Operational Plan

Event Plan 

Overview

The event plan is for The Creative Café that will be based in the Arts Arcade, 9 – 11 St. David’s Place from 15th October 2022 to 15th January 2023.

The operational planning is crucial for the success of an event. The event plan needs to be detailed as it demonstrates that all aspects and every area has been considered and focused on. It contributes to the effective planning, preparation, and execution of an event (Bladen et al, 2012). Tum and Norton (2006) discuss the event operations management model which includes four stages - analysis, detailed planning, implementation and delivery and performance evaluation. This shows that the operation managers have responsibility in both the day-to-day activity and strategy. There is a wide variety of roles and responsibilities that come under operational management as stated by Bladen et al (2012) which include development, human resources, finance, legal, crisis management, risk management and service excellence. It covers all areas of an event and will be specific to the individual event and venue and each plan needs to be unique and adaptable. There is a great deal of planning and logistics involved that can be characterised into three subsystems of customer orientated systems, producer and supplier-oriented systems and communications system (Getz, 2005). Through this plan these elements will be discussed and considered in relation to a pop-up venue for a three month period.

The overall view of the event is a café which hosts creative experiences from shows, performances, providing people the opportunity to share their skills to craft activities. The local community will also be involved, for example local drama groups, schools and community projects so that it will give the young people experiences of performing in front of an audience. As discussed by Shone and Parry (2013) the involvement of the community in the events taking place will positively impact the social implications, to create better social interactions to help develop community cohesion and improve the community’s identity and confidence. It will take place in a relaxed atmosphere with a stage at the front and a café set up around the room. Over the three months of business a variety of occasions occur including Christmas, so during December there will be a Christmas theme to the performances and events that occur within the café. 

As well as functioning as a café, the events that take place will vary depending on the day and time, day and weekend events will be more focused for children and young families, so week day nights will focus on adults. The variety of special guests taking part will include – Drama groups, Choirs, School groups, Comedy, Character meet and greet, Character performances, Santa’s Grotto, Bands and also craft activities. The way these individuals will gain the opportunity to perform is by contacting the café by phone or through social media to request an evening. The café team will also approach individuals or organisations they would like to take part in these events. 
Through considering the different departments in the café the event responsibilities will need to be covered. As it is only running for three months and will be a low scale event the departments will be of a small scale with individuals taking on numerous roles. 

Aims and Objectives

The aims and objectives of operating this project is to encourage people to spend time together and provide a service for the whole family. After the restrictions of covid, individuals are really seeing the importance of being able to gather and participate in activities they have not been able to do for so long. Winter and Lavis (2021) discuss how the covid pandemic affected young people’s mental health along with other concerns including the isolation of being at home. This project will encourage individuals to go out and experience something they have been without for so long and in a place where they can meet up with others. It will also play a part in encouraging people to visit the city centre and through the strong community focus it will bring a unity to the local community by having the involvement of local groups.

By considering the organisational objectives of the pop up, it enables all interested individuals and groups to clearly see the goals that are being worked towards and how they will be measured. Through using the structure MASTER by Bladen et al (2012) it provides a clear structure to create organisational objectives, the steps of the objectives are measurable, achievable, specific, time limited, ends related and ranked. The pop up will be looking to make a profit of approximately £10,000 through the variety of events that will be held at the location within the three month time frame of operations. The priority will be to include the local community.

Logistics

The logistics of the event are an essential part as this will ensure the smooth running and performance of the event by looking at the movement of products and resources (Bladen et al, 2012).  Through considering these elements it enables the event to be effective. The set up for the pop-up café will be a café bar running along the left hand wall as you enter the building with a stage towards the back of the building. In the centre there will be a variety of tables and chairs that are able to be easily moved around to make different combinations and room set ups. Food and drink will be sold at the venue with items such as cold drinks, hot drinks, sandwiches, toasties, and cakes being sold. The system of ordering will be at the counter with the customer taking their items to the table.

Time Management Plan


The effective planning of tasks and roles that need to be completed during the operational process needs to have a focus to ensure tasks are completed in a timely manner and are not left uncompleted or forgotten about. 
Through using a Gantt chart it is able to use the strategic plan by looking to the future and mapping goals to correspond to the strategic plan (Allen et al, 2008).
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In relation to the creative café the planning of tasks that require completion needs to be adhered, to ensure a timely manner is kept and it also helps to keep the tasks focused. As the café is in a three month time frame it needs to be accurate, with any changes being recorded and updated. 
















