[image: Image result for steelhouse festival]

[image: Related image][image: Related image][image: static1.squarespace.jpg]








Project Initiation Document (PID)
Rhian Cook - 1703979
Module: Consultancy Project
Lecturer: Michael Davies 
[image: Image result for uwtsd]
Table of Contents


Executive Summary	3
Project aim	3
Objectives and desired outcomes	3
Rationale	3
Benefits to the organisation	4
Background of company	5
Project Justification	5
Project Rationale	6
Project scope	6
Stake holders and Links to other organisations	7
Business Case and Approaches	7
Potential Project Costs	7
Potential project risks and how they will be minimised (Project Risk Management)	8
Potential benefits to the organisation	9
Project Management and Team Structure	9
Company structure for Steelhouse Festival	10
Communication Strategy	11
Research Methodology	12
Quality management	12
Project Plan	13
GANTT chart	14
Project Controls	16
Bibliography	17








[bookmark: _Toc508924509]Executive Summary

[bookmark: _Toc508924510]Project aim

‘To provide an adequate weather contingency plan for the Steelhouse Festival’

[bookmark: _Toc508924511]Objectives and desired outcomes
Desired outcomes
Objectives

                                                                                                                       
· Festival attendees will have a better overall experience at Steelhouse Festival
· A number of options can be presented to the client who can choose something to implement for the 2018 festival in July
· Establish most successful/unsuccessful plans by other festivals
· By understanding the logistics of holding events on agricultural land the consultant will give realistic recommendations



· Increase attendee satisfaction from appropriate weather contingency planning
· Source a sustainable weather contingency plan
· Review measures implemented by events with a similar nature
· Develop understanding of logistical problems with outdoor events



[bookmark: _Toc508924512]Rationale

· Weather contingency plans are in place but are not effective
· The consultants knowledge of the event will benefit the festival co-founders as the consultant has first-hand experience of what happens to the festival in adverse weather
· Suitable weather contingency planning will boost attendee’s satisfaction and make the event easier to manage for co-founders and volunteers.

[bookmark: _Toc508924513]Benefits to the organisation

· Free labour to look into an issue which is acknowledged by Steelhouse Festival organisers
· A range of contingency options which can be implemented ready for the 2018 festival
· It is hoped festival attendees will have better overall satisfaction from the event although the consultancy will end before the festival takes place
· Volunteers and staff members will have an easier time when managing the logistics of the festival



Authorisation:

Consultant name:                              
                                                                                
              
                                                                                                                                      Date: 


Participant: 
(Photographic evidence below of authorisation) 
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[image: Image result for steelhouse festival kids]The Steelhouse Festival is a boutique classic rock festival held on Hafod-Y-Dafal farm in Cwm, Blaenau Gwent making it the UK’s highest festival.
The festival is approaching its eighth successful year in 2018 and enjoys a diverse line up of UK based and international artists drawing in 15,000 festival attendees over the course of the festival in 2017.
Steelhouse Festival LTD. It is a private limited company owned by a partnership. There are two members of full time staff who are the owners of the festival. An army of loyal volunteers work in the lead up to the festival and then run the site alongside the co-founders.
This festival prides itself on keeping the costs to a minimum and creating a festival that is suitable for everyone: die hard classic rock fans, young people, international visitors and families.
[bookmark: _Toc508924515]Project Justification

The consultancy project aims to provide a suitable contingency plan for the Steelhouse Festival when faced with bad weather which has happened consecutively since the event started in 2011. The festival excels in every aspect with a very strong and loyal customer base so it would be unfortunate if the lack of contingency planning effected the attendees experience and reduced ticket sales.
The main objectives for the project will be:

· Increase attendee satisfaction from appropriate weather contingency planning
· Source a sustainable weather contingency plan
· Review measures implemented by events with a similar nature
· Develop understanding of logistical problems with outdoor events
With the overall aim to source sustainable and financially viable weather contingency plans as well as the above aims it is hoped the organisation will potentially benefit by: 

