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1. Introduction. 
 “The COVID-19 pandemic has meant that we have all had to adapt, in a short space of time, to new ways of living.” [Voice-Global. (2020)]. Many organisations are finding it hard and struggling to make changes successfully. One of the main industries having to evolve and change their platforms is the Event industry. There are no longer events for the public to enjoy live in person, but instead they have been transformed into virtual events. For many events this has been successful, but for others it has been less successful. The reason behind this is that some event’s feasibilities is not strong enough to transfer online, because of the need for a live atmosphere to support the act. 
This essay will focus on the annual National Welsh festival, Eisteddfod yr Urdd as a case study to evaluate the feasibility of moving their live event to an online platform and whether this was a success. This case study will evaluate strategic considerations such as engagement, financial implications and capacity and will conclude how successful moving an event to a virtual platform was. 
2. Case Study.
For the purpose of this Case study, Eisteddfod Yr Urdd is an annual event that includes literature, arts and music and has over 15,000 children and young people competing every year while welcoming 90,000 visitors. The main part of the Eisteddfod is the Pavilion where thousands of people compete in their talents, there are many stalls offering a wide range of activities and gifts. It is classed as one of the best weeks for families and to promote the Welsh cultures. “97% of visitors agreed that it was a great family day.” [Eisteddfod Yr Urdd. (2020)]. 
Due to the recent Coronavirus outbreak, like many events around the world, Eisteddfod yr Urdd was cancelled in May 2020 and postponed to 2021. The Urdd were eager to continue to celebrate the festival, and decided to hold a virtual Eisteddfod T in August. The Eisteddfod included children performing from the comfort of their own homes and judges watched. As well as this, they included one activity a day for the public to enjoy in their own homes. They were very successful with this outcome using large Medias. “Use of a large number of platforms, and working closely with the press and media across Wales”. [Nation Cymru. (2020)]. 
2.1 The feasibility.
The feasibility study will decide if the virtual Eisteddfod was worth the investment in terms of money, time and effort. The Eisteddfod is a National tradition that not only offers a week-long event of enjoyment but also contributes towards the strategic vision of celebrating and raising awareness of Welsh language and its culture. Welsh Government provide funding to the Urdd to hold the Eisteddfod, setting targets around promoting and contributing towards creating new Welsh speakers. With this in mind the Urdd decided that they had to consider moving their event to the online platform as they know how important the event is to the public and to promote Wales. An event will not go ahead if the feasibility study shows risks, such as affordability or environmentally kind, in this scenario it was proven that the Eisteddfod was affordable and ensured future sustainability by creating an income even though it was less than normal years, and was environmentally kind as it encouraged less traveling from all areas of Wales and beyond. A feasibility study will show the viability of changing an event ensuring that it is technically, legally and economically feasible. [Simplilearn. 2020]. 
There are many factors to consider when looking at the feasibility, such as the target market which assists with identifying if the event is accessible. Eisteddfod yr Urdd attracts 90,000 visitors a year during their week celebration. All of the competitions are for young people aged 6-25 years and therefore predominantly attract young people and families. The feasibility study would determine whether holding a virtual event will reach the audience far and wide. Historically, the Eisteddfod travels around Wales. For the first time people will watch the Eisteddfod from the comfort of their own homes. 
3. Strategic issues.
A strategic plan is a process of defining the strategy to help an organisation make decisions to support them with direction. As [Simerson. B. K] illustrates by investing in strategic planning, it gives back the optimal results and outcomes. 
The Local Authority and Government believe that the Eisteddfod belongs in all parts of Wales and that is why the event’s strategy is to ensure it changes location every year.  Included in this strategy is the need for changes to the ‘maes’ (the field) and to extend their marketing strategy to include a greater contribution from partners who exhibit every year. The extended grants assist with increasing the variety of stalls and cafés. This ensures they generate maximum income and is inclusive to all.  
Strategic issues has a major impact on the direction that the business. In terms of the Eisteddfod, one strategic issue was the need for less staff and volunteers as they did not need as many stakeholders, such as security, and staff to man the stalls. However, there was increased pressures on internal staff to manage the technical aspects of moving the event online. Sian Eirian, Director of Eisteddfod yr Urdd explained that the technical side was quite a challenge and relied completely on guests being interviewed from a far in their homes. 
In terms of communication, the Urdd felt that Eisteddfod T was a success with the uptake and 6,000 individuals competing. The Eisteddfod worked in partnership with Radio Cymru to broadcast the competitions ensuring the event included people of all ages and could be accessed through various media channels. This virtual event proved that technology is such an important part of the industry allowing children and young adults to perform and not miss out on opportunities. 
There are different challenges and strategic issues with hosting a virtual event compared to live events. With live events there are concerns around attendance, cancellations and health and safety. The Urdd faced challenges around technological issues, E safety and cancellations. These risks could be managed if the strategic plan is completed thoroughly, as [Steiner. G. A] suggests that Strategic management and planning are vital to the success of corporations. 
The potential impacts of the move to virtual. 
