Attachment 1 – Key sections from:  Getting it right: Guidelines for Selection – Australian Sports Commission

C(iii) Selection philosophy (the aim of the process)

The first step in the development of the selection policy is to determine what the aim of the

selection process itself is to be. The aim of the selection process will almost certainly be

determined by the type of event/championship being considered.

For example:

• For a world junior championship event the aim may be to pick all athletes with the

ability to achieve a medal result at that particular junior world championship, together

with other athletes identified as having the potential to develop into representatives at

the senior international level.

• For a world championship the aim may be to select all athletes capable of a top-eight

performance at world championships, together with any other athlete identified as

adding value to the team as a whole and increasing the chances of any team

member achieving a medal result.

• At an Olympic Games the aim may be to select only those athletes who have the

ability to finish in the top eight.

• For a development event it may simply be to select athletes to gain experience in

order to develop for the future.

Each of the examples set out above may require the adoption of a different type or form

of selection criteria in order to achieve the stated aim (refer to section C[v] and [vi] for

more detail).

The aim of the process should be to enable selection of the best possible team in line with

the overall philosophy/ aim for the event. Consideration must be given not only to how to

enable the best team to be selected but also how the selection process enhances the

optimisation of performance at the event itself.

Who should be responsible for determining and implementing the selection

philosophy?

Members of the high performance team, including the head coach or other high

performance program leader, are entrusted with the responsibility for all aspects of high

performance and will be judged, at least in part, by results at major championships. As a
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matter of common sense these individuals should have significant input. The head coach,

high performance director or equivalent persons responsible for the relevant area of high

performance (or junior development) are logical candidates for determining an appropriate

selection philosophy which may then need to be submitted to the Board for final approval.

C(iv) Implementing the philosophy and planning the policy

Once the selection philosophy has been decided on, the task is then to decide, on a step by-

step basis, how that philosophy is to be implemented.

• Who should be responsible for determining how the philosophy will be

implemented?

For all the reasons set out in C(iii), the leader of the high performance program (or

sub-area) should be given the responsibility to lead the process.

• Who should have input to the policy?

Those responsible for developing the policy should consult with all the

knowledgeable and interested parties. Those parties should be consulted in person

or invited to submit written opinion/s which should be given due consideration during

the decision-making process. Input should be sought from the following:

– head coach and other members of the high performance team

– elite athletes and past elite athletes

– high performance coaches from within the sport and even from other sports

– other parties respected for their knowledge and/or experience in sport at the

elite level.

• External influences

The realities of modern sport will almost certainly mean the organisation will need to

at least consult, if not seek input from, a number of interested parties from outside the

sport when considering their selection policy. Sponsors, for example, may have rights

that enable them to dictate the timing or the venue for a selection trial or other event

that will be part of the selection qualifying process.

The international federation (or event organisers) will set qualifying times or

performances and restrict entrants for major championships. It will also set time limits

for qualifying performances and a date before which all individual entries for a

particular championship must be submitted. All of those factors will influence

decisions in relation to the selection policy.

For multi-sport events such as the Olympic, Paralympic or Commonwealth Games,

NSOs will need to comply with the requirements of the relevant policies or by laws

established by organisations such as the AOC, APC or ACGA.
The Australian Sports Commission, Australian Institute of Sport, state institutes and

academies and state governments all have a direct interest through their respective

contributions to sport. The interest of these bodies is the same as that of sporting

organisations — to ensure the best possible team is selected, particularly in

nominated ‘benchmark events’ that are key indicators to success of sports.

Method of selection

How to give athletes the opportunity to trial and demonstrate their ability must be

considered. Some common methods of allowing athletes the opportunity to vie for

selection are:

• selection trial

• multiple selection trials

• specified events within a whole season

• rankings

• head-to-head competitions

• selection camp.

