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Ontario Rugby Referees

Strategic Plan

January 1, 2009 – December 31, 2011

DRAFT  October 31, 2008

Objective 
· To develop a long range plan for rugby refereeing in Ontario for the 3 years, 2009 through 2011, in conjunction with the Rugby Ontario Strategic Plan. 

· To develop a plan with a combined focus on growth and development strategies. 

Setting the Stage for the Plan  - The need for growth 

Rugby Ontario is in the process of finalizing a Strategic Plan with the objective of achieving a significant increase in the number of registered rugby players in the Province over the next three years.  

It is essential that the numbers within the refereeing community in the Province keep pace with, or exceed, the growth in players.  

At the same time, the game of Rugby worldwide is being revolutionized with increased emphasis on speed and continuity.

It is essential that the quality of match officials be maintained or increased to meet the needs of the modern game.

While quality and quantity have always been goals of the refereeing community, the need for a coordinated plan to achieve those goals has never been more apparent. 

This document has been assembled to examine strengths and weaknesses of the existing organizations involved in officiating and to examine ideas for increasing the standard of officiating.  It is a planning document for all stakeholders involved or affected by officiating, not just the existing referee societies. 

The challenge is great, but the need was never more apparent.

The Context for planning - A profile of Ontario Rugby 

The following data provides a profile of rugby in Ontario – a number of different sources have been used and each is identified. 

In 2007, there were 64 rugby clubs active in the Province of Ontario.  Table 1 shows the number of members by club. (source RO). 

It is worthy of note that this data shows that 33 clubs, or 52%, have less than 50 members, and only 8, or 12.5%, have more than 200 members.

Table 1: - Number of Clubs by Registered Members – 2007

	Number of members 
	Number of Clubs 

	300 +
	1

	250 - 299
	3

	200 - 249
	4

	150 - 199
	4

	100-149
	7

	50- 99
	12

	0 - 50
	33

	Total
	64


(Source: ORU Registrations)

This data indicates that rugby in Ontario is dominated by small organizations, closely identified with local communities.  This issue of size of operation presents many problems for sustained growth. 

Player registrations in Ontario continue to grow as shown in the following Table 2. 

Table 2:  Number of Registered Members – 2002 to 2007
	Number of Registrations
	2002
	2003
	2004
	2005
	2006
	2007
	% increase from 2002

	Senior
	2899
	3230
	3400
	3200
	3398
	3838
	32%

	Junior
	1213
	1283
	1683
	2700
	2480
	2673
	120%

	Minor/Mini
	214
	365
	339
	700
	1096
	1205
	463%

	Total Players
	4326
	4878
	5422
	6600
	6974
	7716
	78%

	Non-players
	321
	358
	380
	350
	405
	277
	

	Total
	4647
	5236
	5802
	6950
	7379
	7993
	72%


(Source: ORU Registrations)

Table 2 shows that significant growth has occurred in the junior age group rugby and in Mini rugby programs as a result of the Provincial, Branch and Club initiatives. This is reflected in the overall increase, although it is encouraging to note that Senior registrations have increased by 32% over the base year of 2002. 

The Rugby Ontario is the largest Union in Canada – data provided by Rugby Canada shows that Ontario has 39% of the registered rugby players in Canada.  At the Senior level, 34% or the registered senior players in Canada play their Rugby in Ontario. 

Perhaps the most exciting and challenging factor facing Ontario rugby is the explosion of schools rugby at both the High School and grade school level. Data obtained from Rugby Ontario and from OFSSAA for the 2008 season indicates that there are approximately 220 High Schools playing rugby and that this involves 22,000 high school players across the province. Table 3 shows the number of high schools players for the years 2003 – 2006 

Table 3 – Number of High School Players in Ontario

	Group
	# of Female Players
	# of Male Players
	# of Players

	2003 - 2004
	5,773
	8,286
	14,059

	2004 - 2005
	6,720
	11,697
	18,417

	2005 - 2006
	6,189
	10,625
	16,814


If we assume that the high school program is 4 years, then approximately 4,200 High school rugby players graduate each year.  If Rugby Ontario establishes a target of 10% of these graduating players to continue their rugby careers by joining a cub, that means that approximately 420 new players per season would join the club game.   

