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Introduction

Purpose

This evaluation report assesses the relevance, efficiency, impact, effectiveness and sustainability of
the Coach Summit Program. The following interpersonal information-gathering techniques were
used to determine the ability of the program to generate value for its participants and host

organisation.

e Recording of simple metrics such as topics discussed, modes of communication, rates of

engagement and number of sessions completed.

¢ Examination of written and verbal correspondence recorded throughout the program to

extract themes and special individual stories.
e Analysis of program evaluation forms.

e The now well-recognised indigenous practice of ‘yarning’.

Rationale

Evaluation underpins the work of the AIS Coach Development Team and entails the collection and
analyse of information about a program’s activities, characteristics, and outcomes. In the present
context, a highly systematic approach was employed to examine the implementation process,
highlight accomplishments, offer recommendations for improvement, and inform strategic decisions.

Key points
The evaluation revealed that the Coach Summit Program achieved numerous positive outcomes,

including:
e Development of resources aimed at enhancing the learning process.

e Progressive expansion of the program to a point where it is now catering to the needs of 21

High Performance (HP) coaches.

e Implementation of a novel approach to support the development of adaptable leaders and

skilful custodians.

e Creation of an inquiry-focused participatory culture where members believe that their

contributions matter and feel a sense of connection with one another.

o Realisation of original plans to provide coaches with authentic and meaningful professional
development opportunities through the use of more social and collaborative approaches to

learning.

e Establishment of links with the University of Canberra Research Institute for Sport and

Exercise.

e Generation of considerable interest across the Australian HP sport system.
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Background Information

Program summary

The AIS Coach Summit Program was designed to meet the needs of coaches who are working at
the highest level of the Australian sport system. It aimed to enhance their ability to consider different
perspectives and ways of thinking through engagement in meaningful discussions and the

examination of real-world experiences.

Approach

The Program supported a learner-centred approach to development and was underpinned by
philosophical and theoretical principles of social constructivism. Coaches were involved in all
aspects of the learning process and generated their own unique views and perspectives whilst also
contributing to the construction of new actionable knowledge. This approach is similar to the way in
which traditional "libraries of information” are created in Aboriginal and Torres Strait Islander

societies and allow the elders of these communities to develop their knowledge and expertise.

Methods

Methods employed to achieve the learning and broader social objectives of the program were
participation in regular online interpretive conversations, continual consultation, development of
supportive relationships, appropriate challenging, repeated cycles of personal reflection, and the
provision of structured opportunities for coaches to test new ideas and theories in respectful and

encouraging environments.

Structure
Below is a brief summary outlining how the program was delivered and the strategies used in an

attempt to keep the coaches connected.

Coming together

Knowledge production
Creation of highly positive and
supportive learning environments.

Exploring the unique demands and Staying connected

Key relationships and connections challenges of high performance
established. coaching on a regular basis.

Perceptions that the socially
) . . constructed approach to learning
Development of pro-active learning Sharing stories and experiences. was highly positive and beneficial.
communities that are responsive to
the specific needs of its members.

Offering different perspectives and Individual interaction strategies
respectively challenging existing developed.
beliefs.

) ) Network of non-hierarchical
Repeated cycles of introspective developmental relationships created.
self-analysis.

Figure 1. Schematic illustration of the delivery process used to maximise the likelihood that

successful outcomes would be achieved.
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Underlying principles

The program was underpinned by the following principles:

Human beings are fundamentally social.

Learning is at the very core of our existence.

Knowing comes from active participation in an activity that we are passionate about.
Our identities change as we learn.

Social structures encourage and enable meaningful interactions.

Delivery

The program was delivered over a twelve-month period and utilised “real-world” experiences to

identify and explore the unique demands and challenges of HP coaching. The process entailed

fortnightly “yarning sessions” with Neil Craig and/or the author and involved small groups of coaches

(with a maximum of four coaches per group) exploring contextually relevant and personally identified

topics of interest in respectful, encouraging and highly supportive environments.

Groups and timings

The following Tables show when the online catch-ups were held. It should be noted that the learning

groups were formed based on information obtained as part of the registration process including

times and days of availability self-nominated by the coaches.

Table 1: Overview of the learning groups that came together in November 2021 and that have since

been exploring personally identified topics of interests on a fortnightly basis.

Learning Group 1 Learning Group 2 Learning Group 3
Monday afternoons Wednesday afternoons Thursday mornings
15:00 - 16:30 15:30 — 17:00 11:00 - 12:30
Louise Sauvage Myriam Fox Stacey Marinkovich

(Canoe-kayak slalom) (Netball)
Tim Decker Alois Rosario Belinda Stowell
(Para-table tennis) (Sailing)
Peter McNeil Rohan Taylor Adrian Hinchliffe
(Swimming) (Diving)
Brad Tutton Colin Batch
(Beach volleyball) (Hockey)
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Table 2: Overview of the second cohort of coaches that commenced their learning journeys with the
program in February 2022 and have been using personal experiences to explore the unique
demands of HP coaching. Unlike the first cohort that consisted of either NIN or NSO Head Coaches,
the practitioners in these learning groups were a mixture of head, assistant and developing coaches.
The aim here was to engage with a wide-range of coaches to better understand the needs and

challenges of Australian HP coaches.

