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Introduction to Operational Management
Operational management within the events industry is the department that is responsible for the coordination and integration of all operations within an event and its venue (EventPlanningGroup, 2014). The Operations Manager takes on the responsibility for the operational delivery of all events and the venue (MiddleTemple, 2018). They will work very closely with all department heads including, marketing, box office, food and beverage, production, conferencing and events, and the venue director to ensure all are working together and keeping to the same standard as one another. This also includes making sure that each department is up to date on legislation and working together and keeping to the same standard as one another.
The term operations management covers planning, implementing, and supervising the production of goods or services.
Operations Management within Swansea Arena
The Venue Operations manager is responsible for looking after all departments within the Arena. The role is deputy to the Venue Director; sitting above roles such as the Venue Administrator, Food & Beverage Manager, Deputy Operations Manager, Hospitality & VIP Manager, Building Safety Officer and Kitchen Manager (Caple-Harding, 2023).
Swansea Arena’s Operation Manager’s Responsibilities:
1. Operations – This includes day to day planning, procedures and safety for guests, staff and Front of House areas
2. Safety – Working with all departments to assess the ‘Risk’ and to ensure suitable processes and procedures are in place. Providing training, guidance and communications to the venue on latest procedures / event information. 
3. Risk – Security, Fire Safety, Risk Assessments, Licensing, Local Authorities, Standard Operating Procedures and Operational Management Plans
4. Event Liaison & Advancing – Communicating with clients and visiting companies to ensure all aspects of their events are planned ahead of their arrival
5. Event & Duty Management – Leading on all ticketed or high-risk events on the day; having overall responsibility. 
It is vital for the Operations Manager to have strong communication skills due to the wide range of contact they will have with not only internal staff but visiting companies, Swansea council licensing staff, tradesmen and many others. They will also oversee the following categories whilst working alongside the designated managers for each one: HR, Finance and Legal. 
HR
Human Resource Operations, commonly referred to as HR Ops, is the division responsible for backing the complete employee lifecycle and aiding the Aren in its daily operations. The responsibilities of HR Operations are diverse, encompassing a pivotal role in formulating a company’s people strategy to achieve its business objectives. HR Operations is an integral component of an efficient HR service delivery model (Cosentino, 2021). 
FINANCE
Coporate finance relates to the finance domain that focuses on the origins of funding and capital configuration of corporations. It outlines strategies to enhance the firm’s value for shareholders (Brealey, 2012).  There is also the concept of managerial finance, which is rooted in the examination of financial management across all types of firms, not exclusively limited to corporations. Managerial finance is a crucial component of the decision-making framework, establishing performance criteria, goals, and objectives for both the supply chain and operating systems (Zherlitsyn & Kravchenko, 2016).
LEGAL
[bookmark: _Int_xZpJGlrB]Legal operations involves integrating all the business activities, processes, and personnel to enable an in-house legal team to address a company’s legal requirements through a strategic business approach. Teams in Legal operations provide support to in-house counsels by applying skills such as planning, financial management, stakeholder management, and legal data analysis (Wenzel, 2022). It is crucial to keep an eye on legislation and stay up to date with news concerning legal elements. It is important to stay ahead of everything and everyone (Caple-Harding, 2023). 
Events Plan – SIX the Musical 
There are three levels to who should create an operational plan: Scope, Timeline and Stakeholders. 
Scope: The operational plan should capture the who, what, and when of each activity. It should be laser-focused on a team or initiative.
Timeline: Depending on how fast the organization moves, the operational plan should span a quarter, six months, or a fiscal year.
Stakeholders: Must make sure the people involved in operational planning are close to the work, so they can accurately project and predict what work should be included in the plan (Martins, 2023).
HSE (1999) explain that the planning considerations for an event can be divided into distinct phases:
1. The ‘build up’ phase – Involves planning for venue design, the selection of skilled personnel, choosing contractors and subcontractors, and the construction of elements such as stages.
2. The ‘load in’ phase – Focuses on planning the safe delivery and installation of equipment and services essential for the event, including stage equipment for performers, lighting and PA systems.
3. The ‘show’ phase – Requires planning effective crowd management strategies, transport management strategies, and welfare arrangements. It is crucial to strategize for dealing with fire, first aid, contingencies and major incidents. 
