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The West Australian Football Commission (WAFC)
was established in 1989 as a body to develop
Australian Football (‘football’) in WA, providing
leadership, support, resources and funding to
ensure Australian Football remains the most
popular sport in WA.

The WAFC has a responsibility to ensure the health
of our great game. To fulfill this responsibility, it

is incumbent on the WAFC to continually explore
opportunities that will allow future generations of
Western Australians to engage, participate and
enjoy all the benefits that our game has to offer.

To do this, the WAFC must act in the interests of
the sport as a whole, balancing the interests of
different parts of the football industry. This includes
promoting, encouraging and overseeing the growth
and development of football at all levels, providing
guidance and leadership, ensuring the effective
management of the WAFL competition and Western
Australia's AFL Clubs, managing Domain Stadium
(Subiaco Oval) in its final year of supporting AFL
football and providing guidance, advocacy and
planning for other football facilities.

The WAFC has undertaken this Structural Review
of Football to ensure the long term sustainability
and success of the game. Whilst it is widely
acknowledged that WA is a football heartland state
that has achieved significant milestones in key
football indicators over an extended period, there
are some significant challenges facing our game in
WA in the foreseeable future.

Based on research and evidence, this review
provides insight into the opportunities to support
a proactive and planned approach to enhance
the success and sustainability of football both on
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and off the field. This is a once-in-a-generation
opportunity for WA football to reform the way we
administer, structure and align our sport, to ensure
that football remains successful and sustainable.

In the lifecycle of any sport it is important to
continually review and assess performance and
structures to ensure they are relevant for today
and also for the future. Through this review

we have been able to identify industry trends,
market challenges, stakeholder feedback and,
importantly, opportunities for how we can improve
football in WA.

Over the last 30 years, the AFL has risen as a
national league, taking the sport to new heights
in terms of popularity, professionalism and
expectations. It has changed how people watch
and engage with football and has increased

the financial strength of the game overall. The
significant cultural, sporting and social influence
that the AFL offers to the national sporting
landscape has in turn created a relevance
challenge for all state leagues, along with a growing
expectation that state bodies are allocating
appropriate resources to the critical foundations
of developing talent and supporting broad based
community participation.

Success of football in WA is heavily dependent on
the on-field and financial success of our Western
Australian AFL clubs, through their financial
investment, support of community programs and
development of football fans across the state.

Broader societal changes have also had an impact
on football, with an increased range of leisure
options available to potential players, both within
and outside sport, plus the emergence of new
market demands such as female football, engaging
with multicultural markets and attracting and
retaining youth in our game.

The WAFC is committed to ensuring that the
reforms reflect the scope of the game in WA.
The reforms aim to:

ensure a balanced and fair allocation of
resources;

develop an integrated, aligned and sustainable
football model;

deliver positive outcomes for all West
Australians participating in our game;

outline appropriate governance models for the
leadership of the sport; and

develop effective talent pathways for those
aspiring to play at the elite level.

The WAFC engaged external global strategy
consultants, The Boston Consulting Group (‘BCG),
to undertake a detailed review of the football
structures in Western Australia to assess their
effectiveness in delivering football outcomes in a
sustainable system across the State, and to make
recommendations.

BCG was selected due to its global reputation in
strategy consulting and its specific experience in
the sports sector, advising professional and non-
professional bodies, and governments, on issues
relating to sport.

In undertaking the review, BCG developed an
understanding of the key issues facing WA football
through interviewing more than 70 stakeholders
and surveying an additional 1000 people from the
WA football industry. They conducted quantitative
and qualitative analysis of data sourced from
WAFC, WAFL clubs, the AFL and community clubs.
They drew from other states and other sports,
across Australia and internationally. They engaged
with numerous stakeholders in the development

of their recommendations, through one-to-one
discussions, an Industry Reference Panel, a WAFC
Project Reference Group and numerous meetings
with the WAFC Commissioners.

In addition to the work undertaken by BCG, the
WAFC also undertook other research, including

a stakeholder satisfaction survey with over 2000
respondents, a Youth Football Review and the first
phase of work on a female football engagement
strategy. These projects have provided additional
information used to complement the BCG findings
to shape the final reform initiatives in this report.

The BCG team was overseen by Colin Carter, who
has had a long history with football, including
writing the report for the VFL in 1985 outlining

a national competition and draft and salary cap
strategies to keep clubs competitive. BCG produced
a report with 19 recommendations, which is
attached to this report. The WAFC Commissioners
and management have worked together to consider
these recommendations and have accepted 18 of
these 19 recommendations.

Having regard to the work done by BCG and
additional work done within the WAFC, the WAFC
has developed this report, which outlines the reform
agenda for the coming years under our three pillars
of Engagement, Talent and Sustainability. We will
now continue to consult with all stakeholder groups
in relation to the reform initiatives, refine them as
necessary and work together on implementation
over the next five years. In doing this, the WAFC will
continue to balance and consider the interests of the
different parts of the football industry.

The reform recommendations outlined in this report
will ultimately form part of a new strategic plan for
the WAFC, which will articulate in more detail how
the WAFC will support the new vision for football in
WA over the next five years.
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VISION

for WA Football

To offer all Western Australians a
positive connection with football
throughout their lives.

WA clubs and competitions
are well-governed and
financially sustainable,

More people are engaged WA contributes
in football than with any proportionately more,
other sport in WA. higher quality talent to the

AFL than other states. with integrity at all levels.
+ Introduce all WA children to + Increase the number and - Support the ongoing
football quality of AFL draftees success of our AFL clubs
+ Increase the number of + Ensure career Ensure all parts of football

players who choose to pathways for talented have a sustainable
continue to play football coaches, umpires and business model

Support all types of administrators Improve the quality of
participants, including governance and integrity

volunteers - Build the capacity of staff

- Deliver measurable community and volunteers
benefits through football - Ensure football is supported
Maintain a quality state league through appropriate and

competition quality facilities

The vision and strategic pillars developed by BCG as outlined above will be further refined after the consultation process.
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Current state

The review found that WA performs relatively
well on engagement’. We have a high rate of
engagement compared to others states and
strong growth, driven largely by introductory
participation programs, which have been
effectively delivered through schools. The drop-off
in participation between junior and youth levels
in WA is more pronounced than in other states.
In country areas football still remains popular but
faces its own unique challenges with changing
demographics and changing populations of the
towns. There is some complexity in the structure
of the district system, which underpins junior
football and how it fits with other parts of the
football industry.

Football is underpinned by a large and valued
network of volunteers, who, in our clubs, are
seeking more support and resources to assist
them to deliver better club and game day
environments, particularly in the areas of coaching,
umpiring and administration?.

The WAFL has contributed so much to the game
of football in WA, reflecting much of our history,
culture and the structure of our game. WAFL
clubs are under considerable pressure, being
pulled in multiple directions: providing a talent
pathway for the AFL, playing a community role in
their districts and regions, managing and trying to
commercialise their home venues and striving to
win premierships for their passionate members.

Reforms

Our reforms under the engagement pillar relate
to attracting more players, especially women,
better supporting community football through
a simplified well-resourced district structure,
supporting an exciting WAFL competition and a
more focused allocation of resources to deliver
agreed outcomes.

Football development is currently divided into nine
districts in the metro area. Consolidating these into
three Football Development Regions will simplify the
structure, without any disruption to the way junior
competitions currently operate. WAFC development
staff can then be located together in appropriate
and geographically convenient accommodation to
effectively service the region.

Coaching, umpiring, club development and youth
football will be enhanced significantly via increased
investment into front line roles in the three regions.
This investment provides further resources to

clubs and schools. The WAFC will continue to work
closely with both public and private schools in the
delivery of introductory programs, competitions and
investigating shared use facilities to support the
growth of our game.

' Pages 13-32 of the BCG report outline analysis and recommendations relating to engagement
2 The 2016 Customer Satisfaction Survey (attached) confirms that these are areas of priority.
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Specific measures will be taken to increase youth
retention and engagement, in line with the findings
of the recent Youth Football Review, which is
attached to this report.

WAFC will have targets based on club participation,
retention and stakeholder satisfaction with a

focus on conversion rates from introductory
participation into club environments. The WAFC will
establish a centrally managed development levy
which will be reinvested into community football
programs. Clubs will continue to receive existing
registration fees with an overall objective of keeping
football affordable.

The recent increase in the scale and profile of
women's football presents great opportunities for
WA football. The development of a new female
competition aligned to the WAFL as part of the
pathway to AFLW offers an exciting opportunity
for the industry. Integration of women's football
with men’s at a community level will provide a
source of engagement, growth and regeneration in
coming years.

