office?

13 Do you have a specific athlete education model for your discipline?

SYSTEMIC

14 What financial changes have occurred compared to the previous period?

15 To what extent have you integrated technological advancements into your discipline?

16 Do you think your discipline has truly expanded at the grassroots level?

17 Will you make any additions to the current system to sustain the success achieved?
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RESULTS

The results of the interviews conducted with the Presidents of the Gymnastics and Archery Federations are presented below.
Question 1: What innovations have you introduced since taking office?

v' Conducted a SWOT analysis to identify the strengths and weaknesses of the federation and developed a strategic plan
accordingly.
v/ Established an online system to facilitate faster decision-making by leveraging technology.
K1 v' Granted coaches the right to officiate as referees.
v' Restructured the Central Referee Board, consolidating it under a single entity.
v Established Olympic training centers.
v" Increased the number of athletes from 1,200 to 120,000 and expanded the gymnastics discipline from 12 provinces to all 81
provinces, ensuring its nationwide spread in Turkey.
v He stated that he strives to maintain a participatory, inclusive, and innovative management approach.
K2 v Instead of relying on ready-made information, he brings a new perspective by utilizing innovative and diverse sources.
v" He consults with all levels of the community before making any decisions.

2. What do you consider when forming your management team?

K1 v" He emphasized the importance of having individuals from the gymnastics field in management.

v" He ensured that politicians, educators, and healthcare professionals were included in the committees.

v He paid attention to selecting experts in their respective fields.

v" He prioritized individuals who value teamwork and take pleasure in achieving success together.

3. Were you with the athletes throughout the Olympics?

K1 v' He stated that he was with all the athletes throughout the Olympics, whether at the accommodation, training hall, or competition

venue.

v" He mentioned that he followed the Olympic Games from Turkey while the team psychologist accompanied the delegation. He
believed that having the sports psychologist there with the athletes would provide a much greater contribution.

4. Which leadership qualities do you believe contributed to your success?

K2

K2

v' Emphasized that he attributes success to the athletes while taking responsibility for failures himself.

v Stated that he strives to fulfill all the athletes' needs on their path to success.
K1 v Highlighted the importance of collective wisdom and a culture of consultation.

v/ Stressed that planning is essential and that they make four-year strategic plans.

v' Mentioned his ability to manage time and resources effectively while anticipating and addressing potential issues in advance.
K2 v Stated that being familiar with the country's dynamics and leveraging his experience allows him to both educate and guide the

people he works with.
5. Why did success take so long to arrive?
K1 v Stated that success comes when individuals who refuse to accept failure and take it personally assume leadership roles.
v" Agreed that success took time to achieve, explaining that winning at the Olympics requires an exceptional level of coordination.
K2 Emphasized the need for the right plan, the right team, and the right athlete combinations. Mentioned that instead of assembling
pre-existing examples, they created these combinations from scratch, which naturally took time.
6. What do you think was the most critical factor on the road to the Olympics?
v' Planning.
v" Standing firmly behind the decisions made by the technical committee.
K1 v/ Highlighted that integrating a newly developed software program accelerated decision-making processes and played a crucial
role in institutionalization. Stated that this institutionalization allowed them to compete on the same level as other countries.
v/ Mentioned that future budgets would be allocated to institutionalization, education, and reward systems.
v' Stated that the "Youth of the Olympics Project,"” initiated in 2013, was the starting point for winning the medal. Emphasized that
the courage to implement change and the patient support of the community led to winning Olympic gold after eight years.
7. Do you provide support for athletes' individual development outside of training and camp periods?
Support for foreign language education.
Support for social activities.
Support for personal development, guidance, and psychological education.
Child protection program.
Support for academic achievements.
Stated that national athletes are provided with medical treatment opportunities, provided there is a board decision.
Emphasized that athletes' individual development and career management are very important to him. Stated that continuous
support is provided for both sports-specific and general educational activities, and that athletes can also benefit from foreign
language training included in camp programs outside of camp periods.
Mentioned that he sees all athletes as potential future managers and administrators of Turkish archery. Therefore, the more they
can be involved in their development processes and guide them correctly at a young age, the more value they can add to the
future of the sport.
8. Did you show special attention to the medal-winning athlete and coach?
v' Emphasized that every athlete is special to them and that the same attention and value are given to all athletes, from the youngest
to the Olympic athletes.
v/ Stressed that in all decisions regarding athletes, the opinions of the athlete and coach are considered as much as those of the

