PERSONAL DEVELOPMENT PLANNING

INTRODUCTION

Goal setting and development planning is an important part of being a Group Referee. The notes in this booklet regarding the construction of referee personal development plans are taken from the Level 2 IRB referee course. This format was designed by Steve Griffiths when he was the Referee Manager in England before taking up his appointment with the IRB. I am aware that a number of Societies in the North use a similar format.

An outline of Steve’s approach is provided in Section 1 of this booklet. It can be used to form the basis of a development plan should you wish to use such a style. However, this document has been pulled together to encourage both Referees and Coaches to think slightly differently when identifying areas for development. The aim in doing so is to ask you to focus particularly on those aspects that go to make up top class referees.

The Referee Department has worked with a number of Higher Education Institutions over recent years in order to identify the characteristics of top referees.  Extracts from two pieces of work are included: Section 2 – the Referee Pyramid: and Section 3 – Verbal and Non-verbal Communication. It is recommended that both Coaches and Referees consider these two pieces of work and then use the pro forma included in the appendices to undertake self-evaluation exercises against certain identified criteria. These self-evaluation exercises can then be used to identify additional areas for development in your personal development plans for the forthcoming season.
SECTION 1

PERSONAL REFEREE DEVELOPMENT PLANS
Included in the appendices is a ‘blank’ version of the personal development plan format suggested by the IRB.  The headings below explain the purpose of each section.
Strengths:

The majority of referees know what their strengths are. For example, it may be their fitness or their ability to manage the scrummage. Other sources of information for assessing strengths could be from an analysis of assessment reports, especially if there are a number of assessments available or from information supplied by coaches or mentors.
Weaknesses or Areas for development:

The honesty within most referees will enable them to identify their own areas for development. The assessment process can also help to identify specific areas of a referees performance which require improvement.

Opportunities:

This section identifies how referees can maximise upon their strengths and work on their areas for development. It may be that a referee needing to work on his scrummage management happens to live close to a club with a particularly strong scrummage and can go along and ask for help. It may be that a referee is located close to a fitness centre and has sufficient flexibility in his working day to enable this to be used regularly.

Threats:

There may also be threats to the Referees’ Personal Development Plan. The threats can emanate from a variety of sources, their career, their need to spend quality time with their families, other leisure pursuits or an inability to train or previous injuries etc. It is important that these threats are recognised so that important decisions can be made about a referees route forward.

Action Plan:

Action planning can be undertaken in two stages. Most importantly the referee should identify what he is going to do himself and when. Often, when people decide upon actions they need to take they do not put a timescale on the actions which means they may never be undertaken. The actions should focus on building on strengths, working on areas for development, maximising opportunities and minimising threats or identifying contingencies. 

The second type of action planning involves the participation of others to assist the referee to achieve his goals; they may be involved with the referees society, an assessor, coach, mentor or other interested persons who can assist. The third parties consent will be required if they are to assist.

Coach and Mentor:

As well as having an identified referee coach as part of the Group scheme, a mentor is an additional person who the referee can discuss issues with and help them through problem solving processes. The mentor may not ever see the referee officiate. What are the qualities required for a person to undertake the role of a mentor?

· An elder statesman.

· Another referee.

· A sports coach.

· A work place coach.

· A good listener.

· A confidant.

· A facilitator.

CLUBS:

Clubs train or play a number of times a week at the same mental or physical pace.

If the referee is going to progress he needs to be operating at the mental and physical pace in training that he operates when he officiates. Ideally he should be training at a level of pace above that which he experiences in games.

SECTION 2

What are the components that go to make up a high performing referee?

The analysis of referee performance has been reviewed from a number of perspectives. It has become clear that a lot of ‘good practice’ is occurring throughout referee development. 

The ‘pyramid’ model shown below evolved from work undertaken by the University of Edinburgh in conjunction with the Referee Department.  The development of the model resulted from extensive referee report reviewing, communication, and discussion with referees from across the National Panel. It was also based discussions with advisors and referee coaches as well as a review of current research at the time.