It is important to note that the method/s chosen should not only provide the opportunity for

the best possible team to be selected, but specifically the best possible team for the event/

competition they are being selected for. In addition, the selection process must enhance

the ability for the athletes to then maximise their performances at the time of the event.

Issues to be considered include:

• timing of selection relative to the event

• course or condition specifics of any trial events

• involvement of tactics or interdynamics (for example, will a local competition with

lower depth and quality change the tactics and even outcomes relative to an

international competition?)

• applicability of the selection method to the event for which the athletes are

being selected

• do ranking methods accurately reflect the ranking of athletes for the specific event?

C(v) Considering selection criteria

Selection method and criteria must be complementary and designed to achieve the

desired aims and outcomes of the selection process. Selection criteria are the actual

principles or standards on which eligible athletes will be judged for selection. Those

standards can either be objective, subjective or a combination of both.

Selector’s discretion

A selection policy that gives selectors discretion when they make their decisions is one

that gives the selectors the liberty of making decisions as they see fit, either absolutely or

within limits set by the policy.

When a sporting organisation chooses between objective selection criteria on one hand

and subjective selection criteria on the other, it is really making a decision on how much

liberty (or discretion) it gives to its selectors in the decision-making process. If purely

objective selection criteria are chosen, the selectors have more of an administrative role. If

however, purely subjective criteria are used, selectors play a much more active role in the

selection process.

The role of selectors and their use of discretion is discussed next (refer to section F).

Objective selection criteria

An example of an objective selection criterion (or standard) is as follows:

Any athlete who finishes 1st or 2nd at the selection trial and who has achieved the qualifying

standard during the qualifying period will be automatically selected in the team.

Purely objective criteria do not allow the discretion of the selectors to influence selection

decisions. If a particular athlete achieves all of the listed criteria, the athlete has a right to

be selected. This right will be enforced/protected either through the courts or via the

appeal process (refer to section D).

Subjective selection criteria

An example of a purely subjective selection criterion is as follows:

The selectors will name the three athletes who, in their opinion, have the best chance of

achieving a medal result at the [year] Olympic Games. This discretion is absolute.

In this example, there are no actual or tangible standards against which athletes will be

judged or against which they will be compared with other athletes. The selection decision

is based entirely on the collective opinion of the selectors as to the ability of individual

athletes to achieve results at the championship or event in question. The athlete has no

right to selection by virtue of any particular performance or achieving any particular

standard and therefore the athlete’s rights are limited to the organisation fulfilling its

obligations as set out in section B(iii).

Combination of objective and subjective criteria

Selection criteria involving various combinations of objective and subjective criteria can be

used, for example:

 ‘The 1st and 2nd placed athletes at the selection trial, having achieved the qualifying time

within the qualifying period will be automatically selected for the [team]. A third member may

be added to the team at the discretion of the selectors. This discretion is absolute and need

not be exercised by the selectors.

The example set out above is a simple combination of objective/subjective criteria.

Examples of more complicated and/or sophisticated clauses are set out in Appendix 1.

The choice of selection criteria is arguably the most significant decision that will be made

in regard to the selection policy. That choice will have consequences for the organisation,

the sport in general and for the athletes vying for selection. The implications and

consequences need firstly to be identified, and then carefully considered, by those

developing the selection policy.

Advantages of objective selection criteria

• Certainty — using purely objective selection criteria, if set out in clear and precise

language, creates an overall atmosphere of certainty in relation to the selection

policy. Such criteria usually involve selection standards, selection trial/s and a ‘first

past the post is in the team’ criterion that is easy to understand and follow by

athletes, coaches, media and interested parties.

• The athletes/coaches are often happy — as discussed in section C(vi) many

athletes and their coaches like objectively based selection criteria as they know

exactly what they have to do.

