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Introduction

Community-led bike events play a vital role in activating rail trails, strengthening local economies and growing sustainable cycling tourism across regional Queensland. Many rail trail user associations, community groups and councils have the enthusiasm to host events but can lack access to practical, fit-for-purpose guidance on event planning, risk management and delivery. This Event Management Plan (EMP) has been developed to address that gap by providing a clear, adaptable and publicly available resource to support organisations of all sizes to confidently plan and deliver successful rail trail cycling events.
Designed as a standalone guide, this EMP walks organisations through the key stages of event conception, planning, delivery and review, with templates and tools that can be tailored to local context, capacity and scale. The resource is intentionally non-prescriptive, enabling broad use regardless of an organisation’s relationship with BQ. 
By building local event management capability, the EMP supports the long-term sustainability of rail trail events, complements the Rail Trail Development Toolkit, and contributes to the Queensland Government’s objective of empowering regional communities to leverage bike tourism opportunities while ensuring events are safe, well-managed and community-focused.
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1. [bookmark: _Toc203723879]Overview
This guideline document is intended to provide a consistent approach to the effective planning and delivery of community bike riding events. Applying a consistent approach requires the definition of processes, roles, key project (and event) artifacts and a system to capture the progress of the planning and delivery phases of the event. This guideline document should be reviewed annually to ensure relevance to the business. 
Alongside the planning and delivery guidelines are the activities of governance, programming and monitoring. Governance of the planning and delivery process ensures that the event is approved, and the event outcomes are agreed to by all stakeholders.  Programming informs the longer-term resource and funding requirements and ensures that the event fits into the overall event planning. Monitoring ensures that the event preparations remain on track and within budget with a high probability of success.
To maintain an efficient and effective use of resources, the guidelines are intended to be flexible and scalable to account for various types of events. This means that the level of governance and amount of detail in project artifacts will vary. For example, a multi-day event requires a more rigorous approach with a dedicated project coordinator and a higher level of documentation and governance, than a single morning event.  
Aa a minimum, every event, or a series of events should be approved through a consistent event proposal. All events also require a budget and resource plan. Given the nature of events, a risk management plan is essential for all events. Small simple events could be governed and monitored within operational meetings. More complex events will require a separate meeting schedule, budget plan, marketing plan, and event schedule. 
The key event documents are a core component of the governance and monitoring of event delivery. For a small business, the event documentation requirements alone can be used to define the process and provide governance without the need for separate process documentation. For example, within an event management plan will be the details of stakeholders, resources, scheduling, close out report etc. 
2. [bookmark: _Toc203723880]Outline of key event documentation
The key event document requirements are summarised below: 
	Event type
	Event Proposal Form
	Risk Management Plan
	Event Management Plan
	Event Budget 
	Event Marketing Plan
	Event Execution Plan

	Simple
	P
	P
	Optional
	Optional, may be a single line item
	Optional, may be simple social media plan
	Optional

	Complex
	P
	P
	P
	P
	P
	P



Where the event documentation is optional, the expectation is that there will be a less formal approach through normal operations, such as team meetings. The key event documents should be based on the templates. The actual event documents will vary in complexity depending on the nature of the event. Together with the key event documents, all other event artifacts should be saved in folders according to the event documentation requirements, and the typical contents are as below:  
Event Initiation Folder
Event Proposal Form
Other relevant high-level planning information
Agreements, MOUs etc
Event Planning Folder
Event Management Plan
Project management plan (for delivery of event)
Event closure report
Event Budget and Procurement Folder
Event Budget 
Quotes and procurement documents
Sponsorships
Event Marketing/Promotion Folder
Event Marketing Plan
Ticketing information
Logo designs
Rider Information
Registration details
Surveys and lessons learnt 
Event Execution Folder
Event Execution Plan
All information related to the actual running of the event
Event run sheets
Site Plans and route maps
Photos
Resource Plans 
Logistics, catering etc
Risk Management Folder 
Event Risk Management Plan
Risk Register
Risk Mitigation Plan
Meeting Agendas and Minutes Folder