K2

K1

AN N NN N NN

K2

AN

K1 . . . ¥
technical committee, and decisions are made collectively.
v" Highlighted that their coaching team is highly competent, to the extent that instead of going abroad for training, they are now in
a position to train foreign coaches, emphasizing the significance of this achievement.
K2 v' Stated that rather than showing special attention to a medal-winning athlete or coach, he considers all athletes and coaches as

potential medal winners and strives to provide that special attention throughout the process leading to the medal.
9. Do coaches and athletes have optimal conditions without financial concerns?
v' Explained that in the current system, athletes are categorized as "seed" and "Olympic squad" members. Stated that after
introducing their reward regulation, they provided support to athletes and coaches who achieved success in competitions outside

K1 of the Olympics, World, and European Championships—events not supported by the ministry. Additionally, mentioned that
even technical committees that sent athletes to the Olympics received small rewards.

v' Stressed that both coaches and athletes trained in the best and most suitable environment throughout the Olympic preparation

K2 process. Emphasized that from the beginning to the end of the process, the state provided financial and moral support to the

entire team to the extent deemed appropriate. Highlighted that he did not allow any unwanted external interference in the
training environment.
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10. What are your criteria for selecting coaches and athletes?
v/ Stated that a coach who trains an athlete for the national team earns the right to be part of the national team staff. Emphasized

K1 that no distinction is made between coaches and athletes within the national team.
V' Mentioned that when selecting coaches, he prioritizes creating a team that can work in harmony without experiencing cultural
K2 conflicts.

v Highlighted the expectation that all athletes, coaches, and administrators within the team work with the same level of motivation
and commitment.

11. Do you have a reward system?

v/ Stated that after implementing their reward regulation, they provided support to athletes and coaches who achieved rankings in
competitions that were not supported by the ministry, such as non-Olympic, World, and European championships. Additionally,
mentioned that technical committees sending athletes to the Olympics received small rewards. Highlighted that significant
changes were made in the technical committee, allowing coaches to become referees.

v' Explained that the technical team is rewarded within the federation’s existing reward regulations. Emphasized that more than

K2 financial rewards, the national and international prestige gained through the team's successes holds greater value. Stressed that

he aims to build a technical team that values and sees this prestige as an achievement.

12. Do you have short- and long-term plans for facility development?

tated that after taking office, gymnastics expanded to all 81 provinces, leading to:

Licensed athletes increasing from 1,200 to 120,000.

Competitive athletes increasing from 600 to 25,000.

The number of permanent coaches rising from 35 to 350.

Mentioned that there are small and large gymnastics halls in all 81 provinces, with about 15-20 cities having Olympic-level

gymnastics halls. Additionally, highlighted the existence of three major facilities that include living spaces, saunas, cafeterias,

and cinema halls.

Stated that his primary goal in facility development is to ensure that clubs in almost every region have an archery hall. Explained that

the 100th Year Archery Facility in Antalya is being transformed into one of the world’s most significant archery venues through new

K2 projects and expansions each year. His short-term priority is to add an indoor facility next to the Antalya 100th Year Archery Facility,

making it a complete complex. Mentioned that they aim to promote and actively use the Samsun Archery Hall for international
competitions annually, making it as prominent as the Antalya facility. Added that they plan to establish a dedicated Archery Facility in
Ankara in the near future to address a critical infrastructure gap.

13. Do you have a sports education model design?

v/ Stated that there is an existing Sports-Education model.

v' Mentioned that during the development phase of this model, regional meetings will be held with university faculties of sports
sciences and physical education departments (BESYO), where university deans and field instructors will participate.
Additionally, regional camps will be organized for athletes on weekends.

v Emphasized that gymnastics consists of three different disciplines: Artistic, Aerobic, and Rhythmic, and that each area should be
taught separately within university specialization courses.

v Suggested that the coaching certificates earned by students after these courses should be signed by university rectors along with
the general director of sports.

v" Proposed replacing the requirement to write a research paper (currently necessary for earning the 4th and 5th level coaching
certificates) with a requirement to train a champion athlete instead.

v" Confirmed that a sports education model exists and has been developed continuously since 2013. Stated that this model has

K2 helped Turkey win medals in European Championships, Mediterranean Games, World Championships, and most recently, the

Olympics. Expressed confidence that this model will continue to contribute to future successes.