Human Resources

Overview

Human resource management can be defined in a few different ways and has developed over time to include the whole range of activities an employee undertakes with thought to the relationship the organisation has with the individuals (Torrington et al, 2020). In the recruitment process the organisation will be considered in the decision-making process. In this process there are various elements to consider including staffing, performance, change-management, administration, and reputational objectives (Torrington et al, 2020).

The logistics of the human resources element in the pop-up café is essential to consider as according to Storey (2001) human resources can give a competitive edge and has strategic importance which should be included in the business strategy. The areas that need to be considered are recruitment, training, and development.

In relation to the pop-up café the human resources can be very effective to support the business goals. With this element it is important to consider the individuals needed for each role and the attributes they have that can build up the workforce. Working with people involves an element of uncertainty that is impossible to eliminate but can be understood through looking at individuals’ motivations. 

Structure

The structure of the café will have a manager with a team who are able to take responsibility and decisions for themselves. This will help give employees ownership over their workplace and help them feel valued and supported. This attitude will influence the culture of the organisation. The organisational structure can affect the way work is delegated and arranged, the way authority is portrayed and how communication is delivered across the channels (Sherratt et al, 2009). The café will need 5 staff members made up of 2 full time contracts and 3 part time to be a part of the rota as well as a manager. The opening times will be 9am – 5pm but will be extended for selected events to 9pm. The staffing structure takes into consideration an unpaid 30-minute break that is above the legal 20 minute break (Gov, 2023) for all the shifts apart from the 5:00pm – 9:30.pm The working pattern also considers the weekly rest rights of an employee having an uninterrupted 24 hours each week and an uninterrupted 48 hours each fortnight (Gov, 2023). 


	Staff Shifts 
	Mon
	Tues
	Wed
	Thurs
	Fri
	Sat
	Sun

	8:30 - 5:30
	2 staff
	2 staff
	2 staff
	2 staff
	2 staff
	2 staff
	2 staff

	1:00 - 9:30
	 
	1 staff
	 
	 
	1 staff
	1 staff
	 

	5:00 - 9:30
	 
	1 staff
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Rotas

Each member of staff will have different shift patterns each day to correlate with the demands of the café. The manager will be available throughout opening hours.


Recruitment

The recruitment process refers to the attraction of suitable applicants in a cost effective and timely way (O’Meara and Petzall, 2013) 
The recruitment process will be through job advertising on indeed website, with a request to also submit a CV if interested in the position. There will be a job description and person specification with the required needs and skills for the job, including work experience, skills/abilities, education, and training showing what is desirable or essential. Some attributes required for this post will be a positive attitude, ability to work on own initiative and in a team, integrity, excellent interpersonal skills, and previous experience of working in a café would be desirable with an ability to work under pressure. 
There will be time for the manager to sort the applications received, so only people who have met the required person specifications will be interviewed. During the panel interview process the candidates will be scored for their answers and the highest scoring person will be offered the job.

Training

Training will be provided before the job starts to include elements like health and safety, how to use the equipment, and staff expectations. This will take place before the café opens so all staff will have a good working knowledge of the policies, procedures, and operations of the equipment. 

As part of the training process the employees will receive an orientation that will assist the new employees entering a new environment by providing competence to start working (Mulders et al. 2010). The training and orientation will be completed by the manager to the employees. 

Staff Roles

The staff will undertake many different roles including the day to day running of the business including set up, taking orders, preparing, and serving food and drink, general upkeep of the premises, selling tickets for the events and assisting in the running of the events. Staff members will also have the authority and a say in what types of special events take place. The roles that are undertaken link to the training they will receive. 






Retention

The intention is to retain the staff for the full three months with no staff turnover. This will be achieved through considering the Maslow (1943) hierarchy of needs by meeting and considering their basic need to be developed into the fulfilment of their job. Even though the contract will only be for 3 months Drucker (1954) goals will still be considered by involving the employees in setting their own goals in line with the strategy of the organisation then they will be more motivated to achieve the goals. Practically the retention will be practiced through making each employee feel comfortable in their role by providing appropriate training and encouraging employees to speak to management if they have any problems to enforce the safe working environment. The employees will also be empowered to make their own decisions and show initiative which will help them feel responsibility and have ownership in their role. 

Expectations

The expectations of the employees will also have a significant impression on their motivation to achieve these goals. Vroom (1964) expectation theory considers the employees expectations, instrumentality, and valence in line with motivational force that affects the way an individual acts. For these factors to be clear the organisation will ensure that the expectations to the employees are clear and focused so there is limited room for misinterpretation. There will also be open communication between the manager and employees where any problems can be discussed, and a clear understanding of expectations can be provided.