[image: image1.wmf]assertive

unassertive

concern for others

cooperative

FORCING

COLLABORATION

AVOIDANCE

ACCOMODATION

COMPROMISE

CONFLICT MANAGEMENT STYLES


Under this approach referee skill is built upon a foundation of 5 'cornerstone' skill sets.  Two are relatively fixed and inflexible and are thus termed 'robotic' factors.  That is, the ideal referee, 'Robo-ref', can be thought of as a machine-like in that his/her fitness and law application should ideally conform to a perfect model or system.  The other two cornerstones however allow for, indeed require, a much more diverse approach which will depend on the individual's perception of the Context of any match situation and his/her 'Personality'.  Thus, whilst Robo-ref may recognise an offence, the individual may not call it because of game management-related decisions.  Finally crowning the pyramid are the 'Psychological Characteristics of Excellence'.  These are skills that are apparent in elite performers in any walk of life (athlete, businessman, or woman), and are crucial to the development of any elite performer.  In fact it is extremely unlikely that a referee without these factors would make the World-Class level.

The Psychological Characteristics of Excellence (PCE)

The PCE have been placed in the model to provide a framework from which the specific behaviours of the individual referee can be identified.  In other words each one of the headings below is vital for the development of referees.  For example, a poor performance, or a trend of poor performances, more than likely can be attributed to one of the headings below.  Therefore it is then possible to review the referee’s make-up (weekly build-up and game) according to the 8 headings of the PCE and put measures into place to remedy. This is a practice carried out by our colleagues. These PCE are:

1. commitment,

2. quality practice/training,

3. clear defined goals,

4. use of imagery,

5. clear planning,

6. singular and present focus on match day and overall direction,

7. distraction control, and;

8. realistic performance evaluation.

The PCE have been placed in the model to provide a framework from which the specific behaviours of the individual referee can be identified.  In other words each one of the headings is vital for the development of referees.  For example, a poor performance, or a trend of poor performances, more than likely can be attributed to one of the headings below.  Therefore it is then possible to review the referee’s make-up (weekly build-up and game) according to the 8 headings of the PCE and put measures into place to remedy. This is a practice carried out by our colleagues.  These Psychological Characteristics of Excellence are;

1. Commitment:  a critical success factor.  The life style of the referee revolves around their ability to direct their energies primarily into refereeing.

2. Quality practice/training: the best referees know exactly what type of physical training works for them and have had professional advice.  They often mentally prepare to produce their best effort.

3. Clear, defined goals: the best referees have clear defined goals.  These may be daily, weekly, or yearly.  They know what they want to accomplish each day, each workout, each game, and they are determined to accomplish these goals and focus fully on doing so.

4. Use of imagery: Mental Simulation or imagery is used daily to prepare for training, technique change, application of the law, handling different situations, corrections, and specific game preparation.

5. Clear planning: examples of planning are practice planning for the week ahead, pre-match preparation, all of which fit into a season plan of training, games and other commitments. 

6. Singular and present focus: the best referee know what focus plan worked best for them on match day, they deal with the moment in the game and do not dwell on negatives that do not contribute to the game.

7. Distraction control: All the best athletes, referees, and business-folk have one aspect in common, distraction control.  However in terms of mental skills for dealing with distraction or setbacks, there is a great variation.  Referees that perform at the highest level consistently have excellent strategies for getting back on track quickly when things go poorly.

8. Realistic performance evaluation: the best referees have developed a procedure to extract the important lessons from every game.  They continually adapt and refine their approach based on these lessons.  The lessons that they have reported have been technical (often supplied by you, or by club coaches), these are then integrated into their mental simulation, planning, and pre-math prep.

From these headings it is now possible to begin to dissect a referee's performance according to the behaviours and activities on and off the field. There are outlines of behaviour that demonstrate these characteristics already available. Although, we as a cell, region, or nation have to agree the specific behaviours for the individual referee that demonstrates these skills. However, we suggest that these should be our starting points before we begin to modify them to refereeing.  

SECTION 2

VERBAL AND NON-VERBAL BEHAVIOURS

The use of verbal and non-verbal behaviours relates directly to the personality of referees.  By understanding how personalities can be directly measured; Referees and Coaches have a means to assess styles and develop impression and conflict management skills.  For example, the coach who identifies that a referee is being perceived as aggressive can identify through verbal and non-verbal behaviours why this is the case.  Referees and Coaches will then be able, through self-impression management skills, to directly adjust the verbal and non-verbal behaviours into a more appropriate and desired personality that the referee may wish to portray.

The means to measuring ‘personality’ can be derived through assessing verbal and non-verbal behaviours.  These can be identified both in direct assessment and through video and voice-over analysis.  The objective therefore, is to identify issues within the psychological literature that are pertinent to enhancing excellence within refereeing through the personality dimension. 

