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 Introduction
This document summarises the key findings and recommendations of the Genesis report (November 2005). This report was the culmination of an extensive review of Sport in NUI Galway, during which they consulted widely with all stakeholders. Based on their experience in the development of sports strategies for other universities, and working in conjunction with a Steering Group within the University, they developed a series of seven strategic goals, which are summarised below and form the basis of this document. These recommendations have been updated in the light of the changes in the University since that time, not least of which is the decision by the University to offer for tender the management of the new sports facility which is currently under construction. 
Sport and recreation has always played an integral role in University life. It is a mechanism for addressing several key challenges:

· Raising the profile and image of the University

· Attracting students

· Promoting health of students and staff

· Ensuring a balanced lifestyle

· Enhancing the academic offering.

Sport has a critical role to play in the delivery of the overall strategy at NUI Galway. Investment in sport is a justifiable corporate and strategic priority for the University, and intrinsically linked to the overall strategy. However, to deliver on this potential there is a need for a step change in the approach to and position of sport at NUI Galway. 
Mission

The mission established by the strategic process is to promote participation and higher standards of performance in sport and physical activity within NUI Galway to ensure that sport contributes to the health, well-being and education of students and staff and that it supports the corporate objectives of the University.

Key Goals 

For the accomplishment of the mission, seven key strategic goals were identified:

1. Establish University Management Commitment to sport

2. Build the appropriate Management Structure and staffing

3. Develop the required Facilities
4. Identify and develop a group of target Elite sports
5. Increase Participation
6. Investigate the feasibility of sport in Academic Programmes
7. Develop enhanced Partnerships internally and externally

A range of recommendations under each strategic goal has been identified and an indication of priorities and timescales for implementation has been provided. 

The recommendations include

· reinforcing the role of sport and its link to the overall University strategy

· provision of adequate resources (financial and physical) to deliver the sports strategy

· the appointment of additional professional staff (including a Director of Sport and Recreation)

· specific proposals in respect of the  facilities

· establishment of an elite sports programme (of no more than six sports)

· development and delivery of a participation programme

· review of the potential of an academic course related to sport

· the development of partnerships internally and externally. 

Whilst Genesis recommended that the new Sports Facilities should be managed internally it has been decided that these facilities should initially be outsourced to a third party to manage. This will be reviewed on an ongoing basis.
On the basis of conservative initial estimates, the strategy will require some additional expenditure over and above the current planned facilities investment. However, without this we do not believe the University will reap the reward of the major capital investment programme. 

This strategy is ambitious and stretching but not unattainable. It requires the commitment and support of all stakeholders within the University. If successfully delivered, sport and recreation will play a full part in contributing to the overall strategic plan for NUI Galway.

Strategic Goal 1: Establishing University Management  Commitment to Sport

It was clear during the conduct of the Genesis review that there was considerable sympathy for sport within the University senior management.  The experience of other universities would suggest that without a clear commitment to providing real leadership for sport, it would be hard to envisage sport being anything other than a marginal aspect of NUI Galway life.

The perception of many of those consulted during the preparation of this strategy was that sport was not a priority for the university. Whilst there has been a level of commitment to sport, evidenced by the development of this proposed strategy and the major investment in the new sports centre, the level of commitment to and interest in sport falls well short of other universities in Ireland and the UK.

The present expenditure in sport in NUI Galway is approximately €876,000. It is important to note that the above figure does not represent the whole picture and, in particular, there are a number of staff in Student Services who provide support for sport especially through the Sport and Recreation Union.

	Actions:

Strategic Priority – Management Commitment

	
	Action
	Priority
	Responsibility

	MC1
	Achieve senior management agreement to the strategy
	1
	Vice-President for Student Services & Human Resources  

Vice-President Physical Resources 

Sport & Recreation Union (SRU)

	MC2
	Publish the agreed strategy
	1
	Vice-President for Student Services & Human Resources  

Vice-President Physical Resources 

Sport & Recreation Union (SRU)

	MC3
	Agree levels of financial investment to be provided for the implementation of the strategy 
	1
	Vice-President for Student Services & Human Resources  

Vice-President Physical Resources 

University Management Team 

	MC4
	Review how sporting success can be better celebrated 
	3
	Head of Sport


Strategic Goal 2 - Building the appropriate Management Structure and staffing

There is in NUI Galway a singular lack of a clear management focus and integration for sport in the University. Without that integrated leadership and management of both the development and delivery of the services, the University will be in great danger of failing to realise the full potential of sport and of its major facilities investment.

