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Introduction
As South Africa celebrates 50 years of the anniversary of the Freedom Charter and enters the second decade of democracy we once more re-affirm that, “South Africa belongs to all who live in it, black and white”.

As we reaffirm this noble and visionary statement by our forebears, proclaimed in the cold and dark hour of apartheid, we must confess, that despite the phenomenal ushering of democracy in South Africa in 1994, followed by a decade of freedom, re-construction and ‘toenadering’, in the sports arena, we have yet to dismantle the legacy of apartheid inequality, disparity and under-development.

Having noted that, it is equally true that the desire and the sense of urgency amongst South Africans to eradicate apartheid in sport remains intense, and has found universal expression in the term “Transformation.” This term has became the clarion call of a nation seeking to effect a fundamental change in sports and ensure that sport reflects the demographics of our country and on merit produces excellence in performances drawing from all the talent in our country, black and white.

In order to effectively address the myriad of issues posited by the challenge of transforming sport, we must first avoid simplistic assertions about racism in sport and acknowledge that the root causes of the current disparity in our sport are multifaceted and complex. The response therefore has to be equal to the task, comprehensive, systematic and scientific, rather than emotional, accusatorial and opportunistic.

This paper therefore builds on the observations and analysis contained in the inaugural presidential address pertaining to the key root causes underlying disparity in sport. Taking that as a given, we then proceed to examine a number of interventions that we regard as imperative in order to effect substantive and far-reaching changes that must ensure that this decade becomes the decade of fundamental transformation and development in sport.

Further, the paper takes as a given our total adherence to the principles of inclusivity and equity as they relate to disability and gender in sport. 

Turning to the interventions referred to above, for purposes of our discussion and debate they can be crystalised into four key areas:

· Strategic Considerations: Vision, Mission, Strategy and Business Plan

· Addressing the High Performance Challenge: Athletes Support System

· Addressing the Funding Challenge: Government, Lottery and Others

· Corporate Governance, Ethics, Administration, and Voluntarism

Four Key Themes
Strategic Considerations

Purpose, Mission and Vision
In order to galvanize all stakeholders, National Federations (NFs), Government, Business, Athletes, Administrators and the Nation as a whole towards a common goal of fundamentally transforming our sport in pursuit of establishing equity and excellence in this decade, it is important that we establish a common vision regarding the transformation imperatives for the decade. Only when we all share this common perspective and goal, can we give ourselves a chance to deliver on this most important national imperative. The following statements are proposals in an attempt to capture that collective resolve:
Purpose statement

To transform sport and unleash the full sporting potential of all South Africans.

Mission
By 2014 SASCOC will have established a system that will have transformed South African sport to be inclusive and triumphant.

Vision
SASCOC will be the organization that has created a system that enables the identification and development of the full high performance sporting potential of all South Africans and ensured a fundamental transformation in sport and nation building through:
· An effective and intergrated talent identification and development programme embracing all sectors of the population and in particular, the youth, disabled, women and rural communities;

· An accessible high-performance program, based on an academy system, that provides for the needs of the athletes, coaches and federations;
· A structured team presentation and delivery system which cpmprehensively supports “Team South Africa”;

· Effective and proactive partnerships with federations, schools, tertiary institutions, volunteers, sponsors, lotto and government;
· Having achieved complete and seamless intergration of disability sports (through realization of our inclusivity objective).
Business Planning
Firstly, it is important to note that the words transformation and development are always juxta-positioned; this is because of our fundamental recognition that the two are intrinsic and indivisible. You cannot have true transformation without an effective development programme, and an effective and fair development programme should lead inevitably to transformation.
Secondly, transformation and development plans have to be mid-term (5 years) to long term (10 years). Effective transformation, development and sporting success are not going to happen overnight, they will be the results of sustained and well-resourced plans over reasonable and realistic time frames.
SASCOC will need to track the federations’ planning and challenge them for both, stretching their targets and remaining realistic. In this context it will be paramount to ensure that funding demands are linked to planning imperatives and vice versa.
The mid term to long-term transformation and development plans of each national federation must include the following elements:

Measurable outcomes

Each national federation (NF) representing a specific sports discipline must indicate specific transformation targets, which are measurable. The language of targets is more preferable to that of quotas; targets suggest outcomes of a substantive process instead of an artificial one. It also suggests a product of an internal effort, instead of an external imposition; a product of a commitment instead of appeasement.