An opportunity has been identified to release WAFL
clubs from the increasing demands of the AFL in
relation to talent development to allow them to
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focus on providing the premier, broadcast-quality
competition as the peak of community football
in the state. Work will be undertaken to ensure
that the WAFL is an exciting option for fans and
players by helping establish its unique position
within the market, through greater competition
equalisation measures and game day experience
improvements, whilst enhancing connections to
the community. Funding of WAFL clubs will have
three components, baseline funding, outcome-
linked funding and the opportunity for special
project funding.

The existing AFL club partnership model with the
WAFL will be renewed until 2021 under the same
conditions, to provide a clear direction, an ongoing
revenue source and to continue contributing to
the success of our AFL clubs, which is key for WA
football sustainability.

There is also potential to align the governance
of regional football to ensure the best use of
limited resources across our enormous state, by
investigating greater coordination and alignment
between the Regional Football Development
Councils and the WA Country Football League.

Further work is also to be undertaken to better
understand the needs of Aboriginal players to
improve player retention whilst also looking

to further develop coaches, umpires and
administrators. Initiatives will also be pursued to
make football more accessible for people with
disabilities and target multicultural participants,
coaches, umpires and administrators.

Current state

Fans (and their money) are increasingly drawn to
the AFL and the production of talent for the AFL is
important for football's sustainability in WA, our two
AFL teams and as an attractive pathway to build
engagement.

The talent produced by WA for the AFL is
inconsistent and has been in decline®. The number
of top 20 draft picks has been declining by 16%

per annum over the last 10 years. BCG established
that this is consistent with the views of AFL clubs,
who rate WA the worst or second worst state in
terms of ‘focus on preparing players for the AFL’ and
‘ability to prepare players for the AFL.

This has been driven by three factors. Firstly, an
inadequacy in resources supporting the talent
pathway in WA, In the last 12 months the WAFC
has put significant effort into increasing resources
and structures within the WAFC to support

talent development.

The second factor relates to inconsistencies in
player program delivery, crowded player pathways
and a lack of alignment between player outcomes
and club objectives. Thirdly, it is affected by drop
out rates in male youth football. To maximise

the development of talent, a consistent and
fully-aligned system is required, with a clear

‘player first’ mentality. WA has been very successful
in the development of female talent to support the
AFLW competition, although more work is required
to support the growing expectations and demands.

Reforms

BCG made two recommendations in relation to
talent. The first was to move to a centrally-managed
talent development program. The second was to set
up a separate six team elite talent competition to
replace the existing Colts competition.

The WAFC has deeply considered these
recommendations and has decided to implement
only the first and closely monitor the outcomes of
this reform. This reform will involve the complete
transfer of responsibility for the WA talent pathway
to the WAFC, including the operation of the existing
nine WAFL club development programs and

Colts programs. Whilst the WAFC will assume full

¢ Pages 34-52 of the BCG report outline analysis and
recommendations relating to talent

operational, financial and governance responsibility
for the pathway, the nine programs will continue to
be aligned with and branded as the nine WAFL clubs.

The BCG research suggests that a six team
competition would deliver a greater talent outcome.
However, the WAFC believes that this degree of
change is not justified without first testing whether
improved talent outcomes can be achieved by the
WAFC managing the talent pathway, while retaining
the connection with WAFL clubs. The WAFC believes
this will achieve a more focused and consistent
approach to the talent pathway, while still creating
player pathways and loyalty to WAFL Clubs.

Delivering improved talent outcomes without
moving to a six-team competition will require full
commitment from the industry and a strong working
relationship between the WAFC and WAFL clubs.

The WAFL will still be the only state-based
competition in WA where mature aged players can
be recruited to the AFL. The WAFC talent program
will provide support to high potential mature age
players in the WAFL.

The new talent program will provide enhanced
access and opportunity for talented regional players
and ensure players are not overloaded. An equivalent
pathway for female participants will also be
developed and implemented.
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Current state

At a high level, the financial sustainability of WA
football is healthy*. WA is the only state where
royalty payments go directly from AFL clubs into
community football, which occurs because the
WAFC owns the two AFL licences. While the AFL
clubs operate with considerable autonomy, there
is still a strong connection between grass roots
and elite football.

Our AFL clubs are well managed, which is
important to the financial sustainability of football
across the state.

At the next level, WAFL clubs are under financial
pressure. Many clubs are currently developing
new facilities, which increase opportunities, but
also risks. While average WAFL revenue has
increased at five percent per annum over the

last ten years, expenses have increased at six
percent over that time. The average net balance
(revenue less expenditure) over the last five years
is significantly lower than the previous five years
for 7 of the 9 WAFL clubs.

In relation to governance, it is intended that the
WAFC represents all of WA football. A voting
mechanism is in place to give all stakeholders a
role in the appointment of commissioners, but the
final decision must be ratified by a majority of the
members, who are appointed by the AFL clubs

and the WAFL clubs. Because of this, the WAFC is
perceived by some as not representing the interests
of all of football and being too heavily weighted
towards the AFL or the WAFL.

Reforms

Reforms have been identified to ensure we work
together as one football family, match resources to
roles and support our volunteers.

A number of changes are recommended to ensure
that the WA football industry is working together.
Firstly, a change to voting structure is proposed to
ensure that community football has an appropriate
role in the voting process for the WAFC Board of
Commissioners. The other side of this change is
to bring the constitutions of affiliate organisations
(community football) in line with the WAFC
constitution, to ensure that all parts of football work
together in the interests of the sport. For example,
an industry-wide approach to player payments

will be developed with all relevant stakeholders, to
ensure an aligned approach across the sport.

4 Pages 54-73 of the BCG report relate to analysis and recommendations relating to sustainability
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At a district level, governance will be simplified,
with three Development Councils in place of the
current nine.

Changes are being made at the WAFC to ensure
that its organisational structure and resource
allocation match its purpose and professional
development opportunities are in place to attract
and retain the best people. All WAFC funding will
be reviewed and linked to clear criteria, to ensure
that funding is being spent in the best interests
of the sport as a whole. Additional focus will be
placed on facility planning, advocacy and shared
use opportunities, including appropriate facilities
for female participants. Opportunities for sharing
services and branding with the AFL (such as
AFL WA) will be investigated further.

A periodic WA Football Innovation Forum is also
proposed, to take into account concerns and
innovations from all football stakeholders, and
ensure that WA football continues to improve
and build on these reforms, in line with future
strategic plans.

WAFL sustainability will be addressed in a
number of ways. Transferring responsibility for
talent development from WAFL clubs provides
the catalyst for reviewing further equalisation
measures (such as hard and soft caps on
spending) that will support their revised role.

Changing to an 18 round season will allow for all
teams to play each other twice whilst reducing

the financial costs associated with supporting the
current 22 round format. Further work will be done
to maximise the value of WAFL club assets and
membership and position the WAFL as our premier
competition. A long term broadcast deal will be
sought to support the relevance, exposure and
sustainability of the WAFL competition.

No recommendations are being made in relation

to the number of WAFL clubs, but funding to clubs
will be adjusted in accordance with a more focused
role and linked to the delivery of agreed outcomes.
Individual WAFL clubs will need to be financially
sustainable and in the case of financial distress,
mergers will be preferred over bail-outs by the WAFC,
to ensure that the WAFC is not diverting resources
from key strategic objectives of the WAFC.

The high demands on volunteers is a major
challenge for community clubs and will be addressed
in a few ways. Firstly, it will be addressed through a
volunteer engagement program, to make it easier to
attract and retain volunteers. Secondly, the WAFC
will develop a club consolidation guide to support
clubs that want to merge, reducing duplication

and volunteer burden and improving sustainability.
This will focus on junior and senior teams sharing
the same name and facilities.

WAFC Structural Review of Football



The WAFC recognises the breadth of the review and acknowledges the various stakeholders who
have a strong interest in the review findings. This section of the report outlines the key reforms
relevant to the main industry segments, although a number of reforms will have impact across

multiple segments of our game.
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The West Australian Football League ('WAFL)
competition is an integral component of the
WA football structure and will continue to be
positioned as the premier state league.

The challenges

The review found the following challenges in
relation to the WAFL competition.

WAFL clubs are being pulled in multiple directions:
providing a talent pathway for the AFL, playing

a community role in their districts and regions,
managing and trying to commercialise their Club/
home venues and striving to win premierships for
their passionate members.

WAFL clubs are under financial pressure, with
expenses growing faster than revenue in recent
years, challenges with growing attendances and
memberships, and a difficult commercial market.
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The quality of AFL draft talent produced in WA
has been inconsistent and is declining.

The WAFL competition has a history of
consistently successful and consistently
unsuccessful teams, both on and off the field,
which creates an opportunity to create a more
equal, competitive and exciting competition.

The growth of women's football represents a
significant opportunity for WAFL relevance.

