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Sport Ireland aims to assist National Governing Bodies in supporting
and delivering elite Irish athletes to international success. This elite
success is defined as Irish athletes reaching finals and achieving medals
at European, World, Olympic, and Paralympic level.
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RIO 2016 REVIEW

Foreword

The Olympic and Paralympic review process is an essential component of the Irish
high performance system. The implementation of the recommendations of the
quadrennial reviews has been a driver of Irish high performance programmes for
individual sports and the system as a whole.

The Rio Review process has been comprehensive and robust. The critical feature
of this Review is that the National Governing Bodies (NGBs) took a greater level of
control in debriefing their own experiences. This Review reflects the views of all the
key players within the high performance system. Endorsed by Sport Ireland, it is a
mandate for the NGBs to fully implement the recommendations that will improve
the high performance system in Ireland.

There were outstanding performances in Rio at both the Olympic and Paralympic
Games. The Olympic roll of honour received a new addition in Rowing, with Sailing
repeating its podium success achieved in Moscow 1980, demonstrating Ireland's
ability to be competitive in multiple disciplines. Team Ireland has built on the
success of Beijing and London, and notwithstanding problems that arose, Rio
was a clear demonstration that Ireland can compete at the very highest levels of
international sport.

Sport Ireland is committed to the ongoing development of the Sport Ireland
Institute and adding to the extensive facilities on the Sport Ireland National Sports
Campus. These are real commitments to high performance sport in Ireland that
will make a significant difference to Irish athletes who aspire to compete at the
top level.

Olympic and Paralympic sport is a brutally competitive arena. Ireland has shown it
can succeed and has the potential to be even better. A strong review process and
adherence to the outcomes of the process is one key element in building success.
We want to thank everyone who contributed to the Rio Review and making it a
strong and valuable contribution to the development of Irish high performance
sport.

ﬁfé%

Kieran Mulvey John Treacy
Chairman, Sport Ireland Chief Executive, Sport Ireland
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Introduction

by the High Performance Committee of Sport Ireland

Sport Ireland began the process of reviewing
the overall Rio Cycle (2013 - 2016) in advance
of the commencement of the Olympic

Games in August and the Paralympic Games

in September. This Review Process was fully
completed by December 2016. The process

was robust, with a series of specific stages,
significant NGB involvement, and independent
oversight. It was designed with the purpose of
providing a fair assessment of Ireland’s Olympic
and Paralympic campaign; and beyond this,
producing independent evidence-based
recommendations which will be essential in
improving the Irish high performance system as
we move forward.

Overall, Team Ireland delivered a high standard
of performance at the Rio 2016 Olympic and
Paralympic Games. The performances showed
that Team Ireland was well prepared and had
campaigned for the Olympics and Paralympics
based on a strong record of achievement in the
Rio cycle.

The overall 2016 Games environment in Rio
presented a number of difficulties for all
competitors and some issues specific to the
Irish Olympic team. These challenges were
acknowledged by athletes and team staff
during the review process.

At the Olympic Games there were two silver
medals won. These exceptional achievements
were supported by superb performances across
a number of disciplines. Beyond podium results
in Rio, Team Ireland saw significant increases in
the number of top-10 and top-20 performances
over previous Games.

The specific target of 3 medals was not reached
at the Rio Olympic Games. In boxing, where
Ireland was expected to secure medal success,
beyond the system issues identified, legitimate
concerns existed around the adjudication in
Rio.

Ireland won 11 medals at the Paralympic Games
which exceeded the pre-Games target of 8.
The medal success in Rio was achieved through
the strength of 3 high quality programmes
that supported some outstanding athletes. The
quality of the coaching was also notable. Credit
is due to everyone involved in Paralympics
Ireland in their efforts to replicate and exceed
the successes of London 2012. Given the
changes to Rio's competition programme,

the team's success was made even more
remarkable.

The Olympic Council of Ireland (OCI) had a
central role in leading Team Ireland at Rio.
Notwithstanding significant national and
international attention on the OCI in Rio, there
was limited comment made in the Review on
the OCI operating as a performance barrier.
However, the criticisms of the OCI should be
addressed with the purpose of developing
better relationships moving into the Tokyo
cycle.

In general, there was positive feedback on

the pre-Games holding camp in Uberlandia.
However, it is recognised that this model does
not work for every sport and its suitability is
specific to where the Games are being hosted.
The purpose and extent of a pre-Games holding
camp is an area for further consideration in
advance of Tokyo 2020.



One of the themes that emerged from

the review is an apparent disconnect

between some NGB boards and their high
performance programmes. It has been
highlighted that within some programmes,
the Board's understanding and support for
high performance requires improvement. This
is an issue meriting further exploration as the
governance of HP programmes is a concern of
Sport Ireland.

The review findings highlighted the strong level
of performance services provided by Sport
Ireland Institute. There is a desire to gain access
to further support if capacity is available in

the future. In particular, there are suggestions
that preparing athletes for the post-Games
experience is an area that is valued and should
be enhanced. NGBs should collaborate to a
greater extent in this project.

As previously referenced, the IABA’s high
performance programme failed to deliver on
its pre-Games medal expectations. While the
performances in Rio were disappointing, the
IABA's review has proposed a range of strong
recommendations which provides a blueprint
for the sport to progress.

It was a landmark Olympic Games for men’s
hockey having qualified for Rio 2016 after
narrowly missing out on London 2012. This was
the first time since 1948 that a team sport
was contested by Ireland. This highlighted
the potential of Irish teams with rugby 7s and
cricket also part of the Irish system. While
team sports provide huge opportunities, the
Rio experience raises a question on how team
sports in general can be best supported in
the future.

RIO 2016 REVIEW

There is an unambiguous link between success
in high performance sport and levels of
investment. There is view widely shared in the
high performance community that increased
investment is required within the Irish system.
However, to the credit of the participating
sports, they did not fixate on financial issues.
In general, they reflected internally on matters
that impacted performance and the reviews
are more useful as a result.

The review process has generated extensive
information and the individual reports are

a substantial piece of work, primarily for
personnel within NGB's and key stakeholders in
the high performance system. Each NGB had a
significant role in developing the reports which
should make them immediately relevant to
their requirements and easier to adopt.

In order to maximise the impact of the

review, each of the NGBs are now tasked with
addressing and fully implementing the specific
recommendations. Sport Ireland’s investment
in high performance programmes will be
dependent on clear implementation plans
from each NGB in their future strategic and
performance plan documents.

Furthermore, from Sport Ireland’s point of view
there is a need to assess how high performance
investment can be optimally targeted at
programmes best placed to consistently
achieve medals at international level in the
future. Based on insights gathered throughout
the Rio cycle, a proposed high performance
investment framework has been developed and
will be implemented for the Tokyo cycle.
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The Review Process

The main objectives for each stage of this Review Process included:

PHASE 1:

Pre-Games Assessment
- conducted by

Sport Ireland and
completed by the High
Performance Lead in
each sport

e Identifying the
Rio performance
expectations held by
the NGBs for their
athletes

e |dentifying the health
of an NGB's HP System
prior to the Games

PHASE 2:

Post-Games Online
Surveys —administered
to athletes, coaches,
support staff,
Performance Directors,
Chief Executive Officers,
and Board Members

e Gather key reflections
on preparation and
performance in close

proximity after the

Games experience

e Obtaining extensive
data from across the
high performance
programmes to inform
the facilitator reviews

PHASE 3:

Facilitator-led Independent
Reviews —involving key high
performance stakeholders
within each sport participating
at the 2016 Olympic and
Paralympic Games

e Reporting the performances
and results of Irish athletes at
the Games

e Debriefing with each NGB on
their Games performances

e |dentifying strategic reflections
on the Olympic and Paralympic
Cycle as a whole

e |dentifying specific
recommendations for sports
to implement to enhance
their success in the 2017-2020
Olympic and Paralympic Cycle

Each sport’s Rio Review was signed off by their CEO and submitted to Sport Ireland, including all of
the independent findings, conclusions, and recommendations. In addition to this, an independent
facilitator was assigned to conduct a review across all stakeholders in the high performance system.
This included interviews with key individuals within Sport Ireland's High Performance Committee,
Sport Ireland Institute, Sport Northern Ireland, Olympic Council of Ireland, Paralympics Ireland,
Department of Transport, Tourism, & Sport, and sport media outlets, with the objective of collecting
broader system-level perspectives.
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PHASE 1: Pre-Games assessment summary

The Pre-Games Assessment had a strong
engagement from the performance leads
overall and a good level of detail was provided
in the submissions. In terms of performance
targets and preparation for Rio 2016, the
majority of sports had set realistic targets
and demonstrated a strong understanding of
preparation and expected athlete performance
at the Games. It was useful to compare this
data with actual outcomes and post Games
results.

Over the course of the Rio cycle, a number

of key themes emerged across the high
performance programmes. The sports noted
the strong support provided by Sport Ireland
Institute. However, a number stated that
increased access to performance and medical
services is required. In addition, there is a
strain on coaching resources across a number
of programmes with many coaches covering
additional duties or holding dual roles. There

is mixed view on the level of governance of
high performance, with some programmes
citing improvements, while in others it was an
area of concern. Moreover, contact time with
athletes was a key area for performance leads,
centralised programmes generally emphasised

the importance of maintaining a daily training
base, while non-centralised programmes noted
the need to increase contact time with athletes
through training camps, more competitions, or
engagement with services.

Looking beyond Rio 2016, a number of common
areas of strategic focus were referenced

in the Pre-Games assessment. Elite coach
development and further coaching resources
was identified as important in a number of
programmes. This included having resources
to separate coaching from administration

and management roles. Further to this,
increased competition exposure for athletes
through more competitions or training
camps/sparring with other nations was also
highlighted. There was mixed views on the
strength of talent pipeline across the sports
with some programmes noting a strong calibre
of upcoming athletes, while for others it was
an area in need of improvement. Moreover,
continued focus on the governance of the high
performance was a common theme across a
number of the sports.
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PHASE 2: Post-Games Survey Summary

To fully capture the critical information on Rio
2016, online surveys were conducted within

4 weeks of the conclusion of the Games and
provided athletes, coaches, support staff,
Performance Directors, CEQ'’s, and Board
Members with the opportunity to express
their views on the Games preparation and
performance. Although there was a relatively
strong response rate across both Olympic and
Paralympic surveys (71%), it should be noted
that the response rate from Olympic athletes
was disappointing with only 45 out of the
invited 80 participating (56%).

Olympic surveys
The majority of athletes that responded

reflected positively on the year leading into the
Games, highlighting coach support, service
support, and facility access as satisfactory.
Overall, athletes were relatively satisfied with
their own performance and were also generally
positive about the support received from their
NGB and the Sport Ireland Institute in the
build up to the Games. Financial support from
Carding was cited as an area where many
athletes were dissatisfied. The support from
the OCI prior to the Games was noted for
improvement.

Athletes were again positive about their
experiences within the Daily Training
Programme, highlighting communication and
programme management as an area were
improvements could be made.

The various aspects of Games Readiness
included physical, tactical, mental, Games
experience, and post-Games experience
readiness, and was generally reflected by
athletes as being satisfactory. However, it

was evident that the post-Games period

was an area where athletes felt the least
prepared for and this reflection aligned to the
identified need to increase the services of the
Sport Ireland Institute's Games Preparation
Programme.

Paralympic surveys

The majority of athletes responded positively
on the support they received in the lead

up to the Games and the consensus from
athletes and coaches was that the daily
training environment was a highly positive one
throughout the cycle. However, it should be
noted that almost half the athletes responded
as very dissatisfied or dissatisfied with their
own performance. A number of stakeholders
reported a lack understanding of clear purpose
and effective communication across the
programmes.

The extent of support for Paralympic sports
within smaller NGBs was identified as an area
of concern. Moreover, financial support was an
area of dissatisfaction for a number of athletes
that were not part of the carding system.

In terms of readiness for the post-Games
experience, generally athletes rated it as
somewhat positive and a number referenced
the Sport Ireland Institute's preparation
workshop. However, less than half reported
applying their learnings from the workshop over
the course of their Games experience.

Finally, with regard to board member responses,
most areas rated positively except for talent
identification and development which was
identified as an area requiring further focus.
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PHASE 3: Facilitator-led Independent Reviews

Detailed below is the list of individuals who were assigned as Review Facilitators to each NGB.

National Governing Body

Athletics Ireland

Badminton Ireland

International Athletic Boxing Association
Cycling Ireland

Confederation of Golf in Ireland (GUI & ILGU)
Gymnastics Ireland

Hockey Ireland

Horse Sport Ireland

Paralympics Ireland

Pentathlon Ireland

Rowing Ireland

Irish Sailing Association

Swim Ireland

Triathlon Ireland

Online survey management & reports

HP System stakeholder interviews

Terms of Reference:

Assigned Review Facilitator(s)
Nancy Chillingworth

Maeve Buckley

Brian MacNeice

Ciaran Ward

Maeve Buckley

Prof Craig Mahoney

Eddie O'Sullivan

Nancy Chillingworth

Maeve Buckley & Tricia Heberle
Nancy Chillingworth

Dr Chris Shambrook & Dr Katherine Bond
Craig Mahoney

Brian MacNeice

Nancy Chillingworth

Nancy Chillingworth

Maeve Buckley

To review and assess the performances and results of Irish athletes at the Rio 2016 Olympic
Games.

. To identify the particular factors that contributed to or impacted upon performances at the
Games.

. To review and assess the strategy, annual planning, and preparation in the sport, and its impact
on performance, over the four year cycle with a view to providing key learnings for the Tokyo 2020
cycle.

. To review and assess the engagement and interaction of the sport with Sport Ireland, Sport
Northern Ireland, and the Olympic Council of Ireland over the four-year cycle.

. To review and assess the level of support provided by the NGB for the performance plan and
preparation for the Rio 2016 Games, including the governance structure within the sport.

. To provide specific and measurable recommendations, based on evidence from the review, that
will have a positive impact on the sport’s high performance programme, and consequently, the
overall high performance system.
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Team Ireland
Performances

Rio 2016 Olympic Games - Team Ireland Performances

The 2016 Olympic Games saw 77 athletes represent Team Ireland across 14 different sports. Finishing
62nd on the overall medals table, Ireland achieved 2 silver medals in rowing and sailing, and when
ranked against medals per capita, Ireland had a 38th place finish.

The major ranking performances by Team Ireland included:

' TEAM IRELAND PERFORMANCES

AT OLYMPIC GAMES
MEDALS TOP10 TOP20
Rio 2016 2 14 14
London 2012 o) 6
Beijing 2008 3 5
Athens 2004 0 10

TOP 10 TOP 20
PLACE FINISHES  PLACE FINISHES

Rio 2016 Paralympic Games -Team Ireland Performances

The 2016 Paralympic Games saw 48 athletes represent Team Ireland across 10 sports. Finishing 28th
on the overall medals table, Ireland achieved 11 medals in athletics, swimming and cycling (four gold,
four silver, three bronze), and when ranked against medals per capita, Ireland placed 5th in the world.

The medal success in Rio was achieved through programmes that benefited from from integrated
services provided by the Sport Ireland Institute and high quality coaching from across the system.

The major ranking performances by Team Ireland included:

', " " TEAM IRELAND PERFORMANCES

AT PARALYMPIC GAMES

MEDALS TOP 8

Rio 2016 " 22

London 2012 16 27
Beijing 2008 5 18

Athens 2004 4 2

TOP 8
PLACE FINISHES
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h Performance

Stakeholder Review

Facilitator: Maeve Buckley

EXECUTIVE SUMMARY

Rio was a positive Olympics from a
performance perspective, with Ireland
achieving thirty top twenty finishes and with
clear evidence of overall systemic improvement
across the quadrennial, in terms of medals
won at European and World level, personal
bests, percentage improvements, etc. There
was a negative impact too, in terms of the
international and domestic controversies that
took place, and whilst not impacting athlete
performance, posed serious questions around
governance and reputation.

The High Performance (HP) structure in

Ireland has moved forward enormously since
the original strategy was developed in 2002,
with the Sport Ireland Institute, the High
Performance Programme investment, the
International Carding Scheme and National
Sports Campus all being hugely significant in
allowing for HP programmes to be built within
NGBs and in supporting elite athletes’ focus
entirely on sporting success, whilst Ireland

has many talented coaches and Performance
Directors in the system. However, there remains
limited commmercial support for HP sport, with
sports then over-reliant on the public purse

and limited government funding being spread
too thinly over too many sports. Funding
models are not the same in all countries, and
geography and culture are different, so to
compare countries is not to compare like with
like, but there are some interesting comparators
with other countries. Other systems invest
more than us on a per capita/GDP basis,
investment tends to be to targeted sports, and
there are some functioning cross-sport Talent ID
programmes and commercial funding models
that could be interesting to study further from
an Irish context.

The feeling is that, having made huge
advances, the time is right now to again
update the HP strategy for Ireland, and to
deliver a renewed shared vision across the
system. Terms of reference for a Performance
Solutions Team have been put to the High
Performance Committee of Sport Ireland and
this unit would be a significant step forward

in terms of monitoring of HP investment. The
view is that Ireland is a small country and

that can lend it many advantages, including
flexibility - if it were to focus resources on a
reduced number of key sports, whilst having

a mechanism to support outliers, it could in
time be very competitive in those key sports
on the world stage. Now is the opportunity to
refresh our HP strategy, and collectively decide
what we want to achieve as a nation from a
HP perspective, and be ambitious in our goals.
Those goals need to be collectively shared

in a strategy with clear measurable targets,
and which is planned out over two Olympic
cycles, with clearly stated medal targets so
that expectations are clear. Team sports as
well as individual sports need to be factored
into the overall strategy. Investment needs to
be against strict criteria and organizational
development guidelines, including governance,
with zero tolerance for deviation. The Sport
Ireland Institute should be resourced to
develop a cross-sport Talent ID programme,
and also to amplify existing services. With an
overarching HP plan in place, we need to seek
more meaningful investment from government
and corporate Ireland in HP sport, and have a
scale of investment sufficient for the refreshed
ambition. With the solid building blocks already
there, and a new strategy to focus on, the
feeling is that our sporting nation could make
us even more proud over the cycles ahead.
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RECOMMENDATIONS

The following recommendations pertain to areas of improvement for High Performance
(HP) in Ireland leading into Tokyo 2020 and Summer Olympics 2024:

1.

Using this review process, and based on the evolution seen over the last Olympic cycles,
complete an audit of all HP systems and a review of current HP policy and determine
whether the current system is optimal for the next cycles. Through this determine what is

a good investment for Ireland, and where the differentiating factors lie between the NGBs
(i.e. governance, critical mass of athletes, etc.). Ask what we want to achieve as a sporting
nation and what is our definition of world-class success, and through that process define
where our ambition lies.

. Develop a multi-cycle strategy (8 years+) that robustly focuses on the sports with the

potential to deliver the best outcomes, based on the data derived from the audit. This
strategic planning needs to involve all stakeholders (sports, government, Sport Ireland,
Institute) but then Sport Ireland/Sport Ireland Institute should be given the authority to
drive it and deliver it. The targets in this strategy need to be ambitious and measurable,
with clearly stated medal targets and outcomes, and the strategy should be broadly
communicated to the wider public.

The strategy should be based on a tiered sport system, with a limited number of podium/
tier one sports, and below that sports with a development potential. This tiered sport
system must be appropriate to Ireland and devised by and for Ireland. Those HP sports
should be evaluated continuously by a Performance Evaluations team, with sanction for
underperformance, and governance being a critical performance criterion. Authority should
be given to the HP leadership to make and deliver decisions based on the strategy and
performance evaluation, rather than any political consideration.

. Government must invest in a more meaningful way against HP sport, based on this strategy,

and invest current spend on a scale appropriate for the ambition. Corporate Ireland needs
to get behind investment in HP sport and commercial models should be explored to make
sports less fully reliant on state funding.

. The role of the Sport Ireland Institute should be developed, with resource put specifically

into the areas of Performance Evaluation, (Athlete) Talent ID, and (Coaching/PD) Talent
Development, whilst continuing to support and expand current services. The Sl needs to
prove that it is an evidence-driven organization, challenging the system, whilst supporting
the athletes and coaches, and proving the worth of the HP investment.

A national athlete Talent ID programme should be developed to identify athlete cross-sport
potential and to build talent pipelines across a number of sports.

Consideration should be given to HP training for Boards, to broaden understanding between
Boards and HP team.

Thought should be given to best methods/forums for ongoing consultation between
government, its agencies, the sports, and Sport NI/SINI, so as to maintain strong
relationships and clarity of purpose.
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BACKGROUND INFORMATION & FINDINGS

Strategic reflections on Rio 2016

Objective: To review and assess the overall performance of Team Ireland at

the Rio 2016 Summer Olympic Games.

There is an understanding that Rio was overall
a very positive Olympics from a performance
perspective, with Ireland achieving thirty top
twenty finishes. Ireland had twelve “top eight’
performances (a top eight finish being industry
standard for podium quality, and also thus
recipients of Olympic diplomas), and a further
four "top ten’ finishes. In terms of progression,
Ireland has improved from three "top ten’
finishes in Athens 2004, to nine in Beijing 2008,
fourteen in London 2012, through to sixteen
this year. This would indicate overall systemic
improvements and progression. However, there
were less podium finishes, with Ireland winning
six medals in London 2012, but only two in Rio
2016, and in two different sports, which belies
somewhat the systemic improvement. There

is an understanding also that there were big
improvements across the entire cycle in terms
of medals won at European and World level,
personal bests, percentage improvements, etc.

There is a feeling that Rio 2016 also reflected
badly on sport at times, both from an
international and domestic perspective.

From an international dimension there was
controversy around the location of the Games
itself (clearance of favelas, hygiene, poor finish
of the Olympic Village etc.), the banning of
Russian athletes, and the sidelining of all AIBA
(International Boxing Association) Rio judges
post-Games. From an Irish perspective there
was the failed drug test of boxer followed by a
general under-performance of the boxing team,
as well as the ticketing scandal. The reporting
of these incidences played out badly for Ireland,
and whilst not impacting athlete performance,
threw up serious questions around governance.
The view is that in time the general public will
reflect on Rio as being a less than satisfactory
Games, except for two bright moments
provided by the O'Donovan brothers and
Annalise Murphy, and it will have done little to

further overall appreciation and understanding
of high-performance sport. The general public
will have little understanding of the overall
greatly improved performances of Irish athletes,
as only medals impact the public psyche. High
performance sport can be somewhat esoteric
to grasp for those not involved in it, and Rio
2016 did little to improve understanding and
state a positive case for increased tax-payer or
corporate investment.

KEY FINDINGS

- Rio 2016 was a positive Olympics
from a performance perspective with
thirty top twenty finishes, showing
sustained progression across the last
four quadrennials, and thus evidence
of overall systemic improvement.

+ Rio 2016 reflected badly on sport at
times, both from an international
and domestic perspective, throwing
up questions around governance
and reputation.
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Current status of the High Performance (HP) System in Ireland

Objective: To provide a commentary on the High Performance System as a

whole, and the progress to date.

As per the Road to Rio and beyond document,
"The current Irish HP system is in existence
since 2002. Since then, over €100m has been
invested in Irish HP sport. The system has gone
through clear stages of development framed
by each of the Olympic cycles.” As per the
National Sports Policy Framework Paper, ‘Sport
Ireland is responsible for the improvement in
standards in high performance sport. With
the establishment of Sport Ireland, all of the
bodies connected with high performance
(Sport Ireland Institute, Coaching Ireland and
National Sports Campus) are now embedded
in one entity. This presents a real opportunity
to deliver a more enhanced and integrated
programme of work in order to achieve greater
and more sustained high performance success'”.
The stated vision for the HP system is ‘Irish
athletes achieving consistent world class
success’ and the mission is to ‘Invest in NGBs
that can produce world class athletes on a
consistent and repeatable basis’ and to ‘Create
an environment that facilitate the development
of NGBs (National Governing Bodies) to
produce this calibre of athlete’.

The common view is that the HP structure

has improved enormously since the original
strategy was developed in 2002. The High
Performance Programme and the International
Carding Scheme have been hugely significant
in allowing for HP programmes to be built
within NGBs and in supporting elite athletes
and allowing them to focus entirely on sporting
success. The launch of the Sport Ireland
Institute in 2006 is perceived as having been

a game changer, with great advances made
particularly in the provision of physiotherapy,
strength and conditioning (S&C), and medical
services, allowing for significant improvements
in managing the health and robustness of the
athletes. Development in facilities has been
significant, with the National Sports Campus
(NSC) providing the opportunity for NGBs to
interact with each other, and the Sport Ireland
Institute building giving that opportunity to

athletes, and in a good location, with good
buy-in from the sports. There is a strong
functioning HP Committee, with representation
from Sport Ireland, Sport Ireland Institute and
external practitioners. Overall leadership within
the system has improved, with programmes
such as the Pursuit of Excellence (PEP)
programme supporting the development

of coaching and performance director (PD)
talent. Many of the NGBs themselves have
grown significantly during that time, building
teams of professional full-time staff, and there
are several examples of very good practice

and world class programmes. There is a good
supply of raw talent at athlete level.

The weaknesses in the system are also
apparent. There is inadequate state funding
in high performance sport. There is limited
commercial support for HP sport, with sports
then over-reliant on the public purse. These
limited financial resources (€44.1m over

four years is the entire investment, including
carding scheme, programme investment,
and Sport Ireland Institute costs) are spread
too thinly over too many sports - twenty-

one sports in total - many of whom will be
unlikely to achieve podium success. The
system is currently not geared to support
team sports, with team athletes not eligible
for carding, only programme funding. The
annual funding application cycle is cited as
problematic for NGBs. The carding scheme is
perceived as being spread amongst too many
athletes, and often not early enough in their
development cycle. Some NGBs struggle to
balance participation and high performance
with limited resources, whilst the quantity of
performance services is inadequate to meet
the demand. There are problems at transition
stages along the athlete pathway, with athletes
being lost. There is a leadership talent drain,
with high performers within our HP system
being lost to other countries and systems,
and a lack of investment in talent, both at a
coaching and PD level.



The feeling is that, having made huge
advances, the time is right now to again
update the HP strategy for Ireland, and to
deliver a renewed shared vision across the
system.

KEY FINDINGS

- Significant advances have been made
in HP in Ireland since 2002, with the
High Performance Programme, the
International Carding Scheme, the
Sport Ireland Institute and the
National Sports Campus all under-
pinning those improvements.

- The system also has weaknesses -
inadequate funding with resources
spread too thinly, loss of athlete and
management talent, governance
issues in some sports.

RIO 2016 REVIEW
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High Performance Structure in Ireland

Objective: To provide a commentary on specific elements within the High

Performance Structure.

