FIFA's Billion-Dollar World Cup Model

Idea In Short

FIFA runs one of the most unusual money machines in global business. It is a non-profit
association under Swiss law, yet it has budgeted $13 billion in revenue for the 2023-2026
cycle, nearly double the prior four years. The reason is structural rather than incidental,
since FIFA does not sell anything every day. It builds the biggest events in football, then
sells broadcast, sponsorship, hospitality and licensing rights around them once every four
years. A 48-team, 104-match 2026 World Cup and a new Club World Cup are the latest
versions of that same strategy. The concentration that produces record income also
produces record exposure, because most of a cycle's revenue rides on a single tournament.
This piece breaks down how FIFA's revenue, cost and governance structure fit together and
where that structure is most exposed.

Selling Rights, Not a Product

FIFA does not sell a product every day the way a normal company does. It builds the biggest
events in football, then sells the commercial rights around them: television broadcasting,
marketing, hospitality and ticketing and licensing. That single fact explains almost
everything the organization does, including its tournament expansions and new
competitions.

Broadcasting is still the largest stream, budgeted at $4.26 billion for the 2023-2026 cycle,
up from $3.43 billion in the previous four years.1 Marketing rights have grown to $2.69
billion and hospitality and ticketing have nearly tripled to $3.1 billion, reflecting the pricing
power of a World Cup hosted across the United States, Canada and Mexico. Licensing
revenue, by contrast, has slipped slightly to $669 million.

The World Cup is the product. Everything else is distribution
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The dependence on one event is severe. In the 2019-2022 cycle, rights tied to the Qatar
World Cup accounted for $6.31 billion, or 83 percent of FIFA's total revenue. FIFA does not
run a diversified income base. It runs one asset and a four-year calendar built around it.

A Profit and Loss Built for One Year

Because revenue concentrates in the World Cup year, FIFA's annual accounts look alarming
if read the way analysts read a normal company's books. They are not supposed to be read
that way.

FIFA posted net losses in 2023, 2024 and 2025, a cumulative deficit of roughly $1.25 billion
heading into the tournament year.2 Major broadcast and sponsorship contracts get
recognized as revenue in the World Cup year itself, while the costs of preparing the
tournament and funding development land in the years before it. The projected 2026
surplus should lift the full four-year cycle into a net profit north of $1 billion.

The buffer that makes this rhythm survivable is FIFA's balance sheet. Reserves peaked near
$3.97 billion at the end of 2022 and stood around $4.76 billion in cash and reserves at the
end of 2024. Those reserves exist to absorb the deficit years and to keep FIFA independent
of any single broadcaster or sponsor. By late 2025, FIFA had already contracted 93 percent
of the 2023-2026 cycle's revenue and it had sold 43 percent of its 2027-2030 broadcasting
rights before the 2026 World Cup kicked off.

A Non-Profit That Banks Billions

FIFA is legally a non-profit, yet it accumulates billions in reserves and grows them every
cycle. The contradiction dissolves once the structure becomes visible.

As a Swiss association, FIFA has no shareholders to pay dividends to0.3 It answers instead to
211 member associations, more than the 193 member states of the United Nations, organized
into six confederations. Surplus revenue moves in two directions: a large share flows back
to those member associations through development programs and the remainder gets
banked as reserves.

The flagship program, FIFA Forward, has grown every cycle. Forward 3.0 commits $2.25
billion for 2023-2026, a 29 percent increase over the previous edition, with each of the 211
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member associations eligible for roughly $8 million. That recycling is not simple generosity.
The member associations are also FIFA's electorate and for many smaller federations,
Forward money is their largest source of funding. Non-profit status, development spending
and political control function as one mechanism seen from three angles.

Growing the Machine

FIFA's revenue growth is not an accident of inflation or a wealthier host market. It comes
from deliberate decisions to sell more football.

The clearest example is the World Cup itself, expanded to 48 teams and 104 matches in
2026, up from 32 teams and 64 matches previously, which multiplies broadcast inventory
and sponsor activations. FIFA estimates the 2026 tournament alone will generate roughly
$8.9 billion in revenue against a budget of about $3.76 billion, with a record $871 million in
prize money and a winner's share near $53.5 million.

The second lever is an entirely new tournament. The 32-team Club World Cup, launched in
the United States in June 2025, was not part of FIFA's original 2023-2026 budget, making
its revenue incremental to the cycle's headline figure. Backed by a roughly $1 billion DAZN
broadcast deal, the tournament paid its winner, Chelsea, more than $40 million for the title
alone.4 FIFA has said the new competition would not touch its reserves and that its revenue

would flow to club football rather than federation development.

Dynamic, demand-based ticket pricing is a third lever, used at a men's World Cup for the
first time in 2026 and letting FIFA capture peak willingness to pay on the biggest matches.

Sponsorship in Three Tiers

Marketing rights run on a tiered structure. Long-standing FIFA Partners such as Coca-Cola,
Adidas and Visa pay roughly $70 million to $100 million a year for top-tier global rights
across every FIFA event, a relationship Adidas in particular has used for decades to build its
own business around World Cup visibility.