In their current form, some WAFL game day
facilities and experiences face challenges in
attracting a new generation of fans, growing
memberships and attendances at games.
A quality state-based competition must be

maintained, to support our AFL clubs and avoid
the need for a national reserves competition.

The objectives

The overarching objectives of the proposed
changes relating to the WAFL are to:

support the WAFL as the pre-eminent
competition in WA.

+ clearly define the role of the WAFL competition
(and its clubs);

ensure the necessary resources are provided to
support this defined role; and

invest and manage these resources effectively
to ensure the WAFL competition thrives as the
nation’s best state league competition.

The WAFC is committed to working with WAFL
clubs to ensure that the reforms outlined below
are implemented effectively and that they serve
to protect and support the ongoing health of this
important competition.

The WAFL has a rich history that we want to
preserve whilst keeping the WAFL relevant to the
next generation of players and fans. We want

to support a competitive, broadcast-quality
competition, that supports our AFL teams,
provides great experiences for their communities
and supports mature age talent for the AFL.

The reforms

The reforms that directly relate to the WAFL
competition are outlined below.

1. Renew the partnership model until 2021, to
provide stability to the competition and a clear
development pathway for our two AFL clubs.

2. Transfer full strategic, operational and financial

responsibility for the WA talent pathway from
the WAFL to the WAFC (with commensurate
changes to WAFL funding and AFL draft fees).

3. Monitor the impact of the new talent structure
in line with clear, measurable targets relating
to talent outcomes, player retention and
participant satisfaction.

10.

11.

12.

Adjust funding to WAFL clubs to ensure a
sustainable level of spending consistent with
WAFLUs defined role as the premier state league,
through a model that considers baseline
funding, outcome-linked funding and project-
specific funding, with clear criteria linked to
objectives. This will be done in consultation with
clubs, providing an adequate transition process.

Identify and implement other specific
competition equalisation measures that support
club sustainability, team competitiveness and a
broadcast-quality competition.

Undertake a feasibility study of joint commercial
assets and membership structure of the WAFL
to increase value and financial return of those
assets, whilst delivering increased value

to partners.

Seek a long term broadcast deal that can offer
new revenue opportunities for WAFL Clubs and
showcase the WAFL to the broadcast

market in WA.

Implement strategies to work with the WAWFL
to develop a new WAFL-aligned women'’s
competition and determine size and licence
conditions for teams in the competition.

Change the WAFL home and away season to an
18 round season to assist in managing the costs
of the competition.

Undertake a detailed review of community
expectations for WAFL clubs to develop an
appropriate mix of facilities, services, food and
beverage experiences plus marketing strategies
to attract a new generation of members and
fans to the WAFL.

Ensure the WAFL remains the only senior
competition in WA from which AFL players can
be drafted and provide support to potential
draftees accordingly.

Relocate the district development staff into

3 metropolitan based offices, central to their
geographic area of responsibility (which could be
at a WAFL club, subject to appropriate facilities
being available).
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QUESTION

Why is the partnership
model with AFL clubs
being renewed?

What impact will the
reforms have on existing
player alignments to
WAFL zones?

Will WAFL clubs still
receive AFL draft fees
for mature age talent
drafted from the WAFL
competition?

Do the reforms dilute
the role of the WAFL
competition and

its standing in the
community?

What happens to the
WAFL Talent Manager
role that currently exists
at each WAFL club?

ANSWER

The ongoing success of our AFL clubs is vital to the health of the sport
in WA, in terms of engagement and financial stability. The WAFL is the
state's premier competition and participating through partnership with
WAFL clubs is the best fit for our AFL clubs. The partnership enhances
the competition and eliminates the needs for a national reserves
competition. Extending to 2021 also allows more time to review the
partnership model once other reforms have been implemented.

Players will continue to be bound to their respective WAFL clubs by
existing WAFL boundaries as per the WAFL rules and regulations. This
was an important consideration of the WAFC.

AFL draft fees will remain with the WAFC for any player drafted from
the under-age competition and re-invested directly into the WA player
pathway to support future programs. A revised financial model for
mature age talent will be developed that acknowledges the WAFL club'’s
role in supporting mature age talent.

One of the overarching objectives of the reforms is to provide the WAFL
competition with a clear role and purpose in the WA football system.
This purpose may be slightly different to what it has been in the past,
but it provides the WAFL with a wonderful opportunity to clearly position
itself to be the premier state league in the country.

The reforms include additional work to be undertaken to review

the existing facility standards, marketing strategies, commercial/
membership assets and customer expectations, to resource the WAFL
competition to meet its redefined role.

Employment obligations for each WAFL Talent Manager will be assumed
by the WAFC.

Similarly, the employment arrangement for all coaches, trainers,
support staff etc who are engaged through the existing talent pathway
(WAFL 14s, 15s and 16s development squads and WAFL Colts) will be
transferred from the individual WAFL club to the WAFC.

The WAFC will work closely with the WAFL Clubs through the transition
period to develop adequate resources of both paid employees and
volunteers to support the talent pathway.
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QUESTION

What happens to the
existing funding that is
provided by the WAFC to
each WAFL club through
the WAFL Funding
Agreement?

Will this have an overall
adverse effect on players
dropping out of football
altogether?

Doesn’'t removing the
AFL draft fees from the
WAFL clubs takes away
an important source of
revenue?

Why aren’t WAFL clubs
merging?

ANSWER

The WAFC acknowledges that any variations to funding must be
carefully managed and provide appropriate time for adjustment by the
clubs. In the short term, the funding that is directly allocated to WAFL
club’s talent programs will be re-invested into the WAFC operated talent
pathway. Given that this money is currently tagged for specific talent
program resources, the reallocation of the funding will have a neutral
impact on each club’s financial position.

In the medium to long term, WAFL funding will move to a model that
supports sustainability and competition equalisation objectives.

This model will include baseline funding, outcome-linked funding and
special purpose funding. This model will be developed in consultation
with the clubs and give consideration to a transition period, allowing
the WAFL opportunity to adjust and reset financial operating models.
A feature of this revised model will be the development of agreed key
performance indicators in line with the support provided.

The aim of the reformed talent pathway is to provide a clearly defined
and well-resourced under-age pathway that offers talented players the
best possible environment to succeed. The connection to community
youth football and to the senior pathway within WAFL clubs and senior
community football will still be strong, allowing opportunities for players
to transition once they move out of the 18's competition. Through the
talent pathway, those who ‘fall out’ will be supported and engaged to
keep playing football.

The redefined role of WAFL clubs will no longer include responsibility

for the development of players from 14 to 19 years and this will include
the expense that is associated with this role. With the WAFC assuming
responsibility for the talent pathway (including all expenses), the
reallocation of AFL draft fees to the WAFC will allow the money to be
invested directly back into under-age development programs that will
further support the development of the next wave of talented players and
coaches to support the program.

WAFL clubs are currently in a range of different financial situations.
While the WAFC will work with WAFL clubs to explore opportunities

to maximise the value of club assets, it is ultimately the responsibility
of each WAFL club and its board to ensure financial sustainability.
The financial sustainability of a club is an indication of its relevance to
the market.

Under the new funding approach, it will be incumbent on WAFL clubs

to demonstrate their relevance through their financial sustainability.
Mergers may be considered by clubs as a path to financial sustainability.
Such changes would be considered but not forced by the WAFC.

WAFC Structural Review of Football
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QUESTION

ANSWER

How will WAFL clubs
survive?

The WAFC will continue to fund WAFL clubs to the extent necessary for
them to play their role in WA football.

The WAFC will also work with WAFL clubs to explore opportunities
to maximise the value of club assets (including memberships), either
collectively or individually.

Will WAFL clubs still have
access to the community
within their district and
country regions?

Under the revised model, WAFL clubs maintain relevance and connection
to community football without having to invest into talent programs.

The WAFC will work with WAFL clubs to develop effective engagement
strategies with their communities, in line with their more focused role

in WA football.

From a regional perspective, the WAFC will assume responsibility for
regional talent identification and development. The reform relating to
the WACFL and the RFDCs will also consider the formation of regional
development hubs and these hubs could form an integral component of

how regional talent development is resourced in this future model. Existing

WAFL zones will remain in place to support connection with community.
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Talented Players

The identification, and development of talented
players is an important pathway in the WA
football system.

The challenges

The national sporting landscape is a competitive
market where sports compete for the best athletes
to play their game. The AFL and our AFL Clubs have
high expectations for the talent system in WA, to
ensure that talented athletes are trained, developed
and prepared both physically and mentally for

their competition.

The BCG report identified that the talent produced
by WA for the AFL is in decline. The number of top
20 draft picks has been declining by 10% pa over
the last 10 years. This is consistent with the views
of AFL clubs, who rate WA the worst or second
worst state in terms of focus on preparing players
for the AFL and ‘ability to prepare players for

the AFL.