4. The ‘load out’ phase – Necessitates planning for the secure removal of equipment and services after the event. 
5. The ‘breakdown’ phase includes planning to control risks when the event concludes, and the infrastructure is being dismantles. Managing aspects like rubbish collection and wastewater disposal involves careful planning and management due to associated risks. 
During the booking in process, it is a necessity to ensure the function sheet (figure 1) is filled in. This is a process for the Conference and Event department team, establishing an initial relationship with the customer. This collects all of the required information such as the company name and contact details, proposed dates, and any requirements including both dietary and venue related. At this point, a date will be pencilled into the Arena’s event schedule to be discussed with management before being confirmed with the customer. 
[bookmark: _Int_LucXKvg3]A Gantt chart serves as a project management tool that aids in the planning and schedhuling of projects, regardless of their size, with a particular emphasis on visualising project timelines. It is described as a visual representation of activities plotted against a timeline, facilitating project professionals in tracking and monitoring progress (Lyons, 2018). From the initial communication with the SIX company, a Gantt chart should be created highlighting all important steps across all departments at the Arena. This will ensure all departments hit their end goals and are aware of exactly what they are working towards at all times. 
Operational Policies & Procedures
A policy comprises a set of regulations or directives intended for an organisation and its employees to adhere to, aiming to accomplish a particular objective. Successful policies provide clarity on the actions employees should undertake and the underlying motives behind those actions. 
A procedure serves as the counterpart to a policy, offering instructions on how to implement a policy. It consists of step-by-step guidance on the methods, timing and locations for achieving the outlined policies. While a policy establishes a rule, the procedure outlines who is responsible for executing it and the prescribed manner in which it should be carried out (Lane, 2023). 
The Manager of Venue Operations has a duty of protecting the public by following UK Government legislation, continuously liaising with Swansea Licensing Authority – updating them on upcoming events, plans, and operations. The Fire Arms Unit and Welsh Extremism and Counter Terrorism Unit will liaise with the Operations Manager to provide guidance and support to the Arena, whilst ensuring they are familiar with the venue. It is also important that Ambassador Theatre Group’s Risk Team monitor venue operations, learning from mistakes, provide guidance, monitor behavioural trends and respond to the latest Government guidance (Caple-Harding, 2023). 
Swansea Arena must stay up to date with all legal aspects within operational law; making sure that all licensing is correct and up to date. Swansea Arena’s Proposed opening hours and operating schedule states there must be a designated Premises License Holder who will engage with and attend Safety Advisory Group meetings, comply with the Event Management Plan, ensure all CCTV is in correct working order and complete written risk assessment forms that are available to be inspected (Swansea Gov, 2021). 
There are multiple types of insurance that are needed for the Arena. These are: public liability insurance, employers’ liability insurance, property insurance and cancellation insurance. 
Public liability insurance provides compensation to a member of the public and covers court costs if the policyholder is successfully sued for causing injury, death or property damage due to a failure to exercise reasonable care in their actions (Law & Smullen, 2008). 
Employers’ liability insurance is a policy that assists in covering the expenses incurred by a business owner in connection with a legal action arising from a work-related injury or illness of an employee (The Hartford, 2024). 
Commercial property insurance comes in two categories: 
1. Buildings insurance – This covers the expenses associated with repairing or reconstructing the business premises in the event of damage or destruction
2. Contents insurance – This covers the costs of replacing a business’ inventory or equipment in case of damage or theft (ABI, 2013). 
Cancellation insurance offers compensation for a business’ unrecoverable costs, expenses, or loss of profit due to the unforeseen abandonment, postponement, interruption, or cancellation of an event (Towergate, 2022). 


Emergency Plan 
HSE (1999) wrote that a safety policy is a crucial document that reflects a company or organisation’s acknowledgment of the significance of health and safety within its structure. It communicates the commitment of the highest management to turn this concern into effective action. The policy statement conveys this commitment, while the organisational details outline how the policy will be implemented. This includes defining the roles and responsibilities of individuals assigned safety duties, though ultimate responsibility cannot be delegated. The organisation section also covers essential aspects like delegation of safety duties, appointment of competent safety monitors, and the allocation of resources for health and safety. For employers with five or more employees, producing a written health and safety policy is a legal requirement. In cases where there is no formal employer, such as community events, a safety policy may not be legally required, but it is still recommended for managing health and safety effectively. The policy should establish a clear management structure, especially for events in existing premises, involving collaboration with venue management to ensure alignment with existing safety arrangements. 