· Improved satisfaction for customers and better working conditions for staff
· Contingency planning can be implemented in time for the 2018 festival which takes place in July
· After evaluating a range of options the most suitable option can be chosen by the Steelhouse Festival organisers 
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The consultant believes the project will benefit the festival organisers for many reasons. The small team that actually organise all aspects of the festival do an excellent job but are restricted by timescales. To organise an event to that proportion is extremely time crucial and it leaves little room for researching any extra information outside of the project plan. Because of this the consultant will be helping the organisation in an area that is needed by the client. The festival does have weather contingency plans in place but it is extremely difficult to plan for such bad weather that happened in 2015 and 2017. The organisers are used to rain but the difficulty comes when the weather is relentless and the hay that is currently used to absorb excess moisture in the ground is insufficient. By sourcing a range of sustainable options that are financially viable for an organisation as small as Steelhouse Festival will ensure that they are prepared for adverse weather and the impacts will be minimal. By sourcing a sustainable option it in keeps with the due diligence that the organisers have to provide due to holding the event on a working farm.
The relationship between the Steelhouse Festival and the consultant is very well established as the consultant has volunteered for almost 5 years at the event. Therefore the consultant has an understanding of the challenges the festival faces and the need for contingency planning more so than a consultant that has no background in this area. The consultant has a good relationship with festival organisers and has undertaken work with them previously and they have been extremely helpful and supportive of the consultants work and academic ambition. 
[bookmark: _Toc508924517]Project scope

A constraint of this consultancy is the timeframe in which the consultant will have to produce an end report. The consultant is given twelve weeks to undertake a large task so it is vital that aims and objectives are time measurable and the produced project plan is followed for the consultancy project to stay focused. Although the timeframe is short it benefits the stakeholders as it will conclude before the 2018 event giving time for new contingency plans to be implemented.
The client has agreed to the consultancy and it is confirmed that the area of focus by the consultant is relevant and needed.
Other possible constraints include:
· The organisation may be reluctant to give access to any confidential documentation or festival plans 
· The organisation may reject the final findings of the consultancy and the plans will not be implemented 
· The attendees who partake in surveys may not be genuine Steelhouse festival goers or may be bias 
· The consultant works part time and is a full time student so does not have complete freedom to work on the project whenever they wish to, therefore a GANTT chart has been produced to ensure time is used efficiently by the consultant
· The organisation can only meet on Fridays which may not always be suitable for the consultant. However the participants are contactable via telephone, email and social media channels and answer quickly.
· It will be difficult for the consultant to find evidence of other festivals contingency planning 
The issues highlighted are minimal and easily overcome with the correct planning. The danger of participants in the survey not being steelhouse attendees is difficult to overcome but through targeting on the event page and directly to people that the consultant knows are attendees this should be overcome and the general sample should be accurate. 
[bookmark: _Toc508924518]Stake holders and Links to other organisations

Festival Co-founders – There are two festival founders who have run the event since 2011. There was a third founder until 2015 when they chose to separate from the company and has no existing ties to the event. Although the co-founders primarily work for the Steelhouse Festival all year they also run other ventures which includes a successful staging and production company. Both have active roles in the music tourism industry and work on other music events and their own bands.
Volunteers – Steelhouse Festival has an army of 80+ volunteers with most of them being part of the festival since day one and a small amount joining since who return year upon year. The volunteers are known amongst the festival as the ‘Steelhouse Family’ and are recognised by the attendees who are always full of praise for them. The volunteers see themselves as a huge part of the organisation and this is supported by the co-founders with founder Matthew Rhead commenting “I can’t get my head around the fact that dozens of people will take two weeks off work, come up with mountain with us, work 15-hour days for no money, and then at the end of it thank us in floods of tears, begging us to do it again. It’s that community spirit, they feel part of something that’s unique. The overwhelming public feedback we get is that the atmosphere’s unlike any other festival, and a lot of that’s down to our volunteer workforce” (Moon, 2016). The steelhouse family predominantly work two weeks before the event, for the event weekend and for a few weeks after clearing up but some members work throughout the year laying ground work, digging trenches for power cables and putting up fencing. 
Land Owner – The land is owned by Farmer Hywell Jukes whom the organisers rent the land from for the festival. The land owner is hugely supportive of the venture and lends a hand with the running of the event over the festival weekend and joins in with the fun backstage with the  ‘Steelhouse Family’ and actively speaks to the attendees interested in where they have come from and what they think of the event.
Sponsors – Although the event receives no corporate backing or influence it does receive sponsorship from some large organisations including the Welsh Assembly Government, Dickies, Trooper, Marshall, Planet Rock, Nation Radio and others which can change year on year. The co-founders will only consider sponsorship from brands they believe are relevant to the festival and who fit the ethos of the event.
[bookmark: _Toc508924519]Business Case and Approaches
[bookmark: _Toc508924520]Potential Project Costs