In order to support the development of sport and physical activity additional professional resources will need to be deployed.  However, it is important to recognise the continuing role of the volunteers from both staff and students in the development both of standards of performance and levels of participation; it will be critical for the professional team to recognise that their main role will be supporting and encouraging that voluntary network and resource.

It is recommended that:
· That all aspects of sport should be operated on an integrated basis and led by a Head of Sport and Recreation, who should also have direct responsibility for implementation of the sports strategy. The sport and recreation service should be part of Student Services as that would be most comparable with other universities and confirm the role of sport within the framework of essential services for students.

· The Head of Sport will have particular responsibility for reviewing the operation of the Sports Centre in line with the agreements in place with the external operator of the Sports Centre and advising the University on any developments that might be required to ensure that the operation of the Centre is in line with the University’s vision for Sport.
Consideration must  be given to the following initial structure as the minimum necessary to allow the University to move the Sports  Strategy forwards:











Apart from the Head’s post, the following professional posts are recommended:

· Development Officer, Participation This officer would have responsibility for driving forward all programmes and plans for increasing staff and student involvement in physical activity both within the built facilities and more widely. This post would have a key role in marketing the new sports facilities

· Development Officers, 1-Clubs, 2-Elite Programme Two further development officer posts should be created by NUI Galway, the first to support and develop the network of University clubs and the volunteers who sustain them and the second to develop the proposed elite programme described below

· Sports Specific Development Officers It should be possible for the University to obtain further funding from governing bodies of sport to support the employment of a small number of dedicated officers for the major sports and we recommend that the Head pursue this as a priority.

· Sessional Coaches and Leaders The development officers will require trained coaches and leaders to sustain the programmes they organise and, while it would be premature to identify this resource in detail in advance of the development of the specific programmes, it is important to understand that it will be required. It should be noted that Clubs at NUI, Galway are self managing bodies, who select and appoint their coaches and leaders.  This model serves clubs well as community organisations and care must be exercised to guard this model by ensuring significant Club input into the appointment/selection of coaches and leaders.
· Additionally, we recommend that the importance of the present Clubs’ Captain position within the Students’ Union continue to be recognised and that the Head and his/her staff involve that post-holder closely in any planning to retain a close working partnership with the Students’ Union. 

The University does presently have staff posts which it sustains directly and indirectly through AMT which contribute significantly to the development of sport and physical recreation and to the support of clubs. All the proposed posts should be considered to be new posts with new job descriptions; the suitability of existing staff for transfer into any of the new posts should be considered after the posts themselves are agreed.

In terms of the proposed reporting lines, it is recommended that the Head of Sport and Recreation report directly to the Vice-President for Student Services & Human Resources.
We have recommended that the Head of Sport and Recreation should have direct responsibility for the implementation of the sports strategy. 

In addition to the professional posts described above it is necessary to retain and develop the committee and advisory structures beyond the professional department proposed and in particular:
· The Sport and Recreation Union. The Sport and Recreation Union in NUI Galway provides a critical bridge between those involved in student sport on the one hand and the university authorities on the other. The present focus is mainly on the disbursement of funds to student clubs and the development of policy and we recommend these responsibilities continue. We suggest further that the Sport and Recreation Union continue with its formal responsibility for policy formulation in the area of sport and recreation and it should be advised and serviced by the Head of Sport and Recreation. The Terms of Reference for the Sport & Recreation Union are attached as Appendix 1.
· The University Centre Planning and Management Group discusses and advises on arrangements for the construction and management of the Sports Centre, Water Sports Centre and the Cultural Centre which together constitute the University Centre project.  In doing so the group have oversight of the setting of service level agreements in terms of operations for the three projects including related tendering processes. It is envisaged that when a Head of Sport is employed he/she will be a member of this group. In order to ensure communication between the Sport & Recreation Union and the UCPMG the Chair of the Sport & Recreation Union is in attendance at the UCPMG meetings. The Terms of reference for the UCPMG are attached as Appendix 2.
Actions 