• Replicates the big occasion ‘pressure’ — most advocates of objective-based

selection criteria point to the fact that the ‘first past the post at the selection trial’

replicates the pressure and atmosphere that athletes will be subjected to if they are

successful in making the team. This is particularly relevant if the team being

considered is for a major championship such as the Commonwealth Games, world

championships or Olympic Games. The argument is that the pressures associated

with training, peaking and producing your best performance at a cut-throat/s trial will

give the athletes invaluable experience at all those aspects of championship

performance if they make the team, or alternatively for the future.

• Selectors’ role is straight forward — purely objective selection criteria in effect

means that athletes select themselves. This being the case, the selectors’ job

becomes predominantly an administrative one. The selectors end up focusing on

ensuring the proper process is followed, crossing t’s and dotting i’s and naming a

team. They do not select the team. This means they avoid having to use their

discretion and perhaps make difficult decisions based on subjective assessments of

the ability of various athletes.

Disadvantages of objective selection criteria

• Lack of flexibility — with purely objective-based selection criteria there is always a

chance that the sport’s outstanding individual athletes will fail to make the team

because, for any number of legitimate reasons, they do not meet the rigid selection

standard and/or do not get full opportunity to prove their worthiness for selection. An

athlete may be ill or injured and not able to compete at a selection trial, or could be

injured in a selection trial itself, or be affected by extreme conditions or

circumstances. The result is that the best team may not be selected and/or athletes

who may be regarded as certainties for the team, and who could still even be

regarded as overwhelming favourites for outstanding individual success at the

championship event being considered, do not ultimately represent Australia in a

major championship.

• Timing of peak performance — the flipside to the argument that a ‘one-off’ major

selection trial replicates championship pressure (see above), is the equally legitimate

argument that forcing athletes to peak for a one, or even more than one, selection

trial/s places them at a significant physiological and psychological disadvantage

when their major focus should be only one physical and emotional peak for the year

— that being the major championship for which they are vying for selection. This

argument can be further advanced by considering the fact that many of the

outstanding athletes from other countries (with less depth) may be pre-selected for

major championships. This pre-selection gives those athletes the advantage of timing

their physical preparation for one peak only.

• Pressure of selection is not always equal — objective criteria, especially when

associated with trial events, do not carry equal pressure for all triallists. For example,

a young, inexperienced and/or less credentialed athlete with no pressure and

‘nothing to lose’ may have an exceptional day at a trial and qualify for the team by

way of right over an athlete with a proven track record at major events. For the well

credentialed athlete, a cut-throat objective qualification process can carry more

pressure than the major event itself as they may have ‘everything’ to lose. A young,

inexperienced athlete winning their way into the team may not in fact be ready for the

pressures of the competition for which they are being selected and the selection

process may not have prepared them for this. The result may be that the best team is

not selected.

Advantages of subjective selection criteria

• Flexibility — the major advantage of subjective selection criteria, is that it provides

the flexibility for a range of circumstances, gives athletes a broader opportunity to

demonstrate their ability for selection and allows the selectors to pick what, in their

opinion, is the best possible team. Most team sports use subjective criteria for

this reason.

• Keep the stars happy — most of any sports’ superstars/outstanding champions and

their coaches generally like the security of knowing that selectors may have the

discretion to pick them if things go wrong at a trial or they are injured or ill at the time

of selection.

• Selectors can ‘tailor’ the team — subjective criteria enable the selectors to pick a

champion team rather than have a team of champions forced on them. This aspect is

most significant in team sports or in sports/events where an element of team tactics

or flexibility in personnel is an advantage (refer to section C[vi]). It also allows

selectors to select athletes that are most suited to the event’s particular course or

conditions (for example, hilly, flat, windy).

• Peaking — not having a rigid trial/s or event/s allows athletes, who are expected to

perform well at major championships, the luxury of gearing all their training and

emotion towards one single peak for the year at the major championship. It may also

allow athletes who have sustained an injury enough time to undertake a recovery

process which will ensure they are at their best for the major competition.