14. What changes have occurred in your financial situation compared to the previous period?

K1 v Stated that the federation's budget has increased tenfold compared to the previous period but remains significantly lower than that
of its competitors.

v" Explained that although financial processes fluctuate based on the country's economic conditions, thanks to years of experience,
the federation has never encountered financial difficulties.

15. To what extent have you integrated technological developments into your sport?

v/ Stated that every training hall is equipped with cameras, allowing athletes to watch and analyze themselves, which contributes to
their development.

K1 v/ Mentioned that in the national team, especially in artistic gymnastics, athletes are selected using a computer-based program.
Individual and team criteria are uploaded separately into the system, and based on the scoring, the system determines the most
optimal team selection.

v' Explained that since archery is a sport heavily reliant on technical equipment, technological advancements are closely
monitored, and efforts are made to provide athletes with the latest technology gear each year. Additionally, to maximize the
effectiveness of sports science, both biological monitoring and performance tracking devices are actively used in athletes'
training processes.

16. Do you think your sport has truly reached the grassroots level?

v' Stated that they have expanded to all 81 provinces and now aim to extend their reach to the districts of these provinces.

K1 v/ Mentioned the creation of a new discipline called "General Gymnastics and Movement Education," which will be implemented
in nurseries and primary schools.

v" Expressed confidence in having followed a highly effective approach to grassroots development. As evidence, highlighted the high number
of medals won by athletes in the Umit (Junior) and Youth categories at nearly every international competition.

v/ Stated that archery is now practiced in almost every region of the country and that the diversity of regions represented by athletes in the
national teams demonstrates significant progress in grassroots expansion.

v' Emphasized that the process of expanding to the grassroots level is still ongoing and that increasing the number of qualified athletes will
have a significant impact on future successes. Planning efforts are structured around these realities.

17. Will you make additions to the existing system to sustain success?

v' Emphasized the necessity of continuous progress, stating that competitors are constantly improving.

K1 v°  Expressed the need to put forth maximum effort in the coming years to ensure that 20 years from now, they won’t have any

regrets about what could have been done better. Stated that there are no limits to what they will do to maintain success.

V" Mentioned that the existing system will certainly undergo updates.

K2 v Highlighted plans to expand the athlete pool and aim for greater representation in the next Olympic Games, combining past
experiences with future ambitions to increase the chances of winning more medals.

K1

K1
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DISCUSSION

In this section, the findings obtained from the interviews
conducted with federation presidents are evaluated and
compared with similar studies in the literature.

Criteria for establishing a management team

Bozkurt Alvurdu (2018), in his publication The
Applicability of Good Governance in Sports Federations
within the Framework of European Union Principles,
presents findings that align with the perspectives of our
study participants. These findings include the following
statements:

Participant 4: "We do not interfere with the decisions made
by the committees within the federation. For example, the
selection of athletes for the national team is entirely within
their authority, as delegation of authority is fundamental to
our governance approach.”

Participant 5: "Committees make their own decisions
regarding planned actions. Since authority is granted along
with responsibility, in the event of failure, we can directly
hold the committee accountable."”

Participant 10: "The decisions made by the committees are
advisory in nature; however, their implementation is subject
to the approval of the board of directors."”

Participant 11: "The merit system is of utmost importance
and must be strictly adhered to. The knowledge, experience,
and expertise of coaches are critical, and this is the most
important factor. Furthermore, athletes should not be
selected for the national team based on personal
connections; only those who genuinely deserve selection
should be chosen."

Participant 13 emphasized the "self-regulation mechanism
of the committees."

In our study, K1 stated that "it is important that individuals
within the management team come from the relevant sports
discipline. Additionally, attention is given to including
politicians, educators, and healthcare professionals in the
committees.” Meanwhile, K2 expressed that "priority is
given to selecting individuals who are experts in their
respective fields, who value teamwork, and who take
pleasure in achieving success together."

Thus, it is possible to conclude that the findings of this study
are supported by the literature.

To what extent have you integrated technological
advancements into your discipline?

In Bozkurt Alvurdu's (2018) study, Participant 5 stated: "In
order to ensure greater transparency, we have developed a
professional website. On this webpage, we publish
information regarding our organization and events."
Participant 9 added: "We publish the dates and locations of
our federation's training camps and competitions in advance
on our website. Additionally, competition results are also
published on the website. Regulations and guidelines related
to the professional development of coaches are available
online as well. We have found these resources to be highly
beneficial for our management."