Eisteddfod yr Urdd first began in 1929 and has held Eisteddfods around Wales for a 100 years. For the very first time the Eisteddfod went virtual. The Directors of the Urdd felt that this was a major risk but the need to continue to promote the Welsh language and its culture outweighed the risks. Many organisation decides not to go virtual due to a lack of equipment or capacity leading to cancelling or postponing as an option, [Lui. C. (2020)]. The impact of the move to virtual created a huge amount of work for the Urdd. They described the move as ‘hard, complicated’ and asked a lot of staff in front and behind the scenes. Eisteddfod yr Urdd relies on live audiences to create the atmosphere and this was lost. However, the Eisteddfod welcomed over 6,000 children who uploaded videos of themselves performing for the judges. It also welcomed new novelty acts, such as lip-syncing and impressions encouraging older generation and families to take part. Being innovative has identified what was missing in the past, and people have enjoyed, and as [Eirian. S] Says that the response has been incredible. 
Another major impact has been a decrease in income for the Urdd. Due to the pandemic the Urdd are predicted to make a £14million loss over the next two years. One of the reasons for this is the postponement of the Eisteddfod in Denbighshire. Though holding the event virtually has ensured the continuation of the Eisteddfod, the lack of opportunity to hold the event live has meant less income being generated. Sian Lewis, Chief Executive of the Urdd stated, “The Urdd has always strived to generate its own income and not be too dependent on public funding and has successfully developed a strong business model.”
4. Sustainability. 
Even though the Urdd have faced cuts in their income, moving the Eisteddfod online has contributed towards the sustainability of the organisation. Even though this has meant less investment from the public as the market stalls were online. The ability to browse and shop changed and one could argue that the online platform excluded some that are conservative about shopping online. The accommodation fees were also non-existent. Though the people have saved, the Urdd have not. 
Creating a virtual Eisteddfod has provided strong environmental sustainability. The Eisteddfod moves from county to county. For some it is their annual holiday with people staying the week in caravans and tents. Holding the event online has seen a positive impact on the environment, with less travelling and pollutions. This model offers potential for the Urdd to develop the Eisteddfod virtually in the future. Participants are aware that major events cause impacts such as pollution and waste. [[majorevents.gov].
5. SWOT // PESTEL
SWOT analysis is a strategic technique of planning. It helps to identify what is going well in your business, what needs to be worked on, your opportunities and your threats internally. "SWOT differentiates and compares where your organization is today and where it might be in the future". (Marketing Teacher. Com.) 
SWOT analysis identifies the strengths including the impact on the environment, it is cost effective and sustainable. The Eisteddfod had no issues with the weather like outdoor events. On the other hand, the weaknesses include a lack of opportunity for people and communities to interact with others. Virtual events also affects the economic advantages for local areas where tourism and retail vanishes. 
Moving the Eisteddfod online will develop many new opportunities. It expands audiences, for people who cannot access the Eisteddfod such as the older generation or people on low incomes. Virtual events are more inclusive and more accessible for all. People may lose interest in watching virtually due to the lack of atmosphere and engagement. A live event ensures an atmosphere however, many people may find it hard to stay focussed for a while. 
Another framework to identify the key factors is the PESTLE analysis. This identifies the Political, Economic, Sociological, Technological, Legal and Environmental factors of an organisation externally, as [Dwyer & Tanner] believes this model is beneficial for any business. 
The decision to hold the Eisteddfod virtually was a political decision to celebrate the Welsh language and culture. Eisteddfod yr Urdd has targets from Welsh Government to hold the annual event. Cancelling the Eisteddfod completely would lead to an additional loss in income and failure to meet the funder’s targets. 
 Economically, holding the virtual event cost less than the live event. One reason behind this is the need not to hire a venue, or catering and staff. The live Eisteddfod has additional overheads, branding, venue costs, staff and equipment. Eisteddfod yr Urdd costs £4 million each year. Though the Urdd’s annual report has not been published it would assume that the virtual event has cost less. 
Sociologically, the public are not experiencing the engagement and experiences as you would at the normal Eisteddfod. However, for people who can’t visit the event the virtual event allows them to partake from the comfort of their own home. 
In order for the Eisteddfod to go virtual, it needs to ensure that they have strong technological equipment and strategies. An example of this is the Podcast that illustrates "putting a new era in experiential"! It focusses on supplying a new type of technology to the Event industry and how important it is to update the equipment for people to enjoy as well as ensuring safety.  “We believe that technology has a critical role to play in experiential marketing” [Kommando].
Though the Eisteddfod was held virtually, they needed to adhere to legal documents. Some legal requirements were not needed, e.g. public liability insurance as there was no risks to properties or persons, as well as the cancellation policy as there was a high chance that nothing would stop the event from being held. The Urdd still had to ensure that they had Employer’s liability insurance, as it was still important to protect the company and its employers. “With virtual events, the situation isn’t all that different. But the core insurance policies required are.” [Industry trends. (2020)]
The diverse impacts live events have on the environment include, pollution, noise, chemical and litter. A virtual event is more environmentally friendly. 
6. Conclusion.
Eisteddfod yr Urdd has proven that moving the event virtually has been very successful. The virtual platform has saved the organisation from cancelling its annual event and the event has proven to be more environmentally friendly, cost effective and possibly more sustainable for the future. However, the atmospheres that comes with the Eisteddfod and the experience that comes with performing on stage and the sense of community and hearing the language on the ‘maes’ is lost virtually. Even though the virtual event has been cost effective for the Urdd, the losses economically to local areas and businesses is lost which has serious consequences for the sustainability of small businesses. Without a doubt people have developed digitally and adjusted to attending and supporting events online. It has opened opportunities for the Urdd to reach new audiences who would not normally attend the Eisteddfod. Holding the virtual Eisteddfod may have protected and prevented it from disappearing and even though the live and social elements of the Eisteddfod is vital the change has encouraged the Urdd to be innovative in the future. 
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