Learning Group 4
Monday afternoons
12:00 — 13:30

Learning Group 5
Wednesday afternoons
13:30 — 15:00

Learning Group 6
Thursday mornings
09:30 — 11:00

Jenny Duncalf

Karen Murphy

Anthony Potter

Brad Ness

Krisztina Szedlak

(Artistic swimming)

Joshua Fabian
(Gymnastic)
Ricci Cheah

(Para-archery)

Michael Crisp
(Surfing)

Mark Prater
(Rowing)

Euan Mcnicol
(Sailing)

Simon Naismith
(Volleyball)

Online sessions

As noted above, learning groups met on a fortnightly basis. A breakdown of the sessions is

presented below.

Table 3: Summary of the online sessions and the amount of data they produced. Data for Cohort 1

relate to a 12-month period of engagement, whereas for Cohort 2 that period was 9-months. The

amount of text-based data is that recorded by the author of this report.

Key Information Cohort 1 Cohort 2
Number of online sessions. 35 24
Number of discussion hours. 525 36

Amount of text-based data each cohort generated through
regular online catch-ups and discussions

(field notes, journal entries and observational data).

~ 20,258 words

~ 12,260 words




Conversations and discussions

The following provides a brief overview of the topics that were discussed across the six different

learning groups and the ways in which they were explored.

Table 4: Summary of the different subjects coaches investigated during their time together.

Management topics

Performance issues

Leadership challenges

The challenges and issues of

social media.
Coach wellbeing.
Athlete wellbeing.

Formulating successful actions

and strategies.

Micro-monitoring not micro-
managing.
Psychological contracts.

Engaging with key

stakeholders.

Managing complex and

challenging situations.

The need to establish clearly
defined roles and

expectations.

Performance wellbeing.

The benefits of reflective

practice.

Using practitioner research to
frame and enhance current

practices.

Competition preparation during
Covid.

Adaptability intelligence.
Developing competitor 1Q.
Normalisation obedience.
Trade-mark performances.
Pressure training.

Triadic reciprocal models of

behaviour.

Coach/athlete relationships.
Adaptive leadership.
Systems thinking.

Building sustainable systems.
Athlete leadership groups.
Sharing visions.

The importance of culture.

Developing inter-

organisational relationships.
Emotional intelligence.

Encouraging, inspiring and

motivating others.

Cultivating positive

training/learning environments.

Table 5: Approaches used to encourage dialogical learning.

Strategies Examples

Collective Coaches investigated topics together through meaningful discussions.

Reciprocal Coaches listened to each other, shared their ideas, and considered
alternative points of view.

Supportive Coaches felt safe to express their ideas openly and freely.

understandings.

Coaches used conversations to progressively establish common

Purposeful

Coaches discussed topics with specific outcomes in mind.
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Approach to Investigation

General outline

In an effort to gain both broad and deep understanding of the program, reactions to it, issues arising
from its implementation and its potential for further development, the evaluation process followed the
examples of Bloor & Macintosh [1], McLaughlin & Ritchie [2] and Kirschbaum & Knafl [3] by

re-using existing data to tease out new understandings about a situation. Arguments in favour of this
approach can be found in Hinds, Vogel & Clarke-Steffen [4], Sandelowski [5], Szabo & Strang [6],
Thorne [7], Fielding [8] and Law [9].

These authors contend that secondary analysis of existing data can be used to generate new
knowledge, new hypotheses, or support existing theories [4]; reduce the burden placed on
respondents by negating the need to recruit further subjects [5]; provide an improved benefit/cost
ratio for vulnerable groups who may be at risk from repeated data-gathering intrusions [6]; and allow

for wider use of data from atypical or inaccessible respondents [7-9].

In the context of the present work, a secondary analysis was made of data collected as part of
normal operational procedures carried out by the AIS Coach Development Team to evaluate

program effectiveness. The use of this approach was considered justified on the following grounds:

e Compatibility of the primary data with secondary analysis
Thorn [7] notes that the “fit” between the purpose of the analysis and the nature and quality
of the original data is an important factor when determining whether to use secondary
analysis. As the data were originally collected for the purpose of program assessment, and

this was the purpose also of the secondary analysis, a high level of compatibility exists.

e Position of the secondary analyst
Fielding [8] believes that the value of re-using qualitative data is maximised when extensive
context is provided about the primary study. Silva [10] and Moore [11] also emphasise the
importance of knowing the context of the fieldwork practices and note that without this
knowledge, there is the potential for the data to be de-contextualised. The present work
attempted to ensure that the context and meaning of the data were not lost by using the
person originally responsible for the primary data collection to conduct the secondary

analysis.

Philosophical assumptions

The work was framed by an epistemological constructivist understanding that knowledge is socially
co-constructed and generated from various perspectives [12], and was guided by an ontological
point-of-view that the coaches would offer different versions of the reality that when analysed would

create a detailed understanding of the experience [13].



Evaluation questions

Table 6 provides an overview of the questions that were developed by the author at the start of the

program to help define the boundaries of the eventual evaluation. This simplified the process of

deciding what data had to be collected, analysed and reported.

Table 6: The questions used to help guide the data generation, collection and analysis phases of

the evaluation process (adapted from Better Evaluation 2016 [14]).

Areas of focus Evaluation questions
Process 1. How well was the program designed and implemented?
Outcomes 2. To what extent did the program meet the needs of participants?
Learnings 3. What went well?
4. What improvements could be made?

Data generation

Data for the evaluation were generated from the following qualitative research methods and includes

insights from 21 of the 22 coaches.

e A comprehensive review of key documents (progress reports and contact logs).

¢ Informal interviews (yarning) with purposively selected individuals.

e Targeted analysis of secondary data (program evaluations, emails, text messages and

registration forms).

e Field notes.

e Observational data (journal entries).