Costing
Each Transformation and Development plan must address the question of costs. When one ascribes costs to plans, usually costs temper unrealistic expectations and confine the plan within attainable limits. Therefore the exercise of providing costs will assist us in determining what we can afford as a country per sports discipline, bringing a necessary alignment between national expectations or medal aspirations and what we can afford.

Funding Strategies 

Each National Federation must indicate what its funding strategy is. It is important to indicate which of its costs it can meet directly through its own sponsorship support and which cost it requires support from government and SASCOC.

Monitoring Procedures

Not only is it important to have measurable outcomes, but they must also be monitored with clear mechanisms to ensure corrective action can be taken as soon as it is necessary and not at the end of the mid-term or long-term (period).
In addition to the above, the plans must elaborate on the following critical issues:
· Talent Identification.

A clear programme of talent identification must be articulated. In particular the programme must indicate how the rural and marginalized youth are to be included. It must also indicate how the schools are to be incorporated in a holistic and integrated development continuum. Whilst the future co-ordination of school sports is a matter of discussion with USSASA, there is an argument that National Federations should take direct responsibility for school sports programmes under their disciplines in the interest of ensuring integration from talent identification to elite performance. Indeed, the argument has been made, that if the link to school based sport is weak, sport talent identification is bound to fail.
· Team selection and participation.

A Selection policy per sporting discipline is a necessary component of an effective Transformation and Development plan, balancing the imperatives of merit and development. Selection must also lead to quality participation and not window dressing. Competition exposure at the highest level is one of the cardinal pillars of development and ultimate sporting excellence. Too often black athletes have been selected into national teams without participation, being made to parade for expediency instead of being meaningfully engaged and developed. SASCOC will need to work with the federations to develop an appropriate process.
· Competition Structures.

It is important to look at competition structures in each sports discipline and in particular the overall exposure and access to competition by talented athletes at all levels of the development spectrum, starting with competitions from school levels, tertiary, provincial, national, zonal, continental and international. The point  being that where there are gaps a clear strategy to fill those gaps must be devised and secondly, the progression  of  each athlete through these competitions must be a function of a properly mapped out plan and not just an exercise in random selection or patronage. In this context it will be important to clarify the role and function of provincial structures.
Addressing the High Performance Challenge
General Considerations

Global success and excellence in modern sport is not a function of raw talent alone. Successful sporting nations are those that have perfected their talent identification mechanisms and combined them with an integrated, holistic, well-resourced and advanced athlete support system for their country. Further the blanket of support extended to an athlete must not focus only on making him or her an hero or heroine at the prime of performance, but it must also provide the athletes with employment during that time and a firm grounding or springboard for a well-balanced career beyond those peak competitive days.

At this stage, what appears to be missing most, are appropriate facilities and holistic support to athletes. We see low levels of standardization and a lack of highly qualified personnel. In this context, the academies could act as support centers, foster transfer of skills between sports and provide the necessary focus to rally existing resources. Providing mentorship and role models, generating more opportunities to train and compete, providing a stable and predictable environment, as well as generating access to the media , will all help to create a more conducive environment for our athletes to perform better.

The challenge is to maximize resources and develop the skills necessary to help Team South Africa perform. This may also include further synergies between SRSA and SASCOC in regards to identification and talent development. It certainly will have to include development of infrastructure and funding to bridge skills gaps in administration, coaching, PR and media relations. 
The Academy System

One way to develop a backbone of our proposed athletes’ support system may very well be a system of academies nationwide with the following characteristics. The system will provide for local, provincial and national academies designed for the purpose of identifying, developing and nurturing sportspersons from different sports disciplines. 

The programme of the Academy system will include inter alia: 
· for athletes 

· medical and scientific support

· coaching and development

· a life’s skill programme

· communication and media specific skills

· tuition support for school goers

· gear and equipment

· for coaches and technical officials 

· international training and experience

· resident international coaches

· remuneration

· support part-time coaches

· utilization skills training

· for volunteers

· The development of an effective volunteer care and culture is regarded as critical to the success of the plan.