The consultancy project will not cost the organisation as the consultant is undertaking this as part of an academic responsibility and to help the organisation. The option to financially invest in the materials sourced for the weather contingency plan will be decided by the co-founders should they wish to pursue any findings the consultant presents. Although the costs are non-existent the project will be at times time consuming for the co-founders which could financially impact them if other jobs in which they receive a financial gain from are delayed. 
It has been agreed between the consultant and participant that there will be no set budget when sourcing materials but rather the consultant will present a range of options and prices and then the participant is able to decide what is most feasible. 
[bookmark: _Toc508924521]Potential project risks and how they will be minimised (Project Risk Management)

Although the consultancy is generally low risk there are impacts to consider and appropriate mitigations in place. To minimise and manage risks the consultant will:
· Ensure the final report contains factual information, this includes but is not limited to the sustainability and financial costs of materials that are needed for weather contingency planning. The consultant will thoroughly research this area and proof read the document to ensure no false information is presented.
· Surveyed participants giving false information – because the primary research is aimed only at those who have attended the festival it is important that only attendees actually do answer. To prevent the general public from distorting the primary research the surveys will only be posted on specific steelhouse social media pages and directly to attendees which the consultant knows have attended the festival.
· The stakeholders do not understand the project or are not happy with it – This risk has already been considered and the participant’s approval has been secured so far. To ensure this is ongoing the consultant and participant will regularly meet to discuss the project to ensure both parties are happy with the project to stop any sudden challenges at the end of the consultancy. 
· Time – the consultant as previously stated is a full time student and works part time and the participant are only available on Fridays to meet. This can be mitigated through timely planning of meetings in advance and contact through email and via telephone.  
· Lack of participants – it is a risk that because the research needed has to come from Steelhouse attendees and will be marketed on social media that the potential participant count will be unsatisfactory. By creating a survey aimed at Steelhouse Festival attendees the consultant is limited to 15,000 responses in total as that is the number of attendees in 2017. Further to this the participants will have to be on social media to know the consultant is conducting this survey thus making the sample smaller. This should be observed closely throughout the project, the consultant will target attendees through event pages and groups but if responses are low the consultant may have to consider a more general approach to gain responses.


[bookmark: _Toc508924522]Potential benefits to the organisation

The benefits of this consultancy are plentiful and important. Overall the biggest single factor is to maintain the safety of the event to stop local authorities or public services jeopardising its staging.
It is important to implement new systems also so that the loyal attendees can feel they are being listened too and the steelhouse festival takes there enjoyment of the festival very seriously and is grateful for the loyal custom. Also it is to stop any negative reviews and press stories that could hinder attracting a new audience.
A risk if improved contingency plans are not in place for the 2018 festival and a repeat of 2017 happens is the loss of the festival or a loss of attendees. A loss in ticket sales would be detrimental to the staging of the event; the festival has no corporate backing and relies on ticket sales in particular ‘early bird’ sales to secure liquid capital in order to create a cash flow to pay for ground rental, marketing, logistics and performers. Without this cash flow, it would be impossible to stage the event and a loss of money would make it difficult for the steelhouse to continually improve its quality of musicians and facilities, which would be a backwards step for an established event. 
Benefits of this investigation are clear and simple; improved weather contingency plans to in turn make the experience better for attendees, performers, suppliers and the workforce. 
The justification of cost is shown above and as well as above the increased enjoyment factor could have a positive effect on ticket sales in future years; growth is a continual goal of the festival. By spending capital it is hoped that there will be a return on investment through future ticket sales.

[bookmark: _Toc508924523]Project Management and Team Structure

According to the project management book of knowledge (Skill stairway , 2017) there are five phases of project management, the consultant will use this framework with some of the phases already commenced. 
Initiating: Defining the project and gaining authorisation 
Planning: Define and refine the project objectives and plan the entire course of action to meet the project objectives and scope.
Executing: By integrating the resources needed the plan can be executed.
Monitoring and Controlling: Throughout the project it is essential to follow a project plan to ensure the project is on track and timely. This should be done by measuring and monitoring progress regularly to identify and differences from the project plan so corrective action can be completed timely. 
Closing: The objectives should be met so the project can be closed. Approval should be gained from stakeholders to bring the project to a formal end. 
For this project although there are different stakeholders in the festival only the consultant, volunteers, attendees and founders are going to be involved at different levels.
The consultant- This role will be undertaken by Rhian Cook an undergraduate at University of Wales Trinity Saint David. The consultant has successfully identified the need for the project through a BID and has created aims and objectives for further development of the consultancy. The consultant will manage the project until the completion date 2nd May 2018.
The founders - The structure of the company is very straight forward made up of a partnership with two directors Matthew Rhead and Mikey Evans who each have equal decision making powers but have different roles in the management of the company and event. It is likely that the consultant will work closely with Matthew and less so with Mikey because Matthew has the same availability as the consultant to hold meetings. Written consent will be provided from Matthew because of this reason with imput from Mikey still being seen throughout but less so. 
Volunteers – The volunteers are minimally involved and will only be contacted for research purposes.
Attendees – Similarly to the volunteer’s attendees will only be involved to gain a research perspective through surveys and comments made on blogs and social media about the need for weather contingency. 
[bookmark: _Toc508924524]Company structure for Steelhouse Festival

