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The best format to use is a tabular one, with a common format for the action plan under each objective. Suit-
able headings to use are:

e Proposed actions or tasks

e Starting point - the position at the start of the plan or year

e Performance indicators, what the NGB will use to measure progress, related to each of the proposed ac-
tions or tasks. There may be more than one performance indicator for any task

e (Clear, measurable and time-limited targets, setting out what is to be achieved in relation to each perfor-
mance indicator in each year of the plan

e Who will be responsible for progressing each of the various tasks

e The resources to be used or required

Once a first draft is available it should be reviewed by the Planning Team appointed in Step 1, although the
membership of the team can of course be changed. This might happen if one or more members have re-
signed or the planning workshop has identified someone who is very keen to be involved.

The task of the Planning Team is to ensure the draft plan is comprehensive, balanced, realistic, achievable and
likely to be acceptable to the NGB. This may require several drafts, although by the time the third or fourth
draft is in being any further changes should be very minor. Alternatively, the NGB may need to set up one or
more small short life working groups (with no more than 4 members) with a specific remit to oversee particu-
lar parts of the plan and then disband. However once the revision of the plan is approached, everything in it
must always be tested against the agreed mission.

Step 5: Consultation and Adoption

A strategic plan which no-one knows about will never be a success. A key part of the strategic planning
process is to foster “shared ownership” of the plan by all parts of the NGB. It is clearly impossible for every
member of the NGB to be involved in the work of producing the plan, but they should have the opportunity
to respond and comment when it is still in draft. There must therefore be a consultation phase before the
plan is adopted by the NGB.

The first, informal consultation should be with the Irish Sports Council, for the simple reason that effective
implementation of the plan will almost certainly depend on its support. Also, the Council will be able to give
advice on the national policies for sports development and additionally share best practice from other NGBs
currently involved in the planning process.

Thereafter, it will be vitally important to consult the full organisation. As the full draft plan is likely to be a
fairly lengthy document, circulating a copy to every member could be expensive, particularly as some will not
read it. A better approach is to prepare a short summary of no more than say 4 pages, setting out the vision,
mission, broad goals and related objectives and an outline of the proposed action plan. This short update
could be posted on the NGB'’s website. It will then be desirable to provide the opportunity for groups to com-
ment on the plan.

Finally, the plan should be formally adopted by the NGB at a meeting of its forum called for the purpose. This

is a vital component of promoting wide ownership of the plan and it also gives a clear mandate to those who
will be responsible for implementing it.
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Step 6: Implementation

If the plan is not implemented much of the time and effort spent preparing it will have been wasted. More-
over, if Irish Sports Council grant aid is linked to the plan, non-implementation may have implications for
grant aid to the NGB from the Council in future years. For obvious reasons, it will usually be sensible to begin
implementation of the plan at the start of a financial year.

In the case of NGBs an important part of the implementation process of the strategy will be the marketing
and promotion of both it and the NGB itself. It is vital that the members and clubs are both aware of and
involved in the work of the NGB in order for it to benefit the greatest number of members.

Implementation is best organised through annual action plans, prepared and budgeted in advance for each
financial year. It is necessary to identify in these plans clear targets and key result areas. Targets set in the ac-
tion plans should be realisable, specific, measurable and time-limited.

It is becoming more and more difficult to attract volunteers willing to be involved in administration at local
level. Fortunately, the greater the clarity there is in the strategic plan relating to the various tasks the NGB
wishes to progress, the less there is a need for large committees. Indeed, if an NGB has a comprehensive
strategic plan it should be able to be effective with only a few, fairly small committees or short life working
groups. As a general rule, there should be as few standing committees as possible, with specific tasks delegat-
ed, if necessary, to small short life working groups with a tightly defined remit. It is also more than likely that
the strategic planning process will help to bring new people into the heart of the NGB as they come to know
more about it and realise what it intends to do.

A key aspect of implementation is the control of money. It is therefore vital to design budgeting and account-
ing systems, which will ease implementation.

Finally, involving the NGB’s members in approving the strategic plan should mean that they would want to be
kept informed of progress and approve the broad thrust of each annual action plan. Accordingly the Chair-
man of the Board of Directors should present a formal report to the forum each year setting out:

e Areminder of the plan’s mission, goals and objectives

e Asummary of the action plan approved the previous year

e A summary of the progress achieved in implementing the action plan, with an explanation of any changes
made during the year

e Areview of overall progress with implementation of their area(s) of the strategic plan to date

e Proposals for the next year’s action plan

Step 7: Review

A comprehensive and inclusive planning process should result in a vision, mission and broad aims, which will
remain valid and guide the work of the NGB for at least 3-5 years. A period of at least this length is required in
order to allow the plan and those implementing it time to be effective.

“It is through co-operation, rather than conflict, that your greatest successes will be derived.” - Ralph Charell
However, this does not mean that it should be set in tablets of stone. If it is, the NGB will not be able to learn

from its successes and failures in implementing the plan as it goes along and this would not be productive. All
trategic plans should therefore be subject to two forms of review:

120



NGB SUPPORT KIT - Chapter Five STRATEGIC PLANNING @

e Anannual “health check” to review progress, fine tune the plan and determine the action plan and bud-
gets for the year ahead

e A complete review from first principles approximately every 5 years. The actual period will depend on the
effectiveness of the plan and relate also to appropriate planning cycles for the NGB.

5.4 Summary of Key Points

Strategic Planning and NGBs
Everyone who has ever taken part in sport is already familiar with the basic concepts:

¢ Decide what you want to achieve - your mission and related goals

e Agree the rules of the game - your principles or core values

e Set measurable objectives which will contribute to the achievement of your mission and goals

¢ Decide how to go about delivering the objectives - your tactics or action plan

e Communicate the proposed mission, goals, objectives and action plan to everyone who needs to know
them

e Review and change the action plan as necessary to ensure it delivers the aims and objectives as effec-
tively as possible

The main reasons NGBs need a strategic plan include:

¢ To concentrate on the long term interests of their sport

¢ To identify those things which will deliver desirable long term results most effectively
¢ To build effective partnerships/relationships

¢ To take maximum advantage of the various support services available to them

The NGB'’s strategic plan should deliver:

e Clarity of purpose

e An action plan with clear targets
¢ An effective structure

¢ Long term sustainability

Managing Change

The process must be an inclusive one. A comprehensive consultation process should be utilised fully to as-
certain the needs and opinions of members and stakeholders. At regular intervals the Forum should receive
updates on the planning process.

The Board of Directors of the NGB has to be committed to the planning process. The process of producing
the plan is more important than the plan itself but what really matters are the results achieved as a result of
implementing the plan. The process takes considerable time and effort and there is no single correct way to
produce a strategic plan. A dedicated planning team should undertake the task of preparing the plan with the
assistance of the board. An external facilitator may be called in to assist this team. Strategic planning is not
infallible but having a plan reduces the risk of future problems. NGBs must “own” their problems if they are
to determine effective solutions to them.
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5.4 Downloads & Links

Downloads

e  Strategic Planning Guidelines

Case Studies:

e Irish Gymnastics Strategic Plan

e Irish Orienteering Association Strategic Plan
e Irish Rugby Football Union Strategic Plan

e |rish Sailing Association Strategic Plan

e |rish Sailing Association 2020 Vision

e Irish Surfing Association Strategic Plan

e Sligo Local Sports Partnership Strategic Plan
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