In our research, K1 mentioned: "Each training hall is
equipped with cameras, enabling athletes to review their
performances and contribute to their development.
Additionally, in the national team, particularly in artistic
gymnastics, athletes are selected through a computer-based
program. The system evaluates both individual and team
criteria, and the most suitable team is determined
accordingly." Similarly, K2 stated: "We closely follow
technological advancements and make efforts to equip our
athletes with the latest technology each year. Moreover, we
utilize sports science effectively by integrating both
biological monitoring and performance tracking devices into
our athletes' training processes."

It can be concluded that the use of technology within
federations has increased, its applications have expanded,
and it has been effectively utilized for athlete development
and success. The findings of both studies align with our
research results, highlighting that participants have made
significant advancements in technological integration.

Do coaches and athletes have optimal conditions without
financial concerns?

In Bozkurt Alvurdu’s (2018) study, Participant 1 stated:
"Speaking on behalf of our federation, we were unable to
provide financial aid due to budget constraints. We could
only offer various in-kind support, which we distributed
fairly among all clubs.” Participant 3 emphasized that the
level of financial support provided by federations depends
on whether the sport is Olympic or non-Olympic. Participant
13 underlined the importance of infrastructure investment,
stating: "According to the main statute governing
federations, at least 15% of revenues must be allocated to
infrastructure development. However, this percentage can
vary depending on the federation’s income and the specific
sport.”

Both federations in our study have reward systems in place,
and in addition to the official rewards provided by the
ministry, federations also offer incentives for other
competitions. Coaches, athletes, and even technical
committees receive recognition and awards, which
significantly  contribute  to  success.  Furthermore,
representing Turkey in international competitions at the
highest level remains a primary goal for both athletes and
coaches, naturally leading to further achievements.

Thus, the findings in Bozkurt Alvurdu’s (2018) study
indicate that federations provide support primarily at the
club and infrastructure levels, distributing resources fairly.
Additionally, financial support varies depending on whether
the sport is recognized as Olympic. These findings differ
from those in our study concerning the extent and manner of
financial assistance provided.

What are your criteria for selecting coaches and athletes?

In Bozkurt Alvurdu's (2018) study, the following statements
were recorded: "Participant 1 emphasized the importance of
the medal color for an athlete to be selected for the national
team."; "Participant 4 highlighted the crucial role of the
technical committee in the selection of national team
players."; “Participant 6 stated, ‘Consultants we bring from
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abroad sometimes suggest that an athlete ranked fifth, rather
than those in the top three, has greater potential for success
and should be selected for the national team.' This
underscores the significance of supporting promising
athletes."; "Participant 9 mentioned, 'We often received
requests questioning why certain individuals were not
assigned as coaches. However, | ensured that appointed
coaches possessed a high level of technical knowledge and
proficiency in foreign languages."; "Participant 11
emphasized that a fair and objective evaluation process is
ensured when selecting both athletes and coaches for the
national team, drawing attention to the merit-based system
in appointments.”; “Participant 12 underscored the
importance of national and international achievements in
athlete selection." It was noted that, in some sports, the
criteria for national team selection were based on rankings
in the Turkish Championship, whereas in others,
international achievements played a decisive role.

The findings of the present study are as follows: "K1 stated
that a coach who trains an athlete qualifying for the national
team is also entitled to a position in the national team,
ensuring no distinction is made between athletes and
coaches."; "K2 expressed that while selecting coaches,
emphasis is placed on forming a team that can work
harmoniously, avoiding cultural conflicts, and ensuring that
all team members, including athletes, coaches, and
administrators, work with the same level of motivation and
dedication." The studies exhibit similar perspectives. In
summary, there is a consensus that the selection of athletes
and coaches should be impartial and objective, with
meritocracy being a fundamental principle.

Do you have a specific athlete education model?

In Bozkurt Alvurdu's (2018) study, "Participant 9 stated,
"The athlete education model has significantly contributed to
success. Collaborative efforts with the Ministry and
universities have been particularly effective.™ In the present
study, K1 mentioned that "an existing athlete education
model is in place.” During the development phase of this
model, regional meetings will be held in collaboration with
universities, specifically with the faculties of sports sciences
and physical education and sports schools. These meetings
will include deans and faculty members from the respective
universities, and regional training camps will be organized
for athletes on weekends. Both studies reveal similarities in
the implementation of an athlete education model and
emphasize active collaboration with universities.