¢ Informal focus group discussions (online catch-ups and a face-to-face event held in Alice

Springs).
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Findings

Summary

This section initially focuses on addressing the evaluation questions and presents findings,
recommendations and justifications for each identified area of focus. Additional findings are then
presented and discussed before examining the ways in which the program generated value for the
participants and host organisation. Here, the “value creation framework” of Wenger, Trayner and de
Laat [15] was used to assess outcomes in ways that extended beyond what could have been

achieved through the use of statistical analysis alone.

Question 1: How well was the program designed and implemented?

When responding to this question, the evaluation found that the program was designed,
implemented and operated as intended (see section 4 for a detailed report of the implementation

process). According to the coaches, the following were the key features of the program:
e The use of less formal approaches to learning and development.
e An emphasis on peer-to-peer interactions.
e The relaxed conversational approach to knowledge acquisition (dialogical learning).
e Examining real stories, current topics and lived experiences.
e Learning from knowledgeable peers from different sports.
e Being continually consulted.
o Development of a sense of connection between group members.

e Diversity in the learning groups (e.g., male/female coaches, para/able body sports,

individual/team sports).

e Use of published research to reinforce learnings and complement what was being

discussed.

Recommendations

e Support for the delivery of the AIS Coach Summit should be continued.

e Future iterations of the program should include the above design features and be
implemented in ways that enable progressive, holistic identification and resolution of real-
world problems through repeated cycles of observation, reflection, planning, action and

evaluation conducted in collaboration with coaches and other key stakeholders [16,17].
Rationale

e The design features outlined above are consistent with research showing that most
coaches tend to favour informal approaches to learning above the formal methods

typically employed in coach accreditation courses [18,19].
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Question 2: To what extent did the program meet the needs of participants?

To answer this question, the author made use of data generated from group discussions, evaluation

forms and yarning sessions. Analysis of the data revealed the following key points.
Part 1: Did the program meet the needs of the coaches?
e 5 ofthe 21 coaches (24% of participants) thought the program met all of their needs.
o 7 of the 21 coaches (33% of participants) said the program met nearly all of their needs.

e 9 ofthe 21 coaches (43% of participants) indicated that the program was successful in

meeting most of their needs.
Part 2: Did the program meet the expectations of coaches?
o 8 ofthe 21 coaches (38% of participants) said the program exceeded their expectations.

e 13 of the 21 coaches (62% of participants) believed the program fulfilled their expectations.

Recommendations

e Guiding principles aimed at ensuring future iterations of the program continue to meet

and/or exceed the expectations of coaches should be developed.

¢ Insights and learning from the current program should be used (where possible) as a

basis to support the above initiative.

e Future endeavours should be underpinned by well-designed monitoring and evaluation
strategies that are clearly articulated and customised to capture and address the
challenges of real-time program delivery so that outcomes can be accurately measured

against strategic objectives.

e Operational funding should be allocated to support the evaluation of future iterations of

the program and other coach development initiatives.
Rationale

e Implementation of the above suggestions could aid the generation of new learnings
which, in turn, could contribute to better designed programs and a more detailed

assessment of their impact [20].




Question 3: What went well?

The list below is based on data generated from the evaluation forms, contact logs and yarning

sessions and highlights some of the mutually beneficial outcomes the program achieved for its

participants and host organisation.

The program proved to be a useful test case for understanding the benefits of more social
and collaborative approaches to learning.

The program developed reputational and knowledge capital for the AIS Coach Development
Team.

The small independently operating learning groups enabled real stories to be shared and
discussed at each session.

The flexible and accommodating format allowed coaches to participate in the program even

when overseas and faced with difficulties related to time zones.

Exploring personally identified topics of interests provided more effective learning

opportunities for the coaches by connecting their motivation to the subjects and discussions.

A focus on discussions rather than presentations was an effective learning method that
created numerous cogitative and physical artifacts (e.g., development of new ideas and

course resources).

Mixing with other HP coaches on a regular basis created a sense of connection for
participants and, in some cases, enhanced their experience of the program.

Recommendations

The above points should help shape future iterations of the program to maximise the
potential for achievement of similar mutually beneficial outcomes.

The social structures that enabled the meaningful interactions to take place should be a

core feature of future programs and initiatives.

Rationale

Most adults are task-oriented, which means they learn best when the information relates
to their experiences [21-23].

Adults tend to learn better when the information is related to a perceived need [21-23].

Mutual respect and trust encourage people to share their views more openly and freely
[21-23].

Coaches are more willing to engage in learning programs when they are certain the
content is directly relevant to the needs [24].
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Question 4: What improvements could be made?

There was a strong consensus amongst the coaches (87% of participants) that whist the program

was effective at meeting their needs, it could also be improved by:

Hosting face-to-face introduction sessions at the beginning of future programs to help build

relationships and connections.
Whole cohorts coming together more often (e.g., every 3 months).
Staging monthly rather than fortnightly online sessions.

Providing more flexibility so that coaches can switch between learning groups to fit in with

their other commitments.

Having coaches discuss specific topics at whole cohort sessions (a current issue or area of

concern).

Inviting relevant guests to online sessions on the condition that they understand they are to

be guest members of the group rather than guest presenters.

Providing opportunities for participants to observe other coaches in their daily training

environments.

Having clearly defined expectations in place so that coaches know what is expected of them

in terms of their commitment and levels of engagement.

Recommendations

Operational funding should be allocated to support and encourage situational learning
(coaches visiting certain training environments to observe and learn from each other).