3. [bookmark: _Toc203723881]Event Proposal Form 
Purpose 
This document is used to appraise the suitability, feasibility, and high-level risk profile of the proposed event. Every event, or series of events should have an approved Event Proposal Form, and it is used as the reference point for the remainder of the planning and delivery process and the associated documents.
Responsibility
The event sponsor or person who proposes the event is best placed to complete this form.
Details
Ideally projects should be part of a long-term planning process. As such, every event should have an approved proposal prior to be being included in the long-term plan. In any case, as an event is proposed, an event proposal form should be completed and approved. This document is concise statement of the intended event concept with alignment to organisational objectives, outline budget, delivery partners, participant numbers, location and expected benefits. The event proposal should be approved by the CEO, or board as appropriate.
4. [bookmark: _Toc203723882]Event Management Plan
Purpose 
The Event Management Plan is the detailed planning and delivery document that links all the event artifacts, stakeholders and resources. It is how the organisation gets to the event, in contrast to the Event Execution Plan which describes how the event will be run. The Event Management Plan will be monitored for timing, budget and scope to ensure that the event objectives and outcomes will be delivered.
Responsibility
Project Coordinator
Details
Once an Event Proposal Form has been approved, a project coordinator can then create an Event Management Plan. This is the detailed planning and delivery document, which links together the Budget Plan, Marketing Plan, Event Execution Plan and Risk Management Plan together. The key components are:
· Event details and objectives 
· Target audience and attendance 
· Event venue and timing details (refers to separate Event Execution Plan)
· Key personnel for event planning and execution
· High-level budget (refer to separate Event Budget)
· Project management process detailed, including project resources.
· Project schedule established (ideally in project management application)
· Key stakeholders list, including, sponsors, participants, delivery partners 
· High level marketing plan (refers to separate Event Marketing Plan)
· High-level risk management plan (refers to separate Risk Management Plan)
· Legislation, permits, licenses and insurance considerations
· Event close out including, survey and lessons learnt
5. [bookmark: _Toc203723883]Event Budget
Purpose
Ensure that all revenue and outgoings are forecasted and monitored and continue to meet the objectives outlined in the Event Proposal Form.
Responsibility
Finance Manager
Details
Detailed event budget model, including funding, ticket sales, sponsorships and outgoings through procurement and organisational costs. It is aligned to the high-level budget set out in the Event Proposal Form. 
6. [bookmark: _Toc203723884]Event Marketing Plan
Purpose
As any successful event is dependent on having the planned number participants, a sound marketing and communication plan is essential. The Event Marketing Plan requires at least 6 months outlook, preferably 12 months. As such it should be highlighted early in the Event Management Plan.
Responsibility
Marketing Manager
Details
Detailed marketing and communication plan including outputs such as:
Promotional plan
Social Media Plan
Ticket price setting, sales procedure.
Event logo
Event guide and other event documents, FAQs
Close-out survey
7. [bookmark: _Toc203723885]Event Execution Plan
Purpose
This is the detailed plan of how the event will run on the day(s) of the event.
Responsibility
Project coordinator
Details
The detail of how the event will be executed. The running schedule of the event is developed in line with the Event Proposal Form and regularly monitored to ensure that the event objectives and outcomes will be met. The actual schedule plan of the event will vary greatly depending on the size and complexity of the event. An execution plan will typically include:
Event Site features (which may be multiple sites for multi-day event):
· Site layout 
· Site ingress and registration area
· Food and beverage area
· Amenities area (Toilets and showers)
· Entertainment area
· Stakeholder areas, inc. bike stalls
· Temporary structures and equipment required 

Event Resources
Roles and responsibilities for event staff and volunteers which includes, as required:
· Event Coordinator
· Ride Coordinator
· Site Coordinator
· Participant Coordinator
· Security 
· Drivers
· Ride Marshals
· Riders
· Medical and First Aid providers
· Catering
· Entertainment

Event Logistics and Operations
The schedule of activities and resources and processes to execute the event:
· Overall event run sheet
· Daily event run sheet with ride details (maps)
· Route Plan(s)
· Resource Plan
· Transport Plan
· Equipment Plan
· Catering Plan 
· Accommodation Plan
· Waste Management
· Emergency response plan and evacuation	
· Health and safety plan (inc. incident procedure)
8. [bookmark: _Toc203723886]Risk Management Plan
Purpose
An essential document for all events to ensure the welfare and safety of participants, staff, volunteers and the public during the event. The Event Risk Management Plan should be initiated early in the Event Management Plan. Ideally the Event Risk Management Plan will develop from the high-level risks identified in the Event Proposal form and be updated over the course of the event planning then finalised and approved prior to the event.
Responsibility
Project coordinator
Details
Although the Risk Management Plan is based on a template, and assessment for every event is essential. The Risk Management Plan documents the corporate and event specific risks as a register of risks and outlines a risk mitigation action plan which informs the Event Management Plan and Event Execution Plan. Ensuring that the risk mitigation actions are implemented is an essential part of the final preparation of the event.
9. [bookmark: _Toc203723887]Document links

	Event Proposal Form
	Event Risk Management Plan
	Event Management Plan
	Event Budget
	Event Marketing Plan
	Event Execution Plan

	Event Proposal Form Template.docx
	Event Risk Management Plan Template.docx
	Event Management Plan Template.docx


Event Project Plan Template.xlsx
(template of key tasks for event management)

	Event Budget Template.xlsx
	Event Marketing Plan Template.docx
	Event Execution Plan Template.docx
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