What changes have occurred in your financial situation
compared to the previous period?

In their study, Erturan and imamoglu (2006) determined that
the introduction of autonomous federation management
facilitated the generation of financial resources. The
presidents stated that through initiatives such as
sponsorships and advertisements, the federations were able
to generate their own revenues more easily. Similarly, in this
study, K1 stated that "the federation's budget has increased
tenfold compared to the previous period; however, it still
remains significantly lower than that of competitors in
financial terms." The findings of this study align with those
of Erturan and Imamoglu (2006), supporting the argument

that autonomy contributes to budgetary growth. This
assertion is reinforced by the participant’s statement that the
budget has increased tenfold.

Do you have short- and long-term plans for facility
development?

In his 2018 study, Bozkurt Alvurdu examined the changes in
federations' use of sports facilities from a financial
perspective. Federation presidents generally reported that
the facilities were inadequate and poorly maintained but
noted that they did not face difficulties in accessing facilities
owned by the General Directorate of Youth and Sports
(G.S.G.M.). Similarly, Kayali (2007) concluded in his study
that autonomy is necessary for the effective and efficient use
of sports facilities by federations.

In this study, K1 stated that "there are gymnastics halls of
various sizes in 81 provinces, approximately 15-20 Olympic
gymnastics halls, and three large facilities that include living
spaces, saunas, cafeterias, and cinema halls.” Likewise, K2
mentioned that "there are large sports facilities in Samsun
and Antalya; however, the most crucial goal for facility
development is to ensure that clubs in each region have
access to an archery hall."

While the participants in Bozkurt Alvurdu’s study
emphasized the inadequacy and maintenance issues of sports
facilities, the participants in this study highlighted the
existence of sport-specific facilities and expressed their
intention to increase their numbers.

Conclusion

The innovative, transformative, and collaborative projects
implemented by the Archery and Gymnastics Federations,
which won their first Olympic gold and first Olympic medal,
respectively, have significantly contributed to their success.
It has been determined that selecting management teams and
committees from experts in their respective fields and, if
possible, from within the discipline itself, has facilitated
coordination and contributed to success. Supporting athletes
and technical staff collectively on the road to the Olympics
has had a notably positive impact. The president of the
Gymnastics Federation personally accompanied the team,
sharing their excitement, while the president of the Archery
Federation was actively involved in the athletes’ Olympic
journey but believed that a psychologist’s presence during
the competition stage would be more beneficial.

Both federation presidents assumed responsibility on the
path to success, and it was observed that their experience
and consultative approach played a crucial role in achieving
positive outcomes. It is evident that through proper
planning, responsible teams, and strategic management, the
federations have achieved unprecedented success by
forming the right combinations. For these federations, the
most critical factors on the road to Olympic medals have
been institutionalization, clearly defined objectives, and
well-structured projects. The patience demonstrated in
implementing changes and closing historical gaps with other
nations has been the most compelling evidence of their
journey toward Olympic success.
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Moreover, the Gymnastics Federation’s insistence on
education, reward systems, and institutionalization suggests
that the number of medals will continue to increase in the
future. Providing educational support to national team
athletes during training camps, including English language
training as a priority, has been a key goal in equipping
athletes with essential skills. Utilizing theater, social
activities, educational portals, and psychological support has
also been recognized as instrumental in success and is
expected to contribute to future achievements.

Both federations have shown equal interest in all their
athletes, viewing them not only as future champions but also
as potential national team coaches or even future federation
presidents. Their commitment to making every sacrifice
necessary for their athletes and fostering a sense of family
has ensured that success is embraced collectively. This unity
is considered the primary driver of past and future
accomplishments. National team athletes have received
support from both their federations and the Ministry, with
university students benefiting from scholarships for national
athletes, as well as opportunities for teaching and public
service positions, providing them with financial stability.
Additionally, the federations’ reward systems have been
found to be highly effective.

The selection of athletes based on merit has been
emphasized, particularly in gymnastics, where efforts have
been made to integrate personal coaches with national team
coaches to ensure seamless collaboration. It is understood
that achieving success requires a team of coaches working in
harmony under the leadership of a head coach and technical
director. Both federations have established award
regulations, and beyond the official rewards provided by the
Ministry, they have independently implemented reward
systems for other tournaments. The recognition and
encouragement of not only athletes but also coaches and
technical committees have been identified as key
contributors to success. Furthermore, the federations have
set a primary objective of ensuring that Turkish athletes and
coaches represent the country in the best possible manner on
the international stage, which has naturally led to increased
success.