Social learning leaders such as Neil Craig should be utilised in the above initiative to

enhance and maximise the learning.

Participating coaches and group facilitators should work together at the start of future

iterations of the program to establish a calendar of events and reenforce expectations.

Rationale

Research shows that:

Better outcomes are typically achieved when programs are continually shaped by the
inputs of people for whom the solutions are being sought [25,26].

New approaches must be constantly developed and applied for performance to

continuously improve [27].

Many coaches have enhanced their skills through more social and collaborative
approaches that have been both observational in nature and based in their work

situations [19].
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Additional findings

In addition to addressing the evaluation questions, an attempt was made to accurately record the
characteristics of coaches who appeared to get the most out of the experience. This was done by
reviewing the author’s journal notes, analysing observational data and re-examining the evaluation
forms and contact logs. The same procedure was then repeated to identify the facilitating skills that
aided the knowledge production processes, and to determine the amount of time it took to deliver
and monitor the program. A final review of the data was then carried out to better understand the
social nature of learning and the ways in which it enabled the coaches to create new ideas and

contextually relevant bodies of knowledge. The findings from this work appear below.

Key behavioural traits

Analysis of the data revealed that the coaches who appeared to get the most out of the experience:
e Prioritised the program and attended almost every session.
¢ Individualised and customised the learning to fit their goals and needs.
e Monitored their own progress and evaluated the effectiveness of the learning.
e Were highly motivated and committed to improving.
e Shared openly and actively sought feedback.
e Took a lot of notes.
o Asked a lot of questions and constantly sought clarification.
e Had regular contact with other group members and the facilitator outside of sessions.
e Took substantial responsibility for their own learning and development.

e Had an ability to form respectful and meaningful relationships.

Something to consider

The personal traits highlighted above are consistent with those of self-directed learners - an
autonomously led approach to the organisation of learning and attainment of knowledge [28,29].
This finding is important because it is compatible with research showing that while most coaches
tend to favour informal approaches to learning, self- directed learning is the preferred method for

expert coaches [18].
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Essential facilitating skills
Results from the analysis are presented below and show that the program’s primary facilitator, Neil
Craig, played a critical role in the learning process and the transfer of new knowledge. Nevertheless,
it should be noted that Neil only worked with coaches from the first cohort so the findings are limited
to the responses of participants from groups 1, 2 & 3 and therefore cannot be considered as

necessarily providing a representative view of all people involved in the program.

Table 7: Overview of the skills that were displayed by the primary facilitator that guided discussions

and aided the learning of coaches from the first cohort.

Roles Key Skills

Group Leader e Modelled appropriate communication skills (Listening, repeating and
summarising).

e Maintained safe and conducive learning environments.

e Helped learners apply content to their profession.

e Provided constructive feedback during discussions.

e Managed group dynamics.

Agenda Manager e Ensured planned timings were adequate and appropriate.
e Kept discussions on topic.

¢ Managed time to ensure topics were thoroughly explored.

Content Expert e Answered all questions in detail.
e Shared personal experiences that enhanced learning and credibility.
e Used appropriate terminology for the topic and the learners.

e Openly shared relevant knowledge with group members.

Role Model e Maintained positive and professional demeanour.

e Modelled the behaviour that was being sought.

e Had credibility as a HP coach and social learning leader.
e Encouraged continual learning.

e Was seen as an influencer of success.

Consultant e Helped participants understand and apply the concepts.

o |dentified factors that supported or hindered the learning process.

e Helped coaches manage the above factors to ensure that generation
of new knowledge occurred.

e Acted as a sounding board for new ideas and work practices.




Learning through a community of practice

Results from the analysis made it clear that the socially constructed relationships (learning groups)
offered opportunities for participants to pursue a particular form of learning in an attempt to make a
difference to something they are deeply passionate about (HP coaching). The illustration below is
intended to reflect this process, along with the ways the multiple interacting learning trajectories and
partnerships within each group generated new ideas through active participation in coach-specific

communities of practice. In the Figure:

e Community refers to the social structures that formed the shared domains of interest and
enabled meaningful interactions to take place (the independently functioning learning

groups).

e Practice refers to the specific areas of focus around which the communities developed and
the ways in which the personally identified topics of interest were pursued (e.g., meaningful
discussions, information sharing events, mutual engagement in problem-solving activities,

exploring real-world problems).

e |dentity refers to the ways in which the identities of community members (the coaches, Neil
and the author) have changed through their participation in the program (e.g., better

learners, more effective leaders, members of a special community).

e Meaning refers to the processes that enabled community members to make sense of their
experiences and gave significance to their actions (e.g., responses to the evaluation forms,

implementation of new ideas, sharing stories about their experiences).

Learning Learning
by > Community > by
becoming Where do belonging

we belong?

4 v

Meanin :
9 Practice

How do we )
Summit What are we
make sense .
Program doing?
of our

experience?

4 v

Identity
Who are we

Learning Learning
by < becoming? < by
experiencing doing

Figure 2: lllustration highlighting the dynamic nature of social learning and ways in which it was
pursued by the coaches in the summit program.
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Time and effort required to deliver and monitor the program

In an attempt to accurately reflect the time and effort that was devoted to the implementation,
delivery and monitoring of the program, a final review of the data was undertaken and revealed the
following key points:

e An average of 4.5 hours per week was spent facilitating or co-facilitating online sessions.
e An average of 5 hours per week was spent taking and reviewing field notes.

e Anaverage of 1 hour per week was spent updating contact logs.

e An average of 7 hours per week was spent researching topics from the sessions.

e Anaverage of 6 hours per week was spent developing resources and locating relevant
web-based information to share with the coaches.

e An average of 1 hour per week was spent contacting coaches outside of the sessions.
e An average of 1.5 hours per week was spent discussing matters with the project team.

e An average of 26 hours per week was devoted to the program.