· administrative plan

· event volunteers

· Use of past heroes
In essence, the idea of the academy is based on utilizing economies of scale, i.e. sharing resources, across a variety of sports. As a result, however, two main issues will require particular attention and clarification:
· The academy system is unlikely to be able to provide support to all federations and sports. How do we select and prioritize? Can this change over time? How do we cater for those who don’t receive support? 

· It is anticipated that infrastructure would be located in major cities. How to cater for athletes outside metropolitan areas?

Furthermore, talent identification – i.e. the selection process of who will gain access to the academy system – will require particular consideration. By leveraging USSASA’s infrastructure the federations can reach into school sports and encourage appropriate processes if not foster physical education in the schools themselves.
In our design of the high performance programme, it will be essential to consider the success factors of other countries and how they may have utilized academies in their infrastructure network and adapt that insight to the circumstances and opportunities we face in South Africa.

Addressing the Funding Challenge
A great business plan without provision for funding is good for the shelf, and funding without a plan is as good as wasted. Our sport today suffers both evils. To increase funding, SASCOC will have to focus its delivery on two major themes: transformation and medals. While on both themes substantial opportunities for improvement exist, the gap between current actual and expected funding impacts on delivery. This, at times, is compounded by substandard governance within the federations who often lack the resources to employ professional assistance and have to rely on volunteer networks.
The two major sources of funding remain government and the lottery. More can be done to increase the importance of the private sector, sponsors and the media. For this it may be appropriate to cluster the efforts of federations with similar needs and offerings and to jointly build internal capacities to build marketing plans and source funding.
Government

With regard to government the total allocation to sport, despite marginal incremental growth over the past decade, is still way below satisfactory. The significant and sustained political pressure for sport to be transformed and developed and for success in international arenas has not been matched with commensurate resources.

Sport has been a great catalyst for nation building and has equally contributed significantly to economic activity in our country. In the context of the imminent hosting of the 2010 FIFA World Cup, the overall contribution of sport to the international marketing and GDP of the country will place sport amongst the foremost sectors in terms of positioning South Africa for growth and prosperity, and for facilitating harmonious and constructive relationships between all the people of our country.

In that vein, SASCOC has teamed up with SA TOURISM and we are jointly producing a study through a professional consulting group that will provide an empirical and scientific study of the real potential of sport in our country in the context of 2010, and a strategy to unlock it. The logic is that if we can determine the major drivers to unlock   the full potential of sport in our communities, the immense spin-off to tourism, the economy, and national goodwill will be incalculable.  Recognizing the opportunities for tourism SASCOC will encourage and assist the federations in twinning with South African Tourism and seek proactive integration of tourism packages in the offering to athletes and their supporters. The results of this study will not only be invaluable in assisting our endeavour to transform and unleash the full potential of our sport, but will also add significant weight to our case for more funding from government. 

Some have suggested the tool of tax breaks to stimulate private sector funding. However, for the foreseeable future, government may need to continue to find other allocation priorities that rank justifiably above sport. In a country with so much social and economic inequity, the issues relating to housing, health, sanitation, water etc will simply continue to rank ahead of sport.

National Lottery

The National lottery in the immediate past financial year has distributed   R372m to sport, which amounts to about 12% of total distribution.

The first problem with this allocation is that the above percentage needs to be raised to a minimum of 20% which will be in line with the global norm.

The second and more serious problem is the distribution policy, which tends to distribute on the basis of annual proposals from NFs and all other sport structures without a mechanism to evaluate mid to long term impact. The distribution is also too wide and consequently too thin. 

Proposed Funding Solution

The mandate for SASCOC as defined by the MTT report, the Ministry and our Articles is to take charge of all High Performance Sport (HPS) in the country, and the Department of Sport is to focus on Recreation or Mass Based Sport. (MBS). Accordingly it is our considered view that HPS must in the main be funded from the National Lottery allocations and the MBS in the main from the government allocation.