Level of NGB Governance & Reputation

The standard of governance in Irish NGBs is
recognized as being of great significance in
particular post-Rio 2016. Issues within the
IABA and the OCI have been viewed negatively
across the country and created a reputational
damage to sport. By and large those on the
Boards of NGBs are giving large amounts of
their time voluntarily back to their sport, in
many cases having participated in that sport
for many years, and this voluntary contribution
is much appreciated. However, those who have
participated in the sport all their lives can have
strong opinions on the sport, including the elite
end of the sport, but those views are often not
contemporary and cognizant of what HP sport
looks like in 2016.

The best governed NGBs in Ireland are generally
recognized as those who are well along the
road of implementing the governance code,
and who have invited independent directors
from outside the sport to sit on the Board.

The recent government impetus to make the
governance code mandatory is welcomed by
the NGBs. The strongest decision-making
bodies tend to include a sufficient number of
people who are free from a close connection
to the organisation and who provide
constructive challenge. (The UK currently
requires a minimum of 25% independent
Board members, and looks set to introduce the
mandatory requirement for an independent
Chairperson). From the HP point of view, even
on well governed Boards with independent
professional expertise, there can be a lack of
knowledge on what HP really is, and why it
deserves funding to the extent required. HP
expertise is sometimes lacking at Board level,
with that lack of understanding often resulting
in an internal struggle between the Board

and the PD/HP team. The fallout from those
struggles is resignations, loss of leadership,

the disintegration of HP programmes, and the
underachievement of athletes.

From a HP perspective, it is critical also to
have a functioning HP leadership group within
the NGB, usually comprised of the PD, CEO,
head coach and one or two others-these HP
leadership groups are used to good effect in
NGBs around the world. The HP leadership
group functions best when they are given the
autonomy by the Board to make the strategic
decisions around the HP programme, reporting
back on those decisions to the Board via the
CEO, but without having to wait for operational
activities to be ratified.

KEY FINDINGS

- There are many examples of good
NGB governance, with the best
governed Boards including
independent Board members.

- HP knowledge can be lacking at
Board level, and lack of under-
standing can lead to a Board/HP
internal struggle.
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Leadership - Performance Directors and Coaches

There are two critical roles within a High
Performance leadership team, that of the
Performance Director and the (Head) Coach.
The head coach is a more difficult technical
role, with technical coaching expertise specific
to each sport, and as a result there is a lack of
transferability from sport to sport. The PD role
is one of leadership primarily, and so the role

in theory can be transferred more easily from
sport to sport. Ireland has some very talented
PDs and coaches working within the system,
but there can be issues, including a talent drain,
turnover and succession planning, capability
and capacity, career development, leadership
struggles, lack of NGB investment in the roles,
and overall lack of understanding of the roles of
PD and coach.

Coaching can be misunderstood as a career
choice in Ireland, with the common perception
of a coach being that of a voluntary one,
coaching outside of their ‘actual job’, and
there can be limited understanding of the

role of a HP coach. The Pursuit of Excellence
(PEP) programme offered by the Sport Ireland
Institute is the main vehicle for professional
development for HP coaches in Ireland, and

is generally acknowledged to have been a
success. However, its capacity is restricted
and it is the only instrument to upskill coaches
and future PDs within the Irish system. Overall
the feeling is that there are not enough

skilled technical coaches within Ireland, that

it is undervalued as a profession and also
underpaid, there is not enough professional
development, and that Ireland often needs to
buy in capability expertise from abroad, with a
drain back out of that expertise at the end of
each Olympic cycle.

Good Performance Directors (PD) are in
demand and Ireland has produced some strong
PDs, and the recruitment and retention of PDs
within sports is critical. There can be a big
disparity between salaries of the PDs across
sports, whilst many PDs often end up also
coaching within their sport. The relationship
between the CEO and PD is critical, and in
situations where that falters the HP system

within that sport will often falter. The feeling
is that the skillset of strong PDs and HP
leaders does exist in Ireland, but that often

we are not doing enough a nation to retain
that talent within sport, or not giving PDs
enough autonomy to run their programmes, or
rewarding them for success. The result can be
a drain of talent either out of sport, or out of
the country.

KEY FINDING

Ireland has some very talented PDs and
coaches working within the system, but
there are issues, including talent drain
and leadership struggles.

13
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Performance Services - capability and capacity across system

The mission of the Sport Ireland Institute is to
"Support Irish Sports to reach World Podiums
by driving excellence in the high performance
system through the delivery of world class
services”. Since its inception in 2009 it has
been positively perceived as having helped drive
real improvement in the HP system, especially
through the PEP programme (especially
leadership), athlete services (especially
physiotherapy, medical, S&C, physiology)

and performance planning (especially review
process), and is spoken of highly by athletes,
HP staff and the NGBs. It is recognized as
having achieved a lot with relatively little
resource, with the building on Campus being an
important asset.

It is also recognized that it is operating with

a very limited budget and those resources

are stretched too thinly across too many
sports. The quality of the services provided
are good, but the quantity of those services

is inadequate. Areas such as performance
analysis, nutrition and life skills are particularly
stretched, whilst there are not enough hours
of any of the services, and those hours are
limited by geography (for the most part the
athletes have to travel to Dublin) and capacity
(unavailable at weekends or evenings). The
recent departure of the Director of the Sport
Ireland Institute is perceived as being a loss to
the HP system.

Sports Institute Northern Ireland (SINI) has
been in operation for about seven years

longer than the Sport Ireland Institute, and

has a greater number of staff, all permanent
rather than contracted. There are a number

of athletes who play all-island sports (esp.
boxing, hockey, swimming, Paralympics) who
access services from both Institutes or primarily
from SINI. At a practitioner level there is good
engagement between the two bodies, whilst at
a management/strategic level there was good
engagement until London 2012, but poorer
relationships since then. Overall there is a view
that closer cooperation between the systems
would benefit the athletes and the sports,

and reduce frustration around duplication of

planning. The SINI system can be perceived

as being bureaucratic, whilst for others it is
excellent, delivering good quality services

in greater quantities than the Sport Ireland
Institute. The SINI system has now moved to

a four-year funding cycle. There can be issues
around athletes trying to access duplicate
resources from the systems, or ‘jumping

ship’ from one nation to another, as well as
some issues around the use of the tricolour to
represent athletes from different backgrounds.
Overall there is the view that if it were possible
to achieve joint strategic leadership from Sport
NI/SINI and SI/Sll, with a focus on a limited
number of sports, and better integration
around service provision to those sports, that
this could contribute to greater success at a
world level for those sports.

KEY FINDINGS

 The Sport Ireland Institute is positively
perceived as having helped drive real
improvement in the HP system.

- Issues in performance services arise
around lack of resource and capacity,
and lack of strategic alignment
between Sports Institute Northern
Ireland (SINI) and the HP systems in
the Republic of Ireland.
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Monitoring/evaluation of performance

Learning from experience and continuous
improvement are important elements of the
performance process. In the current evaluation
process, the management element of the NGBs
sits with SI, and the technical element with

the Sport Ireland Institute, and both together
review the NGB. Monitoring of carded athletes
progress and performance is undertaken

on a quarterly basis, by the NGB. There is a
feeling that the current system doesn’t allow
for a ‘deep-dive’ into the sports, and that

the current system is one of compliance and
allocation. There is a sense of entitlement
amongst the sports and that there is no
sanction for underperformance, with funding
levels remaining consistent regardless, and
that recommendations from reviews are not

implemented. Terms of reference for a three-
person Performance Solutions Team have been
put to the High Performance Committee of
Sport Ireland and there is acceptance by all
within the system that this unit, with ‘teeth’
would be a significant step forward in terms
of monitoring of investment, and would be
welcomed by all within the system.

KEY FINDING

The proposed three-person Performance
Solutions Team would be a significant
step forward in terms of monitoring of
investment, and would be welcomed by
all within the system.

International Federations

Ireland has low levels of representation on the
International Sporting Federations and as a
result has a low level of influence with regards
to decisions made at international level, which
can impact negatively. There is also the feeling
that there can be a low level of knowledge

of those decisions, and as a result Ireland is

not making the strategic changes to its own
programmes to reflect those decisions. Whilst
it is recognized that it is difficult politically to
be elected to the international federations, and

also that it is not the type of role that everyone
enjoys, that Ireland could still do better in
building its influence in this area.

KEY FINDING

Ireland has low levels of representation
on the International Sporting
Federations and could do better in
building its influence in this area.

The National Sports Campus is regarded

as being positive for HP sport, and a good
example of recommendations from previous
Olympic reviews being implemented into policy,
and that it will affect performances in future
cycles rather than Rio. The fact of having
athletes from multiple disciplines rubbing
shoulders on the same site is viewed well, as is
its quasi-countryside location, and the fact it
has been embraced by Irish sport, with most
sports on-site or seeking access. Generally,

all sporting facilities are perceived as being
much improved over the last two decades,
due to capital grants and capital spend, and
the requirement now is for programmes within
those facilities.

KEY FINDING

The National Sports Campus is a
positive addition to the HP environment
in Ireland.

15
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The business model

Objective: To review the business model for HP sport in Ireland, specifically the
overall level of investment in system and the return on investment

HP investment in 2016 was €13.4m, accounting
for approximately 26% of total current Sport
Ireland expenditure, with approximately 63%
of the total spend on participation, and

the balance on other direct costs. Over the
2013-2016 Rio cycle, a total of €31.2m was
invested in HP sports programmes (plus OCI
and Paralympics), while a further €6.5m was
allocated over the same period to athletes
under the Carding scheme. This money was
shared between twenty-one sports. The
smallest annual grant to a sport was €4,350,
the largest €900,000.

The consensus within sport is that, while

many elements are working, overall our HP
business model now needs updating. There is
a feeling that within the Irish system that there
is a strong participation culture, as well as a
culture of entitlement amongst the sports,
and as a result insufficient HP resources are
being shared amongst too many sports, some
of whom are unlikely to be ever world-class.
The view is that difficult decisions need to be
made about reducing the number of sports
that receive HP funding, and allowing some

of those sports currently in receipt of a HP
allocation to focus on participation instead.
The view is that Ireland is a small country and
that can lend it many advantages, including
flexibility - if it were to focus resources on a
reduced number of key sports, whilst having a
mechanism to support outliers, it could in time
be very competitive in those key sports on the
world stage. The Performance Solutions Team,
as referenced previously, is regarded positively
as part of the solution in a refocused business
model. There is also the view that more needs
to be done by Corporate Ireland to support
sport, greater focus should be placed by all

on commercial investment, rather than purely
relying on government investment.

The Carding scheme is viewed positively from
the point of view of allowing HP athletes

to focus entirely on their sporting career.
However, it is viewed as supporting too many
athletes, given the twenty-one sports involved,
and often supporting athletes too late in their
development, that is once they have won a
European or World medal, and also not being
supportive of team sports. The view is that the
resources would be better focused on athletes
from a smaller number of sports, and then
allocated earlier to those in the development
stage.

KEY FINDING

Insufficient HP resources are being
shared amongst too many sports and
athletes —the challenge for the next
cycle is to update the HP business model
to focus resources on a reduced number
of key sports and to focus on revenue
generation.
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Successful international High Performance models

Objective: To provide commentary on successful HP systems around the
world, and compare the Irish system to those

To compare systems is challenging and is

not an exact science, as each country has its
own peculiarities, and it is not a level playing
field. Funding models are not the same in

all countries, and geography and culture are
different, so to compare countries is not to
compare like with like. However, there are
some elements of interest in each country that
can be noted, and may be relevant in the Irish
context. It is also worth noting that showing
a ‘cost per medal” analysis is a very crude and
overly simplistic method, and doesn’t take
into account the story of the performance,
and elements such as personal bests, %
improvements, finalist position, etc.

High Performance Sport New Zealand was set
up in 2011 and is a wholly owned subsidiary of
Sport New Zealand, the government agency
that oversees sport and recreation. Each

has their own Board, with the Chair being
shared between both. The two agencies

work closely together to ensure there is an
integrated pathway from community to high
performance sport. They work off an eight-year
strategic plan (2013-2020), with mission, vision
and targets, and clearly stated investment
principles and targets. Their key organizational
pillar is the ‘Performance and Strategic
Investment Unit” which ‘Optimises investment
to achieve HPSNZ's medal objectives and work
strategically with NSOs (NGBs) to develop
world-leading high performance programmes’ -
this unit is akin to the proposed unit for the Irish
system. The target for New Zealand was to win
14 medals at Rio-they won 18, placing them
19th on the overall medal table, and with 71
top 16 finishes. Their GDP is €142bn, vs €236bn
in Ireland -they invest 0.025% of that in HP,

vs 0.006% in Ireland. They invest 2.7 times

the amount we do in HP, and brought home 9
times the amount of medals from Rio. HPSNZ
provides investment to targeted sports and
also supports specific projects with campaign
investment —there are three Tier 1 targeted
sports, in all of which they won gold or silver.
They also have five Tier 2 sports (two of which

won medals) and three Tier 3 (one of which one
a medal). The entire country in New Zealand
appears to support the HP goals - reflecting

on the success of the Rio 2016 Olympic Games,
High Performance Sport New Zealand Chair, Sir
Paul Collins said: “l would like to acknowledge
the Government who have been great
supporters of high performance sport in New
Zealand and should be commended as without
their support our success would not have been
possible”.

Denmark, with a population similar to Ireland,
came 28th on the medal table, with 15 medals.
Denmark invests about 1.5 times what we do
in HP - €75m over the cycle -also equating

to 0.006% of GDP, their GDP being €362bn.
Team Denmark is their HP unit, which is part
funded by the Ministry of Culture, with strong
Danish elite sport being seen as a precondition
for attracting large-scale sporting events to
the country. Team Denmark also has a joint
marketing company with the country’s’ NGBs,
called Sport One Denmark, which generates
funds for Team Denmark through the sale of
sponsorships, Olympic products and television
rights. Team Denmark works off a four-year
strategic plan (2013-2016) and works with

31 NGBs, but tiers that support into three
categories - Elite Federations, Individual

Elite Federations, Development Project
Federations. There are eleven sports in the
Elite category, that is those with the primary
HP focus. Team Denmark has six key business
areas - Sportsteam, Medicine, Physiology,
Communication, Facilities, Psychology.

Australia’s Winning Edge is the Australian
Institute of Sport’s (AIS) strategy, developed
after some challenging times within Australian
High Performance. Whilst Australia and
Ireland are too different for comparison to be
meaningful, there are two points from their
system worth noting. The AIS has a focus on

a top-seven funded sports, and these have
been required since March 2013 to adopt the
principles of mandatory sports governance
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or place their funding at risk. The AlS also
has a cross-sport Talent ID programme called
the Sports Draft —whilst primarily focused

on boxing and judo, it also looks at specific
sport ‘clusters’ — such as paddling, running or
paralympic sports — or takes a theme-based
approach by examining speed and power,
target or acrobatic.

Taking into account the annual costs of the
Sport Ireland Institute, plus other direct HP
costs, the total investment in the four-year
cycle in Ireland was in the order of €44.1m.
New Zealand, with the same population as
Ireland, invested circa €140m over their four-
year cycle, and won 18 medals at the Rio
Olympics. Denmark, again with a similar
population, invested €75.6m over their four-
year cycle, and won 15 medals. In simple terms,
other countries are investing more money,

in fewer sports, and then getting a greater
medal return. By this reckoning, both our level
of investment and our return on investment

is poor. The overall investment would appear
insufficient for Ireland to consistently compete
and sustain podium performances in major
competition across multiple Olympic cycles
against these comparator countries.

KEY FINDING

Funding models are not the same in all
countries, and geography and culture are
different, so to compare countries is not
to compare like with like. Key elements
to note across other systems are that
other countries invest more than us on a
per capita/GDP basis, investment tends
to be to targeted sports, and the return
is greater. There are some functioning
cross-sport Talent ID programmes and
commercial funding models to study
further.
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Objective: To provide commentary on where the system needs to go and

what the future can look like

Overall sentiment is that we have come a

long way and can be proud of what we have
achieved to date. With evidence of sustained
systemic success, and very good practice in
place, now is the opportunity to refresh our

HP strategy, and collectively decide what

we want to achieve as a nation from a HP
perspective, and be ambitious in our goals

of sustaining systemic podium success.

Those goals need to be collectively shared

in a strategy with clear measurable targets,
and which is planned out over 8 years (two
cycles), with clearly stated medal targets so
that expectations are clear. All participating
bodies and sports need to be aligned as to

the outcomes. The consensus is that Ireland
needs to develop a tiered investment system,
as proven in other countries, but one that is
appropriate for us, with primary focus on a
limited number of sports (generally between
five and seven sports are identified as having
top tier/podium potential, but a thorough audit
would need to be undertaken first). Below

the top tier there could be a development tier
and special projects tier, and a mechanism

for supporting exceptional talent in outlier
sports. Team sports as well as individual
sports need to be factored into the overall
strategy. Investment needs to be against
strict criteria and organizational development
guidelines, including governance, with zero
tolerance for deviation. Investment should

be on a multi-annual basis to the sports, with
an ‘agreement in principle’ for years two,
three and four of each cycle, based on annual
targets and non-negotiable drivers. With an
overarching HP plan in place, we need to seek
more meaningful investment from government
and corporate Ireland in HP sport, and have a
scale of investment sufficient for the ambition.
Those greater resources should then be focused
against a reduced number of podium potential
/tier 1 sports.

Greater resource needs to be given to the
integrated team to allow the Performance
Planning Unit to be established, and to expand
and amplify services, both to athletes and to
coaches/PDs. An evidence-based organisation,
where investment decisions are purely evidence
based, should dissipate the politics in the
system. The Sport Ireland Institute should be
better resourced and truly delivering world-class
services to world-class athletes and coaches.
We have a lot of raw talent in Ireland and the
Sl should be resourced to develop a cross-sport
Talent ID programme, and put resource behind
that programme. This programme needs to
have clear outcomes (i.e. sport specific/skills
specific etc.) and be data-driven.

KEY FINDINGS

- The system is now ready for a
refreshed 8-year strategy with
measurable targets and clearly stated
medal targets, with all participating
bodies and sports aligned to the
outcomes. The consensus is that
Ireland needs to develop a tiered
investment system, with primary
focus on a reduced number of sports.
Investment needs to be against strict
criteria and organizational
development guidelines, including
governance, with zero tolerance for
deviation.

- We need more meaningful investment
from government and corporate
Ireland in HP sport, and have a scale
of investment sufficient for the
ambition.

- The Sport Ireland Institute should be
resourced to develop a cross-sport
Talent ID programme.
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APPENDIX 1: METHODOLOGY

Maeve Buckley was contracted as a facilitator at the start of November 2016 to undertake an
analysis of the HP system in Ireland, to be incorporated into the overall Rio review.

Using the documents and websites in Appendix 3 as preparatory documents, | conducted telephone
and face-to-face interviews with all those listed in Appendix 2 on dates between November 9th and
November 29th. The purpose of the interviews was to tease out in greater depth specific themes
and to develop a richer understanding of how those within sport, government and the media
perceive the current status of HP sport in Ireland, and their views on how it should develop.

This document is a summary of the information and views derived from those interviews.

APPENDIX 2: LIST OF THOSE CONSULTED

The following are those with whom | spoke as part of this consultation process:

John Treacy, CEO, Sport Ireland

Paul McDermott, Director of High Performance & NGBs, Sport Ireland

Phil Moore, Director of Performance Services, Sport Ireland Institute

Gary Keegan, formerly Director of Sport Ireland Institute

Liam Sheedy, Chairman, Sport Ireland High Performance Committee

Roy Dooney, Sport Ireland High Performance Committee

Donal Og Cusack, Sport Ireland High Performance Committee

Olive Loughnane, Sport Ireland High Performance Committee

Caroline Currid, Sport Ireland High Performance Committee

Liam Harbison, Sport Ireland High Performance Committee

Stephen Martin, CEO, Olympic Council of Ireland

Shaun Ogle, Director of Performance, Sport Northern Ireland & Executive Director, Sports Institute
Northern Ireland

Peter McCabe, Athlete Services Manager, Sports Institute Northern Ireland
Richard Archibald, Performance Coordinator, Sports Institute Northern Ireland
Maev NicLochlainn, Principal Officer, Department of Transport, Tourism, & Sport
Carol O'Reilly, Assistant Principal Officer, Sports Policy and National Sports Campus division,
Department of Transport, Tourism, & Sport

Sarah Doherty, Department of Transport, Tourism, & Sport

James Galvin, CEO, Federation of Irish Sport

Cliona O’Leary, Deputy Head of Sport, RTE

Johnny Watterson, Sports Writer, The Irish Times

Nancy Chillingworth, Rio HP Review facilitator

Brian McNeice, Rio HP Review facilitator

Eddie O'Sullivan, Rio HP Review facilitator

Ciaran Ward, Rio HP Review facilitator

Patricia Heberle, Rio HP Review facilitator



RIO 2016 REVIEW

APPENDIX 3: SUPPORTING DOCUMENTATION

1.

10.

11.

12.

Sport Ireland Website - www.sportireland.ie/High_Performance/

Sport Northern Ireland Website - www.sportni.net/performance/

Institute of Sport website - www.instituteofsport.ie/

Department of Transport, Tourism and Sport website - www.dttas.ie/sport
London 2012 Games Debrief - authors Knight, Kavanagh and Page

Road to Rio and beyond - High Performance Strategy and Investment Process (Sport Ireland &
Sport Ireland Institute

Sport Ireland 2016 Sports Investment brochure
National Sports Policy Framework Public Consultation Paper (DTTAS, November 2016)

Australia’s Winning Edge, High Performance Strategy 2012-2022
www.ausport.gov.au/ais/australias_winning_edge

High Performance Sport New Zealand - http://hpsnz.org.nz/
Team Denmark - www.teamdanmark.dk/Om-Team-Danmark.aspx

UK Sport - https://www.uksport.gov.uk/resources/charter
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Facilitator: Nancy Chillingworth

Thomas Barr finished 4th in the 400m hurdles
at the Olympic Games - becoming the first Irish
athlete to run under 48 seconds in this event
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INTRODUCTION

As part of its Rio 2016 Olympic and Paralympic
review, Sport Ireland commissioned individual
reviews into each of the participating sports.

A panel of approved facilitators was appointed
by Sport Ireland and NGBs could select from
that list. The final report was approved by the
Board of the NGB prior to being submitted to
Sport Ireland for inclusion in the overall Rio 2016
Review.

METHODOLOGY

The review methodology was devised by
Sport Ireland and advised to John Foley, CEO,
Athletics Ireland (Al). It included the following:

e Confidential on-line surveys were completed
by members of the Athletics team (including
people who had an important role in the
preparation for the Games but were not in
Rio) as part of a wider Rio 2016 Olympic and
Paralympic Review. The survey was run from
the 16th -26th September 2016. There were
four separate surveys for
- Athletes
- Coaching/Support Staff
- Performance Director (PD)

- CEO/Board Members

In Athletics the surveys were issued to

17 athletes, 22 coaching/support staff,

1 Performance Director (PD) and 2 CEO
/board members. There was a relatively
good rate of response from 10 athletes, 14
coaching/support staff, 1 PD and 1 CEO/
board member. A report detailing summary
group data, qualitative analysis and
indicating outliers, was compiled from the
survey and made available to the facilitator
for further analysis.

e The online surveys for athletes, coaching
/support staff and PDs focused on a
number of key areas relating to preparation
and readiness, performance and Games
experience. The survey for the CEO/Board
Members focused on governance and
oversight of the High Performance (HP)
programme. The focus elements in the
athlete and staff surveys included:

1. Support elements in the year leading into
the Games
Support from relevant organisations in
the year leading into the Games
Daily training programme
Performance programme effectiveness
Games readiness
Athlete performance
Coaching performance
Support team performance
Games organisation & logistics

Games experience and Post-Games
experience

N

0 ®NO O

S

Based on the surveys, a number of common
themes were identified which served as

the basis for the interviews which were
subsequently held. Given the timeline and
challenges around coordinating a group
session for such a disparate group, a
decision was made to interview everyone
individually rather than holding focus
groups. Everyone who had been issued the
survey was given the option for an interview
at a time of their choosing. In addition to
this a number of additional people were
identified by Al for inclusion. As a result,
interviews were conducted either on a one-
to-one basis or via phone or skype with 7
athletes, 10 coaching/support staff, the

PD, CEO and 2 Board Members. Interviews
were held between the 5th October-17th
October.

In addition to this, interviews were held
with key stakeholders such as Sport Ireland,
the Sport Ireland Institute and the Olympic
Council of Ireland (OCI)

The issues, findings and recommendations

in this report are based exclusively on the

information received during the process

through

- Confidential online survey

- Interviews with key Al personnel - athletes,
coaches, service providers, PD and CEO

- Interviews with key stakeholders.
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Thomas Barr 400m Hurdles

Mark English 800m
Ciara Everard 800m
Ciara Mageean 1500m

Sara Treacy 3000m Steeplechase

Kerry O’Flaherty

Michelle Finn

3000m Steeplechase
3000m Steeplechase

Paul Pollock Marathon
Kevin Seaward Marathon
Mick Clohisey Marathon
Fionnuala McCormack Marathon
Lizzie Lee Marathon
Breege Connolly Marathon
Alex Wright 20km Walk
50km Walk
Robert Heffernan 50km Walk
Brendan Boyce 50km Walk
Tori Pena Pole Vault

17 athletes competed at the Rio 2016 Olympic
Games. The original target was to qualify

20 athletes but this included a 4 x 400m

men'’s relay team who narrowly missed out

on qualification. Rio was a successful Games
overall for Athletics Ireland (Al) with the
majority of athletes achieving or exceeding
their targets. Al was targeting an increase in
athletes achieving semi-finals or finals and this
was achieved including the following results; a
fourth place finish for Thomas Barr in the 400m
hurdles, sixth for Rob Heffernan in the 50km
walk, Sara Treacy progressing to the final and
Mark English and Ciara Mageean to the semi-
finals.

Preparations for the Games and holding camp
were smooth with communications between
Al and the OCI working effectively. There was
some confusion around camp equipment

with Al eventually arranging to transport it
themselves. The holding camp in Uberlandia
was well regarded by athletes and staff in
terms of set up, accommodation, food and
professionalism of the support staff running

it. There were a few comments from athletes

ATHLETICS IRELAND

heat (2nd) 48.93
semi-final (1st) 48.39
final (4th) 47.97

heat (3rd) 1:46.40
semi-final (5th) 1:45.93
heat (8th) 2:07.91

heat (2nd) 4:11.51
semi-final (11th) 4:08.07
heat (12th) 9:46.24
final (17th) 9:52.70
heat (14th) 9:45.35
heat (11th) 9:49.45
32nd 2:16:24

64th 2:20:06

103rd 2:26:34

20th 2:31:22

57th 2:39:57

76th 2:44:41

46th 1:25:25
DNF

b6th 3:43:55
19th 3:53:59
Group B (14th) 4.30m

about the fact that the humidity levels

were different to Rio and that the security
requirement to have police escorts was a bit
restrictive but overall they were still positive
about the camp and the fact that it helped
to foster a sense of ‘team’ amongst the
athletics team who attended which went on
to contribute positively to performance at the
Games.