	Strategic Priority – Management Structure

	
	Action
	Priority
	Responsibility

	MS1
	Achieve senior management agreement to the key staffing appointments and structure
	1
	Vice-President for Student Services & Human Resources
Vice-President Physical Resources 

	MS2
	Recruit the Head of Sport
	1
	Vice President Student Services & Human Resources  

	MS3
	Establish Monitoring and Evaluation Framework for the Strategy
	1
	Sport & Recreation Union 

	MS4 
	Review existing staffing of facilities and create the necessary new posts for the enhanced facilities and service
	1
	Vice-President for Student Services & Human Resources   

	MS5
	Create an integrated management structure for sport including all developmental and operational responsibilities
	1
	University Management Team 

	MS6
	Recruit other key staff 
	2
	Head of Sport 

	MS7
	Review and strengthen the role of the Sport and Recreation Union
	2
	Head of Sport

	MS8
	Establish network of part-time coaches to support programmes
	2
	Head of Sport

	MS9
	Seek support from sports governing bodies for further development officer positions
	3
	Head of Sport


Strategic Goal 3 - Develop the required Facilities

The clear commitment has been made by the University that the new facilities should be designed in such a way as to deliver the main goals of this strategy.

Facilities and facility improvements planned as part of this strategy include:

· Development of New Sports Centre - €22m

· New Synthetic Pitch and upgrading of existing pitches including floodlighting - €5m

· Water Sports Centre - up to €4.5m 
It will take some time to complete all the sports facilities planned and it will be necessary to create a series of transitional arrangements both in terms of the utilisation of the existing facilities and related staffing issues. 

Actions

	Strategic Priority – Facilities

	
	Action
	Priority
	Responsibility

	F1
	Draft complete Facilities Plan and prioritise actions, identify costs and associated sources of revenue and identify a timeline for implementation. The Facilities Plan to  include:
· Provision of Floodlit “cages” for intra-mural sport.

· New synthetic pitch at Dangan

· A plan for up to 3 new grass pitches in the longer term

all of which have already been identified as key needs.
	1
	Head of Sport 

	F2
	Achieve senior management agreement to the complete facilities plan
	1
	Head of Sport

	F3
	Carry out feasibility study of water sport centre options and agree and proceed with proposed option
	1
	UCPMG

	F4
	Develop Business Plans for any new facilities
	1
	Head of Sport

	F5
	Seek government/lottery funding for appropriate parts of the Facilities Plan
	1
	Head of Sport

	F6
	Take action to review health and safety issues in respect of facilities
	1
	Head of Sport


Strategic Goal 4 - Identify and develop a group of target Elite sports

The elite dimension to sport in a university offers much which can help promote the profile of the institution in question. Internally too, success by the top teams and individuals can generate interest and help grow levels of participation.

There are between 6 and 8 sports in which the University either does or could excel and investment in supporting excellence should be a priority; the steering group recommends that initially six sports be identified for an elite programme.

Recognising that the major sports like rowing, hurling, gaelic football, soccer and rugby may well feature in the elite programme from the outset, the University should be on the look out for “niche” sports where it could play a unique and important role in Ireland. This latter category could include martial arts or basketball where there is considerable activity within the University. There should be steps taken also to ensure a gender balance amongst the sports chosen.

Selection of elite sports should be on the basis of a submission by the appropriate sport in response to an appropriate set of criteria which should be developed by reference to objective national/international standards.
In addition to a group of up to 6 sports, it is suggested also that it should be possible for individuals who have already achieved appropriate levels of sports performance at a national level to be included in the programme. The specific levels of performance should be agreed with the governing bodies.

The University Sports Scholarship Scheme should be integrated into the overall elite programme. 

Suggested Criteria for the Selection Of Elite Sports

The assessment of whether a sport is to be in the small group of focus sports must be based on the sport’s potential to achieve success and to contribute to the raising of the University’s profile. Factors which will reflect this will include:

· Current levels of performance in inter-varsity competition 

· Levels of participation within the university

· The robustness of the club structures

· Commitment of the participants to compete at higher levels

· Coaching structures

· Availability of appropriate facilities

· The scope for partnerships with the national governing bodies

· National and International recognition of NUI Galway activity in the sport.
The assessment of individual performers for inclusion in the programme should be based on criteria agreed with the appropriate national governing bodies.