As the co-founders take on the majority of the financial burden of staging the event and always have done they will be at the top of the structure before the sponsors who also provide capital but not to the extent Matthew and Mikey do. 
The land owner has been identified as having a similar importance to the structure as sponsors as although he does not provide financial support the event would not be staged without his approval to rent the venue. The consultant is at the top of the structure with the co-founders as they are directly involved with them for the sake of this project.
The organisations structure is shown on the next page.
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Communication between the consultant and Steelhouse Festival is vital to achieve a successful project. The consultant will communicate with the co-founder Matthew Rhead most of the time and occasionally have face to face meetings with Mikey Evans who is also a co-founder but has time limitations preventing him from committing to the consultancy in the same capacity that Matthew has.
The main methods of communication for the project will be:
Face to face meetings – As previously stated the consultant can attend the Steelhouse headquarters every Friday to meet with co-founders (mostly Matthew).
Telephone – The consultant has both company owners’ telephone numbers and can use this method when urgent answers are needed outside of the regular meeting times.
Social Media – It is easiest to use social media also for quick communication from the co-founders and for communication with the volunteers and attendees. The consultant is already part of a few different ‘groups’ on Facebook which contain only Steelhouse attendees and volunteers so it will be easy to communicate with large numbers of people quickly and efficiently through this method. Especially effective when surveys need to be completed as the target audience are conveniently connected in one place private to those who aren’t members.
Email – Email will only be used to send updates and large files for review to Matthew or Mikey throughout the consultancy. 
[bookmark: _Toc508924526]Research Methodology

The consultant is aware that the research undertaken must be reliable and all steps must be taken to prevent any bias that could occur. The consultant plans to conduct surveys specifically for attendees and volunteers to complete to gain perspective on the need for adequate weather contingency planning and further comments made that could be considered overall from attendees which could help the consultants research. The responses gained through the surveys will be presented in qualitative and quantative form in the final report. 
It will also be beneficial to the consultancy to conduct a general questionnaire about weather contingency at UK festivals aimed at a broader audience to gain the general opinion on these issues.
The consultant plans to research the weather contingency planning that is being utilised by other festivals in the UK particularly those that are held on agricultural land such as Glastonbury or those that have a similar nature like Download. It is hoped by researching the contingency planning of these festivals the consultant can have a further understanding of the logistical issues of holding outdoor events and how they overcome. Also the consultant can establish what methods work best by assessing the trial and error by other festivals and give realistic recommendations to the Steelhouse Festival. 
When the desired number of responses have been received the consultant plans to collate the data in to statistics to make the information more reader friendly. 
Volunteers as well as festival attendees will be interviewed to gain perspective on what they feel should be done to mitigate the effects of adverse weather and to find out if it effects their decision and buying power when considering when purchasing Steelhouse Festival tickets. 
Although the research will be mainly primary research the consultant will also use secondary research in the form of blog posts, reviews, journals, books, reports and websites to get the best possible understanding of the project and subject. 
[bookmark: _Toc508924527]Quality management

Turnaround for a consultancy project of this scale is approximately twelve weeks, which is why the consultant must follow specific time measurable tasks in order to deliver the final report.
According to the Project Management for Developing Organisations (2016) Quality management is a continuous process that starts and ends with the project. It is more about preventing and avoiding than measuring and fixing poor quality outputs. It is part of every project management processes from the moment the project initiates to the final steps in the project closure phase.
Because of this the consultant chose to agree the project initially before commencing the BID or PID to ensure the client was satisfied and no assumptions were made by the consultant adhering to quality management. 
To provide a consistent project the consultant will adopt the following techniques:

· Treat all of the information form primary and secondary sources with the upmost confidentiality throughout the consultancy.
· All work on the project will only be seen by University of Wales Trinity Saint David, Steelhouse Festival and the consultant unless prior permission is granted.
· The consultant will always behave professionally and ethically throughout the project.
· A relevant and detailed ethics form will be completed before any research is conducted.
· The consultant will endeavour to be contactable 7 days a week within social hours.
It is important the consultant demonstrates these techniques throughout the project and not only at the beginning or end to maintain a professional and factually correct consultancy. 
Sourcing appropriate materials for this new contingency plan will commence after the primary research has been conducted. The consultant will present a range of different findings which should be feasible for the nature of the company and sustainable because of the sensitive location throughout the consultancy to ensure it is what the client wants and in report form at the end of the 12-week period. 
The expectation of this project is to identify key areas of improvement in terms of weather contingency that will make every aspect of the festival easier and more manageable. By giving the organisation, more than one choice it shows the consultant has thoroughly researched. 
The directors are more likely to implement this plan if they are given a range of options as it does not restrict or limit them to one source giving the consultancy a great quality which is beneficial to Steelhouse Festival. 
It would be then expected that there will be a future return in footfall as a result of this investment.
[bookmark: _Toc508924528]Project Plan

Stage 1
Establish the problem that the organisation needs help with. The consultant is able to analyse the festival and choose the issue they feel is important because of the consultant’s background with the festival. The consultant will have a meeting with the co-founder to discuss this problem and if they are willing to receive the consultancy or if there is another constraint they would like the consultant to address. 
                                   COMPLETE


Stage 2 
Consider the weather contingency planning that is already implemented by the festival and asses the success of this from previous experiences and by researching blog posts and social media reviews from attendees. 
                                  COMPLETE
Stage 3
Conduct survey for attendees to disclose their opinions on overall satisfaction and want for weather contingency with option to provide further feedback in the comments section.
IN PROCESS
Stage 4 
Comparison of weather contingency plans for other festivals of a similar nature or that are on agricultural land to see the measures they undertake to mitigate risk and attendees dissatisfaction in the event of adverse weather. The consultant will consider if these contingency plans would be adaptable to the Steelhouse Festival.
NOT COMPLETE 

Stage 5 
The consultant will source a range of different materials that can be used in the weather contingency plan and list the benefits and costs of these for the client to consider. They will have to be sustainable options because of the location. Although the consultant understands the budget for this will be limited the consultant is unaware of the actual budget because of confidential reasons, therefore the consultant will provide a range of options to prevent to the client of different prices so the client can privately decide the most viable option.
                                                                          NOT COMPLETE
Stage 6 
The final report will be completed by the consultant and presented to the Steelhouse Festival with all of the research and recommendations documented in the report. The consultant will also submit a copy through Turn it in for UWTSD and a hard copy to the module lecturer Michael Davies.
NOT COMPLETE 

[bookmark: _Toc508924529]GANTT chart

The consultant has chosen to use a GANTT chart to aid with the completion of the task and to ensure everything is completed timely. As Wilson (2003) notes the Gantt progress chart enables the manager to keep before him all the promises he has made, to concentrate his attention on overcoming obstacles and avoiding delays, and, when it is impossible to live up to a promise, it enables him to give the customer advance notice of the fact. Because the consultant has a limited time to deliver the project and has to make exception for unforeseen obstacles as well as those planned for, The gantt chart seems the most feasible option for this project. 
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[bookmark: _Toc508924530]Project Controls

All projects can experience unforeseen delays and changes to the original plans, which is why its important plans are in place to mitigate any negative impacts as much as possible. The gantt chart demonstrates an effective use of the 12-week period that the consultancy takes place over giving time for any delays.
The chart is split into weeks and each task is delegated the appropriate timescale to reflect this. Any tasks that could experience delays have been given a longer period of time to complete with up to a week of discretionary tolerance allocated for surveys which could later be scaled back dependant on the success of participant numbers. It is imperative the project is timely as the project ends on the 2nd May and there is no option to extend the time frame. 
The monitoring of the project between the consultant and organisation will be discussed on Fridays; although the consultant can attend the headquarters every week it is more realistic to schedule the meetings fortnightly as not to distract the co-founders from other projects when they are busy leading up to the festival. Any feedback or constructive criticism given in these meetings will be noted and acted upon to ensure the client will be pleased with the final report. 
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