This has been driven by a few factors. Firstly, an
inadequacy in resources supporting the talent
pathway in WA. In the last 12 months the WAFC
has put significant effort into increasing resources
and structures within the WAFC to support talent
development.

The second factor relates to the pathways and
competitions available to participants. To maximise
the development of talent, a fully-aligned system is
required, with a clear ‘player first’ mentality, which
puts player development ahead of team results.
Thirdly, the drop out rates in male youth football has
reduced the pool of players available to recruit into
the talent pathway.

The objectives

The overarching objectives of the proposed changes
relating to talent pathways are to:

Ensure we are providing all Western Australian
players the best chance of being identified as
a talented player regardless of socio-economic
status, personal circumstances or geographic
location;

Ensure that we are providing identified talented
players with the best possible developmental
opportunity to maximise their individual potential,
regardless of socio-economic status, personal
circumstances or geographic location;

Ensure AFL clubs and the AFL regard WA as
the pre-eminent development state for talented
players, capable of transitioning easily to the
demands of AFL football;

Ensure that WA is regarded as a state that has

best practice processes and people to underpin
its talent development model;

Ensure that WA leads the development of female
talent to support the new AFLW competition;

Support mature age talent through the WAFL
competition; and

Support the development of quality coaches in the
talent pathway.

The reforms

The reforms that directly relate to talent are
outlined below.

1.

6.

Transfer full strategic, operational and financial
responsibility for the WA talent pathway to
the WAFC.

. Establish a clear, appropriately resourced, female

talent pathway that supports the development of
female talent.

. Develop an annual calendar of competition

that incorporates both the needs of schools
and state-based talent academies to reduce
overloading players.

. Provide support to mature age talent playing in

the WAFL competition.

. In conjunction with community football, establish

a more concise pathway to allow talented regional
players to be identified and developed.

Work closely with our AFL clubs to effectively
align Next Generation Academies with WAFL
programs and planning.

WAFC Structural Review of Football
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QUESTION

WAFL clubs have had
the role of developing
talented players for
years. How can the
WAFC do it any better?

Will existing WAFL zones
still be in place under the
talent program?

Is the AFL dictating how
we set up our talent
pathway?

This looks like the TAC
Cup. Whilst this has
produced a lot of AFL
players, doesn't this
focus on pure talent
development result in
players who don't get
drafted walking away
from the game?

What is the AFL
contributing?

ANSWER

Central responsibility for talent development aims to drive the
establishment of a consistent player development model, game
structures, enhanced player development opportunities and a more
effective allocation of resources.

WAFC will be able to develop a model with a ‘player first’ focus, without
the pressure of competing club priorities. This will allow the WAFC to
make decisions in the best interest of individual players and the overall
objectives of the talent program. The key focus will be on best practice
player development.

As a baseline, the existing WAFL zoning arrangements will remain
in place. Upon graduation from the talent program, players will be
residentially bound to their WAFL club.

The AFL is an integral partner and we acknowledge its role in leading

the game in a national context. Importantly our two AFL Clubs are key
customers to our talent pathway, where their first choice athletes come
from WA. The restructure of the WA talent pathway is designed to deliver
a best practice player development model that builds on our existing
model and is open to learning from other leading models. We believe the
recommendations will deliver enhanced outcomes for the AFL and the
AFL clubs whilst at the same time offering all talented West Australian
players the opportunity to maximise their potential.

The AFL has been an important stakeholder throughout the review
process, however it has not at any point dictated to the WAFC what the
WA talent pathway should look like.

We have not elected to adopt a TAC Cup model, recognising the
importance of keeping players aligned to WAFL Clubs.

The aim of the restructured talent pathway is not only to identify and
develop the best talent, but also to ensure that if talented players are not
drafted, they remain engaged in our game for their whole life. The delivery
of a holistic development model, across the whole talent pathway will
support the production of talented, well-rounded and well-prepared
players who will be highly sought after once they make the transition into
senior football ranks.

The AFL will be engaged as a funding partner for the talent model, having
already invested an additional $256,000 towards talent in 2017.

WAFC Structural Review of Football

QUESTION

Why did you not elect

to go with the BCG
recommendation of a six
team competition?

How much does the
WAFC currently put into
talent and what will

be required under this
proposed model?

Many say that talent
should not just be
measured on the number
of players drafted but
also how quickly they
play their first game and
for how long they remain
an AFL player. Is the
BCG data too simple and
what will be the WAFC'’s
measure of success for
talent?

How will regional
players access the talent
program?

ANSWER

Whilst the BGC research indicated this would be an ideal model in
consolidating resources, effort and quality of the talent competition,
it also would have meant a fundamental restructure to the football
system in WA,

This recommendation has been carefully considered by the WAFC.
Whilst offering benefits it was also seen that it could fracture the
structure of the football system in WA and in particular the WAFL
competition. The branding and alignment of teams to a WAFL Club
will remain a feature of the talent competition, with a clear transition
pathway into WAFL Clubs for mature aged players.

The WAFC also considers that a broader depth of talent across 9 teams
rather than 6 provides more opportunities to showcase and develop
talent, knowing that the youth market is significantly affected by different
ability and development rates of players.

The WAFC wants to assess the effectiveness of fully managed and
adequately resourced talent program.

Last year, the WAFC invested $2.7 million in talent, either directly (§1.2m)
or through the WAFL funding agreement ($1.5m). It is expected that the
new talent program will have minimal additional cost, as talent funding
through the WAFL funding agreement will be redirected to the WAFC
talent program. The WAFC will also be working with the AFL and potential
external partners to ensure the program is funded appropriately.

Draft quality and total numbers drafted represent how the market

views the level of talent in each state, at that point in time. It is the best
reflection of each state’s ability to identify and develop talent. Once a
player is drafted, there are many other variables that can affect their
long-term performance, for which the WAFC and other state football
bodies have no control over. These variables make any broader measure
meaningless or open to wide interpretation. We are satisfied that ‘total
numbers drafted’ is an appropriate and consistent measure for talent.

The WAFC will assume responsibility for the development of talent in
regional areas. The WAFC staff (Regional Development Managers and
Talent Managers) will manage the operational aspects of their respective
regional talent programs.

As a baseline, players will be zoned according to residential status. The
WAFC may implement flexible programming and fixturing strategies to
ensure enhanced access for regional players.

WAFC Structural Review of Football



Community is the beating heart of football in WA.

It represents the largest proportion of participants
in our game, providing an opportunity for all West
Australians to engage in our game, regardless of
their age, geographic location or ability. Community
football creates many social, physical and
community benefits starting from Auskick through
to Masters football.

The challenges

Despite strong growth in introductory programs
and high community engagement, there are some
challenges in relation to community football:

Volunteers are under significant pressure to play
multiple roles in community clubs, especially in
regional areas;

Lack of clear participation pathway for women;
Participation numbers drop off between junior
and youth levels;

Metro development structures contain
duplication and lack specialised on-the-ground
support resources (e.g. in coaching, umpiring,
administration);

Development staff are focused on
introductory programs;

Inconsistencies in player payments create
misaligned incentives and place financial pressure
on clubs; and

Community football feels under-represented in
the WAFC governance structure.

The objectives

The overarching objectives of the reforms relating to
community football are to:

ensure that all levels of the game experience safe,
fun and engaging game day environments, sound
governance frameworks and appropriate facilities;

WAFC Structural Review of Football

provide enhanced support to the large number of
coaches, umpires, administrators and volunteers
who participate in community football throughout
the state;

restructure the WAFC to align our staffing model
to our strategic priorities whilst focusing on
putting more staff in the front line to better engage
and service stakeholders;

focus on creating lifelong participants in our game
through an aligned participation pathway where
affiliates, competitions and WA football structures
work in partnership;

ensure that community football is appropriately
represented in the WAFC governance framework;

deliver a more efficient and consolidated
governance framework in metropolitan and
regional areas; and

provide support to regional football, recognising
the disproportionate community impact it
can have.

The reforms

The reforms will have a broad influence across
key community stakeholders including Senior
Amateur Competitions, Women's Football, Junior
Competitions, Schools and Country. The reforms
that directly relate to Community Football are
outlined below:

Reform metro development structure

1. Minimise duplication by consolidating into
three football development regions in the
metropolitan area and eight country regions,
without disruption to the existing junior and
senior district competition structures, with
corresponding governance reform.

2. Increase the number of development staff
working in the specialised areas of coaching,
umpiring, club development and youth football.

“Community is
the beating heart
of football in WA."”

3. Implement clear KPIs to measure retention of
participants in the key transition phases of their
participation journey to create more life-long
participants in our game.

4. Locate WAFC development staff together in
appropriate and geographically convenient

accommodation to effectively service the region.