The most frequently cited factor by athletes
and staff, which positively impacted on
performance, was the consistency of the

Al support team at the Games. Al received
adequate accreditations from the OCl to
effectively support all the team’s needs in-sport
without any requirement to use the wider OCI
support services in the village. This consistency
throughout the lead in to the Games through
other championships meant that the athletes
had trust in their support team and felt they
could focus on themselves and their own
performance with confidence. There was also
good communication within the athletics team
through the use of a 'WhatsApp' group. Some
concern has been voiced that the consistency
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and team ethos which has been built up
could be lost if there are too many changes in
personnel post Games.

It was felt more consideration could have been
given to rooming requirements once athletes
had finished competing. There was observations
that some athletes in other sports were in
single rooms despite being finished, while
other athletes still competing were rooming
with those who had finished competing. In at
least one case, this had a direct impact on
performance. There was also some suggestion
that athletes competing at the end of the
Games should have delayed their entry to the
village by longer.

There was consensus that there were lots of
issues with the Games themselves from a Rio
Organising Committee (ROCOQG) perspective
such as the village being very basic and not
very athlete friendly, problems with theft and
transport issues. It was understood that these
were outside the control of either Al or OCI. It
was felt that the OCI could have done more
to have made the Irish team accommodation
homelier and welcoming. The team room was
quite small and things such as small fridges
in the accommodation or a coffee machine
and kettle in the team room would have
been welcomed. The OCI commented that
their main focus was on working to make the
accommodation habitable before the team
arrived due to problems with ROCOG. There
were two options for the team room but the
larger one was allocated to the medical team
on performance grounds.

The ratings of post Games experience varied
hugely amongst the athletes with an average
rating of 55 out of 100 and a wide spread across
the team. Those athletes who had engaged
with the Sport Ireland Institute in relation to
post Games planning commented that support
provided by Eoin Rheinisch was very good

but felt that this could have been improved
further by Eoin being in Rio to speak to athletes
immediately post competition. In addition, it
was felt that a direct personal contact, such as
a phone call, from Al would have been useful to
deal with the post Games period.

There has been some suggestion that the
selection criteria needs to be further simplified
to ensure full understanding by athletes.
Some athletes who were sure they had met all
the necessary criteria were concerned about
their actual selection until it was announced.
Ultimately there was one selection appeal
which was financially very costly for Al and
stressful for the athletes involved. The appeal
was unsuccessful and the decision of the
selection committee was upheld. The inclusion
of a robust “fitness to perform” criterion was
also proposed while it is acknowledged that this
is can be a challenging one to implement.

PROGRAMME PERFORMANCE

The change in culture from a very individualised
sport to a more structured systemic
performance culture was identified as one of
the main recommendations following the 2012
London Olympic Games. There is evidence that
the PD has effected a lot of change in this
space despite significant resistance initially
from some areas. Athletics Ireland now has
clear policies and expected standards across
disciplines. These performance trajectory
metrics and in some cases increased standards
have seen an increase in performances as
athletes step up to achieve qualification
standards set higher than international
standards for some competitions. The
performance targets over the cycle were to
achieve 24 Olympic, World, European and
European Youth medals. The programme
achieved this overall, winning 25 medals, the
majority of which were achieved at European
and European Youth championships.

Athletics was the first sport to whom Sport
Ireland transferred control of carding and this
is seen as a positive move. It is acknowledged
that the development of a system of financial
support that is consistent across many
disciplines is a challenge but the criteria are
clear and accessible through the HP section

of the Al website. Changes to the criteria have
meant that direct financial support to athletes
at the emerging talent level has decreased and
support packages include access to services at
the Sport Ireland Institute hub, however there
may a benefit in reducing the number of those



in receipt of small direct financial investment
further. There is an argument that, in order

to continue with the development of a semi-
centralised high performance programme

and system, the money that is currently being
issued to some athletes may be better invested
in a programme. Athletes could then have
access to, for example, a number of 1 day
camps at Sport Ireland Institute that would
include their personal coaches, lead coaches,
and support service programme. This would
also help to foster the sense of being part of
the Athletics Ireland team which the athletes
identified as being important to experience at a
much younger age.

One area of improvement over the Rio Olympic
cycle has been the further development of the
Al support services hub in the Sport Ireland
Institute. This is the result of a partnership
between Al and the Sport Ireland Institute
where Al employ some providers to work
alongside the Sport Ireland Institute team

as well as buying additional time from Sport
Ireland Institute providers. The centralised hub
allows Al to provide services to more Al athletes
(including those with potential to qualify and
succeed but who fall outside carding)

While the team in principle works well, there

is a need for very clear leadership of the
overall team in terms of protocol and lines of
management and communication as there

is some confusion on this within the service
providers. As mentioned earlier, the consistency
of support across Al staff and service providers
was considered to have a positive impact

on performance and the need to retain this
into the next cycle is key. There were positive
comments from both athletes and staff
specifically regarding Gillian Brosnan and she
may be the key to ensuring continuity within
this team with a more direct leadership role.

With a sport as varied and individual as
athletics there is a balancing act to support all
athletes with the resources that are available.
There are still some complaints from athletes
that the resources are centred around a Dublin
hub. However, there are fewer complaints
compared to previously. It is possible that,

as the new system has evolved, athletes who
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have been developed within it will view it more
favourably and accept that it is part of a
system of support. That said, Al is continuing to
work to provide individual athletes with service
in their own locality where it is considered
necessary on a case-by case basis and there
was evidence of this happening during the

Rio cycle with providers travelling to provide
support at athletes’ personal programmes.
Continued work on this hub in terms of using
it as a base for development athlete camps
and coach development combined with clear
leadership of the combined support team
should see it become the most attractive
option of support for potential HP athletes. At
present there are still some issues with athlete
and coach engagement with the services.
Using existing athletes as advocates and role
models will also help with athlete engagement.
Coach engagement and development will be
further discussed later in this report.

There needs to be very clear tracking of athletes
who are likely to qualify for the Olympic
Games and a structure of how to adequately
support them. As the system progresses, these
athletes are more likely to already be part of
the established programme but it is important
to track potential outliers as well. Out of the

17 athletes who competed in Rio, only 5 were
targeted within the Al High Performance
Strategy 2013-2016. For an athlete operating
independently, the experience of the Olympic
Games can be even more of a shock so
fostering a sense of team with them in the
lead in and working on their engagement

with Games preparation programmes such as
Sport Ireland Institute workshops is particularly
important.

Al is also investigating more formal links in
terms of scholarships and coaching support
with certain third level institutions with
established athletics programmes. This is
currently at an early stage of development

as there are concerns around the personnel
resource required to manage these
relationships from within Al. In principle it
would appear to be positive proposal with the
potential to establish satellite support hubs in
those colleges.
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The PD conducted considerable work on
developing a talent pipeline funnel. There is
now a clear pathway and evidence of athletes
progressing through it but there is some
perception that it may be overly performance
outcome focused and could be changed to
better serve a long term athlete development
model. Currently coaches may feel that they
are recognised for athlete performances at
junior championships. Therefore, a significant
change in focus is required to ensure coaches
are supported and recognised for following
LTAD practices.

Athletics Ireland has a clear coaching pathway
in terms of levels of accreditation but coach
development emerged as one of the main areas
for change and improvement in the review. The
sport needs a way of identifying coaches who
have the potential to be truly world class and
then provide the support to enable them to
succeed. A step in the right direction has been
made with the establishment of the coaching
networks in each area but the system needs

a framework to ensure consistency of coach
support across the disciplines. At present there
are six national event coordinators but it may
be more effective to have a performance
coaching lead in each area. These roles

would be responsible for coach mentoring

and development of the network within a

clear framework to ensure consistency across
disciplines. The network can then be effectively
used to achieve things such as the following:

e Workshops delivered by world experts in
specific area

e Peer support and shared learning including
mentoring

e Identifying coaches who are passionate and
driven to develop and succeed

e Improve coach understanding of multi-
disciplinary team approach and the Al HP
system

e Increase familiarity with support services
team

The networks can give Al an opportunity to
recognise the good work of specific coaches
and establish a CPD element to complement
the current coach pathway. A thorough review
and proposal for HP coaching in outside the
scope of this review but it is something that

should be considered by Al. This will help design
a programme that is effective in developing
and recognising talented coaches who can be
retained within the system.

Athletics in Ireland is a sport that relies
heavily on a volunteer coaching base.
Establishing a high performance coaching
community through further coach recognition
and development will assist Al with the
identification of suitable coaches for potential
athletes at a much younger level. This will

help avoid talented athletes depending on
coaches who they may have outgrown. Getting
to a stage where the coach section of the
website could be used to recognise coaching
achievements and allow potential athletes to
search for Al approved HP coaches could be a
potential goal once there is a significant base
of high performance coaches operating within
the Al HP system.

There was a sense amongst athletes and

staff that there are now fewer training camps
than previously and this is seen as an area of
opportunity. Obviously there are some specific
requirements for different disciplines such as
increased altitude training but multi-discipline
camps are viewed positively by both athletes
and coaches as a means of shared learning,
fostering team identity and efficient allocation
of support services.

MANAGEMENT PERFORMANCE

Athletics Ireland is quite complex in terms of its
governance of high performance in that there
is @ management and reporting link from the
PD through the CEO to the Board but there is
also a High Performance Committee (HPC) to
whom the PD has a reporting responsibility. The
Chairperson of the HPC sits on the Board of Al.
At the time of this report, Al is in the process
of a full governance review along with the
development of a new four-year strategic plan
which will include high performance. Work has
been on-going in relation to the
professionalization of the organisation and

the existing Memorandum and Articles does
not reflect the current working relationships
between the board, committees and staff.



Whilst there is a recognition and acceptance
that high performance must be run by
professionals with the committee overseeing
the areq, it is important that this is reflected in
the memorandum and articles of association.
There is a sense within the HPC that while the
PD is very knowledgeable, he needs to engage
with the committee members more proactively
recognising the experience and knowledge

on the committee. Communication from the
PD to the committee has not been optimal
and this needs to be resolved if the HPC is to
truly advocate on behalf of high performance
in the wider Al governance arena. At present
there is also a Coaching Committee. While
the Chairperson of the Coaching Committee
now sits on the HPC (since mid-2016) and
vice versa, the Coaching Committee itself sits
within Development. There does not seem

to be a clear link between Coaching and

High Performance and this is an area that
should be carefully considered in the on-going
governance review to ensure a joined up
approach to high performance coaching.

The investment strategy targets events and
athletes who have potential to succeed at
Olympic, World and European Championships
as well as establishing a performance
programme that supports an athlete
development framework. The costs associated
with international competition are significant
before you even consider the performance
programme itself. It is essential to have a very
strong strategy in terms of which international
competitions are being targeted and why.
Increasing the national standards required for
selection for certain events has been effective
and it is important that competitions targeted
for programme investment fit clearly on a
performance pathway. This is most important
at the junior/development level where it

may mean foresaking medals at certain
competitions for longer term athlete career
development. There was disappointment with
the men's 4 x 400m missing out on qualification
considering the investment in the programme.
Athletics Ireland’s strategy focused primarily on
relays and endurance and walks events. There
was some comment that endurance and walks
athletes felt they were operating outside of the
HP system although the majority of athletes at
the Games were from those disciplines.
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The more centralised system of support that
has been established under the current PD
should allow for more efficient investment in
programme areas rather than having so many
individual athlete set ups. As identified above,
investing in programmes and coach education
and support at a junior level can help with
setting good performance behaviours and
promotion of the Al performance system as
those athletes developing within the system
mature.

The review identified some communication
issues between the PD and athletes. There
appears to be significant improvement from
the London 2012 review but there was still
evidence that the interpersonal side of the role
needs to be improved. Some of this criticism
may be due to a lack of understanding of the
PD's role. Clarity on the role and setting clear
expectations for athletes is crucial. During the
course of this review, the PD announced that
he was stepping down from his position. It is
important that an improved communication
agenda in the PD role is prioritized.

The current PD conducted a significant amount
of work around policies and structures for high
performance and it is acknowledged that

he has created a strong foundation for his
successor to progress. The HP website is seen as
a useful reference point for athletes checking
on criteria, standards and policies but it could
be made more user friendly and appealing to

a demographic with an average athlete age
profile. It is critical that Al continues with the
PD model and appoints someone with the
knowledge and drive to continue with the
performance systems approach combined with
excellent interpersonal communication skills.

In order to successfully progress the coach
development model, it is important that the
PD does not coach to avoid potential conflict
with personal coaches and any confusion of
roles. A system as complex as athletics requires
a performance systems perspective in the PD
role.

A structured communication strategy needs to
be put in place for high performance to give
athletes some expectation around their contact
with the PD and/or other performance leads.
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With such a spread of athletes, it is recognised
that this may not always be face-to-face but
it should include a regular phone check in for
athletes who are likely qualifiers, as well as
some contact through home programme visits
where appropriate to build and strengthen
relationships within the Al HP system. At
present athletes feel that they submit their
carding applications with little constructive
feedback from or discussion with the PD.

Communication by athletes has improved
over the course of the Rio cycle but there
are still some cases of athletes not reporting
responsibly or accurately on the NGB and
support they receive either within the system
or externally to the media. On-going athlete
education in this regard is always needed.

The annual carding application is used as a
review tool by the PD but there is currently no
formal debrief programme throughout the
cycle. It is likely that individual coaches conduct
their own post event debriefs with athletes but
incorporating a post Championships debrief
system from a programme perspective would
be a useful tool for athletes and staff to ensure
continued progression and learning.

STAKEHOLDER RELATIONSHIPS

Relationships between Al and its key
stakeholders are positive. Sport Ireland views
that athletics provided a good return on
investment from the Rio Olympic Games. In
addition, operationally there is an effective
relationship between the two organizations,
both at CEO and PD level. Sport Ireland strongly
supports the PD model and would like to

see it continued within Al. Sport Ireland also
welcomes the on-going corporate governance
review undertaken by Al.

As previously referenced, the relationship
Sport Ireland Institute and Al operates mainly
through the joint services hub. As outlined,
leadership of this partnership group needs to
be clearly defined. The HP link between Al and
Sport Ireland Institute is a positive one. The Al
staff have helped maintain this partnership by
frequently basing themselves at Sport Ireland
Institute.

The Olympic Council of Ireland reported that
Athletics Ireland was the best NGB to work
with, in terms of preparation for the Games, as
communication between the organizations was
quick and effective.

SUMMARY

In summary, the Rio 2016 Olympic Games
were successful for Athletics Ireland, from

both a performance and management
perspective, with a true sense of team’

across athletes and staff. Significant changes
occurred within high performance athletics

in Ireland over the course of the Rio cycle.

In particular, Al initiated a more structured
overall approach, implementation of the
performance services hub in partnership with
Sport Ireland Institute, the management of
athlete carding support, and development

of clear policies and standards for athlete
performance. These changes were driven by
the PD, and supported by the CEO, who has
now left a strong foundation for his successor
to drive forward. The correct appointment to
this role is crucial for Al to ensure continuation
of the programme. The challenge for the Tokyo
cycle is to focus on coach development and
support. This is to ensure the high performance
programme has full engagement from athletes
and individual coaches while being led centrally
through the PD.
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ATHLETICS RECOMMENDATIONS

10.

11.

12.

13.

Retain the PD model and appoint as soon as possible to drive the performance programme
forward and avoid the development of a vacuum.

. Continue with and build on the HP framework set up by the current PD. This framework

needs time and careful management to reach its full potential and become a truly high
performing system across all areas.

. Continue to target disciplines which have been identified as most likely to yield medals for

Ireland at a high performance level.

Conduct a review of coaching which will lead to the development of a strong high

performance coaching framework building on the network concept.

¢ Drive a coach development and mentoring agenda with a lead person in each discipline
who will drive their area within the overall framework. This person should have the
expertise to mentor and facilitate elite coach development rather than directly coaching
themselves.

e Create a CPD element with a strong recognition system (e.g. credits) for engagement
with the Coaching Network.

e Update the coaching section of the website as part of the new coaching framework
where coaches’ achievements are recognised and athletes can search for high
performance coaches in specific disciplines and locations.

Develop a clear communication structure for the PD position and HP Lead Team including

phone contact and home programme visits so that athletes have clear expectations of their

interaction with the PD and other members of the HP Team.

Continue with providing consistency of support to athletes at camps and championships.

Maintain and expand the services hub at the Sport Ireland Institute

e Agree service level agreements with targeted service providers as early as possible to
ensure continuity of service to athletes.

e Work with the Sport Ireland Institute to agree protocols and leadership of the joint
services group

e Use the hub as a base for development one day camps to instil early familiarity and
positive athlete behaviours

® Host coach network sessions at the Sport Ireland Institute (when appropriate) to build
familiarity and facilitate engagement

. Instigate a training camps programme throughout the cycle targeting athletes who are likely

to qualify for the Games. Where possible (different event demands permitting) operate this
on a multi-discipline basis to strengthen athlete and coach engagement, sense of belonging
and maximise delivery of support services.

Implement a post Championships debrief plan designed to establish a culture of on-going
review from an individual and programme perspective.

Retain the HP website as a reference tool for athletes but revamp to make it more attractive
and user friendly to athletes.

Consider reviewing carding allocations at the Emerging Talent level to focus more on
performance testing rather than performance outcomes. Provide support to athletes
achieving the standards through investing in one day camps for athletes and coaches or
other programme elements rather than small allocations of direct financial support to a
large number of athletes.

Review Memorandum and Articles ensuring that they reflect the current professionalism and
operation of the organisation.

Through the course of the on-going governance review consider the position of the Coaching
Committee and its relationship with HP.
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ATHLETICS RECOMMENDATIONS CONTD.

Non-Athletics specific recommendations:

1. Include an athlete lifestyle support practitioner as part of the Tokyo 2020 team to begin the
post Games support immediately after competition. Ideally this person should be involved in
the programme with the majority of athletes pre Games.

2. Ensure the Olympic Games rooming strategy includes a cross sport agreement on moving
people to support those athletes who are competing later in the competition programme.
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PREPARATION AND READINESS FOR
THE GAMES

Performance Targets

The original performance target of Badminton

Ireland for Rio 2016 had been threefold:

1. Qualify Chloe Magee in ladies singles

2. Qualify Scott Evans in men’s singles

3. Qualify Sam Magee and Chloe Magee in
mixed doubles

In 2015 the decision was made to pull Sam &
Chloe from the mixed doubles as they had to
be ranked under 23rd for qualification, and it
seemed unlikely that this would be achieved.
Further attempts to achieve it were likely also
to undermine Chloe’s chances of individual
qualification. This was a very challenging
decision for Badminton Ireland and the athletes
involved to make, and the support of the OCI
was appreciated in that process.

Individual preparation programmes were put in
place for Scott and Chloe, with Scott playing
Super League and Chloe undertaking second
tier tournaments that she had a good chance
of winning. Overall in their Olympic cycles
Scott and Chloe have had programmes very
much cut to them an individual, whereas the
earlier programme for the juniors is now more
planned.

Training Camps and Training Environment
Prior to Rio, both athletes did training camps
and sparring overseas in the UK (with GB

and other players), France (hosted by French
governing body) and Scotland. This was a
noted improvement on 2012 where a training
camp did take place at the Lensbury, but
lacked sufficient or appropriate players.
Another very significant improvement on

the previous cycle was that in the interim,
Badminton Ireland has developed a National
Training Centre (NTC) at Marino. That centre
is an accredited Badminton Europe facility

so can therefore host and attract players for
sparring. This has been a game changer for
Badminton Ireland. In the build-up to Rio, two
players from Malaysia were brought in, as well
as players from Sweden, Scotland, Norway,
amongst other countries, to spar with. Some of
the Sport Ireland High-Performance Grant has
been invested in sparring.

Being able to undertake sparring in Dublin was
perceived by both athletes as very positive. For
Chloe, who is Ireland based, it means having
to undertake less overseas travel to training
camps as she can now undertake significant
world-level training at home. For a sport with
a very gruelling international travel schedule
this is significant, and means also that she can
avail of support services (such as those from
the Sport Ireland Institute) simultaneously,
and without having to continuously break

and reschedule those services. Overall within
the organisation, having sparring in the NTC
in Dublin is perceived as having been very
successful and making a big difference, and
something they would ideally invest more in.
However, it is also worth noting that given that
one of the athletes is based overseas, having
sparring in Ireland is of limited usage to him,
and also the quality available is not as good as
that in Denmark.

Financial Support

Lack of sufficient financial support was cited
as a factor that limited games preparation to
an extent. While there was increased access
to sparring, more is still needed, and of higher
quality. Lack of overall funding was also cited
as problematic in terms of the tournament
schedule, as in many instances there were
insufficient funds to allow a coach to travel

to the tournaments, something in which
Ireland is often an outlier. Overall the financial
support available through the carding system
was deemed as insufficient to cover life costs,
and to purchase the level of support services
required (physio etc.), leaving athletes at times
in the position of needing to work part-time.
The point was also made that ideally financial
support through the carding system would

be made to emerging players, as it is in other
countries. This would allow them to focus fully
on training and give them a far greater chance
of ultimate Games success, in allowing them
access to international tournaments now, and
thus easing their transition from junior to senior
level.

External Organisation Support
In terms of support services, the Sport Ireland

Institute was perceived as having been of major
assistance. Kate Kirby assisted a lot on the
sports psychology side, while the other services



provided such as testing, physio and nutrition
were also highly rated.

Performance Analysis

Badminton Ireland have done performance
analysis internally, and this has been a game-
changer for them in terms of preparation.
Ideally they would like to purchase the software
properly, as currently they are using an external
license. The structure of the High Performance
Group also assisted to a great extent the
preparation for the games, in providing clarity
of purpose for all in the greater team. (This
group was comprised of the CEO, Coaching
Manager, HP Director and National Coach, and
met/spoke weekly).

Athlete Readiness

In terms of athlete readiness for the Games,
most people agreed that they were physically
and technically/tactically ready, but with
some disagreement on whether they were
mentally ready. The fact that both players
have had multiple Games experience was a big
help, as was the number of big tournaments
and matches they already competed in (and
sometimes won), and both players had a good
level of mental toughness. The sparring and
training camps undertaken were perceived as
positive from the point of view of readiness, as
was the video analysis.

However, the pressure from attempting to
qualify for the mixed doubles was perceived

as having a negative impact on readiness

to compete, as it resulted in a much later
qualification, while the intense tournament
schedule also took its toll in terms of recovery
time around training and overall travel fatigue.
It also impacted on the amount of time
available to work with the support services.

Communication

There was an issue around clarity of roles, and
some difficulty with changing roles within the
HP team, and a lack of clarity on who was
coaching lead and who was performance lead.
At times also there appears to have been a
logistical disconnect between the HP Director
being based overseas, and the task of keeping
players and staff in line with the targets being
set. The fact of the national coach being of a
slightly different cultural mindset and differing
training style is likely to have also exacerbated
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this role confusion. The change of tack in terms
of qualification meant that balancing the
tournament schedule and the recovery needs
of Chloe was challenging, while the mixture of
nationalities and geographic location of the

HP team at times lead to a lack of clarity. It

is worth noting that all mentioned that the
respect and trust between players and staff
was good.

GAMES PERFORMANCE

Overall the collective view of the Badminton
Ireland performance at Rio 2016 was positive,
and better than initial expectations. Both
athletes felt that they had learned a lot from
the two previous Olympic experiences that
helped them in Rio. Chloe was unlucky with
her draw, which was tough. Scott had a mixed
draw, and had a great first win, as well as a
superb second match in a relatively hostile
environment, and overcame all expectations in
getting through to the knockout stages, and
finishing with an official placing of 9th. There
were two accreditations which allowed for both
the HP Director (Tom Reidy) and HP Coach
(Irwansyah) to go to Rio to support the players.
Both players had very different preparations
going into the Games, with Scott working with
Tom Reidy (or independently) and Chloe with
Irwansyah.

Chloe was disappointed with the performance.
She felt overtrained at the Games, and having
been trained in an Asian style, rather than one
more suited to a European physiology. However,
there was a positive working relationship
between Chloe and the HP Coach (Irwansyah).
Overall the entire experience was rated as being
okay however, with a good build-up, training
plan, camps, etc.

Scott overall was very happy with Rio and, was
very happy with both the results achieved and
the preparation. Tom Reidy, the HP Director,
is very trusted by Scott and worked on his
Olympic programme with him. It was agreed
with the HP Coach Irwansyah that HP Director
Tom would coach Scott at Olympics, and so
the crucial element of having a trusted person
behind the court was present and relevant

for Scott, and probably added to overall
performance.
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From the point of view of support services, the
athletes were very satisfied on site, particularly
citing twice-daily physio as assisting greatly.
Having greater access to a sports psychologist
and qualifying earlier, would have helped
games performance, as would having greater
access to treatments for overseas athletes.
Certain elements of the games environment
could have been better also, such as a better
relaxation area for Irish athletes in the village
(see next section), and this could possibly have
affected performance.

GAMES EXPERIENCE

The overall view on the Rio experience was
mixed.

From an arrival/logistical point of view the
flights were not great -the athletes were flown
on indirect flights and arrived at 5am, poor for
body clock and assimilation.

The general village area was perceived as
not being great, with elements like food,
toilets, bedding etc. not of a high standard,
and London 2012 being better in that regard.
Overall it was acceptable however.

The OCl were perceived as doing a great job,
and despite reported negativity outside the
Olympic village, all the support staff were
really helpful. In London 2012 and Beijing 2008
each apartment had a TV, so the athletes
never really spoke to the other athletes. In

Rio as there were no TVs in the apartments,
the athletes went often to the common room
next to the physio room. This was perceived
as making a big difference, and creating

more of a team feel. The athletes went and
supported each other at their matches. In

an environment where every athlete has an
individual purpose, having a team vibe is very
important, and particularly in a small nation
team like that of Ireland. The area in the village
where the Irish stayed had no particular Irish
decoration apart from a flag, but did have a
team vibe.

However, it was pointed out that a dedicated
Team Ireland social room is needed for coaches,
physios and athletes, and was not available.

The New Balance team clothing was not
suitable for badminton performance. While the
leisure gear was okay they performance gear
was not right. The New Balance representative
did not bring the clothing for the athletes to try
on at the initial meeting to make sure of the fit,
specifically for lunging. The gear was oversized
and problematic for Chloe, who used her own
shorts. The athlete on the court needs to be
fully comfortable in their gear, and that was
not the case in this instance. The gear needs
to be right before going, and this is a problem
that continues to persist across three Olympic
cycles despite feedback (also the case in Beijing
and London). In Scott’s case New Balance sent
three sizes to choose from, so there was less of
an issue.

The return home post-Olympics is always very
challenging mentally with media requests,
being recognised in the street, etc. Itis
recognised that there is some support there,
with the Sport Ireland Institute getting in touch
with all the athletes. Given the different types
of athletes, at differing stages of their careers,
a one fits all approach wouldn’t work in terms
of post-Olympics support, but post-Olympics
phone calls and meetings are deemed as being
very important. Overall having a better plan
for when the athletes land back in Dublin could
be improved.