A Profile of Officiating in Ontario

The practice of refereeing, or more correctly “officiating”, in Ontario is managed by the Ontario Rugby Referees Society and its three Branch Societies in Eastern Ontario, Toronto and District and Niagara.  

Together the Societies appoint officials to Rugby Ontario sanctioned matches, OUA and OCAA matches, and to Rugby Canada matches when requested.   In 2007, virtually every match in Eastern and Niagara was covered and approximately 80% of matches in Toronto.  There is an obvious need to eliminate this shortfall.

The Societies provide development opportunities for referees including certification clinics, regular Society training meetings, workshops with visiting coaches, Panel meetings, out-of-Province exchanges, one-on-one coaching, match day coaching, etc.   The Societies also provide a social outlet for referees so that they have a sense of belonging to a community.

Financially, the Societies receive just $5000 from Rugby Ontario for Development purposes.  Other funds are raised from dues paid by members, clinics, providing officials for High Schools, and, in some cases, Branch Unions.   All other funds received from Rugby Ontario are for travel expenses, which are passed through to officials based on a rate of 30c/km.   

There is an acknowledged shortage of referees for the High School matches.  This is not considered within the mandate of the existing referee Societies although some Societies assist some school boards.  

Table 4 shows the present numerical strength.  To meet existing needs and to accommodate growth in the number of players, there is a corresponding need for more officials.  

Table 4 – Number of Officials

	
	2004
	2005
	2006
	2007

	IRB Certified Referees
	509
	607
	656
	663

	IRB Certified Referee Coaches
	20
	57
	64
	70

	RC Registered Referees
	
	
	
	240

	ORRS Membership
	
	
	
	210


Table 4 shows a steady growth in the number of IRB certified Referees in Ontario.  It also shows an even more impressive growth in the number of IRB certified Referee Coaches.   Certification expires 4 years after completing the course so just maintaining numbers requires an ongoing effort.  Having 16 IRB certified Educators in Ontario makes this possible.  In most years, Ontario provides clinics for more referees than the rest of the country combined.

Table 4 also shows that, in 2007, only 240 of the 663 IRB certified referees registered with Rugby Canada as a referee.  That’s only 36%.   The remaining 64% were not available for refereeing club games although many refereed school games where Rugby Canada Registration is not required.

At the National level, Ontario has 4 referees on the Rugby Canada Panel and Focus Group which represents 40% of the membership.   

While the Team of Three with appointed touch judges has become common worldwide, the three-person team is seen in very few games in Ontario.   Under the ELVs, which come into full effect in 2009, these people will be known as Assistant Referees.  

With the recruitment of two Referee Development Officers in 2007, there is an opportunity to expand the services offered to present and potential match officials.  The challenge is to utilise this resource to maximize the benefit to Rugby in general.  It is important that the RDOs undertake new tasks not just duplicate or displace the work of the volunteers.

The Growth of Club Rugby – the Community Model 

This Rugby Ontario strategic plan for the next three years is built around two basic concepts: 

· The emergence of “Community based” clubs closely aligned with the High School system 

· The development of the Volunteer based model. 

The Plan foresees a trend to large community based clubs.   This will force new club models and corresponding new referee society models.  

Mission 

· To provide qualified match officials to meet the needs of those in Ontario who wish to play the game of Rugby Union in accordance with the Laws of the Game of the International Rugby Board.

· To provide the highest possible quality of match officials for the game, now and in the future.

Focus Areas 

· Recruit

Encourage individuals to take a certification course and then to actively referee.   

· Train 

Develop the skills of referees of all levels from elite to beginner.

· Retain 

Keep trained referees active.  Loss of trained referees is a serious problem.  In some cases, it is due to a change of personal circumstances, but, in other cases, referee societies and Unions could avoid it with better administration.