5. Implement a best practice management
framework that supports the WAFC having
the responsibility for the management and
governance of any player registration levies that
support community investment.

6. Introduce an annual qualitative survey on
stakeholders’ perception of the health of our
game and the delivery of key programs and
initiatives.

Engage with key groups

7. Develop and adopt a clearly defined
and resourced female participation and
talent pathway.

8. Implement Youth Football Review strategies for
better retention.

9. Diversify football leadership roles to better
reflect the community.

10. Implement strategies to support the needs
of Aboriginal players, coaches, umpires and
administrators to improve retention and
engagement.

11. Develop a diversity action plan to target
multicultural participants, coaches, umpires
and administrators.

12. Work to develop and implement engagement
programs for people with disabilities.

Work hetter together

13.

14.

15.

16.

Develop and adopt a revised WAFC governance
model that more accurately represents the
existing mix of WA football stakeholders.

Support affiliate organisations to revise their
constitutions to deliver enhanced consistency
and alignment to industry goals.

Undertake an industry-wide review of player
payments and establish a clear policy on how
these payments can be implemented and
monitored across all senior competitions in WA.

Investigate greater coordination and

alignment between the Regional Football
Development Commissions and the WA Country
Football League.

Reduce burden on volunteers

17.

18.

19.

Undertake a volunteer engagement program for
customisation by different affiliates, to make
volunteering easier to navigate and less onerous.

Consider undertaking a social impact study of
football to better articulate its benefits and the
need for ongoing support.

Develop a ‘how to’ guide that provides a
framework for junior and senior clubs voluntarily
considering amalgamation.

Improve facilities planning

20.

Increase the focus on community facility
planning, advocacy and shared use
opportunities, including appropriate facilities
for female participants.

WAFC Structural Review of Football



QUESTION

Doesn't the new
development model
make it confusing for
players / parents to
understand the pathway?

Won't dictating targets
from head office remove
local ownership on key
challenges?

Will removing WAFC
development staff from
WAFL clubs diminish the
WAFL club brand and
increase the disconnect
between the clubs and
their respective districts?

Shouldn’t any monies
levied on football
participants remain with
the local development
council?

ANSWER

The reformed development model is designed to enhance governance,
better support volunteers and increase front-line resources to community
football. The reformed model does not impact on the existing structure
of any junior or senior community competition. All of these competitions
will continue to function as they currently do. The reformed model
streamlines governance and puts more human resources into the critical
areas of coaching, umpiring, youth football and club development.

The philosophy of local solutions for local challenges is still one that will
remain a strong point of reference for the WAFC. The WAFC will look to
support these local solutions as much as possible.

Some fundamental pillars are critical to the health of our game.

These pillars include coaching, umpiring, good governance, player welfare
and safety and game integrity. The measures of success for these
fundamental pillars will be developed in partnership with staff and key
stakeholders and will reflect an all-industry approach to the key aspects
of our game’s future. Importantly, our targets will focus on engagement,
retention and satisfaction of those involved in our game.

The relocation of WAFC development staff provides a far more efficient
and aligned management structure for development staff with effective
access to each other and their respective manager. The opportunity to
share ideas, communicate quickly and effectively, plan development
activities and execute plans will be greatly enhanced.

WAFL clubs will still have a development officer working within their
district (as is currently the case) and still have an unrestricted opportunity
to engage with their heartland junior clubs.

WAFL Clubs with appropriate accommodation to support development
staff would be the preferred location for development teams.

The intent of the recommendation relating to WAFC governance of any
registration levies is to ensure that the appropriate management and
accountability protocols are in place for these funds. A model will be
developed for player registration levies to continue to support clubs and
competitions, with the aim of centralising the levy collection currently

in place for junior football. The model will focus on maintaining the
afffordability of our game whilst allocating part of the levies towards
strategic and targeted community football programs and initiatives.
The WAFC would seek to establish an advisory committee to provide
feedback and advice on appropriate community investments.

This change will alleviate any risk/responsibility that exists for the various
volunteers in managing stakeholder levies.

WAFC Structural Review of Football

As a key part of WA football, the structure,
role and governance of the WAFC was also
subject to the review.

The challenges

The WAFC must represent the sport as a whole in
WA, balancing the interests of different parts of the
football family. The following challenges exist for
the WAFC in this role:

1. The AFL club licence ownership structure is unlike
other AFL club structures, prompting calls for
WAFC to either exercise more control or cede
ownership of the AFL club licences;

2. Community football is under-represented in the
current WAFC governance structure;

3. The WAFC organisational structure has not
been matched against a strategic plan. Funding
from WAFC is not always linked to enforced
performance criteria, connected to the overall
good of the sport; and

4. Branding within the sport can be confusing,
with AFL, AFL Clubs, WAFC, Districts, Affiliates
and WAFL club brands sometimes competing
for attention.

The objectives

The overarching objective of the proposed changes
relating to the WAFC is to ensure that the WAFC is
structured and resourced to act in the interests of
the sport as a whole.

Ensure WAFC represents all WA football
stakeholders;

+ Re-align the WAFC resources, including staff, to
the reform and new strategic priorities;
Ensure all funding is spent in the interests of
football in WA; and

Continue to seek deep engagement with
stakeholders through the reform period to ensure
an effective transition.

SACADEMY

The reforms

The following reforms outline the areas that were
identified throughout the review that will directly
affect the WAFC.

1.

Retain the existing WAFC / AFL club legal
relationship and develop a new royalty model, as it
serves as a unigue and sustainable funding model
for the future of our sport.

. Develop and seek endorsement of a revised

WAFC governance model that more accurately
represents the existing mix of WA football
stakeholders.

. Review the existing WAFC resource allocation

and organisational structure to align to the new
strategic objectives of the WAFC.

. Develop new funding criteria for all funding

recipients, to ensure football remains sustainable
and aligned in its objectives.

. Review opportunities for shared services and

branding with the AFL, which could include
re-naming/re-branding the WAFC and integration
of corporate services such as marketing,

IT, HR, whilst maintaining the constitutional
independence of the WAFC.

WAFC Structural Review of Football



QUESTION

ANSWER

There is no benefit in the
WAFC owning the WCE
and FFC. Why wouldn't
they sell the licences and
invest the proceeds into
WA football?

The relationship with FFC and WCE is unique across the AFL industry and
offers WA football a sense of unity and integration that other states lack.
There is clear financial benefit to the WA football industry via the ongoing
royalty model which injects $4.1m into grass roots football each year, along
with the direct and indirect investment that both clubs make into their
respective community programs and partnered community programs with
the WAFC.

The relationship with FFC and WCE also provides a united state position on
key strategic priorities that are often on the agenda with the AFL and the
State Government. In 2017 the WAFC and the two AFL clubs will establish a
new royalty model as a result of the changing role of Domain Stadium.

Wouldn't becoming

AFL WA mean we lose
our independence and
become another franchise
state of the AFL?

The concept of moving to an AFL WA brand is one that needs to be
assessed. The AFL brand is the biggest sporting brand in the country and
it is the brand that all people in our game immediately connect with and
understand.

This recommendation involves investigating what the integration of

'‘AFL WA' could involve, ranging from a change in branding to developing a
shared service model.

How will WAFC be
restructured?

The WAFC will be assessing its existing structure in line with the BCG
review, the revised WAFC vision and pillars and the WAFC strategic plan.
The WAFC is committed to ensuring that our allocation of human and
financial resources more accurately reflects our key strategic priorities of
engagement, talent and sustainability.
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Implementation

Implementation Principles

The WAFC has developed these reforms

in the interests of the sport as a whole.
Implementing them successfully will take time
and cooperation from all segments of WA
football. Implementation will be phased over the
next five years, to ensure that all stakeholders
have time to adapt. There will be ongoing
consultation in relation to these reforms, to
ensure that unintended consequences are
minimised. Working groups will be formed with
representation from different stakeholder groups
to manage the implementation process.

The WAFC acknowledges that the
implementation of the reform package will
require significant evaluation of existing financial
resources. The WAFC will continue to delve

into the detail of the financial implications of
each reform initiative and include appropriate
transition processes for any new funding models.
We are confident that the reforms outlined in our
response will be appropriately costed and fall
within the scope of our future financial forecasts.

Implementation Funding

While it is anticipated that there will be some
transitional costs incurred in making the reforms
outlined in this report, it is expected that most of
these reforms will not require a material change
in ongoing annual expenditure. Although state
government negotiations have not been finalised,
the WAFC is working on the assumption that
football will be no worse off as a result of the
new stadium, and it will therefore be possible to
implement these reforms. To the extent that there
are incremental costs, such as for the new talent
program, the WAFC will work with the its funding
partners (e.g. the AFL), to support our common
objectives. The WAFC organisational structure
and resource allocation is also being reviewed to
ensure it is efficient in its role and effective in the
distribution of funding to WA football.
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2017

In 2017, the focus of reform will be on planning
and consulting with stakeholders to ensure
reform will be undertaken in a measured and
considered manner.