Personality

The idea of personality is a most intriguing concept for many of us, even though we all know just how much our personalities affect our own and other’s lives.  Personality refers to relatively stable, internal factors which produce consistent individual differences at the emotional and motivational levels (Eysenck, 1998).  Adult personality may depend mainly on genes, childhood experiences and other experiences in life, social environments and desires.  Therefore, personalities have a multifaceted dimension where individuals are totally unique. This accounts for referees too! 

The crucial factor to refereeing is the ability to impress a positive personality to enable a game to be refereed with greater control.  Consequently, referees have to be a good judge of other’s personalities as well having the ability to ensure they impress the desired personality upon others.  For example, media training is one such impression management tool that referees may have to acquire as their careers progress.  The importance of how our personality is portrayed on the rugby field is the most crucial aspect to the quality of refereeing that individuals can deliver.  While an individual, such as a novice referee, may be tense, anxious and nervous, his verbal and non-verbal behaviours may allow him to be perceived as aggressive and hostile.  Fortunately, the ability to develop and change personality exists and therefore, ‘false’ impressions can be eradicated.

The importance of individual personality within refereeing is associated at the inter-personal level.  While not advocating the use of any one ‘style’ of refereeing, the ability to impress control over the game, through our social and communication skills is fundamental to the ‘characteristics of refereeing excellence model’ (Musky et al).  Therefore, understanding the importance of how personality is portrayed through both verbal and non-verbal behaviours is central to the present report.
Verbal Communications

Verbal communications between individuals are interactions that are the makings of impressions.  While, ‘what’ we say is very important, it is ‘how’ we communicate verbally that is of crucial importance.  Therefore, in the understanding that there is a concept of ‘rules’ within communications, we must match the ‘how’ to communicate with the social context.  It would be inappropriate for a referee to swear aggressively at individuals, identifying a loss of control and unprofessional behaviour.  This is only one such unwritten rule within refereeing which can be identified in the social interaction of refereeing as an implicit rule.  It is only when rules are broken, as when people do the unexpected, that we become aware of what is usual, and taken for-granted.

The idea that social interaction is guided by rules that are implicit, allows for the fact that we do things without consciously having to make decisions about them.  It also allows for the idea that, while there are general rules that can be applied, exactly how they will be employed is a matter for the individuals concerned.  Within the realms of refereeing, continual assessment both externally (media, fans, club officials) and internally (self, other referees, coaches and assessors) changes this issue slightly.  While ‘how’ verbal communication rules are employed is a matter for individuals concerned, referees have to successfully impression manage to excel within their domain.

It is not within the remits of this report to advise which style of verbal communication is sought.  This will be dictated by preference of styles at the time (both internally and externally) and the historical nature of the stereotyped ‘good’ referee.  This section of the report will identify how verbal behaviour can be assessed directly, giving the referees and assessors objective means of assessing their own (and others) verbal communication skills.

The model utilised to manage how we verbally communicate is the ‘VAPER’ model.

· Volume

· Articulation

· Pitch

· Emphasis

· Rate

A good means of identifying the group-norms of referee verbal communications is to brainstorm within a group session.  Within this brainstorming session, the objective is to identify what should be appropriate for each of the VAPER model issues in a particular context.  Verbal communication is a dynamic means and therefore different scenarios of refereeing will utilise different management of the VAPER model issues.  However, what will become apparent is that social rules of the refereeing environment DO exist.  The VAPER model can then be utilised to identify objectively exactly how the communication means could be identified in scenarios where verbal communications skills are weak.  For example, within the example of the ‘aggressive’ referee, an identification of where the verbal behaviour can be identified and how we can change the ‘perceived personality’ could be discussed.

The language used by referees should support the context in relation to the adopted ‘style’, ‘environment’ and ‘situation’.  Interaction control through saying the right thing at the right time is crucial.  Therefore, unambiguous verbal communication, such as telling players exactly what the referee expects of them, even within the game situation, is a skill that must be established in referee development.  There is considerable scope for misinterpretation within the rugby environment and the referee is a major influence to the remedy of unambiguous feedback within the game.  Words chosen can make something seem positive, neutral or negative (Giles and Coupland, 1991) through either speech ‘convergence ‘ or speech ‘divergence’ which, when controlled and utilised appropriately, allows the referee to strengthen his control over rugby games.  The ability to adapt speech to that of the ‘listener’ so that they are more positively evaluated by that person in the form of bringing the two ‘interactors’ (e.g. referee and player) together is deemed as convergence.  Referees have to be able to distinguish themselves as the officiating authority, even if that means a negative evaluation by the other at that time, and this identifies the need for a referee to have the capacity to distinguish himself through ‘divergence’ of communication.  It is maintaining control on the rugby field by utilising the need for convergence and divergence of verbal communications that gives the referee the ability to control interaction.