STRATEGIC REFLECTIONS ON THE HIGH
PERFORMANCE PROGRAMME

NGB structure

The NGB has been significantly restructured
over the last six years and during the course
of the last Olympic cycle. The entry of a new
Chairman at around that time facilitated
that process, as well as two progressive

CEOs. Whereas the previous focus was on
individuals, Badminton Ireland have now
have put in place a programme based model.
The programme is structured around goals,
accessibility (financially and geographically)
and the removal of barriers around disability.
Programme measurements are in place around
effectiveness, scalability, and sustainability.
These structural improvements over the last
four years have resulted in Badminton Ireland
being positioned in the top three in Europe for
its children’s programme, and with strong



Masters and Paralympic programmes.

Finances

Over the course of the last six years Badminton
Ireland has gone from a position of deficit to
one of positive budgets. There is an improved
allocation for attending tournaments,

which has assisted, however is still not

where those involved would like it to be. It
would be preferable for a coach to attend

all tournaments with players, while for the
players themselves money worries are an issue,
which at times can hamper performance. The
tournament schedule is expensive, while also
ideally Badminton Ireland would have greater
funds to spend on treatments and services
both at home and overseas, as well as greater
funds to spend on sparring and video analysis.

HP Group
For the last four years Badminton Ireland have

had a HP group, comprised of the CEO, HP
Director, Coaching Manager, National Coach/
Development Manager. This group met/spoke
weekly and made decisions together, with

the HP Director reporting into group, but also
allowed to get on with his role. The HP Director
had the final decision regarding money and
sparring. This work group is cited by all as
having been a significant driver in the overall
programme, giving stability, clarity of purpose
from the top, and a strong team ethic. Itisa
measure of the success and the stability of the
group that despite two team member changes
since Rio the group will continue to function.

National Training Centre

Over the course of the last cycle Badminton
Ireland moved from a HP facility in Baldoyle
to a new National Training Centre (NTC) in
the Institute of Education in Marino. The new
NTC provides accommodation and permanent
access for the athletes and is a significant
factor in reducing drop-off or the likelihood

of players moving overseas. It is perceived

by all as working very well. In addition to its
present status as Badminton Europe accredited
performance centre, Bl are presently tendering
for a single BE Centre to be based in Dublin.

Player pathway and Talent ID

The structure of Badminton Ireland is that of
clubs at a national level feeding into six regional
‘Below Talent’ cells. Each cell has a level 2

BADMINTON IRELAND

coach paid for by Badminton Ireland, who
receive a training schedule each week from
Dan Magee. The best of the emerging talent
from the six cells is put forward into the ‘Talent
Squad’ based at the National Training Centre.
The players in that squad tend to be in the
15-18 age group, and are all still in school and
mostly train twice daily in Marino. Entry to that
squad is based on criteria, which are published
and transparent to all, including parents. There
are regular reviews of those on the programme
to ensure that the standards are being met.
The intention is to always keep this group
small, but with more budget ideally offer them
more opportunities such as access to services,
tournament opportunities and sparring.

Above the Talent Squad are two prospective
Olympians and two Olympians, all full-time
athletes. The focus is on medallists, rather than
the national team, and players understand

the difference between an Ireland player and a
medal player/world stage player.

Coaching
Badminton Ireland over the last years took

on the Badminton World Federation coaching
model as approved by Coaching Ireland. They
now have Level T and Level 2 coaches in situ
throughout the country, with the next goal
that of Level 3 and a coaching tutor course.
They now have a standardised programme and
curriculum throughout the country. Overall the
view of the coaching set-up is that Badminton
Ireland are doing a good job with the resources
they have, with successes at the development
stage and talent ID stage and a positive view
of the future. The coaching system attracts
both foreign sparring players who wish to
benefit, plus coaches from Europe who wish to
complete their level 1&2 BWF courses in Ireland.

Services

Badminton Ireland now accesses the services of
the Sport Ireland Institute on a weekly basis, and
perceives the support to have been very helpful
and the open supportive relationship very
positive. S&C, physio, nutrition and psychology
have all been very helpful, as has the fact of
the close proximity of the offices. Ideally they
would access to an even greater extent the S+C
and testing services. The Pursuit of Excellence
programme and the dialogue it creates
between coaches is perceived as having been a
massive support for both London and Rio.
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Dan Magee has completed the PEP programme
and, being highly regarded within it, has been
asked to stay on.

Support from the OCl only kicks in one in every
four years, but is perceived as positive both

on the ground in Rio, and in advance in terms
of the solidarity grant. Sports Institute of
Northern Ireland has no direct input, only via
Ulster Badminton. Sport Ireland has been very
supportive, with advantages derived from being
based on Campus with the other NGBs and
the benefit of a transparent carding system.
However, it was noted that an annual cycle is
detrimental to progress, and a four-year cycle
would be better, such as that in Great Britain.
Coaching Ireland have also supported
Badminton Ireland with a tutor course during
this cycle.

NGB GOVERNANCE OF HIGH PERFORMANCE
PROGRAMME

Board

The Board is perceived as being stable

and cohesive and aligned with the aims

of the HP programme. It is comprised of
representation from the four provinces, along
with Chairperson, Treasurer, CEO and an
independent member. The Chairperson and
Treasurer are elected at AGM, while there are
policies around rotation, with Board members
allowed to do a two-year term, either two or
three times. The Board is currently undertaking
to implement the Governance Code. Board
members get a code of ethics and do informal
training. There is an external auditor to the
Board.

High Performance is always on the agenda
at the monthly Board meeting, with the

CEO reporting to the Board on HP. The HP
programme makes it clear to Board what the
goals and the outcomes are. Some Board
members have a better understanding than
others, but overall they understand and value
the profile it brings to the sport. The Board
allow Badminton Ireland money to be spent
on HP, as well as the designated HP allocation,
and are very supportive. The Chairman has a
strong understanding of HP, and there is an
excellent rapport between the Chairman and
the CEO, with the CEO feeling fully supported

in his role. This clarity of purpose and positive
team spirit from the top is felt throughout the
organisation.

At times the Board is perceived as being
political, and it is noted that there is no
discussion of HP at the AGM, while the athletes
themselves are quite removed from the

Board. Ideally from a governance perspective,
management and Board would prefer to work
around 4 year funded Olympic plan, given that
it takes a lot of time to do it annually from
governance and planning point of view, and
most other countries work on a four-year cycle.
Relations with the Badminton World Federation
are strong, with Bl being one of the oldest
federations in the world, and now bidding for
the National Sports Campus to become a
Badminton Europe base.

Training/recruitment/induction/succession
New recruits undertake an induction at the
start, with written roles and responsibilities
and an informal introduction process. There
are staff members’ sessions with all, and all
are encouraged to do Sport Ireland training
courses. In terms of staff investment,
Badminton Ireland are paying for the Masters
for a team member. There is a feeling that
the departure of the existing HP Director will
leave a hole. There is also positivity around the
new National HP coach and what he is likely to
bring to the role in terms of processes, as well
as his experiences from the GB system. Overall
there is a feeling that it would be good to have
better career opportunities within Badminton
Ireland and better progression plans for existing
staff. There is good succession in place, with
no major surprises in the changeover of CEO
during the last cycle and current changes on
the HP group.

Reviews/Processes/Lessons learned

There is a weekly review within the HP group,
while at a staff level all do annual appraisals
with the CEO, who in turn conducts one with
the Chair. All have KPIs and target based
roles, with bonuses based on KPIs. There is a
performance management system in place.

Selection criteria for players is monitored
weekly, with a weekly player and coaching
plan, whilst players tournament progress is
monitored on an ongoing basis. The HP and
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Talent Squad have 10 major tournaments per There was no debrief post-Olympics with
annum, with the coach + PD undertaking Irwansyah, as his contract ended so quickly
reviews on site, while for minor tournaments (with holidays factored in). The Performance
the coach undertakes the review, or there Director undertook a debrief post-Olympics
is video analysis, the results of which are with the players.

integrated into the plan. Players do a sit-
down twice a year and a 360 profile with the
performance lead, looking at tactical, physical,
fitness, etc. This also happens at underage
level and determines if the player stays on the
programme.

BADMINTON RECOMMENDATIONS

In summary, Badminton Ireland has built a solid programme and structure, with the
challenge now being to maintain that and keep the bar set high, whilst also keeping the
talent coming through.

The following are my recommendations to support and improve that HP structure:

HP Strategy
1. Define early what Badminton Ireland is aiming for at the Olympics (2020 and 2024) and

communicate that throughout the organisation and externally. Define how long it will take
for the pathway to deliver medals and in what categories. Use other external resources
available (Sport Ireland Institute, other NGBs, etc.) to assist in that definition process.

Governance

2. Recruit a further one or two external members to the Board, based on specific skillsets,
and ideally with HP knowledge and experience. This should further enrich the knowledge
and contact base of Badminton Ireland and expose it to further opportunities, including
commercial contacts.

3. Organise on an annual basis that the Board members meet the HP athletes and
Olympians, and get to know them, understand their experiences through the HP
programme, at the Olympics etc. Currently there is no interfacing and this would be
enriching for both sides.

4. Develop and put forward a proposal on why Ireland should move to a four-year funding
cycle and make that part of Badminton Ireland’s communications and public affairs
strategy.

Professional Development

5. Look at ways of improving the career path within the NGB, so that there are clear
pathways for retention and development, whether through investment in paid external
education, leadership courses, external mentoring programmes, secondment to the
international federation, etc.

Commercial/Participation

6. Explore ways to exploit the family friendly element of badminton, i.e. that it can be played
by young/old, male/female, and develop a strategy to commercialise that idea. Seek
commercial partners who can work with Badminton Ireland to monetize that programme,
and use those funds to invest back into the early stages of the pipeline.
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7. Explore opportunities to work with Universities and academic centres to invest in the data
and performance analysis tools required by Badminton Ireland, and for the University/
Academic centre to sponsor and own those tools together with Badminton Ireland. Seek
where possible any alternative funding sources for those tools (e.g. Ireland Funds, National
Lottery, EU programmes, etc.)

8. With sparring the standout item on the HP programme, look at opportunities for
alternative funding sources for this areq, including those outlined above, as well as
commercial programme partners, education programme partners, etc.

APPENDIX 1: METHODOLOGY APPENDIX 2: LIST OF THOSE CONSULTED

A questionnaire was completed by The following are those with whom | spoke as
Badminton Ireland in advance of Rio 2016, part of this consultation process:

giving a snapshot of the health of the

Badminton Ireland system in advance of Michael Watt, CEO

the Games. The purpose of this was to
provide Sport Ireland with a picture of
where the sport was at leading into the Tom Reidy, (Outgoing) High Performance
Games, and also to inform the agenda Director

around the post-Games review.

Ronan Rooney, Chairman

Dan Magee, Head Pathway Coach

. . Chloe Magee, Athlete
After Rio, an online survey was conducted 9

of the Badminton Ireland athletes, CEQ/ Scott Evans, Athlete

Board members, Performance Director Darragh Sheridan, Institute of Sport
and Coaches/Support Staff (between
16th and 26th September 2016). The
results of this survey were written up in

a report, outlining the key quantitative
and qualitative data underpinning four
themes. Those themes were Preparation
and Readiness for the Games, Games
Performnance, Games Experience, and NGB
Governance of the Games.

Antonia Rossiter, Institute of Sport

Note that | did not speak with previous HP Coach
Irwansyah as part of this review as his contract
finished too soon after Rio 2016 for that to be
feasible.

Using the above documents as
preparatory documents, | conducted face-
to-face interviews with the Badminton
Ireland athletes, directors and staff, as
well as a number of service providers, on
dates between October 5th and October
11th. | conducted further interviews via
skype or telephone on dates between
October 5th and October 14th. The
purpose of the interviews was to tease
out in greater depth specific themes and
to develop a richer understanding of the
key areas critical to Badminton Ireland’s
performance at Rio 2016.

This document is a summary of the

information derived from all three stages
above.
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INTRODUCTION

The Cycling Ireland 2016 Olympic & Paralympic
Review intends to provide an independent,
evidence-based report to the sport NGB on
their high performance programme, their
preparation for, and performance at the

Rio Games. The process examines data and
stakeholder contributions based on the review
framework advocated by Sport Ireland and
agreed by Cycling Ireland. The facilitator has
then considered the research conclusions and
proposed subsequent recommendations.

CURRENT PROFILE

Cycling Ireland (CI) is the governing body for
the sport of cycling on the island of Ireland.
It has numerous stakeholders, the primary of
which, are the members of Cycling Ireland.

Cycling Ireland is responsible for developing
and running the High Performance programme
within the sport. The programme includes

all aspects of preparing and supporting Irish
athletes as they compete on the Olympic,
Paralympic, World, European, World Cup and
Commonwealth stages.

The High Performance programme is primarily
funded by Sport Ireland and the NGB's self-
generated income. The Cl High Performance
programme is also supported by Paralympics
Ireland the Olympic Council of Ireland, Sport NI
and commercial sponsors.
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Figure 1. Cl High performance Investment 2010-16

NGB HP % of Total Total HP
Contribution HP Spend Grants
All Sources

2010 163,983 23% €563,438
2011 150,136 25% €461,131
2012 177,921 33% €367,392
2013 284,384 46% €327,657
2014 280,761 39% €435,608
2015 402,480 42% €558, 311
2016 211,486 32% €456,000

This report, as agreed with the client, provides

the following information:

e An outline of the methodology implemented
by the consultant

e Analysis of the data collated during the
research and consultation process

e A conclusion-summarising the review
findings, and

e Recommendations for the client to consider
for future action.

This report is intended to present an
independent and objective record of the
research and consultation conducted and
to provide informed recommendations to
the client. The recommendations made here
are presented with a view to assisting and
supporting Cl in their aspirations to develop
World Class athletes and progressing that
talent to the very pinnacle of international
success.

METHODOLOGY

The consultant initially proposed a mixed-
method approach for the review. The proposal
was further evolved at the initial project
meeting on October 5th and a methodology
was agreed for implementation with immediate
effect.

REVIEW REQUIREMENTS

The key requirements of the review (based on
the initial brief) included:

Total HP Total ClI HP HP Spend
Spend Cl Spend Contribution | as a % of
exc as % of Total Cl
carding Total Spend | Spend
€727,421 €1,590,571 10% 35%
€611,267 €1,574,813 10% 29%
€545,313 €1,523,092 12% 24%
€612,041 €1,579,645  18% 21%
€716,369 €1,740,323 16% 25%
€960,791 €2,295,657 18% 24%
€667,486 €2,662,154 8% 17%

e Review the effectiveness of Cycling Ireland’s
current High Performance system.

e Preparation and Readiness for the Games

e Games Performance

e Games Experience

e NGB Governance of High Performance.

RESEARCH METHODS

The initial research method used was the Pre-
Games Assessment. The purpose was to gather
information and to get an insight into the
health of each sport’s high performance system
in the build-up to the Games and inform the
development of the agenda around the post
Games review process.

The Post-Games research was activated by
the distribution of the Olympic and Paralympic
Programme Review Survey. The aim of this
survey was to gather information from all
members of the sport of Cycling who have
been involved in or had influence over the High
Performance programme in the year leading
into and during the Rio 2016 Olympic Games.

Contact lists were provided by the NGB and

six separate surveys were issued to Olympic
Athletes, Paralympic Athletes, CEO/Board
Members, Performance Director (PD) and
Coaches/Support Staff. The surveys were
developed by the Sport Ireland Institute

and Paralympics Ireland, with the aim of
assessing the success of the high performance
programmes in each sport as well as the
support provided by the NGB and Sport Ireland.
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Questions were tailored to the specific target
groups but the athlete, PD and Coach/
Support Staff surveys focused on the areas

of Games Preparation and Readiness and
Games Performance and Experience while the
CEO/Board questions were focused on the
governance oversight of the High Performance
(HP) Programme.

The Olympic Programme surveys ran from the
16th -26th September 2016. The survey was
sent via survey monkey with the PD and/or CEO
being requested to send emails to all members
advising that the survey was being issued.
Reminder emails were issued to non-responders
every second day during the survey period.

A follow up email was sent to the PD and/or
CEO requesting their support in encouraging
more people to complete the survey. In total

3 athletes, 1 PD, 9 coaching/support staff and
2 CEO/Board members were surveyed with
responses from 3 athletes, 1 PD, 3 coaching/
support staff and 2 CEO/Board members.

Sport Ireland documented details of both the
quantitative and qualitative data from the four
Olympic Programme surveys with qualitative
data being compiled into themes for each area
when appropriate. The report did not make any
analysis of the meaning of the data. Rather it
served to act as a tool for the facilitator in the
development of this final report.

The survey report was structured into four
sections: Preparation and Readiness for

the Games, Games Performance, Games
Experience and NGB Governance of High
Performance. Within these sections, distinction
was drawn between the results from each
subset surveyed, as the questions were different
for each group.

The figures in the report show the mean
response to each question. However, as

only relatively small groups were surveyed,
significant differences in the responses were
highlighted through showing the spread of the
responses and indicating outliers. In addition
to this all comments were given and they have
been grouped into themes where appropriate.

The PD was surveyed separately to the
Coaching/Support Staff. Where questions were
the same, they have been grouped together.
The Paralympic Programme surveys ran from
12th-19th of October. Respondents were
grouped into Athletes or Coaching & Support
Staff. There were 10 respondents from 11
participants surveyed and all raw survey

data was made available to the facilitator
immediately upon completion.

SECONDARY RESEARCH PHASE

The secondary research phase method agreed
with Cycling Ireland and Sport Ireland, was
qualitative and primarily ‘descriptive’ in nature.
This more ‘open’ approach conducted through
interview and meetings was considered the
most appropriate technique to engage with

a wide range of potential contributors - from
athletes, coaches, staff, Board members and
Institute staff.

A total of 16 interviews with 10 Athletes

(5 Olympic programme, 5 Paralympic
Programme) and 6 staff (Technical Director/
Olympic Team Manager, CEO, Paralympic
Performance Coach, Olympic Road Race
Manager, Board Member/HP Liaison and
Institute PEP Lead) took place 10th-20th
October. It was agreed with the CEO and
Sport Ireland that the scope of the review
should expand to include Athletes from the
Olympic Programme who did not qualify for
Rio but were key benefactors of the delivery
of the HP Programme in this cycle and/or the
forthcoming Tokyo cycle.

It should be noted at this juncture that all

the stakeholders in this review demonstrated
tremendous cooperation and commitment to
the interview process, which had to take place
during the World Championships in Doha and
the European Championships in Paris.

Three further meetings with the CEO, Technical
Director and Sport Ireland Institute PEP Lead
concluded the secondary research phase.



RESEARCH FINDINGS

The online survey was designed to collect

preliminary data, and to provide context for the

subsequent interview process. The context was

framed within five performance system related

themes:

e Preparation and Readiness for the Games

e Games Performance

e Games Experience

e NGB Governance of High Performance

e Any other relevant variable proposed by the
interviewee

3 athletes, 1 Technical Director, 3 coaching/
support staff and 2 CEO/Board members
responded to the initial survey. Although
this was a small survey pool it did include
almost every athlete and staff member who
participated in Rio.

The survey provided some context for the
interview process, which was intended to
extract a more comprehensive examination
of the High Performance system. It was also
necessary to extend the interview process to
include as many stakeholders pertinent to the
HP system assessment, including the High
Performance athletes who did not make it

to Rio and were therefore not included in the
initial survey.

HIGH PERFORMANCE SYSTEM

Olympic Programme

The CI Olympic Programme is designed and
led by the Technical Director. The Technical
Director also delivers a critical Coaching
support to the Olympic Programme and
performed the duties of Olympic Team
Manager in Rio. The Olympic Programme
delivered high performance provision for 10
athletes across Road & Track. The programme
has a well-defined rationale to support a clear
‘endurance’ focus.

Olympic Programme Athletes
The Olympic Programme for Rio comprised of 3
‘Road’ and 7 ‘Track’ cyclists.

CYCLING IRELAND

Olympic Programme Staff

The Technical Director remit includes leading HP
Programme design and delivery, the Olympic
Team Manager role and a significant Coaching
responsibility. The remit is primarily focused

on the Olympic Programme but does include
an additional oversight of the Paralympic
Programme, u23 Road & Junior Programmes.

Every athlete who participated in the review
process highlighted the contribution of the
performance personnel as the most highly
valued component of the HP Programme.

The Technical Director, Personal Coaches,
Mechanics, Soigneurs and SSSM personnel

all received consistent and repeated
commendation from the Athletes. The Athletes
also highlighted that maintaining or increasing
the volume of delivery here as key.

The Technical Director in particular received
extensive appreciation from all the athletes
surveyed and interviewed, for his contribution
to the HP Programme. This sentiment was also
widespread among programme staff and the
CEO.

Each constituent member of the HP
programme also stated that they would
favour an increase in the volume of support
provided by personnel, whilst acknowledging
the increasing demand on the finite Human
resource. Despite the consistently high value
placed on the capability of the programme
staff, it was widely recognised that current
capacity was overwhelmed and unsustainable.

The Sport Ireland Institute PEP Lead also
recognised the budgetary and reporting
deficiency and proposed that ill-defined

role clarity has legitimised a lack of check,
appropriate challenge and follow through on
the day-to-day delivery of certain assumed
duties.
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FUNDING
PARTNERS/CI
BOARD LIAISON

TECHNICAL
DIRECTOR

JUNIOR (PT) U23 ROAD (PT)

CAMP
CO-ORDINATOR

RACE
MANAGER

RACE
MANAGERS x 2

Paralympic Programme

The CI Paralympic Programme was designed

by the Technical Director during the first half of
this cycle and delivered jointly by the Technical
Director and the Paralympic Performance
Coach. The Paralympic Performance Coach
assumed full design and delivery responsibilities
thereafter (2015/16).

Paralympic Athletes
The Paralympic Programme for Rio comprised

of 10 athletes, 8 of whom competed on both
‘Road” and ‘Track’. The remaining two athletes
competed in Hand Cycling, on road only.

Paralympic Staff
The Paralympic Performance Coach functioned

with strategic and delivery autonomy during
Rio preparation and performance.

A volunteer Team Manager, appointed in
2014, assisted the Performance Coach. The
introduction of the Team Manager was
uniformly accredited as a crucial performance
accelerant in this programme. The
Performance Coach was relieved of much of
the programme’s logistical and administrative
burden and was afforded an increased
Coaching capacity.

WOMEN
ENDURANCE

TRACK + ROAD
JUN - ELITE

BMX/MTB

MEN TRACK (PT) (SETTING UP)

PARACYCLING (FT)

ALL

JUN - ELITE DEVELOPMENT

Figure 2. HP Organisational Chart

The contribution of the Performance Coach
received intensely positive feedback from almost
all quarters. Only the Hand Cyclists who were
both very late arrivals to the programme, felt
that they received comparatively reduced
programme support to that of their Paralympic
teammates. Hand Cyclists aside, the
Performance Coach'’s delivery of the Paralympic
Programme was resoundingly endorsed as the
major systemic difference to this programme
over the last cycle.

There is a consistent message received during
interviews that the delivery of this programme
is heavily reliant on voluntary contributions
and the Performance Coach’s current

delivery capacity has been exceeded and is
unsustainable.



PREPARATION AND READINESS FOR
THE GAMES

Olympic Programme Athletes

Survey responses were consistently high across
the board here. There was only one survey
response that stated an Athlete was “very
dissatisfied” with Coaching support and upon
further examination through interview, it was
exposed that this response was made in error
and should have read “very satisfied”. Opinion
among HP Athletes was also consistently high
concerning HP Programme’s delivery during
the qualification period. Every Athlete surveyed
and interviewed were either satisfied or very
satisfied with the HP programme delivery
during qualification and in the build up to the
Games.

Athletes were asked to rate various elements of
their Games preparation and support provided
over the year leading into the Games.

The Athletes who are members of World Tour
Professional Teams stated that many of the
supports were not really relevant to them

as day-to-day delivery was primarily the
responsibility of their employers. However,
there was consensus among the pro Riders that
communication with the HP Programme was
very good and the transition from their Pro
Team into the National Team was of a standard
comparable to the leading nations in cycling.
“Many of my professional colleagues regularly
complain about the drop in ‘standards’ when
going from their professional team to the
National team, but we are always one of the
best prepared teams at major Championships”.

The Track athletes corroborate their Pro
colleagues’ assertion that preparation

and readiness for Rio, and other major
championships, is effectively planned,
communicated and delivered by the HP staff.
“I'll not say we are one step ahead of everybody
else, but we are definitely not behind anyone in
terms of planning, preparation and delivery at
major Championships”.

CYCLING IRELAND

Olympic Programme Staff

The Technical Director is responsible for the
preparation and readiness of the National
Team for major championships, including this
summer’s Olympic Games. Commendation for
his delivery here has received widespread and
consistent approval from HP athletes, coaching
and support staff. Coaching, Supports and

Cl staff went on to acknowledge that whilst
athlete’s preparation was prioritised the
delivery of other duties and responsibilities were
jeopardised. The attention to budgetary and
reporting duties waned and the attention to
the management and review of staff varied
from verbal, informal interactions as and when
required, to apportioning autonomy based on
perceived capability. The impact on athlete’s
preparation may not have been at risk this
time, but it is inevitable that persistent delivery
in this mode is likely to result in a detrimental
impact on programme capability.

Paralympic Programme Athletes

Athlete responses and engagement here were

very positive apart from two recurring themes.

e Limited access to coaching and support
staff due to a late arrival into the
programme, just before the Games, and

e No access to a velodrome in Ireland

Both Hand Cyclists were late call-ups to the
programme and did not feel as though they
were part of the HP Para Programme and
received only limited support. That aside, the
other 7 Athletes who engaged in the review
process were consistently explicit about the
Paralympic Programme’s Coaching and SSSM
delivery ensuring effective preparation and
readiness for Rio with the resources available.

Those Athletes who had also competed in
London 2012 referenced the improvement in
programme delivery “I couldn’t emphasise
the difference enough. It was far better

for Rio. Preparation and Planning. Advice,
communication, and support. All better.”
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Paralympic Programme Staff
The Performance Coach is responsible for the

Paralympic Programme and its preparation for
major championships including this summer’s
Olympic Games. The athletes and staff have
uniformly endorsed the Performance Coach’s
delivery. The introduction of a Team Manager
was integral to the programme having the
requisite capacity to effectively prepare for Rio.
The Performance Coach believed he needed
an extra Coach to appropriately prepare such
a broad range of athletic ability across the
programme and conceded that some athletes’
readiness will have suffered as a result.

