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Part 1: Event Scoping and Feasibility

The creation of an esports tournament hosted at Swansea Bay Arena would create a larger market for esports in Swansea and it’s surrounding areas. Esports is a market that has seen significant growth and is predicted to continue to grow further in the future (Wolf 2018). The introduction of esports to the Swansea community would generate economic growth and bring the community together, a sentiment that is strongly supported by the Future Generations Act (2015). Smaller-scale competitions have initiated the market but failed at encompassing the entire community.

Community is a critical component of being Welsh (Future Generations Act, 2015). By “creating the conditions that people and communities can do the things that matter to them”, communities are more likely to be active and participate (A Wales of cohesive communities, 2023). Engaging with the local community and proving the longevity of a designated esports league are the immediate, short-term objectives of the event. The event's mid-term objective is to build off the forecasted success of the individual event and create an official Swansea Esports League that would host annual local competitions. The ultimate, long-term goal of this event is to generate enough publicity that Swansea attracts tourism from the event. 

The event itself would run as a phased tournament comprised of a total of 4 phases. Phase 1 would consist of a cut-off competition in which only the top fifty percent of competitors would advance. The second phase would consist of player rankings. Every participant would have 3-4 to score points. At the end of the round players are ranked according to the number of points they have accumulated. Phase 3 of the event will begin with a draft system of the available players. The top 20 players will be identified as team captains and will have the chance to select two other individuals from the player pool. Selection order will be based on the rankings from the second phase, allowing the 20th ranked player to have the first draft pick, the 19th ranked player to have the second draft pick, and so on. After every team captain has chosen one player, the order will reverse and the ranked number 1 player will choose their third teammate, then the second-ranked player will choose their third teammate, and so on until every team has three players on their roster. Phase 4 will be the only phase conducted in person, with Swansea Bay Arena being selected as the venue. Phase 4 will consist of a points-based league system. Conducive with the operations of other industry tournaments, the league system will award a certain amount of points based on how well the team places in each game, as well as awarding additional points for individuals contribution to the team. Games will commence until a team with 50 or more points win a game. The top 3 teams will receive a trophy as well as cash payment. To engage with the fan base and to encourage competitors to build a following, viewers and spectators will be allowed to donate to the prize pool. Donations will be a percentage of any merchandise sold on-site and will be split evenly between the top three teams in addition to the fixed payout. 

While phase 4 of the event is the headline, generating a large portion of the expected revenue, the other 3 phases are just as critical. Without phases 1-3, phase 4 won’t run successfully. To fund phases 1-3 a crowd fund will be set up. Crowdfunding is a staple source of revenue used by other esport organizations to bypass traditional investment options (Britishesports, 2018). Given the market for esports in Swansea, crowdfunding is not likely to solely facilitate the operational costs of phases 1-3. Rather sponsorships and affiliate deals are much more feasible revenue streams. Sponsorships are a common practice in the esports industry and are responsible for roughly 74% of total revenue (Freitas, B.D.A., Contreras-Espinosa, R.S. and Pereira Correia, P.Á., 2020). In addition to the previous revenue streams, selling merchandise on the day of the event will help to recover any unforeseen expenses that might occur. 

The costs of running 4 phases of the event are extensive. The most expensive of which is the equipment. Costs can run as high as $667,750 for high-end PC equipment (Sim Staff, 2022). While the event won’t be using the high-end equipment, and utilize consoles instead of PCs, a reasonable estimate would place equipment costs at £40,000. With such a high operating cost, affiliate deals are critical in running the event. Sponsorship or affiliate deals with companies such as Microsoft, who would help to cover the cost of 60 latest generation consoles, equivalent to £15,000 (Xbox, 2023). The cost for the fixed prize money will collectively be £3,000 with first place taking the larger share of £1,500, second place winning £900, and third place winning £600 to be divided amongst the three participants. The prize pool money was chosen in consideration of the average amount of winnings the top 75 players have made (Esports Earnings, 2023). EE would be another key, headline sponsor the event would look to work with due to EE’s new Game Mode which is targeted for gaming at home (EE, 2023). EE’s role would facilitate all other behind-the-scenes operating costs including the management of the live streaming of the event, hiring the venue, and connections to advertising avenues. All other expenses, staff hires, wholesale of merchandise, creation and distribution of advertising, etc., will be designated to secondary sponsors. Secondary sponsors ideally would be local businesses and vendors here in Swansea. Local businesses that already have a large presence in the local community would be ideal to encourage community engagement.

With sponsors covering 74% of the total revenue, the event will need to generate approximately £30,000 to break even (Freitas, B.D.A., Contreras-Espinosa, R.S. and Pereira Correia, P.Á., 2020). Assuming tickets cost £15, roughly 75% of the arena’s 3,500-seat capacity needs to be sold (The Venue, 2023). Access to all tickets will be released two months before the event date for phase 4, one month away from the event all prices will rise to the recorded levels. This type of pricing is called “Early Bird” pricing, benefiting those who purchase tickets in advance (Chen, M., Liu, Z. and Ma, C., 2019). Other means of revenue that would support the ticket sales include merchandise sales, online streaming, and live donations. Assuming limited sales in merchandise, donations, and online streaming the event should still generate approximately £53,000, enough to cover any unexpected costs in the lead-up to, or after the event. 
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Part 2: Strategic Marketing Overview

Esports largest community is located online in forums and groups across a multitude of platforms ranging from Facebook and TikTok to Reddit and Discord. Utilizing these platforms will allow the event to engage potential participants and ensure the tournament bracket gets filled. These platforms can also be used to segment markets and gain a critical understanding of how to target specific demographics (Erragcha, N. & Babay, H., 2022). By segmenting the market, the event aims to increase the impact of its limited resources (Dibb, 1998). Alternatively, the event could aim to utilize a marketing mix and cover as much of the market as possible (Wu, Y.-L. and Li, E.Y., 2018).