Furthermore, medal generating participation in international sport has the potential to attract private sector sponsorships. To achieve this on a sustainable basis SASCOC may assist in structuring the respective relationships and value propositions as well as developing careful packaging of the benefits the sponsors will receive.
Currently already about 70% of the sports allocation from the National Lottery is already targeted at HPS. In order for  SASCOC to ensure that commitments to transformation, development and performance targets are met, SASCOC should assist in the allocation process of these funds. Furthermore, it may desirable to institutionalize a peer review process where federations themselves gain insight into the various applications competing for funding. While federations will continue to apply directly themselves, SASCOC certified business plans should be given priority. In turn, SASCOC will guide and assist federations to develop appropriate targets and formulation of business plans. SASCOC itself will seek funding for its distinct programmes, such as the academy and Team South Africa.
This approach will also facilitate re-alignment of the funding cycle of sport with the planning cycle. It further will provide funding commitment to NFs against their business plan on a mid to long term basis, resolving the problem of NFs currently having to secure services of coaches, technical staff and athlete support over a three to five year period on an annual funding  budget. This situation makes it exceedingly difficult for NFs to gear up expertise and devise plans with a realistic chance of success, since they are constantly faced with the challenge of survival, especially the smaller NFs.

Corporate Governance, Ethics, Administration, and Volunteerism
The above stated set of issues relate to both hygiene and capacity factors. By hygiene factors we refer to questions of how well we run our National Federations and sports structures, what practices we employ to ensure transparency, accountability, good governance and a sound ethics regime. By capacity, i.e. administrators and volunteers, we refer to our human resource asset. The human resource challenge is at the centre of our ability to deliver against our set goals.

Corporate Governance

With regard to the issue of Corporate Governance we believe the question is not whether or not we must subscribe to a standard, but whether King II is the correct standard of corporate governance to apply to sports organizations. At this stage, we believe King II is applicable and appropriate and SASCOC will need to assist in educating all officials in sport and not only focus at the top end of the federations’ hierarchies.
Further input from NFs on this important issue will be essential so that we can all commit to a common standard against which we can be measured in future. This will ensure a tremendous confidence boost to all stakeholders, especially those who provide resources to sport such as Government, Sponsors and the National Lottery.

Code of Ethics 

A code of ethics   will inform a code of behavior for all persons involved with sports management and participation, including elected officials, administration personnel, technical staff, and athletes. The point has already been made that the present system tends to come down hard on athletes when they deviate from acceptable standards of conduct, while sports leadership and officials regularly transgress good conduct with impunity. The question in this regard is to agree a code of conduct that will be enforceable by SASCOC and its membership. This is envisaged to be a general code with specific codes applicable to each sports discipline left to that sport to implement.

Administration and Volunteerism

Administration and Voluntarism relate to issues of capacity. Given the voluntary nature of our sports administration, often little if any skills training is provided, leading to poor administration and management of our NFs and sports structures. Often we have no data or incomprehensive data bases, inadequate monitoring and tracking of athlete performances and progress, no administrative and   financial management systems leading to poor accountability on limited funding, etc. The question in this regard is about how we ensure that skills training for our administrators and volunteers is part of our over all Transformation and Development Plan.                             

Summary and Conclusion
To summarize, the following are the key propositions:
Strategic Considerations
· Declare 2005 2014 a Decade of Transformation and development under the Banner “Vision 2014: Towards Equity and Excellence in Sport”

· Each NF to produce a mid-term (5 years) to long-term (10 years) business plans that will constitute the SASCOC ACTION PLAN to deliver vision 2014
Addressing the High Performance Challenge
· Provide athletes with a comprehensive talent identification system and Athlete Support System based on a strong Academy System
· Ensure appropriate design of the Academy System in terms of equity and excellence in particular in reference to talent identification and priority sports

Addressing the Funding Challenge
· Develop a funding strategy, underpinned by National Lottery funding
· Develop collective strategies to enhance non-traditional sources
Corporate Governance, Ethics, Administration, and Volunteerism

· Effect a sound governance regime

· Effect a clear capacity building strategy to support administration and voluntarism


The purpose of this document is to provoke discussion and debate around the key challenges that require an effective response from all of us to ensure that we can turn this decade into a decade of Transformation and Development in our sport. The slogan EQUITY AND EXCELLENCE IN SPORT BY 2014 must become our collective call to action. 

The document and inputs from all stakeholders will form the bases of the discussions at the August Presidents’s Council, with a few that a comprehensive VISION 2014 ACTION PLAN will be formulated for adoption at our November General Assembly. The funding discussion with the Ministry of Sport will also be accelerated with the intent that the Action Plan and funding strategy can be aligned from financial year April 2006.

We look forward to your thoughts and contributions on these important issues.   
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