Non-Verbal Communication

We can all read one another’s bodily conduct so as to know the other person’s motives or feelings.  As a way to begin to think about the non-verbal behaviour in social relationships, we will look at the seven dimensions of communication model (Knapp, 1983).  As relationships develop, interaction becomes more intimate.  Which dimensions of communication do you believe are more appropriate for referees and note down some of the non-verbal behaviours that you think might signal a change to greater intimacy on each dimension?

What should become apparent is that a greater desire for ‘intimate’ interaction seems appropriate within the relationship between referees and the external environment.  This external environment includes relationships with other officials, assessors, coaches, players and the media.  However, by being able to assert behaviours associated with the more formal dimensions of communication, this allows the referee to maintain greater control in the game environment. 

[image: image2.png]- INTERNATIONAL RUGBY BOARD




Table 1.  The seven dimensions of communication
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More Formal




More Intimate
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Narrow, precise




General, diffuse

Stylized




Unique

Rigid





Flexible

Awkward




Smooth

Public





Personal

Hesitant




Spontaneous

Explicit, spelled out



Taken for granted


(Adapted from Knapp, 1983)

The term ‘non-verbal behaviour’ covers a wide range of movements.  This includes facial expressions, voice intonation, gestures and postures. Indeed, an extensive literature on ‘body language’ and ‘body codes’ exists.  A list of non-verbal behaviours pertinent to refereeing would need to be identified within the RFU refereeing unit through brainstorming, the delphi technique or nominal group technique.  However, some examples could include:

· Posture

· Position and proximity

· Gaze

· Face

· Gestures

· Appearance

· Physical contact

· Body shape

· Expressions

· Movements

· Location

As with verbal communication, no right or wrong behaviours are stated.  In the perspective of the other however, we have to identify how they translate and can be misinterpreted.  Non-verbal behaviours have no intrinsic meaning, and they can only be understood when taken in relation to one another.  The context analysis is therefore crucial when determining appropriate personality behaviours.  As with the assessment of verbal behaviours, it is therefore easier to identify when an individual behaviour seems or appears inappropriate.

Referee Personality

Referees require a cultural inheritance where having a low threshold on the body’s use (that is more constrained), raising one’s voice or making expansive gestures run’s the risk of the referee being labelled ‘emotional’ and ‘unruly’.  Awareness and sensitivity to the environmental context, along with the understanding of how verbal and non-verbal behaviours can be altered gives individuals the tool to manage personality impression and fit social decorum.  While only indicative, the goals of a referee should be to appear:

· Impartial

· Confident

· Focussed

· Composed

· Competent

Referee coaches are a key figure with the developing of personality within refereeing.  The perfect answer would be to identify the individuals with ‘good eyes and bad ears’.  However, this is not the case.  Setting up constructive analysis of interpreted behaviours (such as aggression) along with the means of clarifying these behaviours in an objective manner is crucial to personality and game management success.  Tools that are proposed include the use of self-analysis (through video and voice-over feedback), buddy-buddy systems and behavioural assessor feedback that focus on the VAPER and ‘non-verbal’ models.

Further management instruction in the form of conflict management could also prove appropriate.  The conflict model identifies how varying means of dealing with conflict can be utilised.  The one drawback to the tool is the highly charged and dynamic nature of rugby games does not allow the ability to assess which is the appropriate means to tackle specific conflict situations.  However, the tool could be used to identify and redeem ‘inappropriate scenarios’ in relation to training scenarios.  The conflict (or game) management model identifies that there are 5 main means of dealing with conflict scenarios as identified within the model.

Understanding how the conflict management diagram works, and how to identify an individuals own conflict style clarifies and aids individual referees the route to ‘change’ or ‘alter’ their perceived verbal and non-verbal behaviours as required.