Breakdown of weekly hours

. N -

0

Facilitating  Note taking Updating  Researching Developing Contacting Disuccsions
sessions contact logs topics resources coaches with project

team
members

Figure 3: Breakdown of hours spent by the author delivering and monitoring the summit program.

Something to consider

The specific and intentional focus given to the delivery and monitoring of the program is
consistent with the organisation focus principle which implies that having only a small number of
objectives is often more productive, effective, and efficient than attempting to achieve a broad
range of outcomes [27,30]. This suggests that in the present case a single focus on a clear

objective (improvement of current program) could be a successful strategy.




Measuring value
As mentioned earlier, the value creation framework of Wenger et al. [15] was used to examine the
ways in which the program created value for the participants and host organisation. The process

involved exploring data generated from the socially orientated learning activities listed below:
e Sharing and learning from each other’s experiences.
e Sharing personal stories.
o Offering different perspectives.
e Sharing suggestions, presentations and documents.
e Helping each other with challenges.

e Challenging existing beliefs through appropriate questioning and periods of reflection.

General outline of the value creation framework

The value creation framework was developed to help measure the value that individuals and
organisations can generate from participating in a community of practice and/or other social learning
networks [15]. The Figure below highlights the fact that over time, the personal stories and different
perspectives that make up these shared endeavours often become valuable learning resources with

multiple benefits and different forms of value.

4 hYZ Y4 \( \( )

Immediate Potential Applied Realised Reframing
Value Value Value Value Value
New New Changes in Improved Redefined
connections knowledge practice performance success
. AN AN AN AN Y,

Figure 4: Schematic overview of the various types of value that were produced through participation

in the Coach Summit Program, as identified through use of Wenger’s Value Creation Framework.
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Summary of value created by participation in the program

The following provides a brief summary of the benefits that arose from participation in the program

and highlights the different ways by which value can be measured within social learning spaces.

Immediate value
This form of value occurred through a range of positive and mutually beneficial interactions and
activities, including:
e Coaches engaging in regular online discussions and openly sharing their personal
experiences and stories with each other.
e Coaches offering a range of different perspectives.

e Coaches helping each other through thought-provoking dialogue.

Examples of immediate value
Three pertinent and representative comments demonstrating the importance of connection and how

it generated immediate value for the coaches were as follows:

“l appreciated the consistent attendance of our group despite heavy schedules in our sports.
This enabled real stories and current topics to be shared at each session, which were

|u

facilitated well by Neil & Pau

“l like the fact that we got to listen to other coaches first and on the topics we were

discussing. Also the way Paul was able to keep each session free flowing”.

“The automatic bond when seeing the other coaches in person has been really special, and
it’s nice to see how the online interaction can break down the barriers for open

communication and shared learning”.

Potential value

According the Wenger et al. [15], the activities and interactions outlined above can often produce
benefits that are not realised immediately but stored as potential value in the form of knowledge
capital, which can be further divided into the following five categories: personal assets (human
capital), relationships and connections (social capital), resources (tangible capital), collective
intangible assets (reputational capital), and transformed ability to learn (learning capital) [15]. The
following demonstrates how these various forms of capital were created through active participation

in the program.

Personal assets (human capital): The regular online catch-ups and positive interactions created
this form of capital by assisting participants with the development of new strategies to help deal with

the challenges of HP coaching, as evidenced by the following quote:

“There are things that | have definitely added and shared with others throughout the program. It has
also created another layer of confidence for me. Knowing you are not the only one facing similar

challenges and issues through our discussions has reinforced my thinking”.



Relationships and connections (social capital): In the current context, the socially constructed
relationships could be considered a valuable source of capital since there was a general perception
amongst the coaches that they were highly rated and respected. This in turn, appears to have
assisted in the sharing of thoughts and the creation of new networks, as indicated by the following
feedback:

“Participation in the program has expanded my coaching network and | feel comfortable to

contact any of the coaches outside of the program for advice”.
“I am eager to continue connecting with other coaches from other sports to continue learning”.

“Having the opportunity to share stories, thoughts and feelings in a safe environment with

other HP coaches was one of the things | enjoyed most about the program”.

Resources (tangible capital): All the coaches were given opportunities to engage in activities that
enhanced their access to this form of capital, including the sharing of research findings and links to
relevant online stories, receiving regular updates, participating in the online sessions, and having

access to specially created resources (physical artifacts). The creation of tangible capital is clearly

demonstrated in the following extracts:

“I really appreciated the time Paul took to go away and research topics from the discussions

and provide us with additional information”.

“Was great to receive research/science that complemented what we discussed but didn’t drive what

we had to talk about”.

“The follow up by Paul of papers or further knowledge on subjects was an asset as it promoted

further learning in my own time on particular areas of interest or applicability”.

Collective intangible assets (reputational capital): Whilst analysis of the data did not reveal any
evidence that participation in the program created this form of capital for the coaches, it could be
argued that formal recognition of the program as an innovative approach to coach development

ensured that reputational capital was generated for the host organisation:

"The AIS Coach Summit Program is revolutionary as it unites our high performance system and
enables our coaches to forge important relationships with their peers from other sports” — Acting AlS

Director Mattie Clements (social media).

