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International Team Management Guidelines
These guidelines
 were prepared to enable team managers, officials and athletes to have a clear and consistent understanding of their roles and responsibilities.

Upon appointment by IMRA, the team manager for an event should agree with the other managers an allocation of responsibilities for the tasks outlined in this document. The primary objective is managing the welfare of the athletes and facilitating the athletes to perform to the best of their abilities in the races. Your duties range across a very wide area of responsibilities. These have been described quite briefly here. Managers should contact the IMRA high performance officer for advice on any matters that arise that have not been adequately dealt with or explained in this document.

The high performance and junior officers will be able to provide you with basic information about the event (much of this will be available on the event page on the IMRA website). Any major unforeseen issues that arise at an event should be referred back to them as appropriate (e.g. if a team member becomes unable to race while at an event and a runner in the open race is willing to run).

Athletes should bear in mind that team management is an onerous responsibility. While your ultimate objective is to race well, you also share a responsibility with the managers to ensure that the trip is a successful one for everyone, and that no unnecessary problems arise due to actions or inactions on your own part.

Financial

An IMRA event subsidy will be agreed by the HPO/JO officers with the IMRA committee, and communicated to you as soon as possible after travel and accommodation cost estimates are known. Athletes making separate travel arrangements will not receive a higher subsidy than other athletes, and will receive less if their costs are lower. Managers should conclude any financial aspects of the trip as soon as possible (collecting/distributing any money due from/to athletes, paying entry fees or accommodation bills etc.). Managers should retain a float from the event subsidy for conversion to local currency. Receipts of all expenditures should be retained for submission to the Treasurer.

Make sure the athletes know that they must pay the costs of any additional hotel services that they use (phone calls, snack bar, television etc.).

Travel and accommodation booking

Managers will be appointed well in advance of an event. This will give them adequate time to agree their various roles and to book transport and accommodation at an early stage. It may be possible to make group bookings of flights at a discounted price well before the teams are known, and then to provide the actual names of those travelling at a specific period before travel day (consult with the HPO/JO officers on preferred travel option before booking flights). Check if travel visas are required.

If possible avoid very early flights and allow extra time for athletes having to travel to Dublin. Athletes should assemble at an agreed location in the airport around 90 minutes before departure time. Distribute the Irish gear as athletes assemble and make any necessary introductions among the athletes. All athletes should carry their racing gear in their hand luggage.

Some athletes may not be able to travel with the main group (athletes based abroad or athletes wanting to travel out earlier or back later). Athletes not travelling with the group will be responsible for their own arrangements and should notify you of those. At some events, the race organisers will provide transport for arriving and departing teams so you will need arrival and departure details for all team members.

If there are options on accommodation then try to be located convenient to where meals will be provided and to the race start. Avoid having long walks to the meals location if it is separate to the accommodation centre. If possible choose single and double rooms in the hotel rather than larger rooms. Officials should ideally have their own single rooms and not share rooms with the athletes. It is very important that the whole team is located in the same accommodation.

Provide your travel and accommodation arrangements to supporters and family members of athletes if requested. While supporters do not have an official team role, they can contribute significantly to the success of the trip.

Race entries

Agree with the high performance or junior officers responsibility for submitting team entries before closing dates. For the European championships, World Trophy and World Youths Challenge, athletes will need to confirm that they hold a current Irish passport. Upon arrival at the event, check that the organisers have the right athletes listed for each race with the correct spellings of their names.

Managers and athletes contact details

Assembling contact details for team members and officials can be quite time-consuming. The HPO and JO should be able to give you a start with information from previous races. You will need details such as email address, mobile phone number, home phone number, and date of birth. All managers and athletes should be given a copy of the mobile phone numbers of all members of the group as these will be useful at the event.

Irish gear and general gear
Gather the gear information immediately the teams have been selected as it will take time to arrange a meeting with AAI to collect the gear. Be well prepared for this meeting so as to minimise the time burden on the AAI official. You will need to know the height and weight of each athlete as well as their own general size preferences. The HPO/JO will be able to tell you who is entitled to Irish gear (new gear is generally provided every two years). The HPO should give you a table template for recording all of the required gear information (this should be copied to the HPO when completed as a record for future events). If the colours or style have changed then for the Europeans all athletes may need new singlets and shorts as the design should agree with that registered with the IAAF. For the World Trophy and European championships, tracksuits should also be provided as well as singlets and shorts.

Inevitably some athletes will want different styles of gear (sprinter tops etc.) as well as different sized shorts and singlets! It is important that gear fits well so if possible get it to the athletes before you travel (athletes should bring old gear with them as a backup).
Athletes should bring with them both racing flats and shoes with grips as well as sufficient gear to keep warm in wet conditions.

Medications

Once the teams have been selected, inquire of the athletes as to whether any of them are on medication, and inform them of websites where they can determine what substances are illegal, http://www.eirpharm.com/sports2011/
The race organisers may need advance notification of any athletes on medication and the athlete will probably need to bring with them a medical certificate of why they are on medication (this may have to be submitted to the race organisers in advance of travelling).

Once you arrive, the organisers may immediately want specific athletes for doping control even before the accommodation arrangements have been sorted. A manager should accompany any athletes being brought for doping control testing, and the organisers should ensure that a doctor is present at the doping control area.

Junior athletes

At all times ethical and safety issues should override competitive concerns. This is particularly the case in relation to underage and junior athletes. You should make yourself aware of the Irish Sports Council guidelines on these issues and also make the athletes aware of them http://www.irishsportscouncil.ie/code/home_page.asp?PageName=00_00axxx_Home
At combined senior and junior events, one manager should have primary responsibility for junior athletes, and ideally the management team will be mixed. A parent of athletes aged under 18 will be asked to sign a form giving their permission for their son/daughter to travel.
Athletes will generally want to relax after the race and they should manage this while still remembering that they are representing Ireland and IMRA until they return home. Parents will also expect that managers will especially look out for younger athletes. Generally underage athletes are best to accompany each other when they are away from the main group. Late at night, it is advisable to arrange a group departure home from any social activities that the organisers have arranged.

Small items

A list of small items that could usefully be brought by managers include: safety pins, runner laces, massage oil, a scissors, pens and markers and paper, a camera for team photographs, a stopwatch, continental adapters, mobile phone charging units, cold pack, Irish flag. Athletes should also bring supplies of these for themselves as well as personal items like vaseline, sun block and small plasters. Rucksacks to carry some of the athletes gear to the finish may also be needed.

Ask all athletes to give you a photocopy of the picture page of their passport as a backup in case a passport goes missing or for administrative enquiries. In the case of underage athletes, managers may decide to retain the return portions of their plane tickets and their passports for safekeeping.

Arrival and accommodation issues

Before travelling, gather information on the location of the hotel, the race start and finish areas, and the registration centre. If you are not being met at the airport or train station then you will need additional information on how to get to the hotel. Use the event website and any local area websites to print down maps of the location before the trip commences.

After arriving at the hotel, there may be time conflicts between sorting accommodation, getting in a short training run on some of the course, and managing to get a meal before the kitchen closes. If necessary arrange for the athletes to have a meal while you are sorting out any administrative matters with the event organisers.

Once the rooms have been assigned and athletes have settled in, check with them if their accommodation is okay. Issues such as air-conditioning, street traffic, etc. can all combine to adversely affect an athlete’s performance. Ideally athletes on the same team should room together.

Mountain races are often located in villages. Explore the area soon after arrival and identify on a map the location of important buildings (dining hall, race starts, event centre, pharmacy, physiotherapy facilities, etc.). For some locations, one manager may need to travel to the event one day ahead of the main party so as to have many of these matters sorted before the team arrives. Another option is for someone to travel to a race located on the same course earlier that year.

Logistics at the event

The information available before a team travels to an event generally does not contain the specific information that is made available at the event itself through technical meetings and country information trays. Final information on hotel and event centre locations, meal times, transport times, race call-up procedures, clothing transfers etc. may only become known after arrival. It is useful to have all managers checking that they have a consistent understanding of this information.

Make a short listing of important times for each day such as event centre opening hours, meal times, technical meeting times, transport times, opening and closing ceremonies (all athletes should attend these), and race start times. If possible put these up on a convenient hotel notice board. 
Write athletes names on the backs of their numbers before distributing them. Ensure that athletes do not tamper with their numbers in a way that may result in disqualification. If athletes have to wear timing chips then make sure these are worn properly and returned, if necessary, after the competition.

A large element of team management is trying to prevent mistakes. Simple things like eating strange foods, sitting in the sun, walking around too much, using too much nervous energy playing games can all combine to detract from an athlete’s performance. As manager, you should ensure that all of the athletes are aware that they have a responsibility to conduct themselves so as to optimise their performance in the competition.

Course information

Generally the race distances and profiles are available well before the event. Team managers and athletes should agree among themselves what parts of the course they want to see before the race (for uphill only courses it is not advisable for athletes to run/walk the full course the day before the race). Ideally one of the managers should run the full course and take kilometres splits and even a few photographs of difficult areas of the course. All athletes should be familiar with the start and finish parts of the course. This can be achieved by sharing this information at one of the team meetings. Decisions about the most appropriate footwear and clothing should also be discussed at a team meeting but allow athletes to exercise their own preferences. Check whether drink stations will be available during the race, whether the course has already been marked, and if kilometre points have been marked.

Athlete management at the event

Encourage the various team members to support each other, and to inform you if they notice any problems such as undue nervousness or disturbed sleeping and eating patterns. Without unduly burdening captains, who will be primarily concerned with their own preparations, ask them to help you keep an early eye out for any emerging issues. Athletes can also if they wish initially discuss any issues around arrangements with their captains before raising them with a manager.
Have athletes eat meals together as these are useful occasions for assessing the wellbeing of the athletes, and also arrange for short daily team meetings to discuss issues that arose during the day and plans for the following day.