Stakeholders 

· Referees

· Referee Coaches

· Referee Educators

· Referee Administrators

· Players and Coaches

· Clubs and Schools, 

· Rugby Ontario and Branch Union Administrators
· RO Staff, including Referee Development Officers 

Focus Areas 

Ontario Referees will need to continue to deliver programs and services to:

RECRUIT,   TRAIN   and   RETAIN 

referees and other match officials. 

	Key Areas 
	
	

	Recruit 

Activities that encourage interest in officiating of rugby and deliver personnel and resources to the activity. 
	Train 

Activities which provide opportunities for individuals to enjoy officiating at a level determined only by each individual’s interest and ability. 


	Retain 

Activities which encourage match officials to stay involved in the game.  

	Focus Areas 
	
	

	Promotion of officiating through face-to-face contact, website, and other publicity. 
	Clinics, training sessions and one-on-one coaching of referees, touch judges, and referee coaches.
	Enhanced administration by defining and strengthening roles and responsibilities of referees’ societies, Rugby Ontario and Branch Unions




SWOT Analysis 

Recruitment

	Strengths 
	Weaknesses 

	Officiating presents the opportunity to demonstrate athletic skill and management ability 

Officiating provides the opportunity to give something back to the game.

Existing on-going programmes producing results


	Shortage of officials in some geographic areas

Shortage of officials for Minor Rugby.

Lack of touch judges and assistant referees

Multiple High School Boards with differing regulations Marketing at club and community level  

Promoting achievements of top officials



	Opportunities 
	Threats 

	Promotion role within the ORRS Board 

Promotion by RO Community Development Manager

Website 

Marketing materials  

Promote elite officials 

Connect with other countries and jurisdictions.

Involvement of parents in Minor Rugby.


	Abuse, real and imagined

Demands of family and work

Travel distance and cost

Culture disconnect between players and match officials 

Lack of leadership from RO - disconnect in strategies and priorities

Start-up costs - courses, memberships, kit, and Police Certificate

People walking away from the game earlier 

Insurance/lawsuits




Training and Development 
	Strengths 
	Weaknesses 

	Referee Development Officers on staff 

IRB Educators available 

Certified Coaches available

Commitment and ongoing support from ORRS Board and Directors


	Branch Society development work variable in quality

Shortage of coaches in some areas

Standardization across Province made difficult by geography 

Shortage of officials means existing officials over-extended  



	Opportunities 
	Threats 

	Opportunity to officiate at any chosen level

Programmes for touch judges and assistant referees

Develop stronger working relationship with OUA

Recognize changing demographics and ethnicities (non-traditional rugby cultures ) 


	People walking away from the game earlier 

Insurance/lawsuits 

Abuse from players and coaches

Changing mindset from club base to community base this implies different structures and club formats from the “evolved club model” from last 50 plus years 

Competition from other sports 

Competition for development time from family and work

Geography of the province makes travel time consuming and expensive




Retention through Administration 

	Strengths 
	Weaknesses 

	An administrative structure which covers all areas of the Province.

Updated and comprehensive Constitution and By-Laws. 
A website that is designed to efficiently communicate administrative procedures and items of interest.

Responsible budgeting of resources.


	Loss of officials due to poor communications with the individual.

Inconsistent strength of administration at Ontario and Branch Society level.

Shortage of personnel qualified and interested enough to act as administrators

Loss of knowledge with turnover of administrative personnel.

Role of RO Office in providing administrative services to officiating has never been formalized (leading to unrealistic expectations).

Lack of sustained planning and priority setting at the Ontario level (the “short term urgent” tends to continually trump the “long term important”).

Lack of presence on Rugby Canada Refereeing Committee.

Communication on administrative procedures from Ontario through Branch Societies is not always effective.

Reluctance to adjust administrative structures to match changing requirements particularly with respect to youth Rugby.

 

	Opportunities 
	Threats 

	Negotiate a MOU with Rugby Ontario covering service expectations. 

Make the ORRS website the primary means of communication on administrative matters with members and other stakeholders and ensure that it is kept current. 