“This program really enables us to lift our heads and look to the future, not just in our own sports, but

what we need fo do to develop the future of coaching” — Program participant (social media).

“This has been a very valuable program that the AIS has put in place and it also improves our
support networks. We can now ring each other up wherever we are travelling and catch-up in an

informal way and maintain that connection” — Program participant (social media).

“Through the AIS Coach Summit Program, I've learnt so much from the other coaches and their
experiences, how they handled different situations and how | can learn from them and integrate that

into my programs” — Program participant (social media).
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Transformed ability to learn (learning capital): The emergence of this form of capital is

demonstrated by perceptions that the relaxed conversational approach to learning (as opposed to
more formal and direct teaching methods) was highly regarded by the coaches because it provided
“a more personal learning experience” and created “new opportunities for learning”, through
“collaborating with others”. Importantly, a vast majority of the coaches (18 of the 21, 86% of
participants) indicated that they saw merit in the use of this approach because it increased
opportunities for the acquisition of new knowledge, attitudes and beliefs, as is evident from the

following extracts:

“There was a casual nature about the sessions which promoted healthy discussion and learning. As

a coach, | felt safe to talk through any issues or assist others with my comments”.

“I really enjoyed hearing how others have developed their coaching careers and how they

have worked to implement new ideas”.

“I was able to gain different perspectives on some methods and learnt from the other

coaches when they shared their experiences”.

“This is the best coaching environment/learning program I’'ve been involved with as a coach.

We discuss real coaching issues, not prearranged textbook learnings”.

“The group that I'm involved with has 2 team coaches and 2 individual coaches, it’s a great

mix, learning from each other. | feel we are all curious and questioning but in the right way”.

Applied value

As can be seen from the examples below, the creation of applied value was indicated by
descriptions that learnings obtained from the program’s artifacts and/or social relationships had been

applied to a specific task with the aim of obtaining a better outcome.

“I have definitely introduced a couple of new initiatives based on the discussions. It has also

reinforced some current methods | already have in place”.

“Yes, I think | have changed a few things that | do from the knowledge | gained from others

on the program. It’s also reassuring when you do some things and know you are not alone”.

“l definitely have incorporated some of the thoughts and practices discussed in our program

to improve my previous practices”.
“It's work in progress, | have adopted and adjusted a few things”.

“Learning from the other coaches helped me to re-think some of my own practices and avoid

some potential pitfalls”.
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Realised value

According to Wenger et al. [15], indicators for this type of value must reflect changes in what counts
as success for participants and their environments. In the present case, the following examples
represent some of the ways applied value was realised by the coaches in areas that were important
to them:

“Changes have been made to my own work and to the program as a whole, including coaching

structure, methods to deal with athletes and highlighting the importance of culture”.
“I've implemented new strategies to help manage my life and help prevent burnout”

“The resources saved me a lot of time and helped me develop some new ideas that have been

successfully implemented and well received”.

Reframing value

The final form of value occurs when “social learning causes a reconsideration of the learning
imperatives and the criteria by which success is defined” [15, p: 21]. In the present context, this
change occurred at both individual and organisational levels and created new markers for success.
Nevertheless, it should be noted that learning within a community of practice is a constant process
of negotiation so the threshold at which something is considered to constitute reframing is never
clearly defined [31,32]. Therefore, the following should not be considered as a representative view of
all the coaches in the program but as an example of how patrticipation in social learning spaces can
and will produce various results for participants.

Table 8: Summary of how reframing value emerged from participation in the program.

Examples of reframing value at an Examples of reframing value at an
individual level organisational level

Regular engagement in the joint endeavour has | Learnings from the program are being

changed some of the coaches’ understanding translated into institutional change and

and definition of what matters. encouraging solution development.
The social learning process encouraged The program is creating new learning
periods of reflection and an examination of partnerships for the host organisation.

existing beliefs. The program is causing the AIS to reconsider

Coaches pursued topics that were importantto | and redesign the role of at least one of its
them and therefore created their own markers employees.

for success. The program is generating data that can be

The program led to a sense of becoming for used to create new frameworks to help drive
some individuals (more effective leaders) and forward effective professional practice.

the continued refinement and realisation of new Outcomes from the program could help the
ideas (athlete trade-mark performances). host organisation become more efficient with

program design and delivery.
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Interpretation of value creation measures
Although the above highlights the different ways in which benefits arising from the program can be
measured, it is important to understand that a hierarchy of levels does not exist in the value creation
framework and that one form of value will not automatically lead to another. According to Wenger et
al. [15], this is because learning, like performance, is a non-linear and dynamic process with distinct
phases of knowledge production and the subsequent application of that knowledge. These authors
also contend that in order to appreciate the multiple benefits of collaborative efforts, value should be
considered the product of independently operating learning cycles that are capable of producing
enormous benefits in their own right, and consequently may not necessarily have to come together
in order for successful outcomes to be achieved [15]. Therefore, the true success of the program
should not be determined by whether it reached the final cycle (reframing value) but on the quality of

outcomes created by each separate learning cycle.

Photo by lan Schneider available for free on Unsplash
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Review of implementation process

General outline

The information presented in this section of the report is informed by a combination of practical
experience gained from running the program and the reading of relevant research literature. The
practical experience provided opportunities for the author to have meaningful and continual dialogue
with coaches to identify program aspects on which they placed most value, to the extent that some
of them could be considered co-developers of the program and architects of their own learning
experiences. Reading of the literature enabled interpretation of these experiences in the context of
the broader conceptual framework of implementation science - “the scientific study of methods and
strategies that facilitate the uptake of evidence-based practice and research into regular use by
practitioners” [33]. While the work was undertaken by the author alone, it is reflective of a highly
collaborative process in which the coaches and other project team members were central in bridging

the gap between theory and practice [34,35] (Figure 5).