• Qualitative approach — selectors have been chosen because of their knowledge

and understanding of the sport and the policy, including selection criteria and the

aims of the policy. A good case can be put forward that they are the best people to

determine who should be in a particular team or event. Where subjective criteria are

involved, especially the use of discretion, those people who have been chosen as the

most capable of making those decisions actually get to make a decision.

Disadvantages of subjective-based selection criteria

• Discontent among athletes/coaches — as discussed later in this document

(Section C[vi]), most athletes and their coaches prefer objective-based criteria. They

like to know exactly what they have to do, with a preference for being able to earn

their spot by right of performance in a selection trial or event. They may be worried

about the outcome of subjective criteria before selection, and not agree with it

after selection.

• Pressure on selectors — in situations where selectors have significant discretion

when making their decisions, they come under significant pressure from the various

parties interested in the outcome of their decisions (the athletes, coaches, media,

bodies such as the Australian Commonwealth Games Association and AOC, and the

particular sport’s officials). Much of this pressure can be averted by the organisation

ensuring that right selectors are chosen (refer to section F); that the process is clear

and transparent; that selection policy and criteria are well publicised and settled

early; and that all stakeholders have been informed and educated about the process

and criteria (refer to section E). As noted above, it can equally be argued that the

selectors are the most appropriate people to make these difficult decisions.

• Softer options for athletes — it is often argued that giving selectors discretion is a

softer option for the athletes because they are aware that they can still be selected

even if they fail in a particular event. It must be noted, however, that subjective

criteria allowing selectors discretion will almost always allow selectors to consider the

competitive record of athletes under consideration for selection, which will include

performances at the selection trial/s.

• Risk of misunderstanding — subjective criteria, especially those involving

discretion in the hands of selectors, are often misunderstood by athletes, their

coaches and other interested parties (such as the media). This, however, can be

averted through the adoption of practices set out in this manual (a well-worded policy

document, early publication and education of interested parties).

• Risk of appeals — subjective criteria have historically been subject to more appeals

by athletes, the consequences of which are well known (stress, costs, adverse

publicity) and often impacts on the performance of the athletes, as individuals and

across the sport. This can be averted by a well thought out and executed process.

Combination subjective/objective criteria

Depending on the sport and its selection philosophy, it could be argued that a combination

of subjective and objective criteria is the ideal compromise. The disadvantages of purely

objective or purely subjective criteria can be minimised while still enjoying the major

advantages that both forms of criteria have to offer.

The combination of objective/subjective criteria is most often used in sports that can select

a number of different individuals for a particular event within the sports program, for

example, three athletes in each of the events on the track and field program. In those

circumstances, one or two positions may be available by right of performance achieved on

a purely objective basis and the third or remaining position may be left to be selected at

the discretion of the selectors. In some team sports, part of the team could be selected

objectively by physical tests or standards and then others added at the discretion of

the coach.

Pre-selection

Pre-selection involves the concept of selecting certain athletes, or a certain class of

athletes, prior to the time at which the majority of athletes will be selected to any team. For

example, if a team for the Olympic Games was due to be announced in March of the

Olympic year, a pre-selection clause may involve athletes from a certain class (for

example, current world champions) being eligible to have their selection announced by

October of the year prior to the Olympic year. This allows them to focus on training for

the event.

The appropriateness of pre-selection for any particular sport will be determined by a

number of factors. Those factors include:
• Nature of the sport — all of the matters set out previously may have some bearing

on the appropriateness of pre-selection for any particular sport. For example, the

opportunity to ‘tailor’ a team may be lost through pre-selection if the team is small.

• Quality of athletes available — if a particular sport has one, or a small number, of

truly outstanding prospects for a particular team, then pre-selection may well be the

way for the organisation to ensure that those athletes will be in the team and to give

them the security and all of the advantages, as set out previously, that comes with

the knowledge that you have been selected well in advance of a major championship.

This must be balanced against eliminating the pathway for new and rising talents.