GAMES PERFORMANCE & EXPERIENCE

Olympic Programme

2013 Target 2015 Revised | 2016 Result
Target

Qualify 3-4 Qualify 3 Road  Qualified 2 Road.
Male. Road 13th Men'’s Elite
Road Race
29th Men'’s Elite
Road Race

Qualify 2 Male &  Qualify 2 Track
1 Female. Track

Qualified 1 Track

1 Medal & 3 5th in Heat, 4th in
Top 10 finishes Repechage.
(Track) Women's Keiran

Figure 3. Rio 2016 Olympic Targets and Results

A13th place equalled the highest ever finish

in an Elite Road Race by an Irish athlete in the
Olympic Games. Cl also qualified their first
ever Female Track Cyclist. All Athletes and

Staff were either satisfied or very satisfied with
their Games performance. Coaching support
was again highlighted for commendation
among athletes and Staff, citing Rio specific
planning and preparation as one of the most
significant improvements in the Programme’s
performance. “"Adaptation is key. We are only
together a few days so planning to make that
transition as seamless as possible is important.
Cl does a good job. The apartment beside the
track instead of the Village was a good example
of good planning impacting on preparation and
performance.”

Issues negatively impacting on performance
were marginal and largely focused around
factors beyond the control of the HP
Programme, such as accreditation and I0C
Race organization. "It was satisfying to see
and hear the improvements from the past
number of Olympics Games. The feedback from
the team that we have received will however
make it better again for 2020. We have already
changed our communication strategy from the
feedback from the Games in Rio and trialled at
the recent European Road Champs to positive
effect.”

2013 2015 2016 Event Results
Target | Revised | Result (Per
Target Event)
Qualify Qualify 6 7 Bikes 7 Bikes 7 Bikes
6-8 Bikes  Bikes Qualified  Qualified Qualified
3-5 3-5 5Medals  Women's B 7th
Medals Medals 2 Gold Tandem Kilo 5th
2 Silver Men's C2 IP 4th
1Bronze  Men's C3IP Bronze
6Top10  6Top 10 9Top10  Women's B 5th
Finishes Finishes Finishes Tandem IP
Men'’s B Tan- 8th
dem Kilo
Men'’s C2 20km  Silver
T
Men's H3 20km  11th
T
Women's H2 1th
20km TT
Men's B Tan- 6th
dem 30km TT
Men's B Tan- 17th
dem 30km TT
Men's C3 30km  Gold
T
Gold
Women's B
Tandem 30km
T
WH2-4 Road 14th
Race 9th
MH3 Road Race
MC1-3 Road 5th & 24th
Race
Women's B Silver
Tandem Road
Race
Men’s B 12th
Tandem Road
Race

Figure 4. Rio 2016 Paralympic Targets and Results



The CI Paralympic Programmme was the most
successful Irish performance programme in Rio
2016. With five medals, including two Gold,
the programme exceeded all stretch targets
and surpassed the outstanding performance
at the previous Paralympics, four years ago.
Furthermore, all of the 2016 Paralympic
medallists were different athletes from those
who medalled in London, providing the clearest
indication of systemic delivery in this research.

Two thirds of those athletes who engaged in
the review process were either satisfied or very
satisfied with their own performance and the
performance of the Coaching and SSSM staff.
Coaching and SSSM staff consistently scored
very well with almost every athlete responding
‘very satisfied’ with their Games performance.
This assertion was further endorsed during
interviews when both supports were continually
proposed as major contributors to the success
in Rio.

The Performance Coach was routinely singled
out for commendation by Athletes, Cl Staff,
SSSM staff and the Cl Board alike. The
Performance Coach accepted that he didn’t
think that any ‘medals were dropped’ by the
performance of the programme but conceded
that he was ‘spread far too thin" across his
duties and without the introduction of the
Team Manager would not have produced the
results achieved. The performance of the
Team Manager was the single most positive
intervention impacting on the ability of the
Performance Coach to deliver his Games
performance.

The Performance Coach also accepted that
more could and should have been done to
introduce all the athletes to the programme at
an earlier stage in order to appropriately avail
of the HP programmes full delivery, however,
an additional Coach would have been required
to meet the needs of such a broad range of
athletic ability and experience.

With such a successful Paralympics it was
perhaps unsurprising that the Athletes
recorded a very positive response to their
‘Games experience’, however, there was a
marked disparity expressed about their ‘Post
Games experience’. There was a range of 90%
recorded across the group. Under further

CYCLING IRELAND

scrutiny most negative responses were fuelled
by uncertainty, a disappointing performance in
Rio or a perceived lack of recognition compared
to their Olympic counterparts.

Uncertainty was prevalent among Tandem
athletes primarily because of the absence of
‘Pilot’ funding. This was proposed as the single
most important factor determining future
participation towards Tokyo.

Athletes were aware of the Post Games
supports provided by Institute but most chose
to not

participate for a variety of unconnected
reasons. Family support was deemed the most
important support when managing the Post
Games experience.

HIGH PERFORMANCE GOVERNANCE

Olympic Programme

The Technical Director has strategic,
administrative and delivery responsibility for
the Cl High Performance Programme, including
the Olympic Programme. The CEO is the
Technical Director’s line manager who is in turn
accountable to the Board of Cycling Ireland.

In 2013 the Cl Performance Strategy Review
Report recommended establishing a specialist
High Performance Review Group to act as a
buffer between those responsible for the HP
Programme, and the Board. “This Group should
have a clear remit to provide support, challenge
and advice to the Performance Director and

its staff and to oversee the direction and
implementation of the High Performance
strategy. The make-up of the advisory group to
include a balance of experts from within and
outside the High Performance programme and
to include World Class international expertise
(especially in track cycling programmes).”

There is no current function that resembles
this recommendation. Currently one Board
member is designated with a HP Liaison brief
similar to that outlined in the 2013 Review,
however, the operational efficacy of that role
is now defective. It neither services the needs
of the HP Programme or the Cl Board in the
manner it was intended.
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The relationship between the Board and the HP
Programme has deteriorated. Board concerns
regarding strategic, reporting and budgetary
due diligence, have been met with HP
Programme concerns of strategic, budgetary
and operational interference.

The HP Programme staff concedes that
reporting standards and protocols are not good
enough. They attribute the deficiency here as

a casualty of programme demands exceeding
capacity over a sustained period. Programming
and Coaching delivery are prioritised duties
impacting on Athletes performance. The
reporting and communication of said delivery
has been given less attention.

In the absence of an effective reporting and
communication method and ongoing concerns
about the potential for ‘overspend’, the Board
has increased budgetary scrutiny over the HP
Programme. “HP is our only significant variable
expenditure, so if not managed properly this
has the potential to put the entire organization
in jeopardy.” The Board would also concede
that recent scrutiny has included a desire for
an increased strategic input. “The perception
among the membership is that HP is only

for a few people. We understand that Track
Cycling may be a current priority, however,
Track cyclists make up less than 5% of our
membership.”

Olympic Programme Athletes

The Olympic Programme Athletes have
universally commended the HP provision
they receive on this programme, examples of
which have been cited throughout this report.
They have a collective understanding of their
roles within the programme and concur with
how resources are identified and prioritised.
They believe in the competency of the staff
comparing delivery to that of the World’s
leading cycling nations.

None of the Athletes surveyed or interviewed
however, were able to reference a formal
debrief or performance review process. The
Technical Director would regularly deliver
informal verbal debrief and athlete reviews but
Athletes involved in this review process were
not able to reference a document that could be
utilised for lessons learned.

Olympic Programme Staff

The 2013 Review recommended to accelerate
the transition of the Head Coach to take on the
full responsibilities of a Performance Director.

From the evidence gathered in this report,

it would appear that the duties and
responsibilities typically delivered by a
Performance Director have simply been added
to the obligations of the Head Coach without
a corresponding increase in capacity. The
subsequent morphed role of Technical Director
has not been clearly defined resulting in
inconsistent expectations.

Cycling Ireland has a management
performance template designed to facilitate
the performance review and appraisal of the
Technical Director, however, provision here

has not been effective and the Sport Ireland
Institute Pursuit of Excellence Programme (PEP)
has been the preferred source of performance
review, appraisal and CPD for HP staff.

PEP is primarily a performance support for the
Irish HP Coach community that has delivered
over 60 World and European medals covering
26 sports. Of the 26 High Performance Systems
utilising PEP, only 3 provide systemic staff
development, review, appraisal or feedback.

Cycling Ireland was one of only a few sports
selected by PEP to target HP Staff with a
bespoke coaching review mechanism in
preparation for Rio, ‘Vantage Point’. The
process provided expert observation around
specific identified coaching variables
culminating in recommendations to the Coach
and a report to the NGB.

The process revealed a ‘phenomenal coaching
product” in Cl's Olympic programme, but
concluded that this was compromised because
of the current dual role of the Technical
Director. Administrative and communication
responsibilities were undoubtedly given

less attention but responsibility here still
contributed to threaten the effectiveness of the
day-to-day coaching delivery.



A full report was submitted to the NGB but
there has been little evidence to suggest
that practice or remit has been appropriately
challenged or changed as a result.

The Olympic Programme is profoundly reliant
on volunteers, with high levels of expertise,
needed to address the current capacity deficit.

Paralympic Programme

The Technical Director has strategic,
administrative and delivery responsibility for
the Cl High Performance Programme, including
the Paralympic Programme. The CEO is the
Technical Director’s line manager who is in turn
accountable to the Board of Cycling Ireland.

The Paralympic Programme was primarily
delivered by the Performance Coach. Although
directly responsible to the Technical Director,
the Performance Coach was given increasing
strategic and delivery responsibility between
2013-15 before finally assuming strategic and
delivery autonomy over the programme.

Paralympic Programme Athletes

The long-standing established members of this
programme, who have received the majority
of provision, have consistently approved the
HP service they receive. They have a collective
understanding of their roles within the
programme and concur with how resources
are identified and prioritized. Only the newest
members of the programme have challenged
the impact of delivery here.

All the Athletes highly value the competency
of the HP staff, particularly the Coaching
staff. However, none of the Athletes surveyed
or interviewed were able to reference a formal
debrief or performance review process that
they have received.

Paralympic Programme Staff

The Performance Coach refers to feeling
supported by the Technical Director and CEO
but does not seem to be in receipt of any
formal management performance review other
than that provided by PEP. The Performance
Coach also accepts that the formal
performance review of the athletes in the
programme has been limited because capacity
has been “spread so thin”.
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The Performance Coach went on to suggest
that his current contract bears no resemblance
to the duties and responsibilities he performs
and this is symptomatic of an under
appreciation of the role, from the Cl Board. He
contends that there is no understanding or
acceptance that the capability and capacity
required to effectively deliver the Paralympic
Programme is no different from that of the
Olympic Programme.

Whilst he believes that his charges did not
under achieve as a result of the programme’s
overextended capacity, he does not believe that
current delivery is sustainable.

CONCLUSION

The CI High Performance community, have
enthusiastically shared a most valuable
contribution toward this research. The
responses collated here where consistently
imparted with a genuine passion for improving
Cycling in Ireland. Whilst there has undoubtedly
been an increasingly sometimes-strained
relationship between HP Staff and Board,
there was a prevailing common ground among
those interviewed matched by an obvious
desire to progress Cycling’s High Performance
Programme.

The sample of Cl respondents engaged in the
review may be small (22), but it remains a
statistically significant representation of the
population involved in the HP system in both
Olympic and Paralympic Programmes.

The feedback and views expressed by the
respondents are personal views based on
their own understanding and perceptions of
the current HP system. When conducting this
type of qualitative research, it can be open to
interpretative error, for example, focusing on
‘strong’ views of individuals that may not be
fully informed about existing procedures and
practice. Thus, making any deductions from
the feedback alone might be vulnerable to error
leading to inappropriate recommendations.

The following conclusive section provides an
overview of the research findings, balanced
with input from Institute Staff and the
consultant’s knowledge, understanding
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and analysis of high performance programmes
within sport.

There was a clear consensus around current
systemic and operational best practice and/

or shortcomings. As with many reviews, it

is common to identify aspects that require
improvement. The following points highlight
what has been confirmed during the review
and in no way intends to criticise any group

or individual. The only intent is to provide Cl
and its stakeholders with a clear picture of the
current high performance system performance.

The review has highlighted a number of key
points and shared experiences. Common

themes from the research will contribute to
inform the recommendations section herein

Cycling Ireland’s current High Performance

system

e Cycling Ireland’s High Performance
Programme is among the most successful
and productive in the country

e The Cl HP programme is delivered by highly
competent Coaches

e Whilst there is compelling evidence of
systemic delivery particularly in the
Paralympic Programme, Cl HP provision is
more reliant on the individual performance
of its two full-time Coaches, than systemic
delivery within a clearly defined programme

e Thereis an embedded and untenable
expectancy on the delivery capacity of the
Technical Director role

e There is an embedded and speculative
expectancy on the performance of volunteer
staff.

Preparation and Readiness for the Games

e Athletes were appropriately prepared and
ready for the Olympic and Paralympic
Games

e Preparation and Readiness was attributed
to the professionalism and commitment of
the Athletes, the expertise and resolve of
the HP Staff and the utilisation of the HP
Training base in Majorca

Games Performance

e The Cl Paralympic Programme was the
highest performing Irish programme in Rio

e The Cl Olympic Programme equalled its

highest ever position in the Road Race but
fell short of its agreed targets

High Performance Governance

e The strategic objectives of the Cl Board,
CEO & HP Staff, are not aligned.

e The role of the Technical Director is
ill defined resulting in inconsistent
expectations or insufficient challenge

e The role of the Cl Board in HP strategy
development is unclear

e The growth of the CI HP programme is not
possible under current capacity

e The sustainable effective delivery of the
current HP Programme, with existing
capacity, is in jeopardy



CYCLING IRELAND

CYCLING RECOMMENDATIONS

The recommendations made here are presented with a view to assisting and supporting
Cycling Ireland in their aspirations to improve an already highly functioning High Performance
Programme. Much of the HP Programme delivery is of the highest standard and consistently
produces world-class performances. The focus of this section is to propose where and how
performance gains might be achieved.

The majority of recommendations that were proposed in the 2013 Review have been addressed,
however, recommendations made in this report consonant with those proposed in 2013 should
prompt a reassessment of the progress made in each instance.

1.

The Technical Director should resume the role of High Performmance Head Coach

All evidence revealed in this review suggests that the current Technical Director delivers

a high level of coaching competency. The Head Coach role should have a clear remit
determined by the Board and CEO, but should include the primary strategic responsibility of
the High Performance Programme. The Head Coach should be accountable to the CEO
where renewed role clarity will stipulate appropriate ‘Check & Challenge’”.

. Cycling Ireland should consider recruiting a High Performance Team Manager

The HP Team Manager role should have a clear remit including primary reporting,
budgetary, administrative and logistical responsibility. A similar role that focused on the
administrative and logistical demands in the Paralympic Programme worked well,

however, this new role should be a full-time paid post with responsibility for both Olympic
and Paralympic HP Programmes. The Team Manager should regularly report directly to the
Board and CEO.

. The Head Coach and Team Manager positions, should together replace the current

position of Technical Director

The recommendations are intended to protect and enhance what is best about current
delivery within the HP Programme whilst addressing and improving the facets required

to effectively support successful delivery. It is important to stress that only the concomitant
implementation of should be considered.

. High Performance strategy design should be expertise led

e The Board of Cycling Ireland has overall strategic, governance and policy-making
responsibility for the entire organisation. It is accountable to its members and investors
and is responsible for the design and delivery of the 2015-2019 Cycling Ireland Corporate
Strategy

e The design and delivery of the HP Strategy should be the sole responsibility of the Cl High
Performance staff, provided said strategy aligns with the overall Cycling Ireland Corporate
Strategy. The HP Strategy, including rationale, should be clearly communicated to the
Board. Monitoring and evaluation of the delivery of the HP Strategy, should be measured
against clearly defined and agreed targets. This will help to protect the integrity of the
Board'’s commitment to its members, the delivery of the Corporate Strategy and securely
sanction the strategic autonomy of the High Performance Programme to the High
Performance Staff

e The High Performance Staff should identify and set a series of annual performance
targets, agreed by the Board, targeting success at the Tokyo 2020 Olympic & Paralympic
Games. Clearly communicated targets and rationale will encourage investment in the

53



CYCLING IRELAND

54

HP Programme by all the relevant stakeholders (athletes, coaches, support staff, Cycling
Ireland Board and funding partners) and confirm that the programme delivery is on course.

5. Increased Coaching Capacity
Coaching capacity has been reduced since the Junior/Development Coach position was
vacated and not replaced. The demand for an increased coaching capacity is already
pronounced in a system that weighs heavily on volunteer expertise and where demand
has exceeded capacity for a prolonged period. Cycling Ireland should consider recruiting
additional Coaching Staff as a matter of priority.

6. Physical Training Environment
Cycling Ireland should maintain its HP Training Base in Majorca whilst continuing to explore
all possible avenues for the development of a fit for purpose velodrome in Ireland.

I acknowledge that by considering the recommendations proposed here, that a
series of other actions would also need to be taken. However, without addressing
these recommendations first, it is the opinion of this work, that other actions may be
uncoordinated, temporary and have a negative rather than positive impact
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Confederation
of Golf in Ireland

Facilitator: Maeve Buckley

EXECUTIVE SUMMARY

The CGI (Confederation of Golf in Ireland) is a
company established by the GUI (Golfing Union
of Ireland), ILGU (Irish Ladies Golfing Union)
and PGA (Professional Golfers Association).
The CGl was created with the objectives

of increasing participation, continuing
international success, developing a common
plan for high performance (HP) for the 2016
and 2020 Olympic Games and looking at the
programmes, services and support required to
develop players in Ireland from junior through
to elite level. As such the CGl provides a
combined submission to Sport Ireland on behalf
of both governing bodies, and so this report

is written as one CGl document, although

both governing bodies were interviewed
independently.

ILGU

The ILGU are responsible for the development
of amateur golf. Given that they are currently
involved in both the production of elite
amateurs and home international winners,

as well as professional players and Major/
Olympic winners, a tension is created within

GOLF
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the organisation. Until the question of

whether they should be undertaking both these

activities is clarified internally, there can be

some shared goals, but no overall shared vision,

and players, coaches and HP staff will remain
caught in the middle. There is currently a lack
of alignment between the Board and the HP
team, with a level of frustration and lack of
understanding between the two, which creates
a tension through the HP programme.

Huge positive developments are being made
continuously to the HP programme. There

are good coaches throughout the country,
and there is a strong pipeline of young players
coming through. There is good leadership
from the CEO and Chair, and a good rapport
amongst management and staff and players.
Golf is in its infancy at the Olympics and there
would appear to be positive times ahead

with great talent emerging in women'’s golf

in Ireland, and solid progress being made

at CGl level. Some work needs to be done

on performance management and review
processes for staff. The biggest game changer
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ILGU - PREPARATION AND READINESS FOR
THE GAMES

Performance Targets

With the women golfers their Olympics

place depended on world rankings, and the
world amateur team rankings, with each
country allowed to enter their top two male
female players dependent on cumulative
rankings. Stephanie Meadow and Leona
Maguire represented Ireland, and were given
some assistance in playing a number of

extra golf events to boost their ranking to
ensure qualification. The overall stated CGlI
performance target in advance was to win one
medal, but there were no clear performance
targets at the Olympics for the Irish women
golfers. This was partly due to the fact that of
it being the first time participating and that
one of the athletes was still an amateur golfer.

Training Camps and Training Environment
Whilst Stephanie Meadow received some
support from the ILGU, her active involvement
in the HP programme was some years ago.
Leona had represented Ireland during the
summer, and finished in the programme last
year. Both women are based in the US and
have coaches there who manage their training
environment and camps. However, in advance
of Rio there was improved support and
interaction between the college coach and the
ILGU HP lead. Overall golf tends to be a more

‘individual and personal sport’ as quoted in the
Rio review survey, with athletes often training
independently with their own personal coach.

In terms of the training environment in Ireland
for the HP coaches and service providers,
there was positivity about the management,
staff interaction, and information on forward
planning. Areas of relative weakness were that
of having clearly focused personal objectives
for all staff, clear measureable goals for all
athletes, and resources being prioritized to the
highest potential athletes.

Financial Support

Whilst Sport Ireland investment in the HP
programme in the year leading into the
Games was appreciated, according to the
survey, ideally greater budget was needed.
Overall view of the NGB investment in the HP
programme was positive, although there was
at times the feeling within the HP team of
resource being spread too thinly rather than
focused on fewer participants.

External Organisation Support
The Sport Ireland Institute were perceived as

being great in supporting Games preparation -
they were focused, challenging and demanding,
all of which was perceived as being very helpful
in developing the programme and programme
leads. From a programme point of view their
services were very important - psychology, S&C,



technical skills, physiotherapy, and nutrition,
were all availed of. The Sport Ireland Institute
organized a session with guest speaker athletes
and these types of opportunities for the ILGU
to mix with and learn from other sports are
particularly valued. The role of the Sport
Ireland Institute as a type of independent
outside mentor was also highly valued.

SINI'have also provided services, although the
survey showed some dissatisfaction with these
services. There was no particular view on the
support of the Olympic Council of Ireland in the
year leading into the Games.

Athlete Readiness

Stephanie and Leonie both largely did their own
thing in terms of preparation for Rio. While
neither athlete completed the survey, the view
from the coaching and support staff was one
of satisfaction with the competition exposure,
access to training facilities, preparation for the
Games competition and Games experience.
Things that positively impacted athlete
readiness was game time (for Stephanie) and
a good rest pattern and play-in schedule (for
Leona), and having individual programmes for
both. More competitive play (for Stephanie)
and better scheduling of the sport, with entries
closing earlier to determine the teams, would
have helped both players. In that case better
planning could have been put into place,

and more contact time with support staff
scheduled in. Overall both athletes are at the
start of their career, and in many ways the Rio
experience was readying them for 2020.

Leadership
Leadership from the CEO was cited as being

very positive, with the CEO fully supportive of
the HP programme and having a vision for its
success.

Support from the NGB Board

This was cited as an area for improvement as
there is not agreement on what constitutes
high performance of elite players versus
growing the pool of players representing Ireland
at amateur level. It was suggested that direct
HP Manager reporting to the Board would be
beneficial.

GOLF

ILGU - GAMES PERFORMANCE AND GAMES
EXPERIENCE

The overall perception of performance at the
Rio 2016 Games was one of satisfaction and
pride in the two athletes. It was an emotional
time for Stephanie Meadow following the
death of her father the previous year, whilst
for Leona competing with all the professionals
was mentally challenging also. For both to
finish in the top half of the field was considered
positive. Paul McGinley, as team leader, was
considered to be a real support to the women
in overcoming the mental challenges, whilst he
spoke very positively of their performance and
attitude.

The feeling was that Rio 2016 was a test

year, but hugely valuable in giving big event
experience, which has already paid off in terms
of a top ten finish afterwards in the Canadian
Open and a Bronze Medal at the World
Amateur Games in Mexico. The intention is
that both women will compete again at Tokyo
2020, with this Olympics under their belt, as
well as a lot more competition experience in
the meantime, and at that stage should have
better medal prospects.

Overall it was noted that the quality of
on-site logistics was poor (poor quality
accommodation, etc.). It was also noted that
the quality of on-site logistics was poor (poor
quality accommodation, etc.). It was also
noted that a post-Olympic debrief would have
been helpful to the athletes.

Note that | did not speak to either of the
women golfers for this review, nor did they
complete the survey. The games experience
detail was completed by the male golfers only,
and so | will summarize that only in the GUI
section.
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ILGU - STRATEGIC REFLECTIONS ON THE
HIGH PERFORMANCE PROGRAMME

NGB structure

Whilst in most sporting organisations HP is the
outlet for the best athletes, for golf athletes
there are other programmes, e.g. the Curtis
Cup. Whilst the HP programme within women's
golf in Ireland now has a focus on the Olympics,
it also focuses on European Women, European
Girls, Curtis Cup, and the World Amateur Team
Championships. This split focus between
developing the best possible amateurs or
developing amateur who will go on to become
professional golfers causes an unresolved
tension within the ILGU. The CGI has been

set up to look at emerging professional golf,
amongst other initiatives, but until such time
as a new One Governing Body for Golf in Ireland
has been agreed with clear objectives on
development of amateur/professional players,
this will continue to be an issue within the ILGU.

Overall, the HP curriculum has seen significant
advances over the course of this last Olympic
cycle, with a structured player pathway now
in operation, and significant numbers of
juniors participating at club level. The ILGU is
constantly reviewing and seeking to improve
the HP programme, with no part of it there
longer than two years. The leadership is
perceived as being open to suggestions and
improvements.

Finances

About 16%/17% of ILGU funding comes from
Sport Ireland (CGIl administers the Sport
Ireland HP grants), with the balance from
affiliation fees. It can be a source of tension
that affiliation fees may end up being used to
finance parts of the HP programme which is
aimed at a small number of elite players versus
supporting clubs to grow the game at club
level.

HP Committee

A HP Committee was set up to overview the
programme, and was comprised of a HP
Director from the Board, High Performance
Manager, Coaching Systems Manager, Chief
Selector and Ladies Team Captain. An
external representative (Patrick Hazlett)
was invited onto the Committee to provide

commercial thought and input and an
external voice. Due to a number of factors,
the Committee failed to function effectively,
with reasons cited including lack of clarity
around roles and leadership, disagreement

on overall shared vision, only three meetings
per annum, meetings being too long and
operational, meeting date changes, and poor
communication. It was noted that all present
were open to working together, but ultimately
the HP Committee failed to effectively underpin
the HP programme.

Player Pathway and Talent ID

There is a well-structured player pathway within
ladies’ golf. There are three programmes on the
HP side, with the progression being from Club
to Regional to Funded Players to Horizon to HP.

At club level there are specific participation
programmes to encourage girls to take up

the game, including the Girls 4 Golf 4 Life
programme, which is running as a pilot in clubs.
Girls with potential are identified for coaching
at regional level, with increased numbers of
players with lower handicaps being identified
through that system. There are ten regional
coaches at this level offering coaching to

the best of this emerging talent from the

club scene. Coaching is provided mostly for
underage players, although some older players
are also coached, and there appears to be

no upper age cap, or specific criteria around
maximum handicap, which reduces the overall
impact of this part of the programme.

The Horizon programme started in 2015/6 and
is for the emerging talent from the regional/
district coaching cells. Initially Horizon was
started with an open call for players (aged
between 12 and 18), and had a group of circa
forty players and their parents for a weekend
at the Heritage. Afterwards this number

was reduced to a core of circa ten or twelve
players, who then get a player programme,
tournament schedule, etc. At this level the HP
Manager works a lot with parents, and girls’
personal coaches, which can be challenging,
and the support of the Sport Ireland Institute
in managing this has been appreciated. The
intention is to repeat the Horizon process every
two years.



At the top of the pyramid there is a move to
pro, with the CGI grant aiding emerging pros.
The programme goal is to make the top players
self-sufficient, and support those players in
leading their own journey. The HP Programme
has body strengthening and golf related
specifics, while each player has an individual
performance plan and players keep statistics
on accuracy, etc. The HP manager maintains
contact with players at pro level (through role
with CGl), so there is an ongoing link back to
the ILGU HP programme.

