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Executive Summary

This report evaluates the strategic leadership and operational failures of Lapland New Forest, a short lived Christmas Event launched in 2008. Acting as the CEO of this organisation the analysis identifies key weaknesses in its event strategy and offers actionable recommendations to improve future performance in the competitive events industry.
The report begins with an overview of Lapland New Forest’s concept, its initial pre launch success in selling over 40,000 tickets, and the subsequent collapse following complaints about misleading advertising, poor quality and ethical concerns. Using tools like SWOT analysis and Porter’s Five Forces, this review examines both internal and external factors contributing to the event’s failure, including substandard infrastructure, inadequate staffing, unmet customer expectations, and reputational damage.  
The findings highlight systemic problems, including the lack of quality control, ineffective contingency planning, and failure to align marketing claims with deliverables.  Additionally this report will explore external pressures, such as media scrutiny and regulatory action, which accelerated the closure of the event.
The recommendations provided focus on improving strategic leadership adopting robust operational planning and implementing ethical practices to rebuild trust, customer satisfaction and ensure sustainable growth.  The recommendations offered, aim to guide the organisation in navigating market challenges, prioritising customer satisfaction and ethical standards.
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Introduction
Lapland New Forest was launched in 2008 by Lapland New Forest Limited with Victor Mears as the sole director (Companies House, 2024) though Lapland New Forest is also associated with Victor’s brother, Henry Mears, and both brothers were eventually jailed for “selling misleading advertising” (Capital FM, 2011).
Marketed as a “Winter Wonderland” the attraction promised a magical destination “where dreams really do come true…. Hollywood special effects…. Magical tunnel of light” and picturesque log cabins. (Williams, E., 2011).  (Appendix a).
Before the Christmas event opened, it achieved significant commercial success, selling approximately 40,000 tickets, generating around 1 million in revenue (Williams, E., 2011).  However, the attraction was abruptly closed just days after opening due to an overwhelming amount of customer complaints (Lewis, P., 2008).  This high profile failure highlights critical issues in ethical marketing, operational planning, and customer satisfaction within the events industry, key areas that underpin the strategic leadership challenges faced by tourism and event organisations.
The collapse of Lapland New Forest represents a textbook example of the risks associated with poor strategic leadership in the events industry (Stowell, S.J. and mead, S.S., 2016).  Despite a promising start with its successful marketing campaign, the rapid downfall of this attraction highlights the critical weaknesses in ethical marketing, operational management, stakeholder engagement and customer experience strategies (Colle, S.D., 2005).  This case study uses Lapland New Forest to explore how bad leadership decisions, combined with lack of proper planning and execution can lead to severe reputational and financial risks.
Applying frameworks such as Porter’s Five Forces (Porter, et al, 2020) (appendix b) and SWOT analysis, this audit will examine the internal and external factors contributing to the event’s failure.  Particular emphasis will be placed on how misleading marketing, lack of operational resources and stakeholder mismanagement undermined the events’ success.  By analysing these themes, this report aims to identify actionable processes for improving strategic leadership in the events industry, with the emphasis on sustainable growth, consumer trust and operational resilience.
External Market Analysis – Applying Porter’s Five Forces
Porter’s Five Forces framework provides a structured method for evaluating the competitive dynamics that influenced Lapland New Forest.  By analysing industry pressures, this section identifies the external pressures that contributed to the event’s failure (Porter, M.E., 1980)
Threat of New Entrants
The ‘threat of new entrants’ refers to the potential for new competitors to enter the market, which can increase competition and decrease profitability for existing business.  In the case of Lapland New Forest this threat was particularly pronounced as the barriers to entry into the Seasonal Christmas events market in 2008 were relatively low, and new events could quickly set up offering new attractions.
At that time, the UK market for festive attractions such as “Winter Wonderlands” and Christmas themed experiences was expanding.  Lapland New Forest was one was several events emerging to capture the growing interest in such attractions (Scott, J., 2014).  As a result, new entrants could easily replicate the concept, lowering the event’s uniqueness and competitive edge.
Additionally, the low start up costs in the early stages of Lapland New Forest contributed to the growing number of competitors. For instance, similar events such as The Edinburgh Christmas Market, already well-established by 2008, attracted loyal visitors year after year by offering a trusted, high-quality experience (Rampant Scotland, 2004). In contrast, Lapland New Forest struggled to differentiate itself. Despite early ticket sales of 40,000, its failure to deliver on promised experiences quickly tarnished its reputation, making it difficult to compete with more reliable attractions (Lewis, P., 2008).
Ultimately, the threat of new entrants was a significant factor in Lapland new Forest’s downfall.  The entry of multiple competitors into the market diluted the events potential for long term success, as customers had more choice of reliable and attractive alternatives.  This made it crucial for Lapland New Forest to establish itself as a brand of trust and authenticity, which it failed to do due to its poor planning and misleading advertising.

Buyer Power
In Porters Five Forces framework, buyer power refers to the influence that customers have on a business.  In the case of Lapland New Forest the buyers (ticket holders) held significant power, which ultimately played a crucial role in the events collapse.  As the event was relatively new and unproven, the consumers had high expectations which were unmet and led to significant dissatisfaction.  The rise of social media around the same time meant unhappy customers could share their disappointment and warn others not to attend, which was damaging the event’s reputation.
Ticket prices for Lapland New Forest were expensive at £35 – 40 per person.  In a market where customers could easily compare prices and experiences, the cost created additional pressure to deliver a quality event.  When an event fails to meet customer expectation, as in this case, customers feel justified in expressing their dissatisfaction on social media and online reviews (Kaplan, N.S., and Norton, D.P., 1996).
Further, buyer power was increased because customers had several options of Christmas attractions to choose from.  Established events, such as Edinburgh Christmas market had a history of providing memorable experiences that made it easier for consumers to switch to a more reliable option (Rampant Scotland, 2004).  
The lack of customer loyalty, combined with the high expectