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Introduction
Planning — a guide for sports 
This planning resource has been developed by the Australian Sports Commission (ASC) to help improve 
the quality and effectiveness of planning by sporting organisations. Aimed primarily at national sporting 
organisations (NSOs), its purpose is to help improve sports’ ability to plan and deliver across all areas of the 
business, including: 

• high performance;

• participation; and

• commercial sustainability.

This resource provides information, advice and examples to assist sports with the process, methodology and 
framework of planning. 

Process: the critical elements of who should be involved; how and when they should be involved; and other 
critical factors to a successful plan being developed and implemented. 

Methodology: the step-by-step guide of critical questions and decisions required to develop and  
implement a plan.  

Framework: the final documentation of the planning process and methodology in order to successfully 
communicate the plan to all stakeholders and to assist the performance against, and accountability to, the plan. 

The benefits of planning
Good planning is the hallmark of many successful ventures and the common federated system of sports’ 
governance in Australia means good planning in sport is even more vital. The layers of administration that 
exist at national, state, regional and local level requires good planning to efficiently harness the energies 
of all of these bodies around a whole-of-sport approach and helps achieve shared outcomes. When an NSO 
engages these organisations as the national body, organisations such as state affiliates can provide input into 
the direction of the sport, and will be more likely to align their own plans to the national direction and help 
deliver whole-of-sport strategies. The outcome is a plan for the whole sport not just the NSO. That is why this 
resource references a ‘sport’ plan rather than an NSO or organisation plan; it should be a plan for the whole 
sport. State and local sporting affiliates bring a different and highly valuable perspective in the delivery of 
sporting opportunities and can enrich whole-of-sport plans.

Collaboration around a planning process and consensus on where a sport is heading and what it is trying to 
achieve, has many benefits including:

• a sport is able to clearly communicate its short, medium and long-term objectives

• stakeholders understand what is required to achieve the sport’s goals ‒ this means clearly spelling out the 
sport’s operating environment, its objectives, barriers to achieving its goals, strategies to overcome those 
barriers, and delegates tasks required to achieve the objectives

• to provide a situation analysis and context; a road map to achieve objectives; a gap analysis which identifies 
performance barriers and separates symptoms from the underlying causes

• to identify key risks and priorities for resource allocation

• to articulate when critical actions need to be taken and by whom

• to provide stakeholders with an accountability framework in terms of who is accountable for each goal; the 
roles and responsibilities of key contributors; and the process oriented goals or targets which define and 
quantify progress being made towards the major goals
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• to ensure alignment at all levels to make certain that the right structures are in place to support the key 
leaders who have the appropriate authority and resources to achieve what is expected of them

• to provide a living, breathing document, which is referred to frequently and gives direction and focus.  

ASC planning requirements
The ASC requires the NSOs it funds to have planning documentation (typically at strategic and operational 
levels) which encompass high performance and participation outcomes plus any other elements as the sport 
determines. The ASC also expects plans to be live documents that are referred to regularly as well as being 
formally reviewed and updated, at least on an annual basis as part of a longer term planning cycle.

NSOs that receive funding as part of an ASC Sport Investment Agreement (SIA), are required to submit plans 
annually. This includes financial plans in the form of an annual, Board-approved budget. The ASC will review the 
structure and content of plans (planning methodology) and how they are developed (planning process), based 
on the principles outlined in this resource.

The ASC also undertakes a formal performance review of NSOs called the Annual Sports Performance Review 
(ASPR). A key component of the ASPR is an assessment by both the ASC and the NSO of how well the NSO has 
performed in achieving the objectives/targets outlined in its plans. 

Sports are encouraged to publicise and promote their plans on their websites so stakeholders and other 
interested parties can understand their direction and priorities. Sports may share all their planning 
documentation publically or they might limit it to a strategic level summary whilst retaining operational plans 
as internal working documents. 



3Planning for Sporting Success

Planning Process
How to develop a plan

Effective planning for sustainable success should demonstrate:

• clear leadership and a well-articulated purpose and vision for the sport

• engagement of critical people throughout the process

• early and frequent consultation with partners and stakeholders to facilitate buy-in

• ongoing, planned, formal and informal monitoring and review 

• periodic independent monitoring and evaluation of progress and performance

• prompt and decisive response to evidence including of the need for change

• ability to prioritise resources to achieve critical outcomes.

Elements of a good planning process

a. Establish a planning team

Establish a small team of individuals from your organisation, including the NSO CEO (or their delegate) 
and stakeholder representatives that have responsibility for the planning process and engagement of an 
independent facilitator. It is valuable to have at least one representative on the planning team from a state 
affiliate. Additionally, a NSO planning team should not just be a NSO Board or Board Member.

b. Engage an independent facilitator to lead the planning process

An independent facilitator can bring necessary planning expertise into a sport organisation’s planning process. 
The facilitator should be independent of the sport and they should have the skills and experience to:

• gain stakeholder commitment and buy-in to the process

• ensure all ‘voices’ are heard

• ensure key information is shared and discussed

• allow all ideas to be discussed equally

• challenge the status quo

• ensure that the plan components meet the quality checks

• hold people accountable freeing management’s time to be able to think critically about the sport rather 
than manage and plan the process.

Understanding the resource challenges that face sporting organisations, there are various options when 
engaging an independent to assist with planning:

• engage a consultant to assist throughout the entire planning process

• engage a consultant to assist with running specific workshops and meetings

• arrange to provide independent support to another sport in exchange for their services as an independent 
facilitator for your planning

• seek support from relevant government departments 

• seek support from your professional network.
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c. Identify and engage all key stakeholders

Sports have many stakeholders, internal and external, that have an interest in or impact upon the plan. 
Stakeholder buy-in requires involving these people and organisations in the decision-making process during 
planning to help gain consensus and commitment to the plan. It will also provide key insights into issues, 
challenges and opportunities that are not known or fully understood by the planning team or the NSO. A 
whole-of-sport approach to planning that connects to all of the layers of sport ensures input from stakeholders 
with a broad range of skills and experiences that enrich the plan.

Consulting widely with key stakeholders is often challenging within the time and cost constraints of a sport. 
Bringing all stakeholders together at one time and place is extremely beneficial and effective. However, if this 
approach proves difficult because of time and cost issues, other options include gathering stakeholder input 
through on-line surveys or planning team members going out and engaging stakeholders in states or regional 
areas. Time and cost constraints should not be used as a reason for not engaging key stakeholders.

Stakeholder consultation often begins with a workshop. The planning team can call for contributions or 
conduct surveys before such a workshop, which can be used as a basis for discussion at the workshop and 
potentially expedite the process. It is not beneficial to circulate a ‘draft’ plan before the engagement  
process/workshop begins, as stakeholders may question whether the engagement is genuine.

The relationship between an NSO and stakeholders also impacts upon the level of stakeholder engagement. 
Experience shows that garnering a deep level of engagement by stakeholders in a planning process is 
enhanced if an NSO, as the national lead, has developed a level of trust with state bodies and other affiliates 
and stakeholders, which helps develop a deeper connection to the plan; it’s the trust and emotional connection 
that can take stakeholder involvement to a deeper and highly valuable level of buy-in.

An impact/influence matrix (like the one below) may be a useful way to determine how to consult, manage and 
engage with different stakeholders during the planning process.

Figure 2: Impact/influence matrix
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Plotting stakeholders in terms of their ‘impact’ and ‘influence’ in this matrix will help determine how they 
should be engaged. The influence and impact of each stakeholder group varies from sport to sport and so their 
role and how they should be engaged varies. Stakeholders include, but are not limited to:

• Board members 

• senior management 

• staff

• state sporting organisations / Local associations

• elite athletes

• grass roots participants

• club, community volunteers

• coaches

• officials

• government and corporate partners, including the ASC and state departments of sport and recreation

• suppliers

• other key stakeholders.

A whole-of-sport plan is relevant to all those who may have an impact on or contribute to the success of the 
plan. Their needs and capabilities, as well as the sport’s expectations of their contribution, should be reflected 
in the plan. These needs and expectations might include:

NSO

• Publicise objectives and targets

• Facilitate buy-in and commitment from stakeholders

• Report to Board and constituents 

• Provide guidance and direction for people responsible for contributing to the plan’s outcomes

• Better understand the environment the sport operates in

ASC / AIS

• Suggest possible actions to address concerns/identify further opportunities

• Provide sector insights

• Assess quality and efficacy of NSO planning

• Hold NSO accountable for outcomes

• Facilitate funding decisions

Other Stakeholders

• Understand broader objectives and operations

• Clarify responsibilities

• Set targets

• Clarify the role of system partners in contributing towards national plan objectives

• Create awareness of what is required to achieve success 

• Identify potential contribution to the plan

• Alignment of stakeholder’s plans with the whole sport’s plan
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d. Stakeholder communication

Planning processes are successful when stakeholders are notified that the process is going to be conducted 
and they are invited to contribute to the process (as determined by the impact/influence matrix).  
Stakeholders could contribute to the process through opportunities such as feedback surveys, focus  
groups, forums and workshops.

e. Evidence base

Whether assessing the current situation of an organisation, developing strategies or setting goals for the 
future; reliable evidence is required to support the opinions of those involved in the planning process. Decision-
making without the appropriate level of evidence leads to inefficient use of resources and ultimately decreases 
the overall performance of the sport. The evidence base is typically drawn from sector-wide or sport-specific 
research as well as analysis of a sports’ existing data (participant, financial, marketing / communications etc.) 
This sort of data is also vital for goal-setting and measuring and monitoring performance. 

f. Planning as a process, not an event

Planning is a critical element to achieving success. Plans should be developed over a series of meetings and 
workshops, with a range of stakeholders involved. Accurate and effective plans are less likely to be developed 
by treating their development as an ‘event’ during a one-off planning session. 

A plan should not be ‘set in stone’ upon its completion and approval. Plans need to be constantly assessed as 
to their appropriateness given changes to the sport’s internal and external environments, and any changes 
to the overall strategic direction or priorities of the organisation. New research or innovative thinking means 
strategic priorities may change or shift. Further, some strategies will inevitably fail. It is important for sports to 
acknowledge where strategies are not working, and for sports to alter their strategies as appropriate.

g. Aligning planning across the whole of sport

With many organisations governing and administering sport in Australia’s federated system, it is vital that 
these organisations are involved in a nationally-led planning process for the whole sport. When an NSO 
engages these organisations as the national body, organisations such as state affiliates are able to provide 
input into the direction of the sport, and will be more likely to align their own plans to the national direction, 
in turn assisting the delivery of the whole-of-sport strategies. The involvement of state and local sporting 
affiliates also enriches the plan because these groups bring a different and valuable perspective in the delivery 
of sporting opportunities. A whole-of-sport plan could be one document that all stakeholders work to or it may 
mean national (whole of sport) strategies that are carried out in accordance with local requirements.

h. Assessing strategic alternatives and not creating a wish list

There is a temptation to include every idea discussed during a planning process. A successful plan will 
be developed where strategic options are assessed for their impact and relevance. There must also be 
consideration for the available resources of the sport. Sports will be managing with limited human and financial 
resources so it is critical to limit the number of strategies to those that will truly align with the organisation’s 
purpose and have an impact on the its goals. This ensures resources are directed to those activities that will 
truly make a difference to the sport. 

Sport and Recreation Tasmania provides a practical planning toolkit including how to facilitate planning  
workshops, at http://www.dpac.tas.gov.au/__data/assets/pdf_file/0003/228522/Strategic_ 
Operational_and_Planning_Toolkit.pdf

http://www.dpac.tas.gov.au/__data/assets/pdf_file/0003/228522/Strategic_Operational_and_Planning_Toolkit.pdf
http://www.dpac.tas.gov.au/__data/assets/pdf_file/0003/228522/Strategic_Operational_and_Planning_Toolkit.pdf
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Planning Methodology
A planning document ‒ the bare essentials
The depth and complexity of a plan will vary according to the size, structure, capability and needs of the 
sport. There are however, common elements to all effective plans. They must be workable plans that 
communicate the key drivers, identify the required strategies for success, and specify the measures of 
success. Expectations and capacity generally increase as the organisation’s size and revenue increase. Plans 
typically have a three to five year horizon (high performance elements may be longer for Olympic sports that 
begin planning prior to the start of an Olympic cycle). To illustrate a vision for the sport and the direction 
where the plan is heading, some aspirational long-term targets maybe incorporated around some visionary 
goals that are eight to 10 years into the future (or longer) such as establishing a national league within 
seven years or doubling membership within 10 years.

The following stages should be adhered to in an effective planning process:

• “Who We Are & Where We Want to Be”

•  “Where Are We Now?”

•  “How Do We Get There?”

•  “What Do We Need To Get There?”

•  “How Do We Know If We Are On Track?”

Figure 1: The Planning Loop
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Who we are & where  
we want to be
Purpose Statement ‒ A clear statement of purpose is a foundation for effective strategic planning. A purpose 
statement articulates the primary purpose of a sport organisation and answers two fundamental questions:

• For whom does your sport primarily exist to benefit?

• What is the nature of the benefit you aim to provide for them?

This gives you the two most vital ingredients for a statement of corporate purpose. 

• Intended Beneficiaries + Intended Benefit = Purpose

Reference:  http://www.argentisys.com/admin/guides/standard-new/the-knowledge/ 
index.html#Intendedbeneficiaries

Vision statement ‒ Typically, a vision statement is aspirational and articulates where a sport wants to be in 
the future. It is a short, active statement that articulates an ideal future of the sport in the long term, beyond 
the current planning horizon. 

Values ‒ A value statement defines the attitudes and behaviors that will be required of a sport organisation 
to make the vision a reality. Values guide how a sport organisation intends to operate and should inspire and 
motivate participants, employees and volunteers.

Vision

Values

Purpose

These elements come together with the agreed standards of behaviour to influence the culture of a sport. It is 
clear from an analysis of successful sports that they have a readily apparent and strong culture, set of values 
and standards so that anyone involved in the sport knows what the sport stands for.

http://www.argentisys.com/admin/guides/standard-new/the-knowledge/index.html#Intendedbeneficiaries
http://www.argentisys.com/admin/guides/standard-new/the-knowledge/index.html#Intendedbeneficiaries
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Often it is the culture, values and standards that define a sport and its potential for success. However, the 
successful establishment of a defining culture, values and standards cannot be limited to just one part of 
the sport’s business. It must be established and practised and be consistent through all parts of the sport’s 
business. Culture can be defined or exemplified in many ways, such as ‘supporting a learning culture for all 
our people’ demonstrated by a comprehensive formal professional development program for staff, tutoring 
support for elite athletes whilst in camps or on tours and senior coaches mentoring junior coaches.  Another 
example is ‘promoting a wellbeing culture for coaches at all levels’ demonstrated by spouse travel support for 
elite coaches, reward and recognition program for volunteer community coaches. Some examples of values 
articulated by sports include:

• Integrity, Innovation, Excellence, Community.

• We will continue to develop a performance based culture ensuring a strong work ethic and  
accountability in all we do.

• 100% accountability in all our actions; willingness to change; enjoying the journey. 

• Focused, Competitive, Collaborative, Accountable.

Content for the Plan

•  Planning horizon of three to five years

•  Introductory letter from the Chair or CEO (in a strategic plan)

•  Purpose statement (in a strategic plan)

•  Vision Statement

•  Sport values
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Where are we now?
Situation Analysis 

The situation analysis leads a sport to identifying and prioritising the key issues that become ‘strategic 
priorities’ that will be addressed over the course of the planning cycle.

Review

In order to achieve a future goal, planning needs to take account of what you have done before and where you 
are right now. Examining past practices to determine which strategies have already been utilised and what 
have been the results, will help establish a ‘pre-plan position’. For example, taking stock of the sport’s past year 
or past four years’ worth of achievements and challenges.

Analyse

By carefully assessing the current situation, and identifying strengths and weaknesses, an organisation can 
effectively make decisions about actions that will help to achieve its goals.

Different terms are used, but whether it is a situational analysis, SWOT analysis or environmental scan, the 
process involves looking at two key environments — the internal environment (strengths and weaknesses of 
the sport) and the external environment (external influences that impact on that sport). These factors should 
always be considered in the context of the sport’s agreed purpose.

A SWOT analysis involves a sport reviewing its strengths, weaknesses, opportunities and threats (SWOT) 
to determine the current situation, or ’what is’, and to identify the key internal and external factors that are 
important to enable the sport to achieve its objectives. The SWOT analysis groups key pieces of information 
into two main categories:

• Internal factors ‒ the strengths and weaknesses internal to the organisation. 

 ȍ High performance examples: number of world-class coaches, support from state associations  
and clubs and the number and quality of athletes in the high performance system throughout the 
athlete pathway. 

 ȍ Participation examples: trained coaches at community clubs, access to facilities, grass roots clubs  
overly focusing on supporting and servicing more competent players, use of technology and new 
product offerings for different market segments.

• External factors ‒ the opportunities and threats presented by the external environment to  
the organisation. 

 ȍ High performance examples: changes to Olympic events and event schedules, decrease of sponsorship 
and emergence of new nations capable of world-class performance. 

 ȍ Participation examples: Australians becoming increasingly time poor, having limited budgets, being 
inundated by new forms of entertainment and a consumer trend toward more flexible, non-organised 
sporting activity.

 ȍ Note: See Drivers and Barriers on page 11 for a framework to identify your sport’s internal and external 
factors
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Identify
Once the current position of the sport is determined, the next step is for the sport to reflect on this information 
and compare it to where the sport wants to be or ‘what should be’. 

The difference between what is and what should be helps the sport to identify the gaps —the ‘gap analysis’. 
Identifying performance gaps provides the sport with clearer direction to:

Highlight the key opportunities and issues to be addressed- the ‘strategic priorities’

From the situation analysis, the sport should aim to highlight five to six strategic priorities that will form the 
basis of its plan. 

Links: The WA Department of Sport and Recreation has a useful guide to conducting a SWOT analysis or a  
situation analysis in its publication High Performance Planning Guide for State Sporting Associations 
(February 2012) at : www.dsr.wa.gov.au/support-and-advice/high-performance

Drivers and Barriers
Although individual sports have unique capabilities and priorities, as well as their own unique sporting 
environment, there is a core group of drivers that are common to most sports. The drivers are the key strategic 
factors that must perform consistently well if an organisation is to achieve its outcomes. The drivers, which 
are sometimes also called the ‘enablers’, represent the key ‘levers’ that a sport can manipulate and adjust 
to improve its performance. The drivers identified in these guidelines are intended to help focus strategy 
formation and assist sports to understand where their strengths, weaknesses, opportunities and threats exist. 
Through the ASPR process, sports funded to achieve high performance targets under Australia’s Winning Edge 
are assessed on the effectiveness of their performance against these drivers.

The key high performance drivers are:

• Athletes

• Coaching

• Leadership

• Daily Performance Environment

• Competition

• Research and Innovation

A sector-wide approach to identifying the drivers and barriers to sport participation is 
currently underway. The outcomes from this process will be incorporated in this guide in 2016.

Content for the Plan

• Strategic Priorities for the sport

http://www.dsr.wa.gov.au/support-and-advice/high-performance
http://www.dsr.wa.gov.au/support-and-advice/high-performance
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How do we get there?
The depth and complexity of a plan will vary according to the size, structure, capacity and needs of your sport. 
Having highlighted the strategic priorities to focus upon, the sport must now discuss and agree on strategies 
to address these strategic priorities.  

Strategies, Key Shifts & Business as Usual
A plan, particularly one seeking to achieve a substantial improvement in performance, should clearly explain 
and differentiate between ‘business as usual’ and any key shifts that will need to be achieved if the objectives 
are to be achieved. Business as usual is about continuing to do (and even improving on) the things that you do 
well, and which have a significant impact on success. Key shifts are about realising opportunities or exploiting 
any additional resources. Key shifts are driven by identifying and implementing significant new activity that 
will lift the organisation’s performance to a new level. Sports invariably need to do a blend of both ‘business as 
usual’ and ‘key shifts’ and this should be reflected in both being included in their plan.

Examples of ‘business as usual’ include continuing to support national camps for development squads for 
junior elite athletes to expose them to a more intense daily training environment or continuing to implement 
coach accreditation programs for grass roots coaches. A key shift would be to develop a program to support a 
new discipline added to the Olympic program where it is believed Australia has good prospects of success (for 
example, slopestyle skiing at the Olympic Winter Games) or addressing the ‘participation cliff’ by rolling out a 
social sport product for youth/teens.

Strategies should:

• specifically address one or more of the strategic priorities of the sport

• consider the human and financial resources of the organisation and sport

• be prioritised and not a wish list of everything the organisation wants to do.

The initiatives or tasks that sit within each individual strategy may or may not be included depending on the 
exact purpose and use of the plan. An alternative is to embed them in an operational plan that has links to each 
of the strategies.

Priorities and time frames
Plans are always subject to the need for review and possible amendment in the light of changed circumstances. 
It is therefore important to know where resources are most needed, and which strategies will have the greatest 
impact on successful outcomes. Plans should clearly indicate which strategies and activities are the most 
important, and when they should be implemented, so that judgments can be made about where any proposed 
changes will have the greatest impact at any given time. Prioritising strategies will improve a sports ability to 
be flexible and re-direct resources as circumstances change.

Content for the Plan

• Strategies to address the strategic priorities

• Measurable goals for the strategies

• Timelines for implementation (may be separately documented)

https://secure.ausport.gov.au/clearinghouse/knowledge_base/high_performance_sport/Strategy_Planning_and_Practice/high_performance_sport_planning/nso_high_performance_planning/3/strategies,_key_shifts_and_business_as_usual
https://secure.ausport.gov.au/clearinghouse/knowledge_base/high_performance_sport/Strategy_Planning_and_Practice/high_performance_sport_planning/nso_high_performance_planning/3/priorities_and_time_frames
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What do we need  
to get there? 
Resource allocation is concerned with making the best use of people, finances, physical assets and the systems 
or processes to achieve objectives. It is about having enough of the right people, in the right environment with 
sufficient financial and other resources and systems to get the job done. The plan should demonstrate that the 
sport has the resources it needs, and show how it intends to use them to achieve its predetermined goals.

Effective use of resources is not just about how much or how many resources the sport controls, but also about 
how well it can access the resources of other parties whose priorities match those of the sport, in order to 
achieve the sport’s purpose. Sports rely on a network of other individuals and organisations to deliver their 
plans. The priorities for the resource allocation of those stakeholders and supporters should match those of 
the sport. In participation, NSOs rely on a network of other organisations (particularly in the federated model) 
and volunteers to deliver their sport. What are the resources that will assist these organisations and volunteers 
to ensure their participants are having the best experience possible?

Finance
Any plan must be underpinned by financial budgets, which are aligned with the operational aspects of the plan, 
and demonstrate that the sport has sufficient financial resources to carry out planned activities and programs 
as well as meeting their ongoing commitments.  Furthermore, financial budgeting will also provide visibility 
to senior management as to whether there are available funds, either from reserves or annual surpluses, to 
invest into new programs or planned infrastructure. More broadly comprehensive and continuous budgeting 
and forecasting enables well-informed decision making in a short timeframe which enables NSOs to react to 
any external shocks (e.g. unexpected loss of revenue).

Budgets and forecasts should cover both short to medium and long-term timeframes, ranging from  
13-week cash flows (to capture short-term liquidity), annual budgets split by month, to longer-term annual 
forecasts ideally covering a four-year Olympic and Paralympic cycle (where appropriate). This timeframe  
may be increased as necessary to cover specific milestones (e.g. capital projects, hosting specific events,  
or implementing a new program). 

It is vital that the whole organisation contributes to the budgeting process, and that operational staff work 
closely with the finance team to develop and take ownership of the financial projections.  The budgets should 
be split between business units, and ideally on an activity basis (i.e. for specific events, day-to-day activities 
etc.).  Factors to consider may include historical performance, contracted terms, strategic objectives (e.g. 
known financial and non-financial targets), provisional agreements with sponsors/suppliers etc.  Senior 
management should undertake detailed critical analysis and challenge of the budget, including stress testing 
and scenario analysis, to ensure its robustness.  

Although a detailed budgeting process will usually only take place once a year, NSOs should continually be 
assessing actual performance against budget, following up and understanding variances, and frequently re-
forecasting the annual results (at least bi-annually) to ensure visibility over the expected financial position of 
the organisation and the availability of free cash flow.

The level of detail in the budgets will vary depending on the time-frame under consideration.  Annual budgets 
should be considered at an individual revenue and expense line, with consideration given to committed 
revenue and expenditure.  These budgets should be supported by detailed supporting documents and work 
papers, with individual assumptions documented.  Longer-term budgets (e.g. four years) will require broader 
assumptions, and may be prepared on a more high-level basis, given the greater uncertainty as a range of 
revenue and expenditure will be uncommitted and based on future outcomes.  Sports should also consider 
running a number of high-level scenarios over the long-term to provide indicative insight into potential 
performance under a range of outcomes. 

https://secure.ausport.gov.au/clearinghouse/knowledge_base/high_performance_sport/Strategy_Planning_and_Practice/high_performance_sport_planning/nso_high_performance_planning/4/finance
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All NSO budgets should be formally approved and acknowledged by individual business unit leads, CEO, chief 
financial officer (or equivalent), and the Board to drive accountability and ownership. NSOs that receive funding 
as part of an ASC Sport Investment Agreement must submit plans annually, as part of that agreement. This 
includes financial plans in the form of an annual, Board-approved budget.

People
Essential for the successful delivery of any sport’s plan is clear and strong governance and leadership which is 
reflected in the organisational structure, committee terms of reference, by-laws, etc. The plan needs to identify 
the key people in leadership who will manage the key functional areas of the organisation including, but not 
limited to, high performance, participation and commercial programs, what their roles and responsibilities 
are, and to whom they are accountable (see also KPIs on page 15, which form an essential element 
of accountability). It should also identify any other people needed to contribute to the plan’s implementation, 
as well as their roles and responsibilities (see also Stakeholder Engagement on page 4).

Organisational excellence and capability building
Capability building encompasses people, processes and technology, and challenges sports to understand and 
plan for their present and future needs and growth potential. It encompasses information and management 
systems (e.g. athlete wellbeing and injury management system, staff performance management system), and 
the technologies required to underpin them, such as athlete/participant databases and communication tools to 
better promote programs or opportunities or coordinate elite athletes and their coaches. In the people domain, 
capability building and growth is best managed through a framework that links attraction and recruitment, 
development, performance management and progression planning.

Organisational excellence is closely linked to a learning culture, one which seeks continuous improvement and 
the relentless pursuit of excellence (see also ongoing monitoring and review process on page 15).

Content for the Plan

•  Estimated budget for the strategies (included in operational plans)

•  Staff responsible for the implementation of the strategies (included in operational plans)

https://secure.ausport.gov.au/clearinghouse/knowledge_base/high_performance_sport/Strategy_Planning_and_Practice/high_performance_sport_planning/nso_high_performance_planning/4/people
https://secure.ausport.gov.au/clearinghouse/knowledge_base/high_performance_sport/Strategy_Planning_and_Practice/high_performance_sport_planning/nso_high_performance_planning/4/organisational_excellence_and_capability_building
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How do we know if  
we’re on track? 
Any plan is simply that – a plan. It is a document that spells out the organisation’s intentions in relation to 
achieving certain objectives. The implementation of a sport’s plan does not guarantee success. If these 
objectives are to be achieved over a longer term, such as the result at the next or following Olympic Games 
or achievement of participation targets, then it is critical for the sport to be able to track its progress towards 
achieving the longer-term target.

Monitoring and review
Good practice, whether in business or in sport, suggests that an organisation should conduct a meaningful 
review process to evaluate its ongoing performance if it is to achieve long-term and sustainable success. 
This review process must be robust in order to identify areas that may require adjustment because of 
underperformance or unforeseen hurdles, or to exploit opportunities that may have arisen.  Monitoring and 
review should be ongoing, and a combination of formal reporting at predetermined intervals (e.g. annually) 
against agreed key performance indicators (KPIs) and ongoing informal monitoring by the leadership team 
to enable timely intervention when necessary. It should support a learning culture whereby the ongoing 
monitoring and review processes actively capture knowledge, opportunity and innovation which assists the 
sport to continuously improve performance. The process should not be a one-off exercise that results in 
interventions based solely on an annual review mechanism.