The view is that through the work undertaken
on the HP programme over this cycle, it has
become more elite and in three years’ time
should be one of the strongest teams at the
World Amateur Team Championship. Numbers
of girls playing golf in Ireland look very positive
and overall the pipeline is good.

Management and coaching

The overall view is one of happiness with the
staff, both management and coaching. The
HP Manager and HP support have worked
well together as a team, with complimenting
strengths. Great improvements have been
made in coach education - a two-day course
was developed with the Sport Ireland Institute
which has greatly improved the common
understanding amongst coaches. Ideally the
ILGU would undertake more coach education
and shared learning sessions amongst coaches.
The district coaches are Level 3 coaches, so
technically strong, and there is a low attrition
amongst the coaches, which is also a positive.
There is a view that there needs to be a focus
on direction within the coaching.

Training Centres/Camps

There is no national training facility as such for
women'’s golf, and so the development teams
undertake coaching camps when feasible, such
as an annual warm weather training weekend.
With more money they would ideally undertake
several weeks of warm weather training, whilst
the lack of one central facility (in Ireland) may
also be a hindrance to progress.
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Services

The ILGU has developed a panel of expert
service providers who support on psychology,
S&C, physio, technique and the short

game. These service providers also work

with the parents, and have assisted a lot in
professionalizing the programme over the last
number of years. Ideally with greater funding
more access would be made of these services,
with the service providers also travelling to
camps with the girls.

ILGU - NGB GOVERNANCE OF HIGH
PERFORMANCE PROGRAMME

Board

The ILGU Board is comprised of ten people, with
five regional representatives, and a director

of Finance, HP Director, Junior Golf Director
and Ladies Golf Union Director (GB&I). The
nominated directorships are advertised, with
positions filled by interviews using external
support, thereby ensuring specific skills and
career experience. All Board members must

be female and members of golf clubs. The
Board has a rotation policy in place, with one
third of members leaving every year. The Board
does an induction process every year and there
is a HP report at every Board meeting. The
Board is perceived as being well-led, with a
strong Chairperson and CEO, and with good
governance in place.

However, there is also a view that some of

the Board member’s understanding of the

HP Programme is limited and oversight of

the Programme has in recent years become
very operational rather than influencing and
gaining agreement on the overall strategy and
objectives of the programme. The reasons
cited for this are multiple and complex and
mostly centre on a clear agreement on the
roles, responsibilities and accountabilities of the
individuals involved on the HP Team and the
Board's role of governance and oversight of the
programme.

The view is that the HP programme is making
good progress, but with improvement on roles
and accountabilities progress could be even
greater.
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Relations with International Federation

Golf at the Olympics was managed by the
International Golf Federation (IGF) which
includes representation from the R&A. The
R&A Forum takes place twice per annum at
St. Andrews with all the governing bodies of
golf in GB&ll invited to attend. The ILGU also
have a Director on the Ladies Golf Union (LGU)
and a representative on the European Golf
Association Championships Committee. Both
R&A and LGU are very supportive and excited
about golf in the Olympics, although with
some divided views between professional and
amateur at that level also.

Cal

CGl is perceived as having worked well through
the Rio programme, with shared planning,
shared high performance and a very open
relationship, despite the differing cultures of
the two organisations. It is envisaged that the
proposed new Governing Body for Golf will be in
the initial phase of implementation for the next
Olympic cycle.

Training/recruitment/induction/succession
There were no specific views raised

regarding training and succession, with
general satisfaction around the professional
development opportunities for staff. CEO

ILGU - RECOMMENDATIONS

The following are my recommendations:

support to staff was noted as being strong and
highly valued.

Reviews/Processes/Lessons learned

Player reviews normally take place at the end
of events, while the player logbook also notes
lessons learned etc. Every year the Junior
programme does a review with the national
committee to get ideas and feedback, whilst
athletes feedback is also incorporated too.
With coaches’ reviews tend to be informal (e.g.
a coffee), whilst group informal team sessions
have taken place, such as off-site activity
sessions with all the HP staff and coaches.
However, a formal process for the review of
coaches and players is not yet in place and
proper templates and documentation needs

to be developed. The Sport Ireland Institute
have helped with a programme review, and
ideally the team would like an annual negatives
and positives review, incorporating the lessons
learned, actions and follow-up into the
programme for the next year.

There is no formal review of support staff

- it happens informally, and there is no
performance management training. This works
well as there is a good understanding between
the team, but needs to be more structured.

1. Define what the CGl is aiming for at the Olympics in terms of women'’s golf (2020 and 2024)
and communicate that throughout the organisation and externally. Define how long it will
take for the pathway to deliver medals and in what categories (if the IOC introduce mixed
golf, for example). Use other external resources available (Sport Ireland Institute, other

NGBs, etc.) to assist in that definition process.

2. Review regional coaching HP system to ensure that it really is coaching those with genuine
high potential. Clearly define the development programme parameters - specifically,
introduce and enforce age caps and handicap limits for coaching at district/regional level.
Publish these parameters on the website so that it is clear for all involved.

3. Introduce further clarity around the player review process. Explain and clarify the player
review process to parents and make the selection criteria obvious so that there can be no
confusion between a review/lessons learned process, and selection disappointment. Publish
the parameters of the player review process on the website.
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4. Clearly delineate between the national system and the world class system and
communicate those delineations publicly. A world-class high performance programme
should be criteria based, and naturally self-selecting. Decide on a future role for selectors
and at what level they should be involved - junior/ladies/senior - if at all. Define when a
selection decision rests with the High Performance Manager and make that definition and
the programme definition public knowledge.

4. Work hard to align the Board and the HP Programme, specifically undertaking the following
activities:

e Educate the Board on what constitutes High Performance, through the introduction of
external speakers to present to the Board (e.g. Sport Ireland Institute staff) and invite
the HP service providers to speak to the board on their areas of expertise e.g. sports
psychology, S&C, etc.

e At times allow staff to deliver reports on their area directly to the Board, specifically
allowing the HP Manager (or HP management team) to report to the Board on a regular
basis.

e If there is to be a HP Director on the Board, give them a clearly defined title and written
role description, outlining the strategic and support nature of their role (as distinct from
operations), and giving them an induction with the HP team.

e Provide clarity on titles, specifically communicating that the head of the HP programme
is the Executive Director of the programme and that any HP Board Director is a Non-
Executive Director (and thus does not have final say on programme decisions).

e Provide clarity on the role of HP within the golf ecosystem e.g. aspiration value of visible
players can drive participation.

e Seek to implement the National Governance Code, including a change of rules to allow
men and non-golfers to serve on the Board. This will open up the Board to external
influence, and with that possibly broader ideas, a greater contact base, broader decision
making, etc. Invite an external recruit with high performance expertise to join the Board.

e Refine the mandate of the HP Committee to improve its functioning, speed and ability.
Reduce the number of people on the Committee. Ensure that all on the Committee are
aligned on the performance mandate of the HP programme, have experience/knowledge
of HP, and are comfortable with taking difficult decisions. Set up a regular meeting of
that committee, which always takes place in person or by phone/skype at the same time
(e.g. First Monday of every month at 0900), and has a clear agenda.

e Work on people management including a more formalised and documented review
process for coaching and HP staff and ensuring progression opportunities for staff and
staff retention. Provide clarity to all staff around roles and process.
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GUI - PREPARATION AND READINESS FOR
THE GAMES

Performance Targets

The target originally set for Rio was to win

a minimum of one medal. Medal prospects
were hit with the withdrawal of Rory Mcllroy,
Shane Lowry and Graeme McDowell, however
the feeling was that Padraig Harrington

and Seamus Power would still be capable of
producing a medal winning performance at the
event.

Training Camps and Training Environment
Elite golfers generally have good access to
resources and their own team around them
assisting in preparation in the lead-in to events.
This was also true in the case of the male
golfers in advance of Rio, and their preparation
was organized independently of the CGl Team
Ireland set-up. Seamus Power however, having
only left the CGI programme one year before,
could be said to have been positively supported
and trained in the Team Ireland programme in
advance of Rio.

Financial Support

The view of financial investment in the sport
from Sport Ireland was positive, while there was
a negative view of the carding system, and its
impact (or lack of) on the golfers.

External Organisation Support

Neil Manchip (national coach) takes part in
the Sport Ireland Institute Pursuit of Excellence
programme. Neil coordinates the emerging
players utilisation of the services on offer
through the Sport Ireland Institute. Overall
there would appear to be scope to make
greater use of the (non-technical services) on
offer from the Sport Ireland Institute for the
Team Ireland emerging talent players, should
budgets allow. Given that the professional
players train independently and access services
privately, as mentioned above, support from
the Olympic Council of Ireland (OCI), Sports
Institute Northern Ireland (SINI) and Institute,
was deemed to be either satisfactory or not
relevant.

Athlete Readiness

Overall the athletes deemed themselves fully
mentally, physically and tactically/technically
ready for the Games, and largely ready for the
Games experience and post-Games period.
Again it was reiterated that it was up to the
athletes themselves to prepare, and they did
so, and were in good shape going into the
games. It was noted that in the run up to

the Games there were some communication
difficulties with the elite players, due to there
being numerous stakeholders in Olympic golf,
and thus at times differing messages being
relayed. The withdrawal of Mcllroy and Lowry,
and the late inclusion of Seamus Power and
Padraig Harrington, meant a lot of paperwork
had to be repeated. The fact of having Paul
McGinley as team leader, and his high level

of preparation, was deemed as being very
helpful - Paul visited the venue and travelled to
meet all the athletes in advance of the Games.
Paul’s team and PA were particularly helpful

in advance in assisting with the large amount
of paperwork. However, better scheduling of
golf in the Olympic year would have helped, as
would have earlier confirmation of the team.

Leadership
Overall the view of the leadership of the CEQ/

Executive was regarded as being very positive.
The view of Paul McGinley as team leader

was very positive. From the point of view of
the team leader, the biggest challenge in the
preparation for the Games was around the
administration (paperwork, registrations,
commercial restrictions, etc.), and given that
Rio was the first Olympics for golf that there
was a steep learning curve. In future ideally
this role of team leader is one to be taken up
two-three years in advance of the Games, with
a handover from the previous Olympic cycle’s
team leader.

Support from the NGB Board
Overall the view of the support from the NGB
Board was regarded as being very positive.




GUI - GAMES PERFORMANCE

Both athletes were “dissatisfied” with their
results compared to pre Games expectation.
Whilst coaching support and support services
on hand were very satisfactory, personal
performances, and organization, logistics and
management were at times inadequate. Team
leader, coaching and support staff had a more
positive view of the athletes’ performance,
viewing it as positive and satisfactory relative
to pre-Games expectations, with all athletes
outperforming their rankings.

Reasons that were cited as contributing

positively towards performance were:

1. Paul McGinley’s influence as a team leader

2. The fact that golf at the Olympics was run
by the International Golf Federation, and
so it was very similar to a high profile event
on the golf circuit, with the same faces,
referees, and organisers. Thus the people
running it were golf experts and got it right
out on the course, which was a big comfort
factor for the golfers.

3. The physios and doctors on site were
available and helpful.

4. The fact of it being the Olympics, and the

magnitude and patriotism of the occasion

was cited, as was the fact of it being the

first event of its type for modern golf.

Being around the other athletes.

6. The use of technical information to inform
progression.

7. The course itself being brilliant and the set-
up of the course excellent.

o

Factors that were cited as having the

potential to improve the performance are:

1. Atrip to the venue prior to the games (note
that the team leader had visited the venue
in advance)

2. Personal coaches in attendance

3. Better travel conditions (direct flights and
on business flights, specifically flights with a
bed for long-haul)

4. Better motivational atmosphere in the Irish
camp, in order to generate the highest
possible feeling/goals amongst the athletes

Importantly, it was specifically cited that the
poor quality of the bedding (bed and pillow)
caused a flare-up of a previous neck injury,
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which detrimentally impacted the on-course
performance of one athlete.

Furthermore, the OCI having more budget to
spend on the sport (or Ireland as a nation/
corporate Ireland finding more to fund the
OClI and the athletes) was cited as having

the potential to improve performance. The
point was made that athletes competing for
their nation should be treated like gold medal
winners before they win a medal, and that you
‘reap what you sow’ in terms of motivating
performance.

GUI - GAMES EXPERIENCE

The overall view of the Games experience was
mixed.

Factors that were viewed positively were:

1. The overall Olympic experience and getting
to ‘be an Olympian”.

2. Paul McGinley as team leader and his
support and organization on the ground.

3. The fact of the International Golf Federation
being the on the ground organizers and
existing familiarity with their staff

4. Being around the Irish team

5. The ability to be able to afford to buy tickets
through the international golf federation for
other events.

6. Helpfulness of Kevin (Kilty) and Stephen
(Martin) from the OCI, although clearly
understaffed and under resourced

7. Golf itself was a great success at the
Olympics

Factors that were viewed negatively were
both the village facilities and the Irish team
camp, with elements cited being:

1. Second rate facilities in comparison to all
other European countries. “The second rate
and amateur atmosphere permeates to
the athletes and doesn’t create a winning
mentality”.

2. Basic accommodation - unclean and lacking
fittings, including no kitchen appliances,
kettle or TV

3. Very poor bedding, especially the pillow

4. Poor quality of food available in the food
hall
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5. Lack of support for athletes’ families in
terms of access and tickets causing tension
which is passed on through the Irish camp

6. Lack of motivational atmosphere

7. The only Irish decoration being a tricolour
—divisive for Northern Irish athletes
competing for Ireland

Team Ireland

There were a number of comments around

the Irish team camp, especially that the
organization was lacking, and also that

there was a complete lack of Team Ireland
atmosphere. The point was made that a team
room was needed, as there was no central
point for Irish athletes and nowhere for the
group collectively to spend time together
relaxing and not being alone, overanalysing
performance. The point was made that
simple elements like Barry’s teabags and a
kettle could have added a touch of home,

and given a reason for athletes to congregate
together and meet. It was noted that more
thought could be given to how to develop a
team bonding atmosphere at the Team Ireland
camp, as they did in other nations’ camps, but
without it necessarily costing money. There
could be an opportunity to take a mental break
by attending other events, but there were no
tickets available for the athletes, so this was
not an outlet, except for those who could afford
to buy their own tickets.

It was noted amongst all that a motivational
atmosphere is really important for a
competitive psyche and that this was lacking.
Amongst the suggestions made to improve the
atmosphere at the Team Ireland camp, and to
tap into the emotion of representing Ireland at
the Olympics, were:

e Organise an introduction at the outset
amongst all the athletes, a ‘'meet and greet’
and team-building motivational experience,
which would cost nothing

e Have motivational messages on the walls

e Have photographs of the athletes,
backroom staff and coaches on the walls

e Have an introductory booklet of all Irish
athletes, backroom staff and coaches
distributed to all the other team members
on site

e Have better communications between

sports and athletes in advance of the
Games, thus generating better integration
at the Games themselves

Overall the point was made that as a nation we
need to find more budget to get the experience
right, and to create a proper atmosphere

for the athletes to perform, whether that be
through corporate Ireland or elsewhere. Team
Ireland at the Olympics needs to move onto a
more professional and commercial basis. The
point was reiterated also that in a medium/
longer term view, we need to seek alignment
under a common ensign, and not alienate
Northern Ireland members of the team with
the tricolour.

Clothing
From a golfing perspective the New Balance

gear was adequate in some areas and not in
others. The shirts and bags were okay, but
the raingear was inadequate as the sizing was
wrong (too baggy, no hood, not waterproof).
There were no umbrellas or headcovers
provided. The caddy also only got a few items
of clothing and no bag, and ideally would have
been treated the same as the athlete in terms
of gear provided.

GUI - STRATEGIC REFLECTIONS ON THE HIGH
PERFORMANCE PROGRAMME

NGB structure

The provincial branches of the GUI work with
junior players. From the ages of 16-22, the best
players enter into an elite programme, based at
the National Training Centre at Carton House.
The best players emerging from the elite
programme, circa eight to twelve players, get
CGl ‘Team Ireland” support. The Team Ireland
players get access to the Sport Ireland Institute
and Sport Institute of Northern Ireland (SINI)
services. It is likely that numbers on the Team
Ireland programme will be maintained or
reduced.

A major consultation has taken place over the
last year with branches, coaches, and players
to develop a more streamlined development
process for HP players, and to structure the
NGB accordingly behind that. A ‘Strawman’
model has been presented to the branches



and the union. This Strawman model is based
on a HP system, with the pathway ending at
the highest possible (professional) level, but
there is still some discomfort amongst the
‘clubmen’ who would prefer to see a pathway
that ends in the highest possible elite amateur
level (national level). Overall there is an
appetite for change, and an acceptance of the
changes proposed.

Finances
To date there has been equal funding amongst
the provinces to underpin the HP programme.

HP Committee

The GUI has a HP Committee at the moment.
There is a proposal to form a ‘Strategic
Leadership Group’ comprised of the National
Coach, Performance Manager, and Lead Coach
in each Branch. At present, there is no proposal
to disband the HP Committee.

Player Pathway and Talent ID

The strategic review outlined the earlier stages
of the player pathway as the major weakness
within the GUI HP programme. It showed that
the regional and national programmes were
not joined up and were effectively operating as
five separate systems, lacking a single general
objective and mission. Talent identification
was being undertaken by five different systems
at best, or not at all at worst, and was geared
at having a team for the interprovincial
championships rather than HP players. Each
province had the same quota/total number of
players, despite some provinces being much
bigger than others.

The intention with the Strawman structure is to
have a system that works best for the players,
but whilst being sensitive to the requirements
of the regions. The new system will have entry
to the emerging talent programmes based on
competencies rather than quotas, and with
lower overall numbers. It envisages a player
pathway, starting with player recruitment
(age 7+) and player development (age 9+)

at club level, talent screening (age 11+) and
development (age 12+) at branch level, and
talent confirmation (age 15+) at national level.
This would then feed into the HP programme
(age 16+) and then onto the Team Ireland
emerging professionals at CGl level.
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Elsewhere it was noted that the quality of
players emerging through the Irish system is
very high, possibly due to the high number of
quality tournaments that junior and underage
players have access to domestically. The overall
number of junior players may be dropping, but
not the quality, with the pipeline for the next
decade looking strong.

Perception of the Team Ireland programme

is very positive, with it being cited as a major
support to athletes turning professional, from
the point of view of funding, support and
access to services. Elsewhere it was noted

that the support when players leave the elite
amateur system and into the junior professional
system could be better, with better funding and
ideally a dedicated resource/team leader for
players making that transition.

Management and coaching

The strategic review of the regional and
national systems also showed that coaching
has been very inconsistent throughout

the country. There was a lack of correct
recruitment of coaches, and lack of job specs
for the coaches. Currently all coaches are
Level 2 coaches, but the intention is to have all
trained as Level 3 coaches.

The intention under the new system is that
there will be a lead coach in each province,

a national coach, and a HP programme
manager, so in total a team of six looking

after high performance management and
coaching. Both the national coach and the HP
programme manager will report directly into
the CEO. The CEO in turn will report into the
Board on high performance.

Training Centres/Camps

There is a National Training Centre at Carton
House for the Team Ireland players, with the
national coach based there. A weakness

of the system to date has been the lack of
connectivity between the national centre and
the branches, and this is set to change under
the new system, with more opportunities for
emerging talent from the regions to visit the
national training centre, and likewise for camps
in the regions.
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Services

Sport Ireland are perceived as having been very
helpful to the HP side of golf, while there have
been less dealings with SINI. The OCl were
extremely helpful in the introduction to the
Olympics. The Sport Ireland Institute is seen as
not having had much impact and not being a
great fit for golf, with the players on the road
so much.

GUI - NGB GOVERNANCE OF HIGH
PERFORMANCE PROGRAMME

Board

The view from within the GUI is one of
satisfaction with the High Performance
governance. Board member’s understanding
of the HP programme, alignment with the

HP programme, and oversight of the HP
programme, is all viewed positively, and the
Board have always been supportive of HP.

The Board contains three external recruits.
However, there is also the view that there

is probably not sufficient knowledge of HP

at Board level, and there is a certain lack of
strategic leadership. Ideally there would be
somebody with knowledge of HP on the Board.
A collaborative approach will be needed over
the next while, in order to implement the
‘Strawman’ HP model, whilst still being sensitive
to the needs of the provinces.

Relations with International Federation
Relations with the international federation are
good and from the PGA and R&A there are no
barriers to the HP side of golf.

CaGl

CGl is perceived as having worked well through
the Rio programme, with shared planning,
shared high performance and a very open
relationship, despite the differing cultures

of the two organisations. The Team Ireland
programme is perceived as having come on
substantially under the remit of the CGI. Itis
hoped that the next iteration of CGI will be
ready halfway through the next Olympic cycle.

Training/recruitment/induction/succession
To date there has been no set standard
amongst the recruitment and training of
coaching staff, with varying degrees of rigour
applied, and some with no job descriptions, for
example. The Strawman model recommends
all current coaches reapplying for their roles,
and from that point on having set standards
and due process applied. The Strawman also
recommends that the coaching programme
and curriculum be set nationally, and that
continuous professional development be
compulsory.

Reviews/Processes/Lessons learned

Team leader Paul McGinley undertook a debrief
with all the golfers at the end of the Games,
and has been in touch with them since.
Within the HP system to date, the reviews and
lessons learned process have been based on
winning the interprovincial championships.
The Strawman makes recommendations

on implementing a process driven review
system, with annual programme review and
performance appraisals.
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GUI - RECOMMENDATIONS

The following are my recommendations:

HP Strategy

1.

Define what the CGl is aiming for at the Olympics in terms of men’s golf (2020 and 2024)
and communicate that throughout the organisation and externally. Define how long it will
take for the pathway to deliver medals and in what categories (if the IOC introduce mixed
golf, for example). Use other external resources available (Sport Ireland Institute, other
NGBs, etc.) to assist in that definition process.

HP Programme

2.

Continue to implement the recommendations of the Strawman, as per the process

already underway. In so doing, also review the level and usage of support services along
the HP pathway. Look at the opportunities for informal based learning, and integrating
mentorship and informal coaching into the programmes. Assess what services could have
an impact for the confirmed talent and HP programme players, their coaches, and parents.

Formalise the HP committee/leadership group around the leads in the restructured HP
programme, with regular scheduled meetings, meeting agenda, and report structure.
Communicate the HP committee/leadership group structure and role throughout the
organization, to the Board and to the coaches, support staff and athletes. Define

scope and decision making process of the HP committee/leadership group. (Note that
there should be only one such group, whether called the HP Committee or HP Strategic
Leadership Group, with title less relevant than form, structure and process of that group).

Governance
4. Seek to implement the National Governance Code at Board level. The goal should be to

5.

become more competence based, rather than representation based. This will open up the
Board to external influence, and with that possibly broader ideas, a greater contact base,
broader decision making, etc.

Invite an external recruit with high performance expertise to join the Board.
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A questionnaire was completed by both
the ILGU and GUI in advance of Rio
2016, giving a snapshot of the health
of the CGl system in advance of the
Games. The purpose of this was to
provide Sport Ireland with a picture of
where the sport was at leading into the
Games, and also to inform the agenda
around the post-Games review.

After Rio, an online survey was
conducted of the CGI athletes, CEQ/
Board members, Performance Directors
and Coaches/Support Staff (between
16th and 26th September 2016). The
results of this survey were written up in
a report, outlining the key quantitative
and qualitative data underpinning four

themes. Those themes were Preparation

and Readiness for the Games, Games
Performance, Games Experience, and
NGB Governance of the Games.

Using the above documents as
preparatory documents, | conducted
telephone and face-to-face interviews
with the ILGU directors and staff, as
well as service providers and externals,
on dates between October 2nd and
October 17th. | conducted interviews
with GUI athletes, staff members and
external service providers via skype or
telephone on dates between October
12th and October 25th. The purpose
of the interviews was to tease out in
greater depth specific themes and to
develop a richer understanding of the
key areas critical to CGl's performance
at Rio 2016.

This document is a summary of the
information derived from all three
stages above.

The following are those with whom | spoke as
part of this consultation process:

Sinead Heraty, CEO, ILGU
Breege McCormack, Chairperson, ILGU

Tricia McDonnell, ILGU Board Member on HP
Committee (outgoing)

Irene Poynton, Junior Development
representative on ILGU Board

Gillian O'Leary, Coaching System Manager
David Kearney, High Performance Manager

Lee-Ann Sharp, Sports psychology service
provider

Donal Casey, Parent of HP player
Daragh Sheridan, Institute of Sport

Patrick Haslett, Paralympics Ireland
(external member of HP Committee)

Pat Finn, CEO, GUI

Neil Tunnicliffe, Wharton Consulting
(Author of Strawman Model)

Paul McGinley, Athlete

Seamus Power, Athlete

Padraig Harrington, Athlete






GYMNASTICS IRELAND

GYNMNMNASTICS )

Gymnastics

Ireland

Facilitator: Prof Craig Mahoney

EXECUTIVE SUMMARY

This report should be read in conjunction with
the summary of survey findings completed
for Sport Ireland by the two respondents from
Gymnastics Ireland, who were involved with
preparations for the 2016 Rio Olympic Games.

From the information made available to me,
which included the pre-games predictions, the
Sport Ireland survey responses from Gymnastics
Ireland (Gl) and a Strategic Plan from G, it is
quite apparent that Gl is very professionally
run, has established clear objectives linked

to a performance development plan and

has enabled the sport to be coordinated in

a pan Ireland manner which has resulted

in international recognition of the sports
improvement across Ireland. Following a
review of the data, together with 1:1 interviews
with staff involved with the sport and the Rio
Olympic cycle, | am confident Gl has delivered
a credible and appropriate performance for the
2016 Rio Games.

As a National Governing Body (NGB) it is
apparent Gl has a clear sense of direction,

is well managed and has a professional
oversight within an impressive Strategic Plan.
The National Gymnastics Training Centre
(NGTC) Partnership is warmly welcomed as

the fundamental element of a Strategic Plan
that can and should deliver participation and
excellence across the circa 20,000 members
of the NGB. Over the past four-year cycle,
the NGB has provided much of the resource
that underpins the participation programme
and made additional money available to
supplement the athletes on a performance
pathway. With a comprehensive events
calendar, designed to provide competition
exposure and intrinsically linked with talent ID,
the sport demonstrates good cohesion between
clubs and the NGB. Gl is an example of a
NGB which has through good CEO leadership
and visionary Performance Director support,
created a compelling infrastructure which has
brought cohesion to the sport and delivered
internationally recognised improvement in the
athletes representing Ireland.

The two athletes, who attended the Rio Games
(Irelands second ever male and first ever
female), performed to expectations and during
the four year games cycle have demonstrated
to the international gymnastics world that
Ireland are improving and delivering consistent
and competitive performances in elite level
gymnastics.
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METHODOLOGY

The survey responses from respondents to the
Sport Ireland on-line questionnaire provided
the basis to understanding the Rio Games
performance. Analysis of trends and data
provided (which for Gl was only two people,
neither of whom were performers) gave a
strong and consistent commentary on the
games preparation, the games experience and
the learning points. However, such limited
data was insufficient to give confidence to
the responses and the absence of athlete
commentary was a major deficiency.
Following discussion with the Performance
Director and CEO a series of 1:1 sessions were
planned to coincide with a competition in
Limerick. Interviews took place with;
e the Performance Director, Sally Johnson
e the CEQ, Ciaran Gallagher
e the Head of Women's Judging, Mairead
Kavanagh
e the Head of Men’s Judging, Denis Donohue

FINDINGS

Games Performance

Two athletes represented Ireland at the Rio 2016
Games. Based on the pre-games expectations,
the athletes performed to expectations. This
was the first time Gl had more than one

competitor at an Olympic Games, and only
the second and third athletes to compete for
Ireland at the Olympics, including a first ever
female.

According to the Performance Director and the
CEO the athletes were prepared as well as could
have been expected for these Games, given the
facilities in Ireland and the funding available.

Both athletes spent much of their training time
out of Ireland to gain better access to facilities.

Games Experience
Both athletes were unable to respond to the

survey distributed by Sport Ireland. According
to responses from the CEO and Performance
Director, in addition to feedback from the elite
Judges interviewed, the Games experience was
as good as might have been expected.

Injury is an ever present risk for high impact
sports like gymnastics and the male athlete
representing Ireland experienced injury
difficulties throughout the cycle which will have
had some impact on his performance at Rio.

The OCl role in getting athletes to the Games
and support at the Games together with
interaction over the Games cycle, was rated
modestly. However, the OCI provided medical
support during the Rio Games was fantastic.



Strategic Reflections
Gl has a very clear plan for participation and

performance in gymnastics across Ireland and
an unwavering confidence in the sports’ ability
to achieve sustained success. The NGTC is a
key pillar in the plan to develop success and
provide a facility that is more likely to keep
performance athletes in Ireland during their
development and achievement phases.

However, recognition exists that the absence of
a high performance staff structure including a
full time employed National Coaches to oversee
the development of athletes who are chosen as
part of a comprehensive talent ID programme
linked with club coaching levels which may not
be sufficiently well enough developed yet, are
debilitating features of the current setup.

Gl is acutely aware of the future potential

of gymnastics in Ireland, especially with a

new NGTC which can keep athletes in Ireland
as part of training, study or work demands,
during the development years. In addition, the
enhanced reputation of Irish gymnasts on the
world stage has been noted by elite judges and
other competitive nations.

GYMNASTICS IRELAND

NGB Governance of High Performance

The sport is developing a clear and
comprehensive plan for the future. The
opening of the NGTC will provide a wonderful
catalyst for the sports future development.
The creation of the newly developed National
Performance Panel and its construction based
on competency based membership will be a
huge benefit for the next Olympic cycle. The
review showed demonstrable evidence of a
comprehensive governance structure with
checks and balances typical of a progressive
organisation.

Over the recent Olympic cycle the governance
structure has overseen the strengthening of

a participation programme that has given
coherence to the 80+ clubs across Ireland

and enabled the performance programme to
produce exceptional results at age group and
European level and given Ireland its first female
Olympian.
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GYMNASTICS RECOMMENDATIONS

1.

With the NGTC coming on stream as a resource for Gl in the new year, the usage
arrangements and intended plans for how clubs and performance athletes will use the
facility are well thought through. The intention to produce more performance athletes who
can consistently represent Ireland at major youth, age group and senior age international
gymnastics competitions is clear. Whilst Olympic performances will take media and
public attention, they are not the only markers of success and care should be taken not
to assume Olympic success is the only appropriate performance indicator, though Gl is
confident that consistent Olympic qualification and representation should be achieved in
the future.

. For the sport to continue its improvement (one athlete at London, two athletes at Rio),

an alternative funding model will be required. The stipends made available to the athletes
during this Olympic cycle were very modest and required significant personal monetary
investment to train, to live, to compete and despite these challenges, two athletes qualified.
If Gl is to reach its potential in the future, a more comprehensive funding model will be
required. Having elite athletes supported with 5,000-12,000 Euros per year is challenging
and the sport will have to decide how to supplement this if the circa 150,000 Euros over four
years is all that is available for performance sport. With a membership of approximately
20,000 gymnasts across Ireland, it might be expected that Gl could expect greater Sport
Ireland support. Figures in the region of 300,000-500,000 per year seem much more
reasonable if the sport is to achieve its Strategic Plan objectives. However, no sport should
assume that performance sport should be fully funded by government. The diversification
of funding streams including sponsorship, NGB input and philanthropy should all be
pursued as part of a multi layered funding model for all sports, all of which Gl is actively
developing.

. The sport benefits by having some internationally ranked Judges who have performed at

Olympic, World and European level. These Judges have been hugely beneficial in bringing
back to Gl changes to the ‘code’ for judging in gymnastics and by participation in the
international body (FIG) have been empowered to exercise influence on how the code might
change. This enables Gl to have some influence on the international governing body, but
more importantly allows the athletes and coaches early access to impending changes to
the rules governing how points are scored in elite competition.

. There are some concerns about how the performance athletes can have access to the

range of services provided through the Sport Ireland Institute, though this seems to be
more related to the training base used by athletes, who hitherto now have lived and trained
in England rather than Ireland due to training facilities and access to high level coaching.
This was particularly noted for medical support, which in a sport like gymnastics is crucial.
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EXECUTIVE SUMMARY

Hockey Ireland is the governing body for the
game of Hockey throughout the island of
Ireland. It operates two high performance
programs, namely the Men's and Women'’s
National teams. In recent years both teams
have advanced in the World Rankings, at
the time of writing the Men's Programme is
currently ranked 10th in the World and the
Women's Programme is ranked 16th. Between
Olympic Games both Men’s and Women's
teams compete in other international
competitions such as the World Cup,

Hockey World League, Euro Hockey Nations
Championship and European Championship.

As a result of achieving higher world rankings,
both programs compete regularly with the top
ranked teams in international hockey. These
top ranked teams are populated for the most
part by full-time professional players, while the
Irish National Squads make up a combination

of full-time professional players based overseas

and home base amateur players.

There are constant challenges around
assembling the high performance programmes
for preparation and competition. There is
constant pressure on the home based players
to secure time away from their careers to
engage in more demanding schedules. Hockey
Ireland continue to struggle to secure enough
funding to properly staff the high performance
programmes and finance the task of
competing at international level.

The competitive space that Hockey Ireland
currently occupies within international hockey
has generated continuous stress on Hockey
Ireland as an NGB. Qualifying and competing
at the Rio Olympics has highlighted even
further the challenges facing Hockey Ireland to
continue to compete at the higher echelons of
the international game.
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INTRODUCTION

The purpose of this report is to provide an
independent, evidence-based review report
to Hockey Ireland on their High Performance
Programme, their preparation for, and
performance at the Rio Olympic Games.

The report was initiated through the
distribution of two questionnaires. The first
questionnaire was a pre-Games assessment
document and the second questionnaire

was a post-Games online survey of athletes,
coaching/support staff, high performance lead,
CEO and Board.

Having evaluated the above questionnaires,
the review facilitator carried out a number

of interviews. Five athletes from the Men’s
Programme, five athletes from the Women's
programme, four management personnel
from the Men’s Programme (which included
the person performing dual roles of Manager
and S&C Coach), two management personnel
from the Women’s Programme, three members
of the Board (which included the CEO), and

a lifestyle coach from the Sports Institute of
Northern Ireland were all interviewed.

It is worth noting that each person interviewed
was very forthcoming with their opinions and
contributed in a positive and constructive way
to the review process.

Interviews lasted an average of thirty to forty
minutes and were based on the feedback from
the Sport Ireland on-line questionnaires.

The report is constructed across four timelines

in relation to the Games:

e The Qualification Phase (which included the
Women'’s Programme)

e The Preparation Phase

e The Games Performance Phase

e The Post Games Phase

The report outlines the general feedback from
each specific group that was interviewed in
relation to each specific timeline.

There is a consistency of opinions across the
groups interviewed and across the timelines,
which would indicate general agreement on

particular issues. But there were also issues that
were specific to particular phases, which would
only be relevant to that particular group i.e. the
Women's experience of not qualifying for the
Games.

In the final part of the report a set of key
recommendations are drawn together to
outline a number of actions required to
continue the progress that Hockey Ireland has
already achieved.

QUALIFICATION STAGE

(A) Hockey Ireland Board

General Feedback:

There was a great sense of achievement when
the Men’s Team qualified for the Rio Olympics,
but disappointment that the Women'’s Team
came so close while failing to qualifying.

One of the reasons identified behind the
success of qualifying was the decision to take
a more scientific approach to preparations for
the qualification tournaments. This was borne
out by the excellent injury profile of the Men’s
Squad during both the qualifying tournaments
and Games.

After the Men’s Team qualified for the Games

it was necessary to prioritise that programme,
which meant reducing support for the Women's
Team. This strategic decision was made out of
necessity to maximise limited resources and
maximise the support for the Men's team in
preparation for the Games.

It was accepted that the understanding at
Board level regarding the requirements of
high performance was an area that needs
improvement. The fact that there was no High
Performance Director in position, meant that
both Men's and Women's high performance
programs were essentially driven by the Head
Coaches.

This absence of a High Performance Director
manifested itself in a lack of communication
between both the Men’s and Women'’s
programmes and the Board, also there was
not enough strategic overview in relation to all



high performance units within Hockey Ireland.
A High Performance Director could have also
addressed the knowledge gap at Board level
around high performance.

Financial constraints were an on-going
consideration around all aspects of high
performance and decisions were framed around
their financial implications. It was accepted
that had the Women's team also qualified

for the Games it would have been near to
impossible to prepare two high performance
units properly to compete at Rio.

Due to financial constraints it was difficult
to build a long-term strategic plan over

four years and planning tended to be more
short-term i.e. one year and even short-term
plans were subject to changes. It was agreed
there is a necessity to develop a long-term
strategic plan involving high performance,
which is communicated to both players and
management. Having a clear financial picture
before planning commenced would greatly
enhance long-term planning process.

It was identified as important to work with
Sport Ireland and the Olympic Council of
Ireland to view hockey through the prism of a
team sport, which has different requirements
from an individual sport.

(B) Women's Programme

General Feedback:

There was unanimous agreement among
players and staff that the squad was more
than capable of qualifying for the Rio Olympics.
That opinion was reinforced at a tournament in
New Zealand where the team competed with
and defeated teams that had qualified for the
Games.

Players and management felt let down by the
withdrawal of support after failing to qualify
for Rio, specifically the support of a sports
psychologist. Some players found failing to
qualify for the Games extremely difficult to
process and felt abandoned in terms of support
systems around the team.
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The lack of contact time between staff and
the players was cited as a major factor and
stressor in compromising performance. This
meant squad training was highly pressurised for
time and there was a need to cram as much
activity as possible into assemblies. This meant
it was difficult to cover all areas of technical
and tactical preparations with rehab and
recovery also being compromised. Also, the
lack of specialist coaches and support staff
meant an excessive workload on coaches and
management. The lack of consistent access to
specialist support staff in the areas of strength
and conditioning, sports psychology, nutrition
and lifestyle, inhibited the development of the
programme.

The team culture is strong but needs further
development in terms of leadership. It was felt
this could be enhanced with more consistent
access to a sports psychologist.

It was also felt that the Board could be more
proactive in securing sponsorship, promoting
the game and building relationships with the
player’s employers.

(C) Men’'s Programme

General Feedback:

Despite being happy with qualifying for the
Rio Games there was general agreement
among the players and management there
was not enough contact time for preparation.
Also, there was a lack of specialist coaches
and support staff with the team, with some
management required to fill duel roles.

This shortage of manpower put excessive
pressure on management in terms of workload.

It was generally accepted that many of these
restrictions were as a result of the shortage

of finances within Hockey Ireland and the
organisation had limited resources to support
the qualification of two national teams. Of
the specialist support that was available a
substantial amount of the support came from
the Sports Institute of Northern Ireland.
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Also, due to limited funding it was difficult

to draw up and hard wire schedules in a
timely fashion. Some team assemblies were
dependent on available finances, which

made it difficult for some players regarding
lifestyle management and in particular career
management.

It was also felt that there was a lack of
communication between the Men’s Team and
the Board of Hockey Ireland, which led to a
lack of transparency around strategic decision-
making. Also, it was felt there was a lack of
engagement with the players to elicit their
opinion before decisions were made.

It was also felt the promotion of the game

in general could have been better during the
qualifying process, in raising public awareness
and sponsorship. Hockey Ireland could engage
with employers to identify opportunities, build
relationships and promote players.

PREPARATION PHASE

(A) Hockey Ireland Board

General Feedback:

Funding to support the Men's Team was a
substantial problem for Hockey Ireland in the
build up to the Games. The funding from Sport
Ireland was confirmed too late for planning
purposes. Also, the amount of funding received
was less than anticipated, which immediately
created a crisis around planning and
preparations for the Games.

The board acknowledged that it should have
had a Plan B in place around funding in the
event that sufficient and timely funding was
not available from Sport Ireland. Failure to
have a Plan B put Hockey Ireland in a difficult
financial situation just eight months out from
the Games.

The Board felt that the Carding of players

in the build-up to the games would have
significantly reduced the pressure on part-time
players in preparation for the games. Also, the
final Squad selection for the games should
have been carried out in a more timely fashion
to ease the stress for players and in particular

for players who were omitted from the final
selection.

It was felt there was a lack of awareness
among the Olympic Council of Ireland and
Sport Ireland around the requirements of a
team sport as distinct from an individual sport.
Hockey Ireland expected more of a presence
from the Olympic Council of Ireland while at
"Holding Camp” prior to the beginning of the
Games. Having said that here were no major
issues reported at the “Holding Camp”.

It was felt Hockey Ireland could have also
tapped into more volunteer support from within
Hockey Ireland to help with preparations for the
Games.

(B) Men’s Programme

General Feedback:

The general feeling among players and
management was they worked well with the
resources available to them in preparing for the
Games.

It was strongly felt that the employment of a
High Performance Director would have assisted
considerably in the management of the High
Performance Programmes.

The shortage of specialist coaches and support
staff and some staff filling two roles made

for a heavy workload on management. The

use of more specialist coaches as part of the
management team, and the access to more
specialist support staff i.e. sports psychologist,
nutritionist would have helped considerably.
More engagement with Sport Ireland Institute
for S&C support would also have helped.

Due to the financial shortfall around
preparations there was a lot of pressure on
players and management to generate funding
to run the programme. This put excessive work
and stress on both players and management,
which deflected from preparing for the Games.

It was felt the shortage of sponsors should have
been addressed by Hockey Ireland. The players
and management were happy to participate in
fund raising efforts but feel they should not



have been the primary drivers of some fund
raising events.

There was considerable pressure on home
based players to manage career and hockey
commitments particularly during preparations
for the Games. If home based players could
have been “Carded” after qualifying it would

have reduced stress on the players considerably.

Also, had Hockey Ireland engaged with and
built a relationship with the employers of the
home based players it would have made it
easier for the players to discuss time away from
work with the employers.

It raises the need for Hockey Ireland to discuss
a policy, which would encourage players to
pursue professional hockey careers overseas as
against struggling to manage careers as home
based players.

Questions were raised by the Men’s Team about
the allocation of substantial funding (€100k)
to the Women's Team to compete at overseas
tournaments, even though they had failed to
qualify for the Games. It was felt within the
Men’s Team had the funding allocated to the
Women's Team been allocated to the budget
for the Men'’s Team it would have alleviated a

lot of the financial stress on fund raising for Rio.

Also, there was no explanation offered to

the Men’s Team as to why that funding
decision was made in regard to the Women's
Team. That funding decision and the lack of
communication around funding the Women's
Team at that time led to tensions between
both programmes.

The Men's Programme spent a lot of time
building a strong Team Culture in the build-up
to the Games. A large “Senior Player Group”
(7-8 players) was formed with the view to
opening up strong communication channels
between players and management. It was

felt by some that the Senior Player Group was
possibly too large. The group adopted a manta
of “No Excuses” given the challenges they were
experiencing in preparing for the Games.

Some players did not regard the involvement of
a Lifestyle Coach as the best use of resources.
The Lifestyle Coach spoke to the Team on
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numerous occasions, including attending the
South African Camp and it was felt he did not
fill the role of a sports psychologist and was
not specifically relevant to high performance
preparation. It was felt by some players the
employment of a specialist sports psychologist
would have been a better use of resources.

Due to the arrival of funding late in the
preparations an extra tournament was added
to the schedule. This created a number of
issues for players, which included difficulties
with scheduling time off work, the late
announcement of the final squad selection and
in some cases fatigue before even arriving at
the Games.

The players requested a feedback questionnaire
for the management, which was distributed
near the end of the preparations and was too
late in terms of effecting changes based on
feedback.

OLYMPIC PERFORMANCE PHASE

(A) Hockey Ireland Board

General Feedback:

The feedback with regard to the performance
of the Olympic Council of Ireland was regarded
as poor. There was a poor induction process to
the games. Ticket allocation and distribution
was also problematic. There was no presence of
a “Team Ireland” facility or atmosphere as seen
with other national teams in the village.

There were also issues around the supply and
fitting of team kit. The logistics of an eight-
hour round trip bus journey from Rio to Sao
Paulo was very demanding.

(B) Men'’s Programme

General Feedback:

The feedback with regard to the performance
of the Olympic Council of Ireland was regarded
as poor. There was a poor induction process

to the games. The team felt that it was a
burden to the Olympic Council of Ireland.
Ticket allocation and distribution was also
problematic. There was no presence of a “Team
Ireland” facility, social hub or atmosphere as
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seen with other national teams in the village.
There were also issues around the supply and
fitting of team kit.

There was a lack of facilities for the team such
as a team room and the use of bicycles to
access facilities around the Olympic Village. The
players calculated they needed to walk 12km
each day to travel from their accommodation
to meals etc. Athletes from other countries had
the use of bicycles to move around the Olympic
Village but the team were told by the Olympic
Council of Ireland that it would not be possible
to supply bicycles. The players felt that walking
12km each day was unhelpful to preparations
in a tournament environment. It was felt that
in general the Olympic Council of Ireland were
not equipped to deal with the requirements of
a team competing at the Olympics.

Hockey Ireland, were regarded by the team and
management, to have done everything within
their power to help the team perform at the
Games. But they could have engaged more
with social media to report on the progress of
the team during the tournament.

Ireland competed in Pool B of the Olympic
Tournament alongside Netherlands, Germany,
Argentina, India and Canada.

The team results were as follows:

Game 1: Ireland 2-3 India

In terms of qualifying for the quarter-finals of
the tournament, this was a must win game.

A victory over India combined with the victory
over Canada would have ensured qualification
for the knock-out stages of the tournament.
Despite losing to a team ranked 7th in the
world it was felt that a lack of accuracy in
execution was the difference between victory
and defeat. There was also regret about not
challenging a disallowed goal that on reflection
would have been allowed if challenged and
that would have changed the dynamics of
the game. Ireland were exposed on their short
corner defence conceding 3 goals and felt it
was a game that slipped away through a lack
of accuracy.

Game 2: Ireland 0-5 Netherlands
It was a disappointing result against the 2nd

ranked team in the world and the score line

did not reflect the effort by the team. Ireland
could have score a couple of goals except for
some excellent saves by the Dutch goalkeeper.
The result was a reminder to the team that
mistakes would be punished harshly at this level
and the team would have to take the result on
the chin and bounce back for the game against
Germany.

Game 3: Ireland 2-3 Germany

This was a much better performance that the
game against the Netherlands, even though
Germany are ranked at 3rd in the world.

Level 1-1 at half-time Ireland fell behind 3-1
conceding 2 goals in four minutes. Ireland
scored a second goal with under two minutes
remaining and Germany ran down the clock
to victory. Despite the improved performance,
overall the management and players were
disappointed with the loss but happy with the
effort.

Game 4: Ireland 4-2 Canada

A victory over Canada was seen as a basic
requirement for the Games. Ireland were
comfortably leading 3-0 at half-time, but
allowed Canada to dominate the second half.
Canada scored two second half goals and
almost equalised before Ireland scored a fourth
goal to seal the victory. Having taken control of
the game in the first half it was disappointing
to leave Canada take control of the 2nd half.
But there was satisfaction that the primary
objective of a win over Canada was achieved.

Game 5: Ireland 2-3 Argentina

The victory over Canada, along the results of
other teams in the pool games, meant a win
over 6th ranked Argentina would qualify Ireland
for the knock-out stages of the tournament.
Ireland performed well and were level 2-2 with
just ten minutes remaining. Ireland were under
immense pressure before finally conceding

a third goal. It was regarded as an excellent
performance and a game, with some luck, that
Ireland could have won.

The general opinion of players and
management was the team performed to its
seeding for the tournament and beat Canada,
which was the victory they targeted before the
tournament. But there was some



disappointment also that the possibility of
reaching the knock-out stages was missed out
on.

Due to the pressure of performing at the
Olympics for the first time it was felt that
having a sports psychologist as part of the
management team would have been very
helpful to players. But the sports psychologist
would have been required to work with the
team during the qualification and preparation
phases for the Games.

The players were generally happy with the
tactical strategies employed during the
tournament, but felt the execution was not at
the required level. There were some reservations
about the introduction of some new tactical
adjustments introduced by the coach during
the tournament. Some players felt it was
unnerving at that stage of the tournament.

It was felt that coaches were overworked due to
a lack of support staff and time management
was an on-going issue and that had an impact
on preparations.

Expectations of players and management
were aligned but it was felt some players
struggled with the magnitude of the occasion,
which contributed to technical inaccuracies in
performance. Team culture was also eroded
somewhat during the course of the tournament
and the management did not engage with
the Player Leadership Group as often as it had
during the preparation phase for the Games.
Most of the communication with the players
during the Games was carried out through
the team captain. This lack of engagement
with Senior Players may have been a result to
the time pressures on a small and overworked
management team with inadequate support
staff.
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POST OLYMPIC PERFORMANCE PHASE

(A) Hockey Ireland Board

General Feedback:

It was suggested that there should have been
a Hockey Ireland reception with the team to
recognise the achievement of participating

in the Olympics and put closure around the
event. But the logistics around such an event
proved difficult as after the Games as players
were immediately returning to work or taking
a holiday. But it was acknowledged that it is a
concept that could be looked at again even if
the event was hosted as long as a month after
the Games.

(B) Men’s Programme

General Feedback:

Players felt it would have been worthwhile to
have an event to recognise the achievement
of participating in the Olympics and put
closure around the Games. Despite the logistic
complications with players returning to work
and taking holidays, it would be worthwhile
scheduling an event even a month after

the Games. But the event would need to be
scheduled as part of the overall Olympic plan
well in advance of the Games.

Players were medically signed off after the
tournament and confirmed the excellent injury
profile during the qualification and preparation
phases was retained during the Games.

GENERAL SUMMARY

It was generally agreed that there is a need
to upskill the Board in relation to the High
Performance Programme and develop
communication channels between the High
Performance Programmes and the Board.

There was a strong feeling that the Olympic
Council of Ireland and Sport Ireland were
not aligned with the requirements of a team
sport. This manifested itself both during the
preparations for the Games and during the
Games.
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Finance to support both Men's and Womens
teams, especially since their improved world
ranking, is a constant struggle. In addition,
Olympic qualification exerted further financial
pressure on Hockey Ireland.

The lack of available funding also resulted

in a shortage of specialist coaches, support
coaches, service providers, and contact time
between management and players in both
programmes. This resulted in an excessive
workload on management and in some

cases members of management had to fulfil
two roles. More specialist coaches on staff
would have taken pressure off the coaches

by spreading the workload. It is also believed
that additional support staff such as a Sports
Psychologist and a Nutritionist would have
aided preparations considerably. Furthermore,
availability of more finance would have enabled
more contact time with both Men's and
Women's Programmes.

Having accepted that more funding is
necessary to drive both high performance
programmes, it was suggested that Hockey
Ireland could do more to increase finances
by being more proactive in promoting the
profiles of international players, and seeking
sponsorship.

It was also suggested that Hockey Ireland
should build relationships with employers of
national team players in order to identify
how to best support players' work and hockey
commitments.

It was unanimously agreed that the
appointment of a High Performance Director
would help address many issues around
communication, management, planning, and
strategy implementation within Hockey Ireland.

As previously mentioned, the Board can benefit
from further understanding the demands of
high performance. In some cases, it maybe
useful to consult players in relation to decisions
on the high performance programmes.

During the Games there was general criticism
of the Olympic Council of Ireland on a number
of issues. On arrival at the Olympic Village,

it was felt that the induction for players was

insufficient and there was an inability to resolve
problems that did not exist for other national
teams. There were issues with kit allocation and
sizing before the games and allocation and
access to tickets during the Games. Moreover,
there was no effort to create a venue for
“Team Ireland”, as other countries did, and no
social hub for athletes to meet and interact. A
particular issue that was specific to hockey was
the lack of an appropriate meeting room for
team meetings.

Overall, the Men's Team were satisfied with
their performance at the Games. The lack

of support staff and excessive pressure on
management made time-keeping around
training and meetings problematic on
occasion. In addition, the team culture and
communication with the leadership group,
which had been strong, may have been eroded
somewhat during the Games.

Finally, it was suggested that Hockey Ireland
should explore the possibility of scheduling a
post-Games event in advance of future Games.
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HOCKEY RECOMMENDATIONS

1. Governance

e Align Hockey Ireland’s vision with Sport Ireland and the Olympic Council of Ireland with
regard to the requirements of a high performance team sport

e Improve awareness at Board level regarding the demands of High Performance

e Examine the possibility of improving communication between the Board and the High
Performance Programme

e Consider the possibility of including player representatives in strategic decision making
around high performance

e Source more funding and sponsorship to drive the High Performance Programmes

e The Board should become the primary driver in fund raising while using the high
performance players as a support mechanism

e Examine the possibility of marketing hockey more through the use of social media to
promote the game, particularly around important tournaments

e Examine the possibility of drawing more on volunteer support from within Hockey Ireland

2. High Performance Strategy
Appoint a High Performance Director to manage all aspect of high performance which
also includes communicating regularly with the Board regarding on-going progress and
developments within the High Performance Programme

e Develop a four-year strategic plan for the Olympic Cycle with specific goals for each block
of the programme

e Create more contact time between the players and coaches in the form of squad
assemblies and test games

e Continue to improve communication within the HP Programme and with the Board

e Develop a policy decision with regard to international players advancing their hockey careers
through playing professionally overseas or remaining within the domestic game in Ireland

e Examine the possibility of engaging with and building relationships between Hockey Ireland
and the employers of home based international players

3. High Performance Investment

e Avail of continued and on-going support from the Sport Ireland and the Sports Institute of
Northern Ireland

e Examine the possibility of Carding home based players if qualification for Tokyo is successful

e Supply more specialist coaches to both Men’s and Women'’s Programmes

e Supply more support staff on an ongoing basis to both the Men's and Women’s Programmes
in the form of S&C, Sports Psychology, Nutrition and Lifestyle Management

4. Management

e |mprove planning efficiency around high performance in order to minimise adjustments to
the programme

e Review the development of Player Culture and the Senior Player groups

e Further examine the cause of the erosion of Team Culture during the Olympic Tournament

e Ensure continued engagement by the coaches with the Player Leadership Groups

e Set up timely feedback channels between management and players well ahead of
tournament games
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5. Coaching

e Schedule more assembly time for the Men’s and Women's programmes and specifically more
test games against high level opposition

e Employ more specialist coaches to spread the workload of the coaching staff

e Utilise more support staff on an ongoing basis in S&C, Sports Psychology and Lifestyle

e Use assembly time to develop team culture and hardwire tactical strategies in advance of
major tournaments
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EXECUTIVE SUMMARY

Horse Sport Ireland (HSI) qualified 6 riders for
the Rio 2016 Olympic Games and 1 rider for the
Paralympic Games. The squads were made up
of an Eventing Team of four riders, one Show
Jumping rider, one Dressage rider and one Para-
Equestrian rider. Performances across the teams
were mixed. Both Judy Reynolds and Jonty Evans
exceeded their targets in Individual Dressage and
Eventing, respectively. The Dressage and Show
Jumping elements of the Eventing team were
successful. Greg Broderick’s result in Individual
Show Jumping was below expectation and the
cross country element of the Eventing team was
disappointing. Performance at the Paralympic
Games was also below expectation for Helen
Kearney.

