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AIS Review Report

Why Review the AIS?

With the establishment of the Olympic Athlete Program (OAP), the role of the AIS changed significantly during the period 1995-2000.

During this period, the AIS had three core functions:

· Management and evaluation of High Performance funding to Summer Olympic NSOs;

· Coordination of the OAP / Sports Science Sports Medicine (SSSM) Program; and

· AIS Sports Programs and Services.

This led to the AIS having a National focus during this six year period.

Following one of Australia’s most successful periods in sport the time is now right to look to the future and ensure that the AIS is best placed to meet the challenges of international sport into the future.  However, with all the success there have been significant changes to the Australian high performance system since the 2000 Olympics.  

The changes include:

· A new high performance environment whereby each NSO receives funding support from the ASC in the form of a “one line appropriation”.

· This process has meant that key aspects of a high performance program, including the delivery of SSSM services, need to be prioritised and budgeted for by the NSO.

· With the new funding arrangements the service programs of the AIS have to “sell” their services in competition with other service providers.

· For AIS staff, there has been a major shift in priorities to deliver the core business of the AIS, that is to service AIS athletes and coaches. 

Therefore, the core business of the AIS in the Post 2000 environment has become the support of AIS sports programs and services.

While there is a significant level of funding support from the Australian Government, other nations are looking to improve their performances with considerable funding increases as well.  The AIS must now refocus its operations and activities to ensure that future levels of success can be comparable to those of the past.  

How the review was conducted

With the appointment of a new AIS Director in May 2001, the Australian Sports Commission Board requested that a comprehensive review and analysis of the AIS be undertaken. The review was conducted in two sections, one reviewing the Scholarship Program and was carried out internally, while the other reviewed the SSSM using an external consultant.

Both sections of the review utilised similar methodology to gather information and formulate recommendations.  The Director of the AIS wrote to a wide range of stakeholders inviting their views and comment on the performance and functioning of the two areas.  These stakeholders included:

· National Sporting Organisations (NSO) with AIS programs;

· State Institutes and Academies of Sport (SIS/SAS);

· Australian Olympic Committee (AOC), Australian Commonwealth Games Association (ACGA) and the Australian Paralympic Committee (APC).

In addition, many face-to-face-interviews were conducted with the above organisations as well as:

· AIS Program Head Coaches;

· AIS staff;

· University staff.

Focus Groups were established to discuss and comment on a single issue.  These Focus Groups had a membership of a broad section of participants from the above groups.

Review Findings

The review made three key findings.  The findings relate to the need for:

1. Enhanced planning and evaluation process for all operational areas and programs of the AIS


This is aimed at achieving a better planning process to enable the resources of the AIS to be more effectively delivered to the AIS programs.   Importantly, decisions with respect to the allocation of resources need to be made on a corporate basis rather than individual choice.

2. Better integration and delivery of services to AIS programs


While the AIS, particularly SSSM provides a range of very high quality services, there is a need for a greater level of integration between the programs and service delivery to enhance outcomes.

3. An emphasis on the AIS keeping at the forefront of development of successful high performance athletes and coaches.


While the AIS has had magnificent success to date there needs to be a focus on new and innovative ideas and technology that will keep the AIS up with the world leaders.  Currently there are no systems for the benchmarking of procedures and policies.  The need for the AIS to take on a national leadership role is highly regarded, in fact expected by stakeholders, yet there is no process within the AIS to ensure this occurs.  The focus on the coordination of the development, identification, benchmarking and implementation of new ideas, procedures and technologies is essential for the AIS and Australian high performance sport to remain at its current world class level.

The review recommended the following strategies to implement the overall findings.

1. A restructure of the AIS;

2. A focus on continuing the AIS role in providing leadership to Australia’s High Performance Sport.

3. Implementation of a Performance Enhancement Program (PEP);

4. Introduction of a defined system of allocating service provision to AIS programs.

1. A restructure of the AIS;

The need to establish the PEP and a continuous improvement philosophy for AIS programs requires a greater degree of communication and accountability.  In order to achieve this several changes are required to the function and structure of the AIS. The purpose of this change in structure is to establish a framework that adequately allows for the three key findings and associated strategies of the Review to be achieved.

The revised AIS structure will replace the current Scholarship Programs and SSSM Divisions with the formation of:

· A Sport Program Planning and Evaluation (SPP&E) Group that will drive the PEP program across the AIS;

· An Athlete and Coach Services Group (ACS) that will encompass all AIS service providers and include new areas of Performance Analysis and Skill Acquisition;

· A Technical Directions Group (TD) to provide a focus on continuing the AIS role to provide technical and national program leadership to Australian sport.

The new structure is outlined in Attachment 1.

The key to the new structure is to make the Performance Enhancement Program the driving force of the AIS and therefore be central to the overall operation of the AIS. This will place the coaches and athletes at the centre of the planning process and ensure that the AIS programs are coach driven and athlete centred. A functional diagram of the AIS is shown in  Attachment 2

2. A focus on continuing the AIS role in providing leadership to Australia’s High Performance Sport.

Given the technical resources and expertise within the AIS, and comments from the AOC and SIS/SAS, it is important the AIS continue to provide a national leadership role.
It is proposed that the AIS provide leadership in the following areas:

· Managing National Programs

The AIS currently co-ordinates three national programs: Athlete Career and Education (ACE), Talent Search and Laboratory Standards Accreditation Scheme. The AIS will continue to provide national leadership in these areas.

· Conducting Research and Education

The AIS will continue to conduct innovative research at the AIS as well as provide leadership to the national elite sports network through the adoption of an agreed process for identifying and conducting research nationally 

· Identifying world’s best practice and benchmarking this against current practice in the AIS and Australian Sport

It is important that the AIS and Australian Sport are using World’s best practice in respect to:

· Programs, including sport programs or SSSM sport disciplines

· Technical approaches 

· Athlete education and welfare practices.