In relation to engagement, some quick wins will
be implemented, introducing new engagement
targets and commencing the implementation of
the youth football review. Planning will commence
in relation to the shift to three development
regions and the allocation of more resources to
support community clubs. Greater coordination
and alignment between the Regional Football
Development Commissions and the WA Country
Football League will be investigated.

In relation to talent, planning will commence in
relation to shifting responsibility for the talent
pathway from WAFL clubs to the WAFC.

In relation to sustainability, the WAFC
organisational structure and resource allocation
will be reviewed, both to ensure the successful
implementation of these reforms, and to ensure
consistency with the agreed vision and goals.

An industry-wide approach to player payments will
be developed by all the relevant stakeholders.

Planning will commence in relation to developing
funding models for the WAFL and other recipients,
as well as governance reform.
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2018

In 2018, the focus of reform will be on embedding
the new talent model and working with WAFL clubs
in relation to financial sustainability and relevance.

In relation to engagement, the three-region
restructure will occur in the Perth area and additional
resources will be added to development teams

to support community clubs and player retention
through transition points. WAFC development
staff will be located together in appropriate and
geographically convenient accommodation

to effectively service the region. A women'’s
competition aligned with the WAFL will be trialled.
A diversity action plan to target multicultural
participants, coaches, umpires and administrators
will be developed.

In relation to talent, complete responsibility for the
talent pathway and competition will be shifted to the
WAFC, incorporating a pathway for women as well.

In relation to sustainability, the WAFL competition
will move to an 18 round season and the new
funding model will be developed with WAFL clubs,
to ensure they are able to plan appropriately for
2019 and beyond. Work will be undertaken to
contribute to the financial sustainability of WAFL
clubs. A feasibility study of joint commercial assets
and membership structure will be undertaken and
a review of WAFL game day facilities, services

and marketing.

Governance changes will be made to ensure
affiliate organisations are aligned with the
WAFC and adequately represented in the
WAFC. Shared services and branding options
with the AFL will also be identified and
implementation commenced.

2019

In 2019, the focus of reform will be on
implementing the new WAFL funding model
and conducting an end of year review to assess
its impact.

In relation to engagement, strategies will be
implemented to support the needs of Aboriginal
players, coaches, umpires and administrators to
improve retention and engagement. Initiatives will
also be pursued to better support accessibility to
football for people with disabilities. A model will
be implemented to manage player registration
levies through the WAFC. Further competition
equalisation measures will be implemented in the
WAFL. It is expected that a women’'s competition
aligned with the WAFL will be implemented

by 2019.

In relation to talent, the first year of the new

talent model will be reviewed and any necessary
adjustments made to maximise the success of the
9-team talent structure.

A volunteer engagement program will be undertaken
in conjunction with affiliates and community clubs
interested in merging will be assisted with a ‘how to’
guide developed by the WAFC.

2020

In 2020, the focus of reform will be finalising
outstanding reforms and establishing appropriate
structures and processes for continuous
improvement.

In relation to talent, outcomes will continue to be
measured and adjustments made accordingly.

In relation to sustainability, an annual football
innovation forum will be established to address
emerging issues and ensure WA football continues
to evolve.
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Summary of

REFORMS

Attract more players

Develop women's participation pathway, including state league and senior community structure
Implement Youth Football Review strategies to improve retention and engagement

Implement strategies to better support Aboriginal players, coaches, umpires and administrators
Broaden the range of engagement programs for people with disabilities

Develop a diversity action plan to target multicultural participants, coaches, umpires and
administrators

Support community football

- Add development staff for coaching, umpiring, club development and youth football

Restructure to three metropolitan development regions and relocate WAFC staff to better
serve these regions

Establish a centrally-managed participation levy to support investment in community football

Investigate greater alignment between the Regional Football Development Councils and WA Country
Football League

Support an exciting WAFL competition

Implement revised WAFL funding model and other WAFL competition equalisation measures
Change WAFL to 18 round season
+ Extend existing AFL club partnership model to 2021 under the same conditions
-+ Develop plan to enhance WAFL game day facilities, services and marketing, to attract new fans
+ Ensure WAFL is the only senior competition from which AFL players can be drafted

Re-align WAFC targets

Develop broader WAFC targets to drive club participation and retention
Develop regular community perception measures
Undertake social impact study to show value of football, especially in regions
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Player first approach

+ Transfer responsibility for talent development and colts competition from WAFL clubs to WAFC
+ Establish a female talent program

+ Continue to support mature age talent through WAFL

+ Enhance access and opportunity for talented regional players

+ Develop annual youth football calendar to improve integration and reduce player overload

Match resources to roles

Develop funding criteria for all funding recipients of the WAFC to improve accountability and
alignment of objectives

Implement revised WAFL funding model to better reflect more focused role
Investigate feasibility of joint commercial assets and membership structure for the WAFL
Seek a long term broadcast deal for WAFL

+ Adjust WAFC resource allocation and organisational structure to match goals

Increase focus on facility planning, advocacy and shared used facilities with a focus on
female participants

Work better together

Reform WAFC governance model to better reflect stakeholder make-up
Retain existing WAFC/AFL club legal relationship with a revised royalty model
Investigate shared services and branding with the AFL

Reform affiliate constitutions for consistency

Establish industry-wide approach to player payments

Diversify leadership roles within football industry to better reflect community
Establish Football Innovation Forum

Support our volunteers

Develop volunteer engagement program
Develop a ‘how to’ guide for junior and senior clubs voluntarily considering amalgamation
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The WAFC understands that many football stakeholders are likely to have questions and concerns in
relation to the reforms and how they are implemented. The role of the WAFC is to balance the interests of

all parts of the football family and as such, we acknowledge that not everyone will agree with every reform.

WAFC management will invest significant time in the coming weeks to address concerns and listen to
feedback from stakeholders.

The WAFC also invites stakeholder groups to submit their feedback on the reforms. In your feedback,
please consider the overall intention of the WAFC and the reforms: to allow future generations of Western
Australians to engage, participate and enjoy all the benefits that our game has to offer.

The following types of feedback are welcomed:

-+ Support/objection to particular reforms, with reasons and alternatives;
Notification of any possible unintended consequences of the proposed reforms;
Issues to be considered in the implementation of particular reforms; and
- Additional areas for reform not identified in this report.
To enable all feedback to be considered appropriately, the WAFC seeks feedback from industry groups.

If you represent an individual or a club, please provide your feedback to the relevant affiliate organisation,
so that it can be included in their submission, or submit your feedback directly on our website.

To ensure that your feedback can be taken into account in implementation planning, please submit it
by 15 May 2017, by email to srf.feedback@wafc.com.au. The WAFC will continue to work closely with
stakeholder groups during the implementation phase.

Thank you for your interest in this report. We look forward to working with all of WA football to build a
stronger sport in the coming years.

" 4

Gavin Taylor Murray McHenry
Chief Executive Officer Chairman

West Australian Football Commission West Australian Football Commission
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Mostly representing Mostly representing

Parents
Junior Community

-

East Fremantle District 12.1%
Perth District 9.7%

West Perth District 9.4% 2 Player

Swans District 9.2% Senior Community
Claremont District 9%
South Fremantle District 8%
Peel District 7.8%

East Perth District 7.2% 4 Member / Spectator@:@
Subiaco District 6.7% WAFL

o) 10. South West Region 6.5%
29.7 /O outh Trest =egion .57\ \J ) Volunteer

females \V/ Junior Community

Coach
Junior Community

T
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Our role in football
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In 2016 the WAFC invested resources into assessing stakeholder
satisfaction levels with football through the WAFC Customer Satisfaction
Survey. The survey was independently coordinated by FTI Consulting to
ensure the validity of the data.

The purpose of the survey was to create a stakeholder satisfaction
benchmark which will enable the WAFC to not only measure the quantity
of participation, but also the quality of engagement that participants and
supporting stakeholders experience.

The survey was very well received with 2,636 community and WAFL
stakeholders providing responses on a range of topics from the overall
service provided by the WAFC, to the game environment at community
matches. The survey also captured a range of comments and suggestions
that will assist in improving our game.

The data that was established from the survey will provide the WAFC with
a number operational improvements such as an increase in training
materials and resources for coaches. The survey will also play a role in
providing data to guide the development of the WAFC Strategic Plan by
creating an understanding of what football stakeholders see as important
strategic priorities.

WAFC Structural Review of Football

In addition to this, the WAFC will utilise the detailed satisfaction ratings
captured to implement targets for staff to increase customer satisfaction
ratings across the board. This measure will be linked to staff KPI’s.