HSI has effected positive change over the course
of the cycle, specifically through the consistent
development of the Olympic programmes for
pony, junior and young rider levels. Although
transition from young rider to senior level is still
quite slow, there is evidence of some progress

in this area. The next step is to establish clearly
aligned rider and horse talent pathways with
performance markers at each level.

Investment presents a challenge for such an
expensive sport. While Show Jumping and, to a
lesser extent, Dressage are associated with large
prize monies, Eventing is not. Investment by

an anonymous donor provided direct financial

support to Eventing in the lead into Rio enabling
them to focus on preparation and performance.
There was a strong sense of team identity within
the Eventing Team amongst riders and support
staff which should be continued and nurtured.
The programme, management and coaching
team were praised by the riders. Rider lifestyle
remains an area which could be targeted. Some
improvements have occurred, however it requires
a more systemic culture shift at all levels.

There is more evidence of rider engagement
with the programmes but Dressage and Show
Jumping are still characterised by a very
individualised set up. HSI needs to look at a
system which supports individual riders in

their own support hubs which still fostering

a sense of Irish Team identity and shared
objectives. The development of an overarching
high performance strategy designed to ensure
consistency of approach and clarity of purpose
across all Olympic and Paralympic disciplines
with Para-equestrian brought fully within the HSI
high performance (HP) framework would assist
with this. In line with a clear high performance
strategy, the adoption of a Performance Director
(PD) model within the sport, with clarity of

roles and responsibilities is the logical next

step to drive performance excellence across all
disciplines.

HORSE SPORT IRELAND
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INTRODUCTION

As part of its Rio 2016 Olympic and Paralympic
review, Sport Ireland commissioned individual
reviews into each of the participating sports. A
panel of approved facilitators was appointed by
Sport Ireland and NGBs could select from that
list. The final report was approved by the NGB
prior to being submitted to Sport Ireland for
inclusion in the overall Rio 2016 Review.

METHODOLOGY

The review methodology was devised by Sport
Ireland and advised to Damian McDonald,
CEO, Horse Sport Ireland (HSI). It included the
following:

e Confidential on-line surveys were completed
by members of the Horse Sport team
(including people who had an important
role in the preparation for the Games but
were not in Rio) as part of a wider Rio
2016 Olympic and Paralympic Review. The
Olympic survey was run from the 16th -26th
September 2016 and the Paralympic survey
from the 6th-12th October 2016. There were
four separate surveys for:

Athletes

- Coaching/Support Staff

Performance Director (PD)

- CEO/Board Members

In Horse Sport, the surveys were issued to 8
athletes, 11 coaching/support staff, 2 Team
Managers (TM) and 4 CEO/board members.
Responses were received from 5 athletes,

7 coaching/support staff, 1 TM and 2 CEO/
board member. A report detailing summary
group data, qualitative analysis and
indicating outliers, was compiled from the
survey and made available to the facilitator
for further analysis.

e The online surveys for athletes, coaching
/support staff and PDs focused on a
number of key areas relating to preparation
and readiness, performance and Games
experience. The survey for the CEO/Board
Members focused on governance and
oversight of the High Performance (HP)
programme.

The focus elements in the athlete and staff
surveys included:

1. Support elements in the year leading into
the Games

Support from relevant organisations in
the year leading into the Games

Daily training programme

Performance programme effectiveness
Games readiness

Athlete performance

Coaching performance

Support team performance

Games organisation & logistics
.Games experience and Post-Games
experience

N

0 ® N OO

o

Based on the surveys, a number of common

themes were identified which served as

the basis for the interviews which were

subsequently held. Given the timeline and

the numbers involved within each separate

discipline, a decision was made to interview

everyone individually rather than holding

focus groups. Everyone who had been

issued the survey was given the option for

an interview at a time of their choosing.

In addition, a number of additional people

were identified by HSI for inclusion. As a

result, interviews were conducted either

on a one-to-one basis or via phone with 5

athletes, 10 coaching/support staff, 3 Team

Managers, 1 CEO and 3 Board Members.

Interviews were held between the 8th-28th

November. The facilitator also attended

a meeting of the newly formed High

Performance Review Group.

In addition to this, interviews were held with

key stakeholders such as Sport Ireland, the

Sport Ireland Institute, the Olympic Council

of Ireland (OCI) and Paralympics Ireland

(Paralrl).

The issues, findings and recommendations

in this report are based exclusively on the

information received during the process

through

- Confidential online survey

- Interviews with key HSI personnel -
athletes, coaches, service providers, PD
and CEO

- Interviews with key stakeholders.



KEY FINDINGS

Games Performance

Judy Reynolds  Individual Dressage 18th

(Final)
Clare Abbott  Individual Eventing 37th
Team Eventing 8th
Jonty Evans Individual Eventing  9th
Team Eventing 8th
Mark Kyle Individual Eventing  33rd
Team Eventing 8th
Padraig Individual Eventing No
McCarthy Team Eventing ranking
8th

Camilla Speirs  Individual Eventing  Travelling

Team Eventing reserve
(did not
compete)
Greg Broderick Individual Show 50th
Jumping
Helen Kearney Individual 12th
Paralympic
Dressage

Eventing

Ireland qualified an Eventing team for the

Rio 2016 Olympic Games. Qualification was
achieved at the World Equestrian Games
(WEG) in 2014. Four riders (and one travelling
reserve) were selected from a senior squad of
ten riders and the team finished in 8th position
at the Rio 2016 Olympic Games. As a team,
they had shown significant progression in
terms of process since London 2012, where they
finished 5th, and in Rio were hoping to improve
on their placing with the outside chance of

a podium finish. There were mixed results
among the team with Jonty Evans finishing in
9th place, Mark Kyle in 33rd and Clare Abbott
in 37th. Padraig McCarthy was eliminated

and Camilla Speirs was the travelling reserve
and did not compete. Performances in the
dressage element exceeded expectation and
the target was achieved in Show Jumping.
Cross Country, a discipline in which Ireland

is historically successful, was disappointing.
The course was more difficult than expected

as it was a challenging 4 star course when
traditionally Olympic courses have been a
strong 3 star. However, it was generally thought

HORSE SPORT IRELAND

that selection would not have changed if the
course had been known in advance and that
all combinations were capable of executing the
course successfully, but did not achieve this on
the day.

There was a strong sense of team within the
Eventing Team and this was identified as an
important factor by riders and staff. As riders
compete individually for a team score, this
team culture was developed over the cycle
through increased contact at competition and
squad training sessions. The team staff worked
well together and were led very effectively by
the Team Manager. The Team Vet was highly
praised and the addition of “owner liaison”

to the role specification of the Farrier at the
Games took pressure away from the Team
Manager, allowing him to concentrate on
performance.

The sport psychologist attended the pre-Games
camp in the UK, and having her available on
the end of the phone during competition was
considered as an important performance
impactor.

The pre-Games camp was located in the
Waresley Park Stud, Cambridgeshire in the UK
and was considered a success by riders and
staff. It was located within easy access of the
airport and had world class facilities. There was
some comment that more consideration could
have been given to camp staffing requirements
as the camp manager felt under resourced to
manage the camp effectively although this
pressure was not evident to any of the team
members.

There was consensus that the Eventing team
were extremely well prepared and focused

on succeeding in Rio. Early qualification
contributed to this sense of readiness and

was identified as a key performance factor
because they were able to implement a two
year preparation programme without any
concern around needing to qualify a composite
team. There is some justifiable concern that the
current vacuum within the system due to the
end of the Games cycle and the unavoidable
delay in the review process may hamper their
ability to achieve early team qualification for
Tokyo 2020.
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Show Jumping

The original goal had been to qualify a Show
Jumping team, but this was not achieved

and one combination slot was secured. The
slot is allocated to the nation and, following
the selection process where four riders were

in contention, Greg Broderick was selected to
compete at the Games. His result was below
expectation based on the current form of the
combination leading into the Games, and
considering subsequent performance after Rio.
Greg progressed through the first round but
missed out on progression from the second
round. He finished in 50th place with the Top 45
progressing to the second round.

Final pre-games preparation was in Ireland and

Greg travelled straight to Rio from his own yard.

The Olympic Games experience is a unique

one and while Show Jumping is a sport where
athletes are used to individual preparation,
there may some merit in discussing the
possibility of cross discipline pre-Games camps,
especially when there is one athlete qualified
within a discipline.

Dressage

Ireland qualified one slot for Dressage at the
Rio 2016 Olympic Games. Judy Reynolds was
selected and exceeded her target by achieving
a personal best performance and finishing

in 18th position in the Grand Prix final. Late
qualification resulted in some challenges
around logistics and planning for both the rider
and HSI administration.

Judy is based in Germany and travelled straight
from there to Rio. In hindsight she felt that it
would have been beneficial to have met the
Eventing and Show Jumping riders in advance
as she felt quite separate from them. This was
compounded by her decision to reside outside
the village so she did not have a sense of being
part of Team Ireland which impacted on her
Games experience but not her performance.
She did travel to Ireland twice prior to the
Games for media engagements which was
beneficial and highlighted to her the fact that
it would have been good to have had more
overall team interaction in the lead in to the
Games.

Para-Equestrian

Following an extremely successful Paralympic
Games in London 2012 where Para-equestrian
won two individual and one team medal, the
sport only qualified one athlete for Rio 2016
due to changes in all combinations who had
qualified for London as well as significant
increases in standards internationally.

This reliance on such a small number of
combinations indicates a need for greater
depth within the sport. Helen Kearney finished
in 12th place and it is accepted that her
performance at the Games was outside her
personal best.

Helen did not take a personal trainer to

the Games. The Groom assumed the Team
Manager responsibilities and felt that she could
have received a better handover from the
Olympic equestrian team directly to her.

As the sole Para-equestrian athlete, Helen
travelled to Rio from home and she was
responsible for her own pre-Games preparation
set up.

Overall

At the Olympics, accreditation is always a
challenge in complex teams such as those

in equestrian sport. Each discipline has very
separate support teams and ensuring these
support requirements are met through
accreditation is difficult. It was generally
acknowledged that the HSI Team Lead did a
successful job of this through accreditation
transfers between support team members
although there were still some complaints
about the timing of transfers and owner
accreditations. Much of this is out of the control
of either HSI or the OCl so it is important to
ensure expectations are clearly set (in writing)
in advance of the Games to avoid unnecessary
upset during the competition phase.

There was a sense that more could have been
done by the OCI to promote a sense of team
within the Irish Olympic team as a whole. The
three disciplines were generally supported fully
within their own set up but reports of the OCI
HQ physiotherapy and medical support were
excellent when they were required. There may
need to be some more clarity of roles between
discipline specific Team Managers and the



overall Horse Sport Team Lead at the Games as
there appeared to be some uncertainty about
responsibilities once the team was in Rio.

At the Paralympics, the rider felt quite separate
from the rest of the Irish Paralympic team

and she had a perception that this was partly
to do with having higher support needs and
the additional complexities of equestrian as

a sport. The HQ physiotherapy support was
particularly praised and the use of the service
throughout the cycle had been positive in terms
of building familiarity.

Although sole selection by the Team Manager
is widely considered the best option within
equestrian disciplines, it is not without its
challenges. In Eventing the Team Manager had
an advisory committee to bounce ideas off but
ultimately the decision was his. The Eventing
team felt that the criteria were clear and the
selection did not yield any major surprises. The
selection decision in Show Jumping was more
controversial with some backlash through
social media. As the slot is allocated to the
nation rather than the individual, selection

is based on current form of a rider and horse
combination. This was always going to be
challenging considering there were four strong
combinations in contention but HSI is confident
that based on the criteria the selection in Show
Jumping was correct. Although one cannot
prevent people being disappointed when not
selected, the media involvement highlights
how important it was to have clear criteria to
support the decisions.

While there was a strong sense of team within
the Eventing team, there was a sense across
the Olympic and Paralympic disciplines that
more could have been done to promote a
sense of an Irish Team spirit across sports either
in advance or at the Games themselves. In
general riders have had a positive post Games
experience returning to their usual routines.
However, in Eventing there is some sense of
fear around where their programme is going
following the end of the Team Manager’s
contract in September and the lack of clarity
regarding the continuation of their programme.
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Programme Performance

Eventing

In Eventing, there is a clear centralised
programme which appears to be working
effectively and which has really developed

over the last two years. Following complaints

by a group of riders in late 2014, a review was
conducted by HSI in conjunction with Sport
Ireland. The riders felt that the process of review
was quite cathartic and most importantly,
they felt listened to. Arising out of the review,
Base Camp was introduced as a system of
communication and is recognised as a useful
tool for the dissemination of information as well
as ensuring that riders and staff have a shared
sense of purpose.

The team of Team Manager, HP administrator,
coaching staff and vet work well together and
the riders feel well supported and confident

in the current set up. There is concern that by
focusing on the disappointment of the
outcome in Rio rather than on the process

and the system, the good work which has
been achieved over the cycle may be lost.
There is good engagement by the riders in the
programme at present and that needs to be
harnessed. It is a group that is slow to trust,
and with the current uncertainty, seeds of
doubt are beginning to sow within this group.
Whatever decision HSI makes on foot of this
review in relation to the management and
coach set up of the programme, it needs to be
done quickly. In addition to valuing the specific
coaches in Dressage and Show Jumping, the
riders were also hugely positive in relation to
the system of winter squad training introduced
by the Team Manager. This was beneficial for

a number of reasons including developing a
strong sense of team and shared ambition

as well as the practical benefits of learning
from watching each other and receiving peer
feedback. They are keen that these be re-
instigated as soon as possible in preparation for
the European Championships in 2017.

While the programme is working effectively and
engagement from riders is good, there remains
an opportunity to present a very clear picture of
what good looks like from a system perspective.
It needs to incorporate athlete lifestyle, as this
is an area that frequently slips as riders
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become more focused on the training of their
horse and the business element of their sport.
The inclusion of support services would appear
to be rather ad hoc and viewed as an addition
rather than part of an integrated performance
plan. In the lead in to Rio, HSI developed a
support programme with the Sport Ireland
Institute but rider engagement was limited

and there is the sense among the riders that
training the horse and working does not leave
much time for sport science. This would appear
to be a cultural issue throughout the equestrian
disciplines and would be worth exploring in
more detail with the Sport Ireland Institute.
Considering the importance of the business
aspect and time management for riders it
would be beneficial to work with the Sport
Ireland Institute and the riders to develop an
equestrian specific athlete support programme
that also incorporates these elements. This
would be a good time to investigate this as
there does appear to be more interest and
engagement with the current squad than
previously. The introduction of sport psychology
was also seen as hugely beneficial but this only
really came into effect in early 2016 and would
have been useful to have been fully integrated
as part of the plan earlier in the cycle.

Show Jumping

There are challenges with trying to establish a
centralised system in Show Jumping considering
the complexities involved in the discipline. The
riders tend to operate individually within their
own support set up and with their own owners.
The current system indicates that the link with
a “"programme” primarily concerns liaising on
entries and logistics for events and selection
directly between Team Manager and rider.

There does seem to be a desire within the

riders for this to change and for them to have
more sense of an Irish team identity. This

could be further fostered through increased
links in performance planning on a squad

basis. Improved annual planning and cycle
planning would encourage rider engagement
by demonstrating that they are an integral part
of the process. This process would also assist
riders with aligning their individual performance
plans with the overall performance plan of the
squad. Clarity around this and engagement
with the owners is vital to ensure that everyone
is working towards the same objectives.

Although a lot has been done with the current
HSI Owners Programme, it appears that more
could be done to help owners feel part of the
programme, thus encouraging them to retain
their horses within the programme set up. In
such a complex system, the suggestion is not
that this is an easy solution but that HSI could
drive the discussion to look at how to include
all people involved in the system in working
towards a shared objective.

Rider lifestyle is an area highlighted for
potential team involvement in Show Jumping.
Despite some changes in this and improvement
at a development level there remains far more
emphasis on the horse as the main performer.
As mentioned above in relation to Eventing,

it would be beneficial to discuss the merits of
a sport specific athlete support programme
with the Sport Ireland Institute. Currently,

any work in this area appears to be led by the
riders themselves rather than being part of a
systemic approach within the sport.

Dressage

At present there is no centralised programme
for Dressage at senior level. The programme

is structured around individual riders with

their own support set-ups. In order to access
top level competition and horses, there is a
necessity for riders to base themselves overseas
which presents challenges to a more centralised
system. There is a desire to work towards team
qualification and if this is a realistic goal, there
will need to be more emphasis put on a system
which can support individual riders while
developing the sense of team which has been
effective in the Eventing programme. HSI has
mobilised more of a system at pony and junior
level and it is important that this is supported
by a very clear performance pathway and
transition framework in order to be successful.
Realistically, young riders still need to travel

to the continent to gain experience and have
access to high level competition. As judging

in Dressage can be somewhat subjective,
being seen by top level judges in competition
is also an important part of the preparation
process for young and senior riders. With this
in mind, it is important that the rider pathway
in Dressage includes support for riders to make
the transition and potentially travel oversees.



Para-Equestrian

At present the programme in Para-equestrian
appears to be somewhat stagnant. There is a
centralised programme incorporating events
and squad training but it is not part of an
overall high performance strategy and operates
annually without clear rationale as to its
goals. The same coach has been in place for a
number of cycles and there is no clear method
of tracking coach performance or criteria

for appointment of team coach. A review of
this would be beneficial to the progression

of the sport and to ensure transparency of
appointments. As with the other disciplines,
sport science is considered somewhat of an
add-on rather than part of the programme to
work on an identified requirement.

There has been progression over the course

of the cycle at a development level with the
introduction of a new coach but work still
needs to be done a clear talent pathway

with definite performance markers. There

are challenges around sourcing horses of a
suitable level and character for the specifics of
Para-equestrian. It could be queried whether
HP Para-equestrian has a high enough profile
within HSI/PEl to attract potential owners
and they may have missed a trick on not
capitalising on the increased awareness of the
sport following the success in London 2012.
Given the low number of riders currently at
senior level, there is an argument to focus on
getting the structures and framework correct
within the sport. This will ensure the sport
understands what it takes to drive excellence
within a long term model rather than just
focusing on Paralympic qualification. This does
not mean that riders would not be permitted
to work towards Tokyo 2020 qualification on
an individual basis, rather that the emphasis
within the sport shifts.

Overall

Since Rio 2016, the Federation Equestre
Internationale (FEI) has voted to change team
size from 4 to 3. While there is some concern
over the fact that this will mean no drop score,
the reality should mean greater competition
for places in Ireland and increase the possibility
of qualifying a team in Show Jumping and
Eventing.
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Links with the Sport Ireland Institute have
strengthened over the cycle with the inclusion
of two team managers on the Pursuit of
Excellence Programme (PEP). The cross-sport
learning was considered very beneficial, and

it could be argued that extending this type of
learning to the riders whereby there is shared
peer learning with other elite athletes could
assist with the culture shift required in terms of
athlete lifestyle.

There is clear evidence that HSI has made
good progress at pony, junior and young

rider level which is focusing on a system of
high performance through the introduction
of protocols, review mechanisms and links
with the Sport Ireland Institute and use of the
National Sport Campus. There has recently
been some conversion from young rider
through to senior programme but this has
yet to become systemic. The next step in this
progression would be to ensure consistency
of approach along the pathway in terms of
clear performance markers and performance
framework from entry level through to elite
rider level. Another area to be explored is
closer alignment between the horse and rider
development pathways.

As mentioned above in relation to specific
disciplines, involvement of all parties in
performance planning is key to getting
engagement and buy in with the programme.
The development of a sense of Irish Team within
Eventing has been successful and HSI should
look to spread this across other disciplines and
to include owners in the process. This will build
an understanding of what is involved in being
an owner of a horse on the Irish team as well
as encouraging a sense of pride and identity.
Across the board inclusion on the development
of a plan gives everyone a sense of ownership
that can also feed in to the development of
rider agreements for continued inclusion on the
programme.

Management Performance

High performance within HSI is complex given
the fact that there are a number of affiliates
involved. The current Board has put effective
structures in place to support high
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performance across the disciplines through
the establishment of High Performance
Committees (HPCs) for each discipline.
Membership of these committees ensures
representation from the relevant affiliate at a
HP level. Currently the Team Manager reports
to the HPC and the committee is responsible
for investment decisions and oversight of the
programme. In order for high performance to
be given adequate consideration at the wider
HSI Board level, it is important that the HPC's
act as a sounding board for the Team Manager
and then advocate on his/her behalf and the
programme within the wider organisation.
There were some questions about the level

of high performance expertise within these
committees and it could be worth considering
the inclusion of someone with a strong sport
performance background but from outside the
horse sport sphere to strengthen them.

There appears to be a need for more clarity

of roles and responsibilities across the system,
HSI has evolved quite significantly in a
relatively short space of time, however, to an
extent is still playing catch up in terms of the
protocols and procedures. The introduction of
a Performance Director (PD) model could be
seen as the next step. The practicalities of this
would need to be teased out with regards to
each discipline as each are at different stages.
At present, it would appear that Eventing and
Show Jumping are at a stage where it would
make sense to appoint a discipline specific

PD for each of them. To drive performance
excellence within the discipline, the PD

should have oversight of all elements of the
programme and talent pathway (potentially
rider and horse) and autonomy over their
agreed performance budget. Considering
where Dressage and Para-Equestrian currently
sit along their progression and the cross over
between the disciplines, HSI could consider
the possibility of appointing one person to
oversee the performance programmes of both
disciplines.

While progress has been made across the
disciplines, they appear to operate somewhat
annually without a clear overarching high
performance strategy for HSI across all its
Olympic and Paralympic disciplines. HSI has
recently set up a High Performance Review

Group which sits above the HPCs. The Terms of
Reference for this committee should include the
development of an overall high performance
strategy for the organisation. At present, the
Para-equestrian HPC does not sit under this
group but it is strongly recommended that it
does in order to ensure consistency of approach
throughout the performance arena of HSI with
clarity of purpose across all disciplines. The
development of a HP strategy should include
rider contributions in order to be successful.
While changes across the disciplines are
evident, there remains the need for a culture
shift towards driving performance excellence
across all areas of performance including
lifestyle and developing a clear picture of
"what good looks like”. The creation of a high
performance strategy could incorporate this
from an overall sport perspective.

In Eventing, the Team Manager was widely
praised by riders and staff and there is a sense
that it has all come together in the last 12
months. His contract expired in September and
there has been no communication from HSI
since then regarding the programme or any
handover. This is a sport where rider trust can
take some time to develop and there is some
concern that another change in leadership will
bring it back to square one.

Para-Equestrian Ireland has recently voted to
change its name to Para-Dressage Ireland to
better represent its identity. It could benefit
from increased links with Dressage Ireland in
terms of awareness of the discipline, coach
expertise and progression and access to a
suitable level of horses. Previously, there seems
to have been some reluctance to consolidate
this relationship, but the change in name would
indicate a willingness to engage at present
and it would be worthwhile investigating how
this relationship works within Great Britain.
There has been little change in personnel in
management and leadership positions within
the Para-equestrian HP programme and it
could be beneficial to look at a change of
approach if earlier suggestions regarding

a change in focus onto developing clear
performance frameworks and structures are
taken on board.



Horse Sport is a hugely expensive sport and
despite receiving more than €2 million over
the Rio cycle from Sport Ireland, performance
cannot rely solely on this investment. HSI
currently works to promote the sport and target
potential investors. There is some comment
that this could be further increased through
the targeting of specific programme elements
for sponsorship/benefactor. Equestrian riders
are not part of the International Carding
Scheme, and there was some conflict with the
Eventing team regarding payment to the Team
Manager rather than direct investment in their
individual training programmes. Investment by
an anonymous donor alleviated this pressure
enabling direct financial support to the riders
which made a significant impact on the

team and riders’ ability to train effectively

in the lead in to Rio. Within the Olympic and
Paralympic sports in Ireland, Horse Sport is
one where there is the justifiable perception
that medals are a realistic expectation which
should make it a more attractive proposition
for potential sponsors. This is also important

in terms of future proofing the programmes.
Annual investment from Sport Ireland causes
a difficulty for HSI, as for many sports. An
example of this is the current challenge around
the cost of transporting horses to WEG which
will take place in North Carolina in 2018.
Achieving a four year financial commitment
from the offiliates into the HP programmes is
vital for this. It is important that programme
sponsors and investors (excluding rider's
individual sponsors) are channelled through
HSI for transparency and also to ensure that
effective performance based investment
decisions are made.

Reviews currently take place post-
championships and annually at junior and
young rider level. At a senior level, debriefs tend
to be more informal between Team Manager
and rider, and Trainer and rider rather than
part of a review based culture. The riders are
keen to have a structure that encourages rider
feedback and it was generally acknowledged
that lessons could be better learned from a
system that incorporates feedback from all
members of the rider and support team.
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Stakeholder relationships

Horse Sport Ireland has generally positive
relationships with Sport Ireland, the Sport
Ireland Institute, the Olympic Council of Ireland
and Paralympics Ireland. Sport Ireland considers
it a strategically important national sport

and one which can realistically target medals
at World and Olympic/Paralympic level. The
OCl are cognisant of the logistical challenges
associated with transporting the horses and
transferring accreditations between the three
disciplines and feel that the two organisations
work well together in these regards. HSI also
appears to have a good relationship with
Paralympics Ireland at a senior strategic level
however, from an operational perspective
Paralympics Ireland would like HSI rather than
PEl take a more central role focused on driving
performance excellence within Para-equestrian
and ensuring that Para-equestrian sits fully
within the performance framework of HSI.

Some concern has been expressed by HSI
concerning a slight drift of engagement in
the affiliates. T