Brief summary of implementation science

Unlike clinical research which takes place in controlled environments, implementation science is
interested in understanding how interventions work in real-world settings and the ways in which they
can be improved. However, and perhaps most importantly for the current work, it also focuses on the
factors that can affect the implementation process [36] and offers appropriate frameworks to
demonstrate how proven strategies can be successfully transferred to other situations and contexts
when key internal components of a program are compatible with external influences and drivers [37-
39].
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assumptions and
considering new

/ perspectives

Transformative ]
(Knowledge) learning (Experience)
Reading of Active
relevant research New engagement in the
literature program

knowledge

Reflection

and
discussions

Figure 5: Simplistic illustration based on the work of Ha, Bosch & Nguyen [35] to show how the

information presented in this section was constructed.



Retrospective review of process

The framework below was developed from a thorough and systematic review of the implementation

evaluation literature [40] and outlines the mechanisms required to build the capacity to implement

and sustain evidence-based practices in real-world conditions [33,36]. In the current context, it was

used to identify the factors that enabled initial implementation of the Summit program.

Key components

Real word meanings

Summit examples

teams

Usable interventions Define idea The work was clearly defined and aimed at
addressing one of the strategic goals of the AIS
Coach Development Plan.
Implementation Team work Selected personnel from the AIS Coach

Development Team shared the responsibility for

the planning and implementation of the program.

Implementation

drivers

Capacity and infrastructure

The initial success of the program was the result
of numerous factors, including the competency
and experience of team members, the capacity of
the host organisation and the quality of the

activities.

Implementation

Planned phases

Examples of this include:

stages e The introduction of a second cohort of
coaches three months after the program
started.

e The present evaluation, which should be
seen as a precursor to a new phase of the
program.

Improvement Continued improvement In the present case, this involved the routine
cycles review of data to support the change process.

Figure 6: Overview of the Active Implementation Framework [40] and how it was employed by the

author to interpret and present the findings outlined in this section of the report.

Something to consider when attempting to implement new programs and/or practices
e 80% success in 3 years when using implementation science.

e 149% success in 17 years without implementation science [41].
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Analysis of implementation steps

The following makes use of the implementation stage component of the above framework and
demonstrates how an initial idea was successfully transformed into practice (Figure 7). It is hoped
that the information will support the implementation and uptake of other projects and help them
achieve their goals. For example, research shows it can take up to 2 to 4 years for a well-designed,
well-defined and well-researched program to achieve (if at all) its intended outcomes and that
conducting stage-appropriate implementation activities is necessary for the development of new
organisational and systems thinking [42,43]. Whilst the decisions and actions required to effect this
change can be accomplished through a set of planned stages, introductions of new initiatives often
require constant adjustment and refinement in order for them to achieve their objectives [44].
Therefore, and as can be seen in the Figure below, the implementation of the Summit program
should not be seen as a one-off event but as a process of continual refinement that aims to make
the program increasingly effective in meeting the needs of a specific targeted population group

distributed across multiple settings and different locations.

Implementation stages

Exploration Installation Initial Full

implementation implementation

Actions and activities

Establishment of Undertaking scoping Activation of Not yet accomplished.
project team. activities. improvement cycles.
Clear definition of Development of Identification of
concept. readiness. problems and
Development of Creation of monitoring develop'ment of
. solutions.
feedback loops. and evaluation
strategies. Building
implementation

Development of

project plan. capacity.

Figure 7: Summary of activities undertaken by the project team to ensure the Summit program was
implemented as intended. It is worth noting, however, that the Figure does not reflect the non-linear
and interdependent nature of the actions that occurred at different stages of the project and that

were often revisited when circumstances changed (e.g., when data identified an area of concern, or

when there were changes to staffing).
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Summary and breakdown of implementation steps

The following summarises how the first three steps of the framework were employed in the Summit
program and presents suggestions aimed at supporting the realisation of the fourth stage: Full

implementation.

Step 1: Exploration

The goal of the exploration stage is to examine the degree to which a program can meet the needs

of the intended audience [41]. In the present context, this involved:

Establishing a project team.

Using data to demonstrate a need and want for the program.

Consulting with key stakeholders to develop a clear understanding of the requirements.
Having a clearly defined concept.

Creating feedback loops to share insights and accelerate project development.

Step 2: Installation
The installation stage begins when a decision is made to move ahead with an initiative and entails

preparation of work required to activate a program [41]. For the Coach Summit project, this involved:

Establishing an implementation leader/project coordinator.

Reviewing relevant literature and undertaking other scoping activities to show that the

program was feasible, practicable and assessable.
Developing a comprehensive project plan and set of operational procedures.
Creating an underpinning philosophy and set of values.

Developing an inclusion and exclusion criteria based on known characteristics of coaches
most likely to benefit from the program.

Identification and recruitment of key personnel (e.g., a well-known former professional coach

and highly respected social learning leader).
Developing a monitoring and evaluation plan.

Framing the work as a participatory action research project.
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Step 3: Initial implementation

It is during this phase of the implementation process that the original concept is tested and refined

through use of strategies designed to promote continuous improvement and systemic solutions [41].