For every business to endure, grow and expand, it is imperative to have a strategy that adapts to evolving environmental conditions. This strategy serves to shield the business from potential adversities while positioning it to capitalise on the challenges and opportunities that arise (Mullins, 2019).
A risk assessment concentrates on significant risks and identifies solutions to guarantee effective control over them. These assessments safeguard both workers and businesses, and in the case of the Arena; guests too whilst ensuring legal compliance. Conducting a risk assessment is essential for all event managers, even in situations where legislation may not explicitly mandate it. it is crucial to note that, in the UK, there is a legal obligation to perform a “suitable and sufficient” risk assessment under the Management of Health and Safety at Work Regulations (Bladen et al, 2023). 
With a show such as SIX there are many elements needed to be looked at when it comes to writing a Risk Assessment. Whilst in the discussion process the technical manager must collect all Risk Assessments from the touring company to align with the Arena’s. When building the set for SIX the Arena will be transformed into a theatre setting which will require the lighting rig to be manually built and raised. Looking at risks here, it is a requirement that all building and technical staff will be supplied with suitable PPE and will be required to wear it at all times. Due to the set being the touring company’s rather than the Arena’s, the technical manager must study all risk assessments provided by the company to ensure they are up to Welsh government guidelines and prioritising the safety of staff and customers. At the end of SIX, there are confetti cannons that will explode onto the stage and carry out into the audience. Part of the risk assessment is ensuring the confetti is as safe as possible, and eliminating all risks involved such as the confetti being a choking hazard should it land in a performer or audience member’s face. 
In the event of an emergency, it is a necessity to have all up-to-date paperwork and legislation and to ensure all staff are made aware of procedures before audience members can be allowed into the building. For example, if there was to be a fire caused by the pyrotechnic elements in the confetti cannon then all stewards must be confident in escorting audience members out of the building and to the designated safety zone. All staff must be made aware of the same procedures, especially those back of house and within the touring company as they will not have the stewards to follow in such a situation. The technical manager should go over this with any visiting company at the beginning of a production, ensuring they have signed paperwork acknowledging their agreement and participation should anything go wrong (Powles, 2024).  
HR & Staffing
Talent selection
When staffing within different departments it’s important to ensure the right talent is selected for the roles. SIX is a musical that will require a large production team. Due to it being a touring production, most of the technical team will be contracted to SIX rather than the arena, however the arena staff will still be heavily involved in elements such as set building and supporting the touring staff. The staff will require adequate training on the technical requirements and safety elements of the role. 
All other departments will be made up of Arena staff, such as food & and beverage, marketing, and box office. For all roles, a strong customer service skillset will be required as it is a transferable skill across all departments. These departments will all need to provide training to staff for the specific elements involved within each section. 
Workforce planning
Effective workforce planning involves a detailed grasp of the specific difficulties an organization comes across, joined with a committed effort to tackle them in a strategic matter. It serves as a crucial aspect of managing personnel and sets the groundwork for various activities related to recruiting, nurturing and organising individuals. Workforce planning procedures have the potential to:
1. Decrease labour expenses by accentuating workforce distribution and flexibility.
2. Recognise and address evolving customer needs.
3. Pinpoint appropriate strategies for targeted personnel development.
4. Address inefficiencies more precisely.
5. Enhance employee retention rates (CIPD, 2023). 
There are two main types of workforce planning – ‘hard’ and ‘soft’. Hard workforce planning effectively means really understanding the specific challenges a company deals with and making a dedicated effort to handle them in a proactive and strategic way. It is a crucial aspect of managing people and provides the context for many other tasks related to hiring, developing, and assigning individuals. Soft workforce planning involves creating a strategy or building a strategic framework for evaluating information. As there’s a growing emphasis on being agile and responsive, it’s becoming clear that high-quality management information within such a framework is crucial for recognising and optimising performance factors. This method allows managers to explore various options before being compelled to act due to circumstances (CIPD, 2023). 
A skills audit is a methodical procedure for examining and appraising the skills, competencies, and knowledge of employees in or organisation. It includes collecting data and insights about the current skill sets in the workforce and pinpointing areas with identified skill gaps. This process empowers HR and hiring managers to make well-informed decisions regarding talent management, training and development, succession planning, and recruitment strategies (HiPeople, 2024). Figure 2 (2015) shows an example of a skills audit in which staff would rate themselves from 1 (Not very well developed) to 3 (Very well developed). This will then be assessed by HR to reflect upon and develop the skills. 