The reporting component fulfils two functions ‒ it is an accountability requirement for the sport’s Board/
executive, and it is a communication tool to inform stakeholders/network contributors about progress towards 
achieving the sport’s plan objectives.

Key Performance Indicators 
All plans must include measurable performance targets, not just about the end goal or major objectives of the 
plan, but also to give an indication about whether the plan is on track, and likely to meet major objectives. KPIs 
indicate progress and specify a desired, quantifiable change within a set timeframe. KPIs should not simply be 
completing a task by a due date ‒ tasks help influence the KPI but they are not the indicator. If a KPI can only be 
used once then it probably isn’t a KPI.

KPIs should be directly related to the sports purpose, vision and strategic priorities, and could include quality, 
quantity and time components. 

Measures and metrics
KPIs have two components — measures and metrics — and they should address both lead and lag measures. 

Measures

To truly be a ‘Key Performance Indicator’, the measure should be important and provide insight on how a 
strategically significant element of the organisation is performing.  The measures describe the ‘what’ — those 
areas that are important for success, and are closely linked to the performance drivers (for example, numbers of 
athletes, quality of coaches). The metrics describe ‘how much’ or ‘how many’ and by what date.  Winning medals 
at the Rio 2016 Olympic Games may be the measure, but for a sport that historically wins three to four medals, is 
one medal a successful outcome, or should it be five?  The actual number of medals won is the metric. Similarly, 
the number of sites conducting a new social participation program maybe the measure but if 10 sites only draw 
an average of six participants each, is the metric of 60 participants sufficient to meet expectations?
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Metrics

Metrics tell sports how much of a given measure is needed to meet their expectations as expressed in the 
plan’s objectives. Satisfaction surveys are often used as a component of KPIs. Customer or member satisfaction 
with the delivery of participation programs might be the measure. The metric would be the percentage 
satisfaction, whether 75 per cent or 90 per cent satisfaction, or it might be expressed as a 10 per cent increase 
in the satisfaction rate from the previous year’s survey.

All indicators should be underpinned by reliable evidence, and rely on baseline data that allows a comparison 
to be made between performance at a given time, and subsequent performance at a later date. Sports 
therefore need to ensure that planning includes provision for data collection and management to enable valid 
comparisons to be made. Knowing in advance what data to collect and how it will be used is essential.

Every planned activity has a purpose and therefore should have some form of performance indicator attached 
to it. KPIs aggregate or summarise a larger number of contributing indicators and are important for reporting 
progress without having to resort to great detail (for example, a season win–loss record as a key indicator 
reflects the results of a number of competitions, each of which would have its own performance indicator). The 
value of KPIs is that a relatively small number of indicators can provide a reliable indication of the likelihood of 
achieving the major objectives. Careful selection of a few KPIs is therefore an important communication and 
reporting tool for sports. 

A simple four-step method to test the validity and strength of a KPI is to ask: 

1. What are we are going to measure?

 ȍ What performance is it an indication of?

2. What is the target (or metric)?

3. What is the timeframe? (add a date)

4. Is it something that only happens once? If the answer is ‘yes’, then it is more likely a task or activity  
rather than a measure of performance.

‘Lead’ and ‘lag’ indicators
In assessing performance, a sport should incorporate both ‘lead’ and ‘lag’ performance indicators into its plan. 
Lag indicators provide an indication of performance after it has occurred and focus on the outcome or the 
result in the past. They tend to be more obvious and easier to measure. Conversely, ‘lead’ indicators provide 
insight on the result before it has occurred; they are predictive and provide a good guide for the sport to 
determine if they are on track to achieve their targets, or how well they might perform in the future. Lead 
indicators are often Input or Output oriented (rather than outcome) and are generally easier to influence.  
They are actions to improve a sport’s chances of achieving its strategic outcomes.

High Performance examples: 

• Lag indicators ‒ Competition-related measures such as performance in benchmark international events, 
world rankings, etc. 

• Lead indicators ‒ athletes graduating from developing to podium potential level (as per Australia’s Winning 
Edge Athlete Categorisation) ‒ target 18 in 2016; athletes achieving personal best times ‒ target 25 in 2016;  
percentage of athletes satisfied with physical therapy servicing ‒ increase by 5% on 2015 baseline, etc.

Participation Examples:

• Lag indicators ‒ ‘full active’ participants ‒ target 35,000 in 2016; participants in exposure programs ‒ 
target 80,000 in 2016; number of accredited coaches and officials ‒ increase by 5% on 2015 baseline in 
2016; retention rate at junior sport level ‒ target 80% in 2016 etc.

• Lead indicators ‒ level of satisfaction with overall experience in club sport ‒ target 75% of survey 
respondents in 2016; % of organisational turnover spent on achieving participation outcomes ‒ increase to 
15% in 2016.
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‘SMART’ KPIs
KPIs should be SMART (Specific, Measurable, Attainable, Relevant, Time bound)

Specific Write KPIs simply and describe exactly what will be accomplished when each 
objective is achieved.

Measureable The KPI needs to be measureable so it can be determined when it has been achieved.

Attainable Expect to achieve the KPI. It should be realistic but still provide some ‘stretch’ 
(challenge).

Relevant The KPI must relate to specific objectives.

Time Bound Each KPI must have an ‘achieve by’ date (deadline).

More examples of KPIs

These examples use the simple KPI structure of:  
Measure ‒ Metric plus Timeframe

Enabling Capability

• Commercial program revenue ‒ increase from $80,000 to $200,000 by 2019.

• Level of equity to annual turnover ‒ increase from 75% to 90% by 2020.

• Number of participants registered using the database ‒ Increase from 65,000 to 90,000 by 2018.

• Turnover of staff at state and national level reduced from 25% to 15% by 2019.

• National reach of development staff ‒ 75% of regional and metropolitan centres with populations  
greater than 50,000 have development staff at a ratio of 1:100,000 by 2020.

Products

• Overall participation (Full active and exposure) ‒ increase from 110,000 to 150,000 by 2018.

• Level of female participation - increase the proportion of female participation from 33% to 40% by 2017.

• Participation in alternate sports formats ‒ 35% of participants on database play social product by  
2025 (8% currently).

• Retention rates in under-10 to under-12 age groups increased from 65% to 75% by 2020.

• Facility utilisation ‒ the number of facilities being utilised increased from 1,560 to 1,700 by 2023.

Marketing and distribution 

• Club development ‒ the number of clubs undertaking the club accreditation program ‒ increase by 7%  
by 2018 with 75% achieving ‘Gold Level’.

• New participants in rural and regional areas ‒ number of rural/regional sites ‒ increase during 2016-17  
to 20 (from 12 in 2014-15).

• Club satisfaction ‒ the number of people reporting a ‘satisfied’ rating (satisfied/very satisfied/extremely 
satisfied) in club survey to increase from 70% to 85% by 2020.

• Diversify delivery partners ‒ proportion of registered participants playing through new partners ‒ 
increase from 5% to 15%, by 2018.

• Participation in schools ‒ number of children in Sporting Schools programs ‒ increase from 750 to 1,800  
by 30 June 2016.

• Number of endorsed coaches in sporting schools ‒ increase from 50% to 75% by Term 2 2017.



18Planning for Sporting Success

Evaluation ‒ the next cycle
Whatever the timeframe for a plan, it will be replaced by a new plan covering new time frames and with 
new objectives. The methodology to develop this new plan starts with an assessment of the previous plan’s 
progress, impact, quality and effectiveness. The process begins by identifying the people to be involved in 
the assessment, the information they will require to make informed decisions, and the timeframes for the 
assessment to occur, which should be built into the monitoring and review process.

Content for the Plan

• SMART KPIs for the strategies

https://secure.ausport.gov.au/clearinghouse/knowledge_base/high_performance_sport/Strategy_Planning_and_Practice/high_performance_sport_planning/nso_high_performance_planning/5/evaluation_the_next_cycle
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Glossary of Terms
National sporting  
organisations (NSOs)

The pre-eminent body recognised  by the ASC as responsible for the 
national management, governance and development of a sport/s in 
Australia.

High performance Refers to that part of a sport focused on achieving international 
success in events such as world cups or Olympic Games.

In addition to the senior athletes already competing at an international 
level, it includes the elite development pathway that supports talented 
athletes identified as having the potential for future international 
success, and who are training in a structured elite development 
environment.

Participation Refers to that part of sport which is focused on achieving growth in the 
sport’s participation.

Stakeholders Key people or groups who may be  internal or external to the 
organisation that have a material interest or influence in the sport.

Whole of sport An approach that involves all aspects of the sport from grassroots to 
elite, and from local to national.

Sport Encompasses the whole sport (see above) not just the NSO as an 
individual organisation.

Sport Investment  
Agreement (SIA)

An SIA is the formal agreement the ASC has with the NSO in which it 
invests financially. This agreement outlines the commitments of both 
organisations that is conditional to the payment and receipt of funding.

Drivers The strategic interventions that can have the greatest impact on 
improving performance and overcoming the barriers to success 
(typically expressed in sport in relation to participation and high 
performance).

Annual Sports  
Performance Review 
(ASPR)

The ASPR has two key functions:

1. It is the ASC’s formal assessment of the performance of funded 
NSOs across the whole of their business.

2. It identifies themes or critical actions, including ASC support, that 
will enhance NSO capability.

The review applies to all funded sports, with varying degrees of detail 
depending on the nature and level of the ASC’s investment.
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