Some key actions within the trending analysis are;
- Ensure the WAFC Strategic & Operational Plans address and align to
the Key Themes and Five Elements to Success;

. Empower all staff to increase the WAFC Overall Satisfaction Ratings;

- Provide the industry with a greater understanding of the role of the
WAFC in 2017.

- Creating a stronger focus on delivering a ‘good service’ and creating

positive relations to all stakeholders of Football in WA.

This report provides an overview of the key themes and benchmark
satisfaction ratings that were present in the 2016 WAFC Customer
Satisfaction Survey.

Gavin Taylor
Chief Executive Officer
West Australian Football Commission
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Five Elements to Success E

QUALITY OF
COACHES

PROVIDING A
POSITIVE AND SAFE
FOOTBALL
ENVIRONMENT
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QUALITY OF UMPIRES

QUALITY AND
SUITABILITY OF OVALS
- AND FACILITIES

ATTRACTING
NEW PLAYERS
TO THE GAME
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Umpiring

Those surveyed
were concerned
about umpire
standards and the
quality of
umpiring
decisions
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Alignment

Feedback about
the purpose and
fairness of WA
AFL club
alignment

Females

Better pathways
and greater
support for
female AFL

athletes

Sportsmanship Regional clubs Coaching
Concern that some  Want more funding, support
players are support and Overwhelming
excessively contact with call for an
aggressive and Regional Leagues increase in
physical on field and RFDC’s training materials

and opportunities
for coaches

Umpiring (@Z Alignment of clubs @ E Females
“We really need access to suitably
qualified umpires for school games.

Students umpiring students is far from . A
an ideal situation. | understand this is a players in the WAFC finals that

challenge to organise and appreciate have not played in the WAFC
your efforts.” competition since mid-July”

“More support/funding is needed for uf
Women's Football at the grassroots
level-WAWEFL, Youth Girls, School Girls
comps, Girls Auskick to provide a
stronger pathway from Auskick to
WAWEFL and then possible selection in
Women's AFL.”

“Inappropriate for the two AFL
clubs to load their sides with

“The alignment teams should

face .’?“’C.” harsher terms of “We need to start seeing changes in
quallﬁcatlon of _AF L players to attitudes towards female football by the
play in WAFL finals” WAFL clubs”

“Umpires need more support at games.
First games should be done with a
buddy to increase confidence. Official
umpiring coaches need to monitor and
give constructive feedback.”

Coaching support

“Formal, standardised coaching
courses and materials supported
by the presence of WAFC
officials 'in the field' “

Regional club support HH]D

“Local supporters and volunteers
are the most important thing in
country footy, | would like to see a
campaign or a round that
acknowledges their efforts.”

Sportsmanship

“Coaches must pull players off the
field who are playing outside the
spirit of the game, preferably before
an umpire sends them off. Smaller
players (especially as others grow)
need to be protected. First aid/injury
care should be a compulsory skill for
at least one person per team.“

“More access to coaching and
learning for our coaches and the
players outside the metro area.”

“Need to do more to help the
transition of country footballers to
the WAFL”

Stakeholder Satisfaction Snapshot %Oé
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Overall satisfaction ratings are an average satisfaction rating from all responses provided by each response group
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YOUTH FOOTBALL WORKING
GROUP RECOMMENDATIONS

QESTAUSTRALL,

-~

FOOTBALL COMMISSION INC.

WAFC Structural Review of Football

OBJECTIVES

Within the youth football participation plan for 2017 — 2020, it is expected that the following objectives will be addressed;
To identify a suitable competition format to provide growth in male youth community club football.
To establish a strategy to improve player retention at the key drop off ages.

To assess the current development squad format and identify strategies to increase long term player retention once a player enters
the talent pathway.

To identify strategies that increase the interaction of school football with community competitions and the talent pathway.

To identify an alternative football framework that engages youth who don’t currently play football or who wish to play a different
format to the traditional game.

To identify the influence of club coaches and volunteers on player recruitment and retention and establish a plan to positively
impact this.

To provide direction on the appropriate allocation of resources and investment required to support the plan.

PROCESS

Establishment of a working group (12 months),
Conducted research within the current youth football market (youth survey),

Conducted consultations and received input from key stakeholders,

Explored and researched current global best practice in engaging and retaining youth aged participants,
Debated the merit of the research and findings and sought input from appropriate football stakeholders,
Present to WAFC Football Affairs Committee,

Final recommendations discussed with stakeholders,

Final report finalised and released.

O B R

VOUTH FOOTBALL WORKING GROUP RECOMMENDATIONS 2017 — 2020

WAFC Structural Review of Football



Undertake a legitimate trial of night football for Youth
participants over a four-week block during the regular
season, with a coordinated evaluation approach
implemented to collect participant satisfaction data.

OVERVIEW

Background

Throughout the consultation process and through participant and
parental surveys there has been a wide belief that additional night
games may provide different opportunities for both players and
parents and that the shift from a traditional structure of football may
help enhance youth retention.

Findings

The following considerations have been taken into account in the

development of the recommendation;

«  Consultation suggests that more night football should be played.

*  The two key nights suggested are Thursday & Friday nights.

. Due to facility constraints it would be difficult to schedule all
games for a single competition at night.
No research has been conducted specifically into the satisfaction
of participants and parents after night games.

The ability to evaluate the proposed trial will allow the WAFC to extend
the pilot if warranted. The availability of venues with lighting capability
for competitive games in some Districts may be a challenge that needs
to be assessed and a determination on viability made.

RECOMMENDATION

Develop a plan for the inclusion of an additional phase
to the junior football pathway via the implementation of
a 15 a side competition for Years 7 to 9.

OVERVIEW

Background

Global trends and local surveys indicate that participation factors are
strongly linked to enjoyment, and enjoyment can be directly linked

to how many times a player touches the ball when playing a game of
football. Further to this, at a key drop off age of Year 6 to 7, there is an
increased requirement for players per team (jumping from 15 to 18)
meaning a team has to recruit 3 additional players in order to be able to
field a team. This often leads to teams merging around this age group.

Findings
The concept of reducing player numbers on team was developed based
on the following positive elements;
It will increase the chance of a player touching the football — a key
factor in deciding whether a player has ‘fun’.
It will decrease the ability for coaches to hide players in forward/
back pockets as there will be a push for more players up the
ground - a key element of ‘fun’.
It has the potential to increase the number of teams (due to less
required players) which will increase the ability to effectively
grade sides.
There will no longer be an increase in players required to field
ateam from Year 7 to Year 8 and therefore teams will remain
together for longer.
It is envisaged that this would be initially in the Year 8 — Year 10
age groups.

The concept was raised throughout the consultation process to
generally positive feedback. All negative feedback revolved around the
fact that the traditional game is played with 18 players on the field.

YOUTH FOOTBALL WORKING GROUP RECOMMENDATIONS 2017 — 2020
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WAFC High Performance (in conjunction with
Community Football) establishes a more concise
regional talent pathway that will provide consistency,
direction and quality training to players in regional
areas.

©000000000000000000000000000000000000 00

OVERVIEW

Background

The consultation process showed that there is a significantly

inconsistent talent pathway across regional areas a lot of which is

dependent on how strong a WAFL club is in the region. The two key

effects on players which are;

e The ability for a player to move through a talent pathway is
heavily reliant on the relationship with the WAFL club in the area.
For a player to effectively be a part of a WAFL talent program is
reliant on the ability to travel to and from Perth.
The ability for a player to receive high level local training that will
enable them to reach their potential is limited to the resources
and systems within the area.

Findings

It was acknowledged that the Great Southern Storm model is effective
and has anecdotal benefits on participation. It was also identified that
the Department of Sport and Recreation can offer a lot to assist this
process.

Whilst this is an issue that impacts on participation, it is felt that
this group doesn’t have the charter to develop and suggest a model
for implementation across the state. It is thought that this is best
developed through the Talent Advisory Group or a suitable group as
determined by WAFC Executive Manager Football Affairs.

To establish a reference group (that includes
representatives from WAFC High Performance)

to develop and implement a Long-Term Athlete
Development approach to development of youth
players that will propose and endorse a specific sport
development model that will guide the direction and
decision making for this segment of the game.

OVERVIEW

Background

It is imperative that the Talent Programs through sport are driven
by a sport development model that best meets the needs of the
stakeholders. It provides the philosophy behind a sports approach
to talent development. Exploring the merits of the various player
development models that currently exist and identify the preferred
model for implementation within the WA talent pathway.