The most crucial factor in achieving Olympic medals is
believed to be infrastructure development. Both federations
have established training facilities in every province and
implemented the Turkish Olympic Preparation Centers
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GENISLETILMIS OZET

Federasyonlar, sporcularin hem spora 6zgii hem de kisisel
gelisimleri icin gerekli destegi sunan, basariya giden yolda
onlara olanak saglamanin yaninda sporculara yol gdsteren
en iist merci konumundadir. Federasyonlarin, bransa 6zgii
egitimleri etkili bir bigimde yiiriitebilmeleri i¢in, uygun
fiziksel kosullara sahip tesislerde barinma, egitim, kiiltiirel
gelisim ve sosyallesme faaliyetlerini siirdiirebilmeleri biiytiik
Onem tasimaktadir. Bu silirecte federasyonlara maddi,
manevi ve hukuksal destek saglanmasi da hem sporcularin
biitiinctil gelisimi hem de sporun kurumsal yapisinin
giiclendirilmesi agisindan kritik bir gerekliliktir. Tim bu
bilesenleri bir araya getirip sistematik olarak caligmasini
saglamak, altin madalyaya giden yolda hedefe ulasmak igin
O6nemli bir unsur olarak gériilmektedir. Buradan hareketle bu
¢alismanin amaci, Tiirkiye’de olimpiyat tarihinde ilk defa
altin madalya kazanan Okguluk ve yine ilk defa olimpiyat
madalyasi kazanan Cimnastik federasyonun, 2020 Tokyo
olimpiyatlarinda ~ madalya  almasinin  gerekgelerini,
tutumlarini, izlenen ydnetim politikalarini belirlemek ve bu
belirlenen politikalarla diger federasyonlara drnek bir yol
ortaya koymaktir.

Bu calismada nitel arastirma yontemlerinden biri olan yari—
yapilandirilmig goriisme teknigi kullanilmistir. Arastirma
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verileri bireysel goriigme teknigi ile online ve e-posta olarak
elde edilmistir. Bu veriler, 2020 yilinda yapilmasi planlanan
ancak pandemi nedeniyle 23 Temmuz-8 Agustos 2021
tarihleri arasinda  Japonya’nin  baskenti  Tokyo’da
diizenlenen Olimpiyat oyunlarina katilarak  Tiirkiye
Olimpiyat tarihinde ilk defa kendi branslarinda madalya alan
sporcularin federasyon bagkanlariyla yapilan gériismelerden
elde edilmistir.

Arastirmacilar, arastirmaya katilan 2 federasyon bagkaninin
goriislerini alarak tiimevarim yontemiyle analiz etmek
amactyla baskanlarin verdigi cevaplarda higbir degisiklik
yapmadan Word sayfalarina aktarmig ve goriismeye katilan
federasyon bagkanlarint K1 ve K2 seklinde adlandirilmistir.
Elde edilen verilerin tamami arastirmacilar ve alaninda
uzman akademisyenler tarafindan igerik analizi yontemi ile
analiz edilmistir.

Yari-yapilandirilmis gorlisme formu uzman
akademisyenlerle goriisiilerek sorularin kolay anlagsilabilir
olmasi ve agik ifade edilip edilmedigi konusunda istisareler
yapilarak son hali verilmistir. Gorlisme formu sorular
asagida verilmistir.

Tablo 1. Goriigme formu

Goreve geldiginiz andan itibaren getirdiginiz yenilikler nelerdir?

Yonetim ekibinizi kurarken nelere dikkat ediyorsunuz?

LIDERLIK

Olimpiyatlar boyunca sporcularla birlikte miydiniz?

Basar1 siirecinde hangi liderlik 6zelliginiz etkili oldugunuzu diisiiniiyorsunuz?

Sizce basarilar neden bu kadar gec geldi?

DA |W|IN|-

Olimpiyat yolunda en etkili nokta neydi?
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ne tiir destekler?

Kamp ve antrenman donemleri haricinde sporcularin bireysel gelisimi i¢in destek veriyor musunuz? Evet ise

8  Madalya kazanan sporcu ve antrendre 6zel bir egitim veya ilgi gosterdiniz mi?

SPORCU —

ANTRENOR 9 .
nelerdir?