For 2026, FIFA layered tournament-specific sponsors and country-specific tournament

supporters beneath that global partner tier. The company says it has nearly sold out its
commercial inventory and sponsorship revenue for the tournament has been estimated at up
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to $2.8 billion, which would make it the most lucrative sponsorship program a single
sporting event has produced.5

Where the Machine Is Fragile

The strength of FIFA's model is obvious. It owns the single most valuable event in sport and
sells it to the entire planet. The fragility sits in the same place.

With 83 percent of a cycle's revenue tied to one tournament, any disruption to that event
becomes an existential financial problem rather than a bad quarter. Governance risk
compounds it. The 2015 US-led corruption case that forced out president Sepp Blatter left a
legacy of scrutiny over hosting decisions, worker treatment and spending transparency that
has never fully receded.6

Adding tournaments also strains an already crowded match calendar, drawing pushback
from clubs, leagues and player unions over player welfare. Dynamic pricing maximizes
revenue but risks alienating fans paying several times what they paid in 2022 and high
asking prices have complicated broadcast deals in large markets such as China and India.
Every lever that grows the business also raises the cost of anything going wrong.

Key Partners

FIFA's commercial engine depends on a small number of high-value relationships. Its 211
member associations supply the players, referees and organizing capacity that make any
tournament possible. Global partners such as Coca-Cola, Adidas and Visa fund the
marketing layer, while broadcasters such as Fox and DAZN pay for exclusive distribution.
Host governments and city authorities provide stadiums, security and infrastructure in
exchange for the economic exposure a World Cup brings.

Key Activities

FIFA's core activity is organizing and staging global tournaments, chiefly the men's World
Cup and the newer Club World Cup. Around that, it negotiates and sells broadcast,
sponsorship, hospitality and licensing rights years in advance. It also runs the FIFA Forward
development program, distributing funding and technical support to member federations
and manages a growing calendar of qualifying and youth competitions.

Think Insights - thinkinsights.net -4-



Key Resources

The most valuable resource is the World Cup itself, a rights package no competitor can
replicate. FIFA also holds a reserve fund of roughly $4.76 billion, giving it the balance sheet
to fund three deficit years before every tournament. Its network of 211 member federations
and long-term broadcast and sponsorship contracts, already 93 percent sold for the current
cycle, round out its resource base.

Value Propositions

For sponsors, FIFA offers exposure to the largest live television audience in sport. For
broadcasters, it offers exclusive rights to a guaranteed cultural event. For the 211 member
federations, it offers development funding and a vote in Congress. For players and clubs, it
offers the sport's biggest stage and record prize money. For fans, it offers a global
spectacle held once every four years.

Customer Relationships

FIFA manages sponsors and broadcasters through multi-cycle contracts that lock in revenue
years before a ball is kicked. It manages federations through FIFA Forward funding and a
one-member, one-vote Congress that doubles as a political relationship. Fans increasingly
interact directly through FIFA+ streaming and official ticketing, rather than solely through
broadcasters and national federations.

Channels

Television and streaming broadcasters remain FIFA's primary distribution channel for
matches. FIFA.com and the FIFA+ app now offer direct-to-fan content, ticketing and archive
footage. Physical channels include stadiums, fan festivals and hospitality suites, while
merchandise and licensing reach fans through retail partners around the world.

Customer Segments

FIFA serves five distinct groups: global broadcasters bidding for exclusive rights, corporate
sponsors seeking worldwide exposure, the 211 national football federations that make up its
membership, hospitality and ticketing buyers ranging from corporations to individual fans
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and licensees producing official merchandise.

Cost Structure

FIFA's costs concentrate around each tournament cycle. Direct event costs for 2026,
including venues, operations and prize money, are budgeted near $3.76 billion, with prize
money alone a record $871 million. Development spending through FIFA Forward adds
$2.25 billion over the cycle and ongoing administrative and governance costs run alongside
both.

Revenue Streams

Five streams make up FIFA's income: television broadcasting rights, budgeted at $4.26
billion for 2023-2026; marketing and sponsorship, at $2.69 billion; hospitality and ticketing,
nearly tripling to $3.1 billion; licensing royalties on merchandise; and a smaller other-income
bucket covering video rights and penalties.

TFIFA's 2023-2026 cycle budget
2FIFA's net income trend

3FIFA's organizational structure

4Chelsea's Club World Cup earnings

SWorld Cup sponsor spending in 2026
6The 2015 FIFA corruption scandal

Summary

FIFA's business model works because it controls something no competitor can replicate, the
only World Cup on the planet. That scarcity lets a non-profit post billions in reserves, absorb
three years of budgeted losses and still close a tournament year with over a billion dollars in
profit. Redistribution to 211 member associations functions as governance as much as
generosity, since those federations elect FIFA's leadership every four years. Expansion,
whether a bigger World Cup or a new Club World Cup, is the same lever pulled harder: more
matches, more inventory, more revenue. The risk sits in the same place as the strength.
With most of a cycle's income tied to one event, any disruption to that event, political,
logistical or reputational, threatens the entire structure at once.
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