Conclusion

The ‘excellence in refereeing’ model (Musky, 2002) identifies personality and game management as a key dimension of refereeing expertise.  The present report identified issues within the psychological literature that are pertinent to enhancing this expertise through understanding, analysis and development of verbal and non-verbal behaviours through impression and conflict management.  While other dimensions of personality research can be identified as relevant to refereeing, the present literature analysis is deemed as being the most valuable means of gaining refereeing excellence through the personality dimension.

PERSONAL REFEREEING DEVELOPMENT PLAN

Personal Refereeing Goals:

Outline your refereeing goals / ambitions including target dates:

( 

(
(
(
(
Strengths:

Record your refereeing strengths:

( 

(
(
(
(
Weaknesses:

Record the areas of your refereeing requiring further development.

(
(
(
(
(
Opportunities:

What opportunities are there for you to build on your strengths and develop the areas requiring attention.

(
(
(
(
(
Threats:

What are the treats to you achieving your goals i.e. what is hindering your progress.

(
(
(
(
(
Action Planning:

YOU

What actions can you take to build upon the opportunities and to minimise the threats ?

( 

(
(
(
(
OTHERS

What practical actions can others take to help you to achieve your goals – who and what ?

( 

(
(
(
(
Mentor:

As well as your coach, who are you going to discuss the Personal Refereeing Plan with ?

What qualifies them for the role of mentor :

(   An elder statesman

(   Another referee

(   A sports coach

(   A work place coach

· A good listener

· A confidant

· A facilitator

Clubs:

Clubs train and / or play at the same mental or physical pace at least four times a week. If you were going to progress which clubs could you visit to ensure that you are operating at the pace required.

(
(
(
(
(
When will you start working with them?

Using the scales below, answer the following questions about your own communication skills as honestly as you can:

	Volume


	1            2            3            4            5

Quiet                                              Loud

	Articulation


	1            2            3            4            5

Unclear                                           Clear



	Pitch


	1           2             3            4            5

Low                                                 High

	Emphasis


	1           2             3            4            5

Weak                                               Strong

	Rate


	1            2            3            4            5

Slow                                               Fast


When communicating with players how aware are you of the following non-verbal communications:

	
	    Low                                                 High

awareness                                       awareness

	Posture


	1            2            3            4            5



	Position and proximity


	1            2            3            4            5



	Gaze


	1           2             3            4            5



	Gestures


	1           2             3            4            5



	Appearance


	1            2            3            4            5



	Physical contact


	1            2            3            4            5



	Body shape


	1            2            3            4            5



	Expressions


	1            2            3            4            5




Using the grid below, rate yourself honestly against the Psychological Characteristics of Excellence:
	PCE
	Low                                                        High

	Commitment:  a critical success factor.  The life style of the referee revolves around their ability to direct their energies primarily into refereeing.
	   1            2            3            4            5



	Quality practice/training: the best referees know exactly what type of physical training works for them and have had professional advice.  They often mentally prepare to produce their best effort.
	  1            2            3            4            5



	Clear, defined goals: the best referees have clear defined goals.  These may be daily, weekly, or yearly.  They know what they want to accomplish each day, each workout, each game, and they are determined to accomplish these goals and focus fully on doing so.
	  1           2             3            4            5



	Use of imagery: Mental Simulation or imagery is used daily to prepare for training, technique change, application of the law, handling different situations, corrections, and specific game preparation.
	  1           2             3            4            5



	Clear planning: examples of planning are practice planning for the week ahead, pre-match preparation, all of which fit into a season plan of training, games and other commitments. 
	  1            2            3            4            5



	Singular and present focus: the best referee know what focus plan worked best for them on match day, they deal with the moment in the game and do not dwell on negatives that do not contribute to the game.
	  1            2            3            4            5



	Distraction control: All the best athletes, referees, and business-folk have one aspect in common, distraction control.  However in terms of mental skills for dealing with distraction or setbacks, there is a great variation.  Referees that perform at the highest level consistently have excellent strategies for getting back on track quickly when things go poorly.
	   1            2            3            4            5



	Realistic performance evaluation: the best referees have developed a procedure to extract the important lessons from every game.  They continually adapt and refine their approach based on these lessons.  The lessons that they have reported have been technical (often supplied by you, or by club coaches), these are then integrated into their mental simulation, planning, and pre-math prep.
	   1            2            3            4            5




If you answered the questions honestly you should be able to list your own strengths and weaknesses
	Strengths
	Weaknesses
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