The AIS needs to ensure that Benchmarking is a function of an identified group within the AIS.

3. Implementation of a Performance Enhancement Program (PEP);

The philosophy of continuous improvement is what the AIS must embrace to ensure its status and performance on the national and international sporting environment.  However, there needs to a system by which the process of improvement, or otherwise, can be tracked and documented.  There is a need to establish a system that maximises the efficiency and effectiveness of the resources and services provided by the AIS to each program.  The PEP is such a system that will become the central framework for the management of all AIS sports programs and support services. 

The PEP has a strong focus on planning and evaluation to ensure that the Head Coach is supported with current and new initiatives to assist in the success of his/her program.

The broad aim of the AIS PEP is to provide a framework for a process of continuous improvement through the integration AIS sports programs, management, and service providers.  The PEP will be set within a framework and be consistent with the ASC Strategic and Operational Plans, The AIS Strategic and Operational Plans and the four-year Sports plan of each NSO.

The objectives of the AIS Performance Enhancement Program are:

· To establish an agreed set of program objectives,

-
for the 4 year funding cycle,

-
for each year of the funding cycle,

· To confirm the detail of the annual operation of the program,

· To provide a constructive and thorough framework for program evaluation through an up front agreement between AIS Management, the AIS Program and the NSO about program objectives, content and service requirements,

· Ensure the integration of service delivery to the program,

· Provide a vehicle for continuous improvement of the program.

A key by-product of the process will be a mutual understanding and agreement of each party’s responsibilities through comprehensively detailing expectations and requirements.

Evaluation will be against the documented requirements and expectations as set out in the sports Annual Operational Plan and agreed to by all parties (AIS, NSO and Head Coach) and will occur twice annually.

For each AIS sport there will be an AIS Management Committee that will oversee the program.  Membership of this committee will be the AIS Director or nominee, AIS Head Coach, AIS Group Sports Manager, representative(s) of NSO.  Each sport Management committee will meet twice annually.

4. Introduction of a defined system of allocating service provision to AIS programs.

The Review recommended the prioritisation of service delivery to AIS sports programs based on the adoption of a tiering system. 

There are two steps to this new approach:

· Establish the criteria for which sport goes into which tier

· Determination of the entitlements that go with each tier

For simplicity, there will be two tiers/categories of sports at the AIS, for convenience named Tier 1 and Tier 2.  

The underlying principle for the determination of the characteristics and criteria for each tier is that the role of the AIS is considered in part “to enhance the international sporting performances of Australia’s elite athletes.”.  Therefore, those programs with current high levels of success in the international arena and/or the greatest likelihood to achieve a successful result, will be ranked higher than those who do not have the same level of success.

Some programs may be classified as Tier 2 when individual athletes in such programs are clearly what could be classified as Tier 1 performance level. Such athletes will be classified as Tier 1 for servicing provision.

Other Service Delivery Issues

It is important that state based athletes receive appropriate services and that the AIS has an overall quality assurance role in the delivery of athlete services.

As a consequence the review recommended:

· An additional $125,000 (36%) increase on current funding will be allocated to SSSM service provision to State based programs.  This funding to be redeployed from within the existing AIS budget to meet servicing requirements for State based programs.

· Where appropriate AIS staff will be involved in the delivery of services to State based AIS programs.

· AIS will have a quality assurance role of the delivery of support service to State based AIS programs.

AIS service delivery to National teams

There has been a great deal of concern and debate since the cessation of OAP as to where the AIS servicing starts and finishes with respect to AIS and national team services.  However the basis and level of AIS funding, and the one line appropriation to NSO’s set clear parameters in this respect.

Support and entitlements will be provided to all AIS athletes as specified in the service framework.  This will be defined in detail as part of the PEP process.

NSO’s as part of their one line funding must provide all servicing support to national teams.  It is proposed that AIS staff will only be available to provide services to national teams under agreements with NSOs and funding approved by the AIS Director.  The funding provided in these instances will allow the AIS to “back fill” these positions, thus allowing service standards for AIS program to be maintained.

AIS staff will be encouraged to apply for positions on the Australian Olympic, Paralympic and Commonwealth Games Teams.  However, it is recommended in these instances, that staff involvement will not be subject to charging of the organisations involved. The rationale for such a decision is based on the premise that the provision of such services be regarded as part of the ASC’s contribution to the National effort.

Human Resources Implications

Human Resources implications of the review recommendations are:

1. Creation of six new positions:

· Group Manager, Athlete and Coach Services;

· Two Performance Analysis positions one in 2001/2, one in 2002/3; 

· AIS Project Officer;

· Physiotherapist; 

· Masseur.

2. Two redundant functions – recovery, hyperbaric facility;

3. Conversion to permanent status of current OAP positions in nutrition and physiology

4. Upgrade of one sports physician position from 0.8 to full time

5. Transferring Manager AudioVisual Services position to the AIS for 50% of his work time which will be dedicated to the AIS Performance Analysis Unit within Coach and Athlete Services;

6. Selection from current staff to provide co-ordination of Clinical and Sports Science services within Coach and Athlete Services.

7. Redefinition of positions for current staff – Dr R Murphy to Group Manager PEP,                             Dr P Fricker to Group Manager TD, M Clough to Business Development Manager AIS .

Implementation

The Australian Sports Commission Board have supported the key findings and associated structural changes from the AIS Review, subject to staff consultation.  

All policies developed to support the review recommendations will be approved at Board level prior to implementation.

All operational issues associated with the review recommendations will be approved at Executive level prior to implementation.

The structural and operational changes associated with the review will be implemented by 1 January 2002.
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Functional Diagram of the AIS
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