Ultimately due to the underdeveloped esports market in Swansea aspects of both marketing segmentation and marketing mix can be utilised. When marketing to the masses, a common tool used is the 4 P’s marketing mix (Wu, Y.-L. and Li, E.Y., 2018). The 4 P’s marketing mix consists of 4 distinct elements; the product, the price, the promotion, and the place (Wu, Y.-L. and Li, E.Y., 2018). 
Product-
The product is the event itself with its USP being the first in-person esports tournament in Wales. By making the event uniquely Welsh the local community will hold a higher affinity for the event and will be more likely to engage with the event (Wu, Y.-L. and Li, E.Y., 2018). Given that over 900,000 (Welsh language data from the annual population survey: 2022, 2022) people can speak Welsh in Wales there is evidence to suggest that the USP of the event will hold a firm competitive advantage if a competitor enters the market (Dibb, 1998). 

Price-
As there is no other event in Wales that would serve as a reference for an esports event, the price point for in-person tickets would need to align with the ticket prices of the venue. Events that would have otherwise competed against for publicity and access to facilities are charging £22, £23, £39, and £30 respectively (Betvictor Snooker Shoot out, 2023, Maggie’s christmas extravaganza, 2023, Jack Whitehall: Settle Down, 2023, and The music of lord of the rings and beyond, 2023). Given the price of admission from the non-industry competitors, our event being priced at £10 early bird and £15 normal price is reasonable (Chen, M., Liu, Z. and Ma, C., 2019). The price point of the event is positioned strategically to encapsulate members of the community who wouldn’t attend competitors' events due to the cost of admission.

Promotion- 
The promotion of the event will be divided into three categories, social media, online groups and forums, and flyers. Physical handout flyers will be stapled to community bulletin boards as well as given to select local businesses. The local businesses that the event would target for handing out flyers would include businesses with a strong engagement with the local community (Sustainable Futures Division, 2021). In addition to the older, standardized method of advertising, the event will adopt a more modern approach when advertising and engaging with the community. Forums and social media have become havens where members of the esports community interact and communicate (Gaming, V., 2023). By entering the communal spaces where potential customers and participants are actively engaging the event will be more likely to succeed. When interacting with community members, utilizing the brand image of our sponsors to boost the event’s brand image will help sway public opinion (Freitas, B.D.A., Contreras-Espinosa, R.S. and Pereira Correia, P.Á., 2020).  Mediums like TikTok, Instagram, and Discord will be more effective when targeting a younger demographic due to the user data collected (Ceci, L., 2022a, Ceci, L., 2022b, and Dixon, S., 2023). The final goal for the advertising campaign is to achieve 5,000 hits across all platforms.
Utilizing sponsors’ brand images can be more creative. Esports streamers act as affiliates and sponsors. Streamers carry enough popularity to create a brand image and hold a fan base large enough to be used as advertising (Genie, G.M. 2022). Some of the most popular streamers have 110,000 subscribers, due to the amount of popularity, the event will help create watch parties with local streamers to further engage with locals and potentially reach beyond the local level to the national or even international levels (Esports Channels statistics, 2023). The mutually beneficial partnership with streams will eventually allow the event to expand beyond the local level and impact the local economy more through tourism (Sustainable Futures Division, 2021).

Place-
Swansea Arena is an ideal location to host the event as it was custom-built to host events similar to gaming tournaments (Swansea City and waterfront digital district, 2022) The arena sits at the heart of Swansea’s new development, surrounded by independent restaurants (The venue, 2023). Accommodating traveling audiences is no issue either at the arena, there are two new multi-story car parks and a gateway bridge that connects to the local bus station (The venue, 2023). Given the capacity, accessibility, and feature built facilities, as well as the objectives of the managing organisation, the Swansea Arena aligns effortlessly with the aims, objectives and needs of the event.

Entering an undeveloped market or being the first to create a market carries a large amount of risk, and consequently, a lot to gain. After utilizing a SWOT analysis on the event, several key strengths arose. Keenly, the utilization of technology both in our promotional strategy and operational usage sets us apart from other competitors. Growing our brand image through association with our headline sponsors and through the quality of work is another strength our event will lean on. Finally, aligning our objectives with the aims and objectives of Swansea Council removes many barriers that would otherwise inhibit our competition (Canolfan S4C yr egin, 2022). Even some foreseeable weaknesses can be reversed into strengths for the event. Being too reliant on sponsors is an industry practice, but the event will be structured to mitigate any damages that arise if sponsors are uncooperative (Freitas, B.D.A., Contreras-Espinosa, R.S. and Pereira Correia, P.Á. , 2020). Ultimately, this event aims to create further development in the industry and create a Swansea Esports League which would create more economic stimulation and greater tourism to Swansea (The Future Generations Commissioner for Wales, 2015). The direct threats have been limited to future competition trying to enter the new market as well as other events vying for the facilities this event needs. The ultimate goal of this event is to create a market strong enough to accommodate more participation in esports in Swansea.
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