Examples of how these activities were pursued in the Summit program are as follows:

e Rigorous monitoring procedures were employed to test logistics and determine the overall
feasibility of implementing larger-scale programs.

e Practices were constantly examined and modified based on participant feedback.

e Extensive consultation with selected personnel (e.g., coaches from the program and certain
members of the AIS Coach Development Team) was undertaken to identify challenges and

address issues.
o Data from multiple sources were used to shape program improvement.

e Measures identified during the initial planning phase were used to track progress.

Outcomes from the above actions, included:

e |dentification of implementations gaps (e.g., a lack of suitable trained social learning
leaders).

e Creation of fidelity capital (i.e., the essential components of the program that will impact its

ability to achieve the intended outcomes).
e Generation of new ideas for capacity building and sustainability.
e Enhancement of existing feedback loops.
e Creation of program outcome data.

e Development of new decision-making processes.

Step 4: Full implementation

Although the program’s implementation process has not yet reached this stage, use of the
framework generated new learnings for the author around the complexity of the work and an
understanding of why outcomes change when implementation practices are carefully addressed.
The author now believes that the following actions are necessary to support future iterations of the

program and enable it to reach its full potential.

e Build capacity for implementation drivers (e.g., development of new facilitators through

active participation in online sessions and discussions with project team members).

¢ Enhance implementation support (e.g., overcoming existing administrative challenges and

enhancing communication cycles).

o Develop new methods to measure and report areas of improvement and efficiency (e.g.,

value creation stories).

¢ Design and develop resources as new learnings become integrated into practice (e.g.,
information guides to support the facilitation of sessions and the creation of new programs).
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Next steps
Below is a list of suggestions aimed at supporting full implementation of the Summit program. It is
provided with a profound sense of respect for what has already been attempted and achieved, and

for what is currently envisaged.

e Distribute this report to coaches and the AlS Coach Development Team to stimulate

additional suggestions relating to the next iteration of the program.

¢ Liaise with members of the project team to discuss findings, recommendations and

suggestions.
e Develop a new plan focussed on achieving full implementation.
e Clarify roles and responsibilities to strengthen implementation capacity.

e Establish processes and procedures to support new ways of working and thinking (social

learning).
o Develop resources to support a constructivist pedagogical approach to learning.
e Redefine inclusion and exclusion criteria.

o |dentify potential additional facilitators and design professional development activities to help

them develop the required competencies.

e Wait until current initiative reaches full implementation before attempting to introduce new

coach cohorts.

e Have relevant experts conduct a formal study on the program and the social learning

practices.
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Concluding comments

Experience accumulated and documented over a 1-year period suggests that the high-performance
coaches participating in the AlIS Coach Summit program have strongly embraced an opportunity to
pursue further learning through regular online interaction with peers. This is demonstrated by their
sustained attendance of the online sessions, and by feedback that they provided not just in response
to a formal program survey, but also through comments made spontaneously throughout the
duration of the program. Coaches particularly appreciated being able to individually and collectively
identify the topics for the online discussions, since they saw this as maximising discussion relevance
and the practical applicability of emergent new knowledge. The learning that they achieved through
the peer-to-peer discussions was seen as comparing favourably with that previously accomplished

via attendance of presentations given by content experts.

Interestingly, summaries of salient research distributed to the coaches in the aftermath of each
online session were very positively received. This was apparently due to the contextual specificity of
the summaries. The focus was on the ability of available research to offer possible solutions to
recognised real-world problems, rather than on obtaining a general awareness of research findings

and then having to assess their applicability.

The facilitation of the online sessions appears to have been critical to their success, and to the
evolution of the online groups toward becoming genuine communities of practice. The
characteristics and skill sets required for effective facilitation demand careful attention. The
facilitation role necessitated a considerable amount of work outside of the online sessions
themselves. While this naturally raises a question concerning cost-to-benefit ratio, it is notable that
having high-performance coaches undertake formal, modular courses of study typically involves

much greater cost and may often produce less proximal vocational learning.

The AIS Coach Summit program is underpinned by an acknowledgement of the specialised
professional competencies of high-performance coaches and their capacity to be architects of their
own learning journeys. Findings to date imply that the coaches have a real willingness to explore this
capacity, especially if appropriately assisted with the task. The findings are consistent with the

principles of self-determination theory.

The Coach Summit program is still at an early stage of development, and its long-term influence
remains to be ascertained. Maintaining the current degree of coach engagement will almost certainly
depend on allowing the program to evolve in ways advocated by the coaches themselves, so that it
can become ever better at meeting their learning needs. Ongoing evaluation will be essential and
will need to become more nuanced. Present indications, though, are that the program is creating
multiple forms of value for the coaches and the AlS. All coaches who have participated in the
program are keen to stay involved. The future therefore seems promising if organisational support

for the program is continued.
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Final thoughts
Supporting the development of HP coaches is a challenging task, since there is no single theory that
explains human learning in its entirety [45]. Adding to this challenge is the idiosyncratic nature of
learning [46-49] and the fact that effective coach development tends to occur through opportunistic
and serendipitous methods as opposed to participation in structured programs [17,49,50]. While the
AIS Coach Summit Program appears to be addressing these challenges by offering a more
balanced and flexible approach to learning, its focus on achieving long-term context-specific
outcomes by encouraging highly experienced coaches to re-consider existing feelings, beliefs and
assumptions (i.e., their cognitive structures) is a highly challenging task. Attempting to meet this
challenge will require a collaborative approach and is dependent on the willingness of key personnel

from multiple organisations to work together [46,51].
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