Safety Roles 
1. Duty Manager – Overall control and understanding of the event. The decision maker and the main point of contact for all staff on duty.
2. Security – integral to ensuring the safety and security of the venue, staff and guests. They also aid the Arena in upholding their venue license. 
3. SIA Guards – These hold a Security Industry Authority Licence, often found working on the doors, alcohol sale points or roaming patrols.
4. Stewards – Provide friendly assistance with wayfinding and fire safety in the event of an evacuation
5. Building Safety Officer – Ensures venue, fire and safety checks are completed prior to public entering the building. 
Swansea Arena is host to many different types of events. In the time it has been open, it has been host to musicals, rock concerts, DJs, comedians, and dance productions. Each different type of event attracts a different audience, meaning with each different event genre, there are different safety and security procedures. At a standing event, for example a rock concert, an individual crowd control Risk Assessment would be carried out. An event of this nature would also require increased staffing levels and an experienced pit crew monitoring crowd movement and behaviour a DJ event Front of House will also have an added focus of deterrents against substance abuse (For example, enhanced searches). Events that come under these brackets would also likely require additional medical support and safeguarding provisions to be required (Caple-Harding, 2023). 
Financial
Yield Management provides an Operations Manager with a decision support structure to analyse revenue and conservation decision factors that incorporate the unique features of the Heritage Visitor Attraction (HVA) experience. The principles of yield management are derived from the hotel and airline industries, illustrating how the challenge of fixed capacity is addressed in other service sectors (Leask & Yeoman, 1999). 
KPIs – Key Performance Indicators (KPIs) serve as essential tools for managers to gauge the success of their business journey and identify potential deviations from the path of interest. By selecting appropriate indicators, managers can gain insights into overall performance and pinpoint areas requiring attention (Marr, 2012). 
A KPI for SIX is to sell out VIP Lounge packages which will assist in bringing in more revenue to the Arena as it is not an event in which many audience members will utilise the bar due to the lack of interval. The way this will be achieved is through the ‘MASTER’ goal setting. This acronym stands for “Measurable, Achievable, Specific, Transforming, Evolving, and Relevant” (Stainton, 2023). It is a strategy crafted to align with current requirements, aiming to offer a more flexible and nuanced approach to depicting objectives. In the case of SIX the goal broken down will look like this:
M – The progress will be measured by tracking the sales of VIP packages daily.
A – It is an achievable goal due to the visitor typology of a musical such as SIX. They are more likely to have a disposable income for a hospitality package and it is more suited to customers of that genre.  
S – The goal is specific and outlines exactly what is needed to be achieved. All departments can clearly see the target and have their own goals to work towards.
T – Achieving this will improve the Arena’s revenue and help it work towards making a profit whilst hosting SIX. 
E – The goal is one that evolves as the VIP lounge packages can be tailored and adapted to assist in receiving sales.
R – It is a relevant goal as it aligns with the interests of Swansea Arena by increasing revenue to assist in the yearly profit. 
Operating Expenses
Common Operating Expenses are incurred irrespective of the business type, encompassing elements like payroll and marketing. In contrast, some expenses are industry specific. However, the magnitude of these expenses can fluctuate depending on factors such as a company’s size or industry (Jenkins, 2023). 
Direct costs relate to labour expenses that can be uniquely and exclusively associated with a specific cost object. The measurement of the quantity of labour employed to manufacture a particular product or deliver a service can be accomplished through physical observation. When providing a service, direct labour costs encompass labour expenses that can be distinctly linked to an individual client or specific service instant (Drury, 2021). In the context of the Arena, direct labour costs entail the labour expenses of staff that can be specifically allocated to a particular department. 
Fixed Costs, also known as non-controllable costs, remain constant regardless of the Arena’s activity level during a specific time frame. These costs encompass expenses like insurance, as well as fixed amount wages and salaries.
Stepped Fixed Costs remain constant within a certain output range and experience a sudden surge at a specific point. For example, while a workforce of up to 20 people may only need one supervisor, a larger staff team of over 20 would require an additional supervisor (Go Cardless, 2021). 
Variable Costs, alternatively known as avoidable or controllable costs, vary based on the level of activity. Examples of variable costs encompass inventory and hourly based wages and salaries. These costs rise or fall in proportion to changes in sales and production volumes. Additionally, they are directly linked to revenue, meaning that higher sales result in increased revenue. 