Policies and Procedures

In the section of human resources, the employment law will be considered including the Equality Act 2010 that legally protects individuals from discrimination and equal opportunities. Each employee will have access to all facilities at every stage. 

The work time directive means employees cannot work more than 48 hours. 

It is important to have Human Resource Policies as it defines the way the organisation will handle the management of people. It will also ensure that any situation is dealt with in line with the organisation’s values (Armstrong and Taylor, 2014).

The Human Resource Policy for the event will be based on the overall HR policy and Specific HR policy by Armstrong and Taylor (2014) to include aspects such as equity, consideration of circumstances, organisational learning, performance through people, quality of working life and the working conditions. The specific expectations and procedures will also need to be set out, so it provides an overview of the organisation. It will deal with specific issues and problems that could arise like age and employment, discipline, diversity management, emails and use of the internet, employee voice and development, equal opportunities, health and safety, grievances, sexual harassment, substance abuse and the importance of a work-life balance. 

Marketing

The marketing of the event is needed to let people know what is being planned and organised. The marketing will be mainly focussed online through Facebook and Instagram, as the target demographic is mainly using these platforms so it will be the most effective. The creation of these pages is free, so it will not affect the budget.

Communication

Communication between management, staff and customers are considered within the logistics. The main forms of communication to customers will be through social media and can be used to enhance customer relations. Through connecting with customers on social media it can create a stronger bond and can be used to retain customers for future events once the three months are complete.

































Legal

Overview

In the events industry the operational policies and procedures need to be considered and abided by. Goldblatt (2008) discusses the main reasons for complying with laws and regulations to ensure the safety of the event stakeholders, protect legal interests and financial investments and abide by ethical practices. There are many different operational policies and procedures that need to be considered when planning and executing an event to provide safety and security. It is important for there to be a detailed understanding and research to ensure all regulations are complied with in the event (Bowdin et al, 2010).

Policies and Procedures for the Café

The café will have different policies for a variety of areas to ensure safety and provide clear guidance and expectations for the employees, which includes what they can expect from their employer and the working environment. It is important to have policies in place for the safety and smooth running of day-to-day practices. 

The Admissions Policy – The venue will be free to access, like a café. There will be certain events that will require additional purchases, for example meeting Santa. These tickets will be available to purchase in store at the café and online. 

Circulation – Upon arrival to the café customers will be welcomed and told they can choose a table and take a seat. They will have the opportunity to go to the café counter and order any food or drink before taking it back to their table. Clear signs will be around the venue to encourage people to find a seat and order at the counter. As the event is taking place in Wales, all signage will be bilingual.

Code of Conduct Policy- to understand the cafes values and culture, including social media
Complaints and Concerns Policy– to understand the correct procedure to follow 
Staff Policies - including no phones while on shift, dress code
Hiring Policy  - demonstrating the cafes recruitment processes
Health and Safety Policy – including food safety, table preparation and sanitation

Legal


The Equality Act of 2010 (2010) is legislated against discrimination in the event undertaken including the staffing of the venue, events, and service users. They will not be discriminated against according to their age, race, religion, sex, disability, pregnancy, sexual orientation, gender reassignment and marriage or civil partnership. This will be ensured through making the venue accessible for all and an interview panel for advertised jobs. 

The event will have insurance to cover theft, fire, workers compensation, property damage, hired equipment and public liability (Bladen et al, 2012).

The Health and Safety at Work Act 1974 will be enforced and followed with elements being highlighted in the staff training and regular reviews being undertaken. The Act covers the duties that employers have towards employees, the public and the duties that employees have towards themselves and each other (HSE, 2023). Following these rules and regulations will provide a safe working environment for the employer, employees, and customers. 

Health and Safety

The Health and Safety laws are constantly changing, so it is important to keep up to date with these developments with the following departments being monitored when preparing for the event as well as during to make sure all regulations are being complied to. These will include British Safety Council, Health and Safety Executive and IBEC (Bladen et al, 2012). 

Licences and certifications

It is important for an event to have the appropriate licences. For the café the licences that will need to be attained is Food Handling, Health and Safety at Work, First Aid Regulations, Music and Performance Rights and Licences, temporary Market Trader Licences, Public Entertainment Licence (Bladen et al, 2012).

There is a requirement for the Café to hold a music licence as it will be playing recorded and live music through the opening hours (Gov, 2023b). 

Each staff member will obtain their Level 2 in Food Hygiene. This will ensure every employee has a strong working knowledge on safely handling and preparing food (CIEH, 2023). As well as food hygiene some staff members will be first aid trained (HSE, 2023b). 





