Elite Sports Programme

The University should employ a development officer to focus on the provision of support for elite sport. This individual should be responsible for the co-ordination of the elite sports programme. That programme for the targeted sports and individuals should include:

· Part-time professional coaching support 

· Strength and conditioning coaching

· Access to appropriate sports science services

· Priority access to facilities

· Financial support for individuals especially those selected for national teams

· An agreed performance plan updated each year

· Flexibility in academic commitments

· Access to the revised scholarship scheme

· Lifestyle and career advice

Actions
	Strategic Priority – Elite Sport

	
	Action
	Priority
	Responsibility

	E1
	Develop integrated elite programme
	2
	Head of Sport

	E2
	Review scholarship scheme
	2
	Head of Sport 

	E3
	Select sports/individuals for the elite programme by a competitive process
	2
	Head of Sport and Sport & Recreation Union 

	E4
	Promote the Elite Programme
	3
	Head of Sport

	E5
	Create access to appropriate sports medicine and sports science services
	3
	Head of Sport 


Strategic Goal 5 - Increase Participation

One of the main goals of this strategy must be to grow levels of student and staff participation in sport and informal physical recreation and, so important is this to long term health, space should be found in the academic programme to enable it to be achieved. If NUI Galway is serious about increasing levels of participation then it has to make space in the timetable for that participation to happen. This will require extensive discussion and agreement with Academic Staff. The concept of making a particular time (Wednesday afternoon has been suggested) available for sport should be considered.
Barriers to general participation include the lack of available facilities, the pressures of academic work, competing social activities and simply general apathy. To tackle these aspects will require the development of a wide range of programmes and activities which should be created and managed by a Participation Development Officer. 

Intramural Programme

An active intramural programme is likely to be a cornerstone the efforts to grow participation. It is envisaged that the Participation Development Officer would have overall responsibility for growing levels of participation by staff and students, in both formal and informal sports and physical recreation, and would provide the basic organisation and encouragement of the participation opportunities. Intra-mural participation should be self-sustaining financially with the exception of the general support given to clubs. 
The key elements of this programme will be planned by the Participation Development Officer but are likely to include:

· Identifying time for and programming leagues and competitions

· Working in departments to engender appropriate interest

· Promoting all activities

· Supporting the organisation of intra-mural leagues and competitions

· Organising training for voluntary leaders and coaches

· Support and encouragement of club recruitment and the development of new intramural clubs as required

Actions

	Strategic Priority – Participation

	
	Action
	Priority
	Responsibility

	P1
	Investigate steps which could be taken to provide academic flexibility to support participation
	1
	Head of Sport

	P2
	Develop participation programmes for staff and students
	2
	Head of Sport 

	P3
	Create a participation marketing plan linked to the opening of the new facilities and in conjunction with the Operator of the Sports Centre
	2
	Head of Sport 

	P4
	Create intra-mural leagues and competitions in targeted activities for both staff and students
	3
	Head of Sport

	P5
	Develop promotional campaigns in partnership with the Student Health Service
	3
	Head of Sport

	P6
	Review the support given to clubs  to link more strongly to levels of activity and potential
	3
	Head of Sport and Sport & Recreation Union 


Strategic Goal 6 - Investigate the feasibility of sport in Academic Programmes

In the consultation process there was no consensus around the possible creation of a formal academic department in some aspect of sport but there was considerable interest in investigating the position of sport within a number of academic programmes. It was agreed that a useful goal for the strategy would be the investigation of this aspect.

This aspect has a considerable amount to offer NUI Galway and that the synergies which would be possible between the academic and recreational aspects of sport would be significant. An appropriate committee should be established to review this.