Semi-variable Costs incur a fixed minimum amount for a business each month. Beyond this baseline, their expenses increase proportionally based on the generated revenue (Warnes, 2019). 
Non-operating costs refer to expenses that are not directly associated with the day-to-day functioning of a business. Unlike operational expenses, which are integral to daily operations, non-operating costs include items like interest on debt, or restructuring expenses. Analysing non-operating expenses is crucial for financial assessment as it enables investors, analysts and management to assess a businesses’ core operational performance independently of the effects of financial decisions, taxes and one-time events (Jenkins, 2023). 
Budget
Budgeting originates from the realm of management accounting as it aids management in planning, decision making, and exerting control. It can be demonstrated as an integral component of the comprehensive planning process for a business (Bladen et al, 2023). 
As SIX is a touring production, some of the costs involved are covered by them rather than the Arena. For example, the production company will cover the majority of the production costs, but these will be discussed with the Arena’s production team beforehand. The technical manager will make local company recommendations based on the production’s requirements. These will then be reviewed by the production team and once an agreement is made the cost originally paid by the arena will then be reimbursed by the production team. 
Swansea Arena costs roughly £6000 a day to run, even when there is nothing booked in. On a performance day, the average cost can be anywhere between £17-20,000 (Powles, 2024). This is due to staffing costs, overheads such as utility costs, building management costs, and stock costs within food & beverage. This cost is made back through ticket sales and food and beverage. Musical productions will usually bring in the majority of income through food and beverage sales. With the bar open beforehand and most shows including an interval, it provides plenty of opportunity for guests to enjoy the services. However, in the case of SIX, there is no interval. This could be detrimental to the Arena’s ROI as it lessens the amount of time guests can spend money whilst there in comparison to other events that have been hosted there. 
Due to SIX being a musical with seated tickets only there is no expected risk of substance abuse or crushing therefore staffing levels are able to be kept as standard, without the need for extra security or paramedics on standby. As previously mentioned, due to there being no interval, the show runs shorter than most others that would fall within the same bracket. This leads to shorter shifts for hourly rate staff members within the front of house, stewarding, and food and beverage departments. 
Return on Investment (ROI), is a financial metric that assesses the effectiveness of an investment or allows for the comparison of several investments. It involves calculating the tangible financial returns or benefits anticipated from a project in relation to the costs associated with implementing the proposed programme or solution. ROI is expressed as the ratio of the money gained or lost on an investment relative to the initial amount of money invested (Marr, 2012). Two frequently used equations for computing return on investment include the Benefit/Cost ratio (BCR) and ROI. For the BCR, one divides the total benefits by the cost. In the ROI formula, the net benefits are derived by subtracting costs from total benefits, and this result is then divided by the costs (Phillips, 1996).
Conclusion
Operational Management in the events industry, exemplified by the role of the Venue Operations Manager at Swansea Arena, is a multifaceted process involving the coordination and integration of various elements within event operations and venue management. The Operations Manager plays a crucial role in overseeing day-to-day activities, ensuring safety, conducting risk assessments, and managing high profile events. This role demands strong communication skills due to extensive interactions with internal and external stakeholders, including licensing authorities and visiting companies. 
Operational planning, executed through the careful consideration of scope, timeline and stakeholder involvement is crucial for successful event execution. Operational policies and procedures, driven by policies providing regulations and directives and procedures offering step-by-step guidance, serve as a foundation for achieving organisational objectives. Emergency planning reflects a commitment to health and safety, establishing clear roles and responsibilities. A strategic approach to business adaptation and risk assessment, mandated by UK regulations, is vital for navigating environmental changes and ensuring safety at events. In HR and staffing, talent selection and effective workforce planning are essential, requiring collaboration between internal and external staff.  safety roles and risk assessments are tailored to the nature of each event ensuring guest protection.
Financial considerations, including KPIs and budgeting are integral to event success. Budgeting, which is key in business management, involves collaborative cost-sharing for touring productions like SIX. 
In essence, effective Operational Management in the events industry requires a holistic approach, encompassing meticulous planning, legal compliance, emergency preparedness, strategic financial management, and a dedicated focus on safety and guest experience. The collaborative efforts of various departments, overseen by the Operations Manager, contribute to the overall success of events at Swansea Arena. 
Figures
Figure 1 – Swansea Arena, 2023
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Figure 2. (2015)
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