If the accommodation is suitably appropriate, try and have a notice board for displaying important information or make photocopies for each manager and team captain. A note showing what rooms the athletes and officials are in can be useful. Agree with the team, suitable times for team meetings for communicating information from technical meetings and for athletes making you aware of any issues on their parts. These meetings should be short and held daily including as a debriefing after the race. Make notes of useful issues that arise for passing back to the HPO for incorporation into these guidelines!

Race day

It is particularly important that arrangements on race day are consistently understood by everyone. Allow adequate time for each team to assemble together before departing from the hotel for the races. Stress also to athletes that they should have completed all of their race preparations at least three to five minutes before being called-up to the start. Agree a location close to the starting line where athletes will reassemble when their warm-ups have been completed. Check whether toilet facilities will be available close to the start of each race.

In uphill only races, there is the added complication of up to three different race start locations, and the logistics of getting yourselves and possibly the athletes gear to the finish. It is important that a manager be present at each race start to ensure that no unforeseen problems become the responsibility of the athletes. Check with the organisers as to how officials can get to the finish from each start.

There are usually open races held in conjunction with the European and World Trophy races. It will in most cases not be beneficial for the management of the teams to participate in these open races unless they are on after the international races have finished.

Publicity

The HPO/JO will provide the AAI and media with the composition of the team. Agree with the HPO/JO how race results will be made available in Ireland. Ideally as soon as possible make a summary of the positions and times of the individual and team medal winners and Irish finishers, and text or email these to the HPO/JO as there are often delays before results are made available on event websites. Try and establish, before the races, the locations of internet access so that you can submit a brief race report to the IMRA website and HPO/JO. Obtain paper copies of the race results as athletes will be interested in studying these when they have recovered. Bringing a copy of the results of the previous year’s race can also be of interest to the athletes, and of assistance to team mangers in considering performances.

Departure

On departure day, check that all rooms have been left in good order and that all bills have been paid. Make sure that any passports and plane tickets held by the hotel or organisers have been returned. Athletes should have their luggage packed before the previous night’s socialising begins as organisers often transport a number of teams together to the airport and there is usually no discretion around bus departure times. If it is an early departure, try and arrange for a breakfast to be provided.

Athletes responsibilities

An athlete’s two main responsibilities are to perform to the best of her/his ability and to conduct themselves in a manner that is compatible with that goal and with the overall development of good team morale. The managers have primary responsibility for the team but the team captain can also be a good initial contact for any concerns you have regarding the hotel, food, or other arrangements. Concerns and opinions of athletes (and indirectly of their coaches) can be raised in bilateral discussions or at team meetings. However it would be helpful to discuss any major issues with the team managers before raising them at a team members briefing.

Once you have been notified of your selection, check that you have an up-to-date Irish passport and make a copy of it to give to the managers as a backup during the trip.

Athletes should finalise their preparations with the objective of optimising their performances in the international race. Participation in races between the trial and the international race should be solely on the basis of a positive effect on the international race.

Athletes should inform team management at an early stage of any medications they are consuming, and of any special travel or race needs.

Bring some favourite foods with you if you are not sure these will be available at the event (cereal, bread, tea-bags etc.).

Throughout the trip always be on time for any scheduled meetings or assemblies.

You should carry your racing gear with you onto the plane, bring spare safety pins, and bring both racing shoes with grips and road racing shoes with you as race conditions can change overnight if bad weather arrives. Be sure you know before you travel how much, if any, of the race is on tarmac roads. Make sure your shoe laces and eyelets are all in good condition.

At the event, athletes should minimise their involvement in pre-race activities that are not directly connected with the competition. They should also clarify any doubts they have about arrangements for meals, transport to the race start, race start times, clothing arrangements, etc. Bring an old t-shirt with you that you can use to keep warm before you are called to the starting line.

An international race is not the place to experiment either before or during the race. Keep to your usual eating and sleep patterns, and generally keep off your feet. In the team training runs on the days before the race, run at your own pace and turn back for the hotel when you are ready to. Slow to a walk or take another look at a particular section of the course if you want to. These pre-race training runs should be focused on gathering the course information you need rather than on the run itself.

If the weather is very warm for the race then do a shorter warm-up jog, stretch a bit more, and keep to the shade as much as possible. Run strategically in the race with the aim of finishing as high up as possible rather than mixing it early on and suffering a long death resulting in higher team points. Irish athletes have traditionally performed better in up and down races and should be well-suited to lap races as we have the courses at home to train on. Altitude should generally not be a factor especially in up and down races. It takes practice to learn how to run laps and to become adept at climbing after descending. Ireland lacks the facilities to train for a long uphill only race and you should consider a trip abroad to one of the early season grand prix races to familiarise yourself with the challenge.

Have your luggage, passport and plane ticket ready the night before departure day, and enjoy the journey home!

Post-trip debriefing to IMRA

After returning to Ireland, the manager should consult with the HPO and identify aspects of the trip that worked particularly well and aspects that adversely affected the performances of the team. Ideally this would be presented in a short summary note suitable for communication to the Committee.

� Appreciation is extended to Athletics Ireland for making their Team Manager Bible available, and to the Scottish SAF Hill Running Commission for making The Role of the Team Manager available.
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