Findings

The following observations were made of the current talent structure;

«  Concerns on the impacts deselection has on the youth market

« |Initial Talent ID conducted by parents or community coaches

e Moving to smaller squads earlier is a concern for the game

*  Youth players told at 13/14/15 that they have limited future in
talent pathway moving forward and the possible impact on Youth
retention within community football

*  Reputational risk for WAFL

Through further consultation and research, we also discovered;

e All WAFL Clubs still rely heavily on Community Coaches for Talent
ID

*  WAFL Clubs recognise reputational risk deselection can have on
relationship with District clubs

e Nearly all WAFL Clubs deselect, some up to 40% of intake

¢ Some clubs are changing and moving to a more educated Talent
1D structure so they can limit deselection

e |ssues sit with capacity to properly conduct TID and having
expertise on the ground

e Anumber of TM’s are the FM of Colts, which limits capacity to
correctly deliver TID

YOUTH FOOTBALL WORKING GROUP RECOMMENDATIONS 2017 — 2020
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Develop a Youth Football Calendar to better align
School, Community, WAFL and State Academy
programs that further supports the welfare of the player
and the existing stakeholder relationships

©000000000000000000000000000000000000 00

OVERVIEW

Background

The various segments within football (community, talent and school)
do not currently collaboratively approach the development of their
fixtures and schedules. This process therefore puts the competition
ahead of the welfare of the players as opposed to introducing a player
first mentality that seeks to develop a coordinated approach to a
player’s football journey.

Findings

After investigating various case studies, it was evident that some
talented players could be playing 40+ games in one season, which is
universally agreed as far too many.

1. To develop an integrated youth football calendar that aligns
community and school football (PSA/SSWA/ACC) more
effectively
«  Aformal, coordinated workshop with all key competition

stakeholders (PSA, ACC, SSWA, WAFL, community and
State Academy) be held post season to explore the concept
of how we all better plan and subsequently fixture the
various competitions that operate across the football
calendar.

The WAFC facilitate a meeting prior to the end of Term 1
with each WAFL club (and their respective TM), the relevant
schools in each district and the relevant JFC’s to formalise
the process for individual player planning to identify how
many games each individual plays, who with and on what
weekend, how many training sessions per week (and who
with) in order to ensure a clear, agreed plan for talented
players within each district that may be involved in multiple
programs.

2. The WAFC to explore the following strategies to better support
the relationship with PSA/ACC/SSWA schools;
*  WAFC issue a public ‘statement of intent’ acknowledging
the role the ACC/PSA/SSWA plays in supporting football.
*  The development of an agreed MOU between the ACC/PSA/
SSWA and the WAFC.

Investigate if there is an alternative format of foothall
that could engage youth who don’t currently play
football or who wish to play a different format to the
traditional game.

OVERVIEW

Background

With the advent of shortened versions of sport such as Twenty20 and
Fast Five should football develop an alternative version that can be
picked up and played. It is imperative that Football does not go blindly
down this path as it is currently ‘trendy’, but rather investigate through
research, data and insights to determine if there are alternative ways in
which the game could be developed.

Findings

Itis acknowledged that football doesn’t have an alternative structure
in place to engage youth who don’t currently play football. With this
in mind the group explored various options taking into account the
current social product, AFL 9s, and various other considerations.

Whilst we have a strong understanding of what our current football
player’s motivations are, we don’t have strong sport specific evidence
to show how we should engage youth that aren’t currently playing
football.

A working group will be established to identify if there is a possible
alternative structure being mindful that there may well not be, and will
look to gather sport specific evidence to support the decision that is
made.

RECOMMENDATION

Develop a revised staffing structure that would better
support the delivery of a more targeted and considered
approach to coach education and development

across the state

OVERVIEW

Background

Itis acknowledged both locally, internationally and through research
papers (including Troy Kirkham’s Churchill Fellowship paper on Youth
Retention), that the coach is one of, if not the, most important factors
in engaging and retaining youth participants in sport. They play a
critical role hence the WAFC need to refocus staff priorities into this
important area of the game.

Findings

1. There are a large number of coaches who are unwilling to
participate in ongoing education for numerous reasons. These
include lack of interest, time poor, the need to travel to attend
sessions, and individual opinion that they already have enough
coaching knowledge
There are limited opportunities for coaches to engage in ongoing
learning opportunities.
The opportunities available are often developed around what
venue, time etc. suits the presenter not the attendee. So, the
education sessions must be taken to the attendee to make it
easier to engage
The current accreditation system sees coaches accredited after
attending a one-off course that requires little to no follow up.
Ongoing education is critical to better coach development and in
term better youth retention and engagement.
A large majority of coach contact is after an issue arises so is
very reactive instead of being proactive.

Develop a process to enhance team selection including
manipulation of players and merging teams.

OVERVIEW

Background

The formation of youth team’s year on year is a convoluted process
which is exacerbated by the continuing drop out of players from youth
football. As teams lose players (for whatever reason) each year they
are required to reassess their position leading into the next season and
often need to recruit, either from other teams or players not playing the
game, to stay viable.

This process usually occurs close to the season start date, leaving
players, clubs and competition organisers in the dark as to some
team’s player numbers and viability for that year as the season
approaches.

Findings

¢ Clubs often wait too late to make decisions about team viability
due to an unwillingness to commit to merging with or even
conceding players to another club.
Some club committees are unwilling to prioritise youth teams,
leaving many team decisions to the coach and team support staff
who may be more emotional and results driven when discussing
player movement.
District rules, policies and timelines regarding player/team
formation are inconsistent and locally influenced

Therefore, the WAFC should implement the following measures to
address this;

1. Ateam nomination timeline across all Districts should be
standardized (within reason) starting from September the year
prior with a set final date for nominations.

A “Hub” system should be introduced in local sub areas to
provide assurance of team viability in traditionally difficult youth
markets. This involves a club being nominated as the “hub” for a
year group within a locality, where they would commit to hosting
a certain team well in advance (potentially up to 2 years) to
counteract uncertainty leading into a susceptible age group.

District involvement needs to increase throughout this process to
provide back office support for early decision making. This would
include statistical analysis of likely drop off areas, organizing of
local hub meetings and support to youth team clubs to promote
the likelihood of team and player retention. This simply requires a
realignment of priorities around key times of year.

VOUTH FOOTBALL WORKING GROUP RECOMMENDATIONS 2017 — 2020 YOUTH FOOTBALL WORKING GROUP RECOMMENDATIONS 2017 — 2020
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RECOMMENDATION

Develop a reward and recognition program, coupled
with accountability guidelines, for youth player
retention.

OVERVIEW

Background

For many years, the WAFC have educated coaches and clubs to
prioritise player retention over winning. This includes introducing
some rules and regulations to reinforce this education such as playing
time requirements and player rotations. However there has never been
any reward or recognition for those that comply with these actions.
Conversely, each year we still celebrate the coach that wins the
premiership with a flag and medal, whereas the coaches that may have
taken a less competitive outlook (but rather focused on developing and
retaining players)are forgotten.

The actions of winning-focused coaches, such as player recruitment
or “poaching”, minimising playing time and rotations for lesser players
and an overly aggressive approach to results based outcomes are all
detrimental not just to their team, but to their competition as a whole.
This is a critical factor in youth drop out.

Findings

. Player recruitment by teams looking to improve the talent in their
side has a negative effect on competition team numbers.
Coaches who seek to alter their playing list for the benefit of
improved team performance are doing so without focus or
punishment.
Coaches who excel at player retention through positive
development strategies are not recognized in a way equal to those
who win premierships.

The WAFC needs to elevate the status of coaches who retain player’s
year on year as opposed to those coaches who win, but turn their list
over regularly. Itis also important that other coaches learn from those
coaches that retain greater numbers of players — what strategies do
they use, what approach do they take, etc.

0 ,\ \ ¥, ;

RECOMMENDATION

Establish a sustainable Youth Advisory Council

OVERVIEW

Background

There are a number of organisations (including sport) that have a
Youth Advisory Council of some description both from a local context
and internationally. Research clearly indicates that when youth have
an ownership over an issue, structure or activity and are empowered
through authentic opportunities to impact decision making then there
is a real engagement in purpose and connection.

Findings

Create a Youth Advisory committee that has a strong inclusive
component that engages youth from diverse backgrounds (both
playing and non-playing). It is imperative that this is not viewed as
tokenism, and is in fact an authentic opportunity to shape the direction
and strategy of their football experience.
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Develop a comprehensive process that collects and
distributes data, research and insights to assist all
stakeholders

OVERVIEW

Background

Sport as an industry has historically had a low investment into
Research, Data and Insights, and as we start to focus more attention
on evidence based decision making it is imperative that we have live
Year to Date data and research available to inform our decision making.

Internationally, research has suggested that some sports invest as
much as 8-10% of their annual budgets on this area as they see and
understand the significant benefit that it can provide.

Findings

The WAFC to increase the amount of research, insights and data
that they utilise for decision making around youth engagement and
retention.

YOUTH FOOTBALL WORKING GROUP RECOMMENDATIONS 2017 — 2020
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