Antrendr ve sporcular gecim kaygisini diisiinmeden optimum galigma sartlarma sahipler mi? Imkanlar

10 Basarili olacagini diisiindiigiiniiz sporcu ve antrendr secimindeki kriterleriniz nelerdir?

11 Basarili olan teknik ekibe 6diillendirme sisteminiz var mi1? Varsa nedir?

12

Tesislesme anlaminda kisa-orta-uzun vade planlarimiz var mi? Hangilerini hayata ge¢irdiniz? Goreve geldiginiz
zamandan itibaren tesislesmenin katkis1 nedir?

13 Branginizla ilgili sporcu-egitim modeli tasariniz var mi?

SISTEMSEL 14  Onceki doneme gore finansal durumda ne gibi degisimler oldu?

15 Teknolojik gelismeleri bransiiza ne dlgiide entegre ettiniz?

16 Bransinizda ger¢ek anlamda tabana yayilabildiginizi diisiiniiyor musunuz?

17 Elde edilen basarinin devam etmesi i¢in mevcut sisteme eklemeler yapacak misiniz?

Sonug¢ ve Degerlendirme

Olimpiyatlar da ilk kez altin madalya alan okculuk ve ilk
kez olimpiyat madalyast alan Cimnastik Federasyonlari
yenilik¢i degisimci ve paylasimci projeleri basarilarina katki
yapmustir.  Yonetim ekiplerini ve kurullarimi alanlarinda
uzman kisilerden se¢mek ve miimkiinse bransin iginden
secerek aralarinda koordinasyonun saglanmasinin basariya
katkis1 oldugu tespit edilmistir. Basariya giden yolda iki
federasyon bagkaninin da sorumlulugu iizerine almus,
tecriibeleri ve istisare yapma Ozelliklerinin basariya katkisi
oldugu goriilmiistiir. Dogru plan ile sorumluluk sahibi ekip
ve yonetimin bir araya gelerek dogru kombinasyonlar
olusturarak gecmiste olmayan basarty1 yakalamis olduklari
goriilmektedir. Bu federasyonlar icin olimpiyat yolunda
madalyaya giden en 6nemli yol, kurumsallik ve koyulan
hedefler ve projeler oldugu kesindir. Her iki federasyonda
da degisimlerin gerceklesmesi siirecinde gosterilen sabir,
diger iilkelerle gegmiste var olan farklarin kapanmasini
saglamig ve bu durum, elde edilen madalyalarin en 6nemli
gostergesi olmustur. Bunun yaninda Cimnastik de egitim,
odiillendirme, kurumsallasma konusundaki 1srar1 ileride
madalya sayisinin artacagi beklentisi sonucunu vermektedir.

Kamp donemlerinde milli takim sporcularina egitim destegi
vermek, Ingilizce egitimi basta olmak iizere sporculari son
derece donanimli hale getirmek kamplarin 6nemli bir hedefi
olarak belirtmektedir. Tiyatro, sosyal faaliyetler, egitim
portallarindan  yararlanmak ile  psikolojik  destek
verilmesinin de basariya katki sagladigi ve ilerde muhtemel
basarilara katki saglayacagi beklenmektedir. Her iki
federasyonda da 6dill yonetmeligi mevcut olup, ozellikle
bakanhigin resmi odiilleri disinda da diger turnuvalar da
federasyon tarafindan d&diillendirmenin bagartya biiylik
katkist oldugu goriilmektedir. Antrendr, sporcu hatta teknik
kurul bile &diillendirilmekte 6diiliin yani sira uluslararast
arenada sporcu ve antrendriin Tirkiye’yi en iyi sekilde
temsil edilmesi baglica hedefleri olarak bildirilmistir. Bu da
dogal olarak basartyt getiren bir unsur olarak
degerlendirilmektedir.

Sonug olarak K1 basariya giden yolda, yeni olusturulan ve
siirdiirebilirligi mimkiin olan sisteme ve her bilesen
diizeyinde seffafligin 6nemini 6n plana ¢ikartirken K2,
basartya giden yolda Dbireysel olarak istlenilen
sorumluluklarin etkili oldugunu liderlik anlaminda onlara
rehberlik etmenin dnemini 6n plana ¢ikartmistir.
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