Communicate the services provided by the ORRS to non-officiating stakeholders (clubs) through the RO Office. 

Raise the profile of forward planning by making one Board member responsible for monitoring and reporting to the ORRS Board on progress against targets set in the Plan. 

Develop pathways for administrators. 

Develop strategies to increase the face-to-face interaction between the ORRS Board and Branch Society Executives.  

Develop local referee groups within community based organization


	Last minute changes by League organizers and clubs.

Failure of clubs to communicate changes to the referee.

Inability to get buy-in from non-officiating stakeholders (clubs, players) on the vision and strategies (i.e. overcoming lethargy, self-interest, parochialism and resistance to change). 

Inability to attract a new generation of administrative volunteers, particularly those in the 35 – 50 age range.  

Inability to work cooperatively with the RO Staff

Difficulties, due to geography, in incorporating Eastern Ontario referees into ORRS programmes. 


	Goal 1: Recruitment



	Objectives 
	Strategies 
	Key Performance Indicators 
	Deliverables  2009/10/11 
	Tactics 
	Person Responsible 
	Budget Allocation 

	1.1. Produce material for recruiting match officials for all levels of Rugby 
	Develop printed material and website material to communicate to and inform members of the rugby community and other interest groups of the need for match officials.

Develop contemporary content to meet needs the different interest groups.  Utilise both RO and ORRS website. 
	Number of website hits

Number of printed publications.

Number of publications distributed
	ORRS Website material by Spring 2009.

RO website material by Fall 2009.

Publications by Spring 2010. 
	Identify a candidate(s) to maintain a website.

Identify candidates to supply content for the website 
	ORRS Secretary
	$1000 pa 

	1.2. Place onus on clubs to supply match officials 
	Establish regulations requiring every club to provide one referee for each team 
	Number of referees supplied 
	Regulations in place for Marshall, OWL, Keenan and Bardon clubs in 2009.  For other clubs in 2010.   
	Enforce regulations by not supplying referees to defaulting clubs.
	RO Director of Game
	

	1.3.  Have personal contact with at least one Executive member of each club
	Society official (or RDO) to contact each club. Priority to clubs in areas where there is an existing shortage.
	Number of visits to club meeting or training sessions in current year
	
	Identify Officials’ contact for each club.


	ORRS Development Director
	

	1.4 Recruit parents of youth players as referees for youth matches
	Approach clubs with good youth programmes to arrange for certification clinics and subsequent on-field training.
	Number of clinics.

Number of “youth” referees
	Target 3 clubs in 2009.  
	Personal contact with clubs.  

Recognize and work to meet clubs’ needs.
	RDOs
	

	1.5 Continue existing programme of certification clinics


	Plan one major clinic in each of the 3 Ontario centres with date and place set one or more years ahead.

Arrange local clinics as requested by clubs or universities.

 
	Number of clinics.

Number of participants.
	Target of 12 clinics per year with 150 participants
	Advance publication of major clinics.

Personal contact with clubs and universities.

Minimize cost to participant.
	Branch Society Development Directors plus RDOs. 
	$6000 pa

	1.6 Recruit assistant referees
	Make it compulsory for clubs to provide assistant referees for each match.  

Provide training clinics for personnel from clubs.


	Number of clinics.

Number of participants.

Number of clubs meeting quota.
	Marshall, Keenan, Bardon clubs in 2009.

Other clubs in 2010.
	Pass league regulation.

Personal contact with clubs.

Minimize cost to participant.
	Branch Society Development Directors plus RDOs.
	$1000 pa

	1.7 Make special effort in under serviced areas
	Identify areas where Societies are unable to supply enough referees e.g. Toronto, Windsor

Contact clubs and provide clinics.


	Number of clinics.

Number of participants
	Percent of club games with Society referee.
	Personal contact with clubs.

Minimize cost to participant
	Branch Society Development Directors plus RDOs.
	$2000 pa


	Goal 2: Training and Development



	Objectives 
	Strategies 
	Key Performance Indicators 
	Deliverables  2009/10/11 
	Tactics 
	Person Responsible 
	Budget Allocation 

	2.1. Increase number of referee coaches 
	Provide coaching clinics on annual basis in 3 Ontario centres.

Establish standards for coaching at various levels of the game.