Actions 

	Strategic Priority – Academic Development

	
	Action
	Priority
	Responsibility

	AD1
	Establish a committee to review the potential of academic course development related to sport
	1
	Head of Sport in conjunction with the Registrar’s Office


Strategic Goal 7 - Develop enhanced Partnerships internally and externally

While there was a good level of partnership working with local community clubs and schools, the real benefits of partnership working on a larger scale have simply not been realised by the University. The potential for the University to play a significant part in developing sport in the West of Ireland, and in some sports on a national basis, is there. To date there had been no real means of activating the potential of partnerships with national governing bodies of sport and with the government. 

The Regional Sports Centre is an initiative in which the University works in partnership with the local sporting community. Volunteers from the sporting community take the main responsibilities for booking and managing the facilities, which include an athletics facility comprising a six lane track and field event facilities, a grass pitch and a synthetic pitch with a sand-based multi-sports surface.

At an operational level, relationships between the Regional Sports Centre volunteers and the University appear to be good. However, there appeared to be considerable scope for strengthening the partnership between the two organisations to ensure that the facilities supported both community and University sport to their fullest potential. Whilst the track and synthetic pitch are certainly important to the local sports community and clubs there is no real evidence of regional plans and structures for the development of sport in the West of Ireland being based around these facilities. The facility management of the track and the pitch is handled by hard working volunteers and part-time employees.

Participation by NUI Galway nominees on the Board of Management for the Regional Sports Centre should be reviewed in the interests of progressing partnership with the Regional Sports Centre.  Whilst recognising that there would be resistance to the University appearing to take over the Regional Sports Centre, there is no reason why the University should not take responsibility for the full operational management of these facilities within a framework agreed with the Regional Sports Centre Board. This would release the volunteers from day to day operational matters and allow the University and the Board to consider the wider contribution which might be made by NUI Galway and the Regional Centre to sports development throughout the West of Ireland. Integrated operational management of the Regional Sports Centre facilities and the University’s own facilities would also allow the optimum use of both by the University and community alike. 

NUI Galway could be a major centre for sport in the West of Ireland and if this is to happen it will require the development or expansion of a range of partnerships. Specific reference has been made above to the potential of the Regional Sports Centre and of the major governing bodies and we recommend that these areas be pursued urgently.

It was noted above that the present relationships with local clubs and community organisations are good and it is recommended that the community use dimension of the new facilities should be reviewed to establish appropriate policies and practices for the future.

There may be scope for some growth in sponsorship by the private sector of University plans once the momentum of the overall strategy has been established; in particular the elite scholarship programme would be an area of interest to businesses.

Actions

	Strategic Priority – Partnerships

	
	Action
	Priority
	Responsibility

	PS1
	Review arrangements with the Regional Sports Centre
	2
	Head of Sport


	PS2
	Identify and approach key major governing bodies for support
	2
	Head of Sport



	PS3
	Review policies and plans for community use in the light of the development of the new facilities 
	2
	Head of Sport



	PS4
	Discuss with the Irish Sports Council the concept of NUI Galway being a focus for sports development in the West of Ireland 
	3
	Head of Sport



	PS5
	Develop appropriate sponsorship packages and build links with local and national businesses
	3
	Head of Sport




Appendix 1
NUI, Galway Sport and Recreation Union Constitution

and

NUI, Galway Sport and Recreation Union Committee

Terms of Reference

(Formerly NUI, Galway Athletic Union Constitution

and  NUI, Galway Athletic Union Committee)

1. The aim of the NUI, Galway Sport and Recreation Union shall be to enrich the lives of the University community through participation in sport and physical recreation. 

2. The Membership of the NUI, Galway Sport and Recreation Union shall comprise all registered students of the University, together with staff of the University.  Members of the NUI, Galway Alumni Association and any other persons may be admitted to Union membership on such conditions as may be laid down from time to time by the NUI, Galway Sport and Recreation Union Committee.

3. The Management of the NUI, Galway Sport and Recreation Union shall be carried out by a Committee, hereinafter called the NUI, Galway Sport and Recreation Union Committee.

4. The functions of the NUI, Galway University Sport and Recreation Union Committee shall be:

· To formulate and to recommend policy in relation to the provision, delivery, staffing, and management of sport, physical recreation, sports scholarships, and any other activities in support of participation in sport and physical recreation at NUI, Galway.

· To agree the distribution of such funds as are allocated to the Union.