Finance

Budget

The budget is an important element used for financial planning (Wood and Robinson, 2013). The budget can provide an insight into the business and the consideration given for the various cost elements. It sets out the plans for income and expenditure during a future time period and is based on the objectives and strategy to achieve the objectives (Weetman, 2010). The budget for the café will consider the predicted income over the three month opening period, the initial costs and running costs accumulated over this time. 

	Budget 
	
	

	
	
	

	Income
	
	

	Café Sales 
	
	36,000

	Event Sales 
	
	15,000

	
	
	51,000

	
	
	

	Cost of Sales 
	5000
	

	
	
	

	Gross Profit
	
	46,000

	
	
	

	Expenditure 
	
	

	Equipment costs
	3000
	

	Venue 
	650
	

	Equipment hire
	2760
	

	Salaries 
	20000
	

	Insurance 
	800
	

	Licences 
	250
	

	Gas and Electricity
	6000
	

	Water
	600
	

	Business Rates
	670
	

	Public and Employers Liability 
	500
	35230

	Net Profit
	
	10,770




Income

The income is based on 85 people spending £5 in the café each day over the 12 week period and the event sales refers to the ticket sales at £5 a person based on 85 tickets being sold per event on average across the time period. This number is an average with higher ticket sales expected for certain events, for example meeting Santa. 



Expenditure
The expenditure is classified as different types of costs. Some costs are variable, and others are fixed. The variable costs change and are directly linked with the output such as the cost of sales. This can be compared to fixed costs that do not change according to the level of output such as the rent and rates, equipment hire, Insurance, Public and Employers Liability Insurance (Weetman, 2010). 

The Cost of Sales are the core items directly relating to the cost of the sale, for example the coffee. This cost has a direct link to the sales figure as it is determined by the quantity of sales. This would be a direct cost and would be variable. 

Analysis of the budget

There are several different ratios that can assist in understanding the budget and provide further information to the finances of the organisation. It is helpful to know and understand these figures when conducting a business to see the profitability and liquidity of the business ( Wood and Robinson, 2013)

Gross Profit as a percentage of sales – 

Gross Profit/Sales x 100
46000/51000 x 100 = 90%

Net Profit margin to sales

Net Profit/ Sales x 100
10770/51000 x 100 = 21%

Return on Investment (Return on Capital Employed) – 

To estimate the return on investment a calculation to the predicted capital from the statement of financial position will be needed. 

 
	Assets
	

	Equipment 
	3000

	Bank 
	10000

	
	13000

	Liabilities 
	

	Loan
	7000

	
	6000





Net Profit/ Capital employed x 100
10770/6000 x 100 = 153%

Key Performance Indicators

Key Performance Indicators are used to measure and evaluate the performance of an organisation both internally and externally against its ability to meet the specific targets (Johnson et al, 2014). They can help an organisation to implement their goals into a strategy that provides insight into their performance. By having an insight into the performance, it can assist management into making more informed decisions and track the performance impact on the business. As discussed by Parmenter (2015) the Key Performance Indicators focus on the aspects that are the most critical for both the current and future success of the organisation. He also progresses to discuss the importance of communicating the mission and values to the staff, so they can understand it and implement it throughout the organisation. The indicators can also look at many different aspects with the five most used being revenue growth, revenue per client, profit margin, client retention rate and customer satisfaction. There are also different categories of Key Performance Indicators which are strategic, operational, functional and leading/lagging KPIs. Within these there are different types which include financial, customers, process performance, marketing, IT, sales, and staffing (Twin, 2022). This shows how they can reflect on a wide variety of areas in the organisation.

The Key Performance Indicators will help to measure the success of the café to gain a profit over the three-month period. They will also help to create a safe environment where people can feel involved and accepted and facilitate events that families and individuals can attend. Another way to measure the cafes success is through the customer foot fall, with the consistency and increase in numbers as time goes on indicating a positive effect on the community and reflection on the success of the café. Yet another indicator would be through the reviews left on social media. 



Yield Management

Yield management focuses on considering the capacity and price to the supply and demand to achieve the best profit (Getz, 2005). This helps to prevent wastage within the organisation while at the same time generating the best yield. During the initial opening of the café there will be a cautious approach to the number of customers expected per day which will decrease the amount of wastage per day. The daily figures will be constantly monitored as well as the sales figures with a particular focus to the specific items that are being sold. Within this review the management will not be afraid to remove or change items that are available to correspond to the demand.


Overview

Overall, the operational plan highlights different areas that need to be considered when planning and executing The Creative Café and events over the three month period. It looks at the different aspects from the aims and objectives, the goals, and purposes of the café to the legal and financial aspects. Each one of these areas is crucial for the overall planning, success, and execution of the plan.
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