• Number of team places available — the total number of team places available in

either a particular event or a total team is a matter that will have a bearing on the

appropriateness of pre-selection. If there are only a small number of positions

available, pre-selecting one or more athletes to those positions will have the effect of

drastically reducing opportunities for athletes other than those pre-selected.

A pre-selection clause can be either objective, subjective or a combination of both.

Further, the ultimate inclusion in the team of any pre-selected athletes can be made the

subject of that athlete meeting performance goals or standards at a time closer to the

championship event in question.

Conditional selection

In some circumstances it may be useful to give selectors the discretionary right to select

an athlete subject to that athlete fulfilling certain conditions in the future, set by the

selectors at the time of making the selection decision. Conditions may involve attainment

of a performance standard or the successful fulfilment of a fitness assessment.

Conditional selection is a useful tool to cover a situation of a stand-out athlete who has

been ill, injured or out of form and whose injury or form status needs to be closely

monitored following the announcement of the team and any deadline for entries to a

particular championship.

The right to make selection conditional on the attainment of future conditions can only be

given to the selectors as part of their discretion. If it is to be used as an option in the

selection policy it is recommended that it be set out in a specific clause.

An example of a conditional selection clause is set out at Appendix 1(7).

Taking into account extenuating circumstances

Regardless of how much planning and thought goes into the decisions regarding selection,

the outcome can be dictated by circumstances unforeseen and out of the control of those

drafting the policy. It is very important when developing selection policy to consider all

possible extreme circumstances that may affect selection. It must then be decided if
exceptional circumstances will be considered as part of the policy and to what extent, and

how is the sport prepared to take them into consideration. Ultimately any selection policy

must aim to give all eligible athletes full, fair and equal opportunity to demonstrate their

worthiness for selection.

Cover all contingencies

Make sure that all contingencies are covered in the selection criteria, even those that may

be remote, such as the cancellation of a selection event or a dead-heat in a selection race.

Consideration should also be given to a situation where, because of an unexpected rise in

performance level, an athlete who has not previously met a minimum performance criteria

set by an organisation for team selection eligibility, wins a selection event. Such a

contingency needs to have been considered in advance and a decision made as to

whether that athlete will be eligible to be selected and in what circumstances.

Other considerations will be whether reserves are to be named in a team, and, if so, at

what point. Provision should also be made for replacing athletes in a selected team after

selection, if the need arises. Circumstances around the replacement of athletes or

provisions for naming reserves may be governed by a third party, for example, the event

organising committee.

C(vi) Making the right choice in selection criteria

Refer back to the selection philosophy

The final decision in relation to selection criteria should only be made after careful

consideration of the different options available. Thought needs to be given to the

consequences of choosing one form of criteria over an alternative. Always keep the

selection philosophy in mind. What is the ultimate aim of the selection process?

With the four examples set out at C(iii) it is almost certain that four different types of

selection criteria would be required to achieve the desired results. ‘Horses for courses’

— consider the specific characteristics of the sport.

Each sport has it own unique characteristics that may well influence the appropriateness of

a particular set of selection criteria being considered. For example:

• Team sports — clearly the very nature of most team sports makes subjectively

based criteria generally appropriate. The selection philosophy will almost always be

to select the team that is most capable of representing the organisation and therefore

subjective elements such as team harmony and balance must come into

consideration. These matters are generally not capable of being determined

satisfactorily on an objective basis. Many team sports first use objective criteria to

select a squad from which the team is ultimately picked on a subjective basis.