· To be an advocate for the development of sport and opportunities for physical recreation at NUI, Galway

· To advise as appropriate on the physical resources and infrastructure for the accommodation of Sport and Physical Recreation at NUI, Galway, e.g. playing fields, sports’ buildings, changing rooms, water-sports facilities.

5. The NUI, Galway Sport and Recreation Union Committee shall comprise 14 members appointed as follows:

1 member shall be elected by the Student Services Committee from among the members of the Student Services Committee to act as Chairperson of the Committee.

1 member shall be a nominee of the Director of Physical Resources of the University.

1 member shall be the elected Clubs Captain of the NUI, Galway Students Union.

2 members shall be appointed by the Governing Authority of the University.

5 members shall be elected to provide representational input from sports clubs on the basis of the following groupings of clubs in the manner set out herein:

Group A (Martial Arts to elect 1representatives) Aikido, Judo, Karate, Kung Fu, Tae Kwon Do.

Group B (Court Games to elect 1 representatives): Archery, Badminton, Basketball, Boxing, Fencing, Handball, Racquetball, Squash, Table-Tennis, Volleyball

Group C (Water Sports to elect 1 representatives): Kayak, Surfing, Swimming and Waterpolo, Sub-Aqua, Rowing, Sailing, Windsurfing

Group D (Field Sports to elect 1 representatives): Camogie, Cricket, Ladies Gaelic Football, Mens’ Gaelic Football, Hurling, Hockey, Mens’Rugby; Ladies Rugby .

Group E (Other Sports to elect 1 representatives): Athletics, Cycling, Golf, Equestrian, Mountaineering, Orienteering, Paintball, Tennis, World Sports.

4 members shall be co-opted by foregoing 10 members, 2 of whom shall  represent the interests of students involved in physical recreation activities other than through Sports Clubs.

As new Clubs receive full recognition, the NUI, Galway Sport and Recreation Union has the Authority to allocate them to a grouping.  

Group representatives shall be elected at the beginning of each academic year, at a duly convened election, and election shall by simple majority.  Each group will be a constituency for the purpose of conducting an election.  The candidates for election for the position of group representative in any constituency must be an officer of a Club within the group, nominated by a Club within the group.  The term of office of group representatives will be one academic year, and no representative can serve more than three consecutive terms.  The Secretary of the NUI, Galway Sport and Recreation Union will act as Convenor and Returning Officer for all elections provided for under these terms of reference.

6. The Committee shall meet no less than three times each semester.  Meetings shall be held during regular term; not to be normally held during “Study Week”.

7. Members of the NUI, Galway Sport and Recreation Union Committee who do not attend at least one meeting of the Committee in any six month period shall forfeit membership of the Committee and shall be replaced.

Appendix 2

Terms of Reference for University Centre 
Planning and Management Group (UCPMG).

1. The name of the Group will be the University Centre Planning and Management Group (UCPMG).

2. The function of UCPMG will be to discuss and advise on arrangements for the construction and management of the Sports Centre, Water Sports Centre and the Cultural Centre which together constitute the University Centre project.  In doing so the group will have oversight of the setting of service level agreements in terms of operations for the three projects including related tendering processes.

3. It will report to Údarás na hOllscoile through the President.  

4. The President will chair the UCPMG Group or in his unavoidable absence, nominate an alternate.

5. Meetings will occur monthly during the academic year with a schedule of dates issued at beginning of Academic Year and listed in Liosta na gCruinnithe.  

6. The Students' Union representatives will be responsible for representing the interests of the student population through consultation with the Clubs and Societies, and through regular consultation with the Class Representatives Council.

7. The composition of UCPMG shall be as that outlined in the Údarás na hOllscoile meeting of 5th March 2004 (UO/M19/3.7) with the formal addition of the Vice President for Student Services & Human Resources at the next meeting of Údarás (14 December 2007). 

7.1:  The Students' Union shall nominate one member of Union staff to be present at all meetings of the group.

7.2:  The President shall ask the Bursar to nominate a member of staff to be present at all meetings of the group. 

Head of Sport and Recreation








Development Officer Participation 





Development Officer


Elite Programme








Development Officer


Clubs








Sport Specific


Development Officers





Sessional Coaches and Leaders











Vice-President for Student Services and Human Resources
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