 
	Number of clinics.

Number of certified coaches

Number of coaching reports.


	Standards for each level by Spring 2009.

Target 3 reports pa for B graded referees, 2 for C1, and 1 for all other active referees by end of 2010.

 
	Advance publication of clinics.

Planned program for meeting targets. 
	ORRS and Branch Development Directors
	

	2.2 Improve High School refereeing
	Provide training clinics at times convenient to schools personnel.
	Number of clinics.

Number of participants

Number of HS tournaments attended
	
	Identify areas of greatest need. 

Personal contact with school boards.

Attend and give training at HS tournaments


	RDO and Community Rugby Manager.
	

	2.3 Improve consistency among referees
	Review existing materials on interpretations.

Publish on ORRS website.
	Number of updated publications
	All relevant publications updated by end of 2009.
	Establish committee with Branch reps to review material. 
	ORRS Development Director
	

	2.4 Exchanges
	Increase number of exchanges both inside and outside Ontario.
	Number of exchanges both inside and outside Ontario.
	Target 6 outside by ORRS and 4 per Branch inside Ontario each year.
	Development Directors to work with Appointment Directors
	ORRS and Branch Development Directors
	


	Goal 3: Retention through good Administration



	Objectives 
	Strategies 
	Key Performance Indicators 
	Deliverables  2009/10/11 
	Tactics 
	Person Responsible 
	Budget Allocation 

	3.1 Define roles of referee societies and Rugby Ontario 
	Negotiate memo of understanding (MOU) between the ORRS (and Branches) and Rugby Ontario


	
	Signed MOU by June 2009.

 
	Prepare draft for discussion.

Review role of staff relative to volunteers

Finalise after receiving input from all stakeholders

.
	ORRS Chair and RO Executive Director
	

	3.2 Establish standard operating procedures in all Branches
	Post standard procedures on ORRS website.


	
	All procedures on website by Nov 2009.
	Review existing procedures posted on ORRS website.

Revise as necessary then post on website.

Insist on procedures being followed by all Branches.


	ORRS Chair
	

	3.3 Penalize clubs not confirming games with referees
	Strengthen and enforce regulations requiring clubs to confirm appointments.
	Sanctions imposed on offenders
	
	Referees to report offenders.

RO to take action on complaints.
	RO Director of Game
	

	3.4 Increase support to and feeling of belonging by establishing ‘pods’ of referees within Branches 


	Organize referees into groups (or ‘pods’) of 8 to 10 in as small a geographic area as possible. 

Arrange regular meetings for the ‘pods’


	Number of functioning pods.
	
	Set up small groups preferably with one or two senior officials in each group.  

Meetings chaired by senior officials or RDOs.

Less travel to meetings and less intimidating than existing Society meetings.


	Branch Chairs and RDOs.
	

	3.5 Reduce workload on Appointments Directors
	Divide workload between more people by dividing matches by geographic area or by level, e.g. senior, junior, youth.

 
	Number of appointments personnel per Society
	System operating by 2010.
	Study best way to sub-divide the workload.

Do test runs in 2009.


	ORRS Appointments Director and Branch counterparts.
	

	3.6 Accommodate individual referee preferences
	Prepare inventory of referee preferences and make appointments based on the inventory
	Number of referees within the inventory
	System operating by 2010.
	Recognize that referees are individuals.  Some are willing to travel, others not.  Some are available weekends, others not.
	Branch Secretaries
	

	3.7 Reduce abuse of officials
	Develop anti-abuse promotional materials.

Define what is not acceptable.

Enhance existing discipline regulations.


	Number of abuse complaints.
	Materials by late 2009 for full programme in 20010,
	Study and adapt materials from other jurisdictions including the FIFA “Respect’ campaign.
	ORRS Secretary and RO Discipline Chair
	


- 17 -