• Individual sports — if it is accepted that some form of subjective criteria are

appropriate for team sports, the opposite proposition is that individual sports by their

nature are best served by the use of objective criteria. This is not necessarily the

case! Individual sports vary greatly in their nature. Swimming for instance, and to a

lesser extent track and field athletics, are conducted in strictly regulated

environments (50-metre pool, 400-metre track) with the rules of competition making

most competition results comparable on an objective basis. Swimming is a classic

‘closed environment sport’ where weather, wind conditions and even tactics play very

little part. This is not the case with all individual sports. An individual sport such as

triathlon is affected by numerous factors such as course design, the weather, race

tactics and team tactics. As a result, performances in different events are harder to

compare and the level of performance of a particular athlete can vary significantly

from event to event. Similarly many highly technical sports inherently have high

variability and thus some subjectivity should be considered in selection policies.
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• Individual sports with a ‘team flavour’ — a number of sports that are technically

’individual’ sports, offering only individual medals, involve a team element. The

cycling road race, for example, offers only individual medals but the nature of the

sport is such that it is almost impossible for an athlete to win one of those medals

unless they are supported by a strong team of individuals committed to riding team

tactics. As we have seen increasingly in distance running events and in triathlon

races, team tactics are also starting to play a significant role in other individual sports.

• Individual sports with other ‘team restrictions’ — some individual sports such as

weightlifting, judo and track cycling have team size limitations that restrict team

numbers to less than the total of individual gold medals on offer. As a result, some

form of flexibility/discretion in selection criteria is a necessity for these teams.

• The nature of some individual events — the nature of some events within the

program of an individual sport sometimes makes objective criteria less appealing and

subjective elements more appropriate. For example, a very hilly marathon course in a

humid and hot climate may demonstrably suit a particular athlete, or class of athletes,

better than their more fancied or credentialed rivals. This is particularly the case

where there is no suitable test event that can replicate the event conditions or course.

Competing interests

Various competing interests, both internal and external to the sport, will need

to be considered when the final decision on selection criteria is being made.

Those interests include:

• athletes — the majority of athletes will always prefer objective selection criteria —

they want to know how they can ‘select themselves’

• established performers — often favour pre-selection and/or selection discretion in

order that they can be selected if for some reason they fail to compete or perform in a

selection event

• coaches — most coaches will have a tendency to favour the interests of the

particular athlete who they coach at any given time

• high performance team — tend to like sufficient flexibility in criteria to ensure that all

the sport’s champion athletes end up in the team and are able to have their peak

performance in the major championship

• external influences — refer to section C(i) and (iv).

Ultimately, the decision regarding selection criteria will be a ‘trade-off’ between certainty

and flexibility. The right choice will be determined by considering and weighing up all of the

factors set out in section C(v) and (vi). All possible circumstances should be considered

and the policy should ensure that all eligible athletes have the best possible opportunity to

demonstrate their worthiness for selection, with the result that the best possible team is

selected and has the best possible chance to meet the objectives of the sport at the

relevant competition.

D(iv) Grounds of appeal and/or review

Theoretically, an appeal can be a rehearing, allowing the selection decision to be reheard

on its merits. This approach is now almost never adopted. There are good reasons for this

being the case. Apart from being time consuming, members of the appeals tribunal would

need to have the same skill set and experience as selectors. This will almost never be the

case. For this reason it is now almost a universal practice that sporting organisations limit

grounds of appeal to a review of the process by which any particular selection decision

was made. The wording of the most commonly used ground of appeal is as follows:

The athlete’s omission from the team was as a result of a failure by the selection committee to

properly apply the selection criteria set out in this policy.

That clause is often combined with another or others that reflect the athletes’ right to

natural justice and a rational decision (refer to section B).

If a decision is made to allow an appeal of the appeals tribunal’s decision, the grounds of

such an appeal should again be limited. The most commonly used grounds are:

• a breach of the rules of natural justice by the appeals tribunal, or

• that the decision of the appeals tribunal is otherwise wrong in law.

D(v) Powers of the appeals tribunal

The written appeal rules need to clearly set out what happens if a particular selection

appeal is successful. For reasons already discussed (that tribunal members will not be

those with the experience and ability to make selection decisions — especially ones

involving discretion) the matter should be sent back to the selectors for further

consideration and decision by them. In the absence of any specific wording in appeal

rules, this is the approach most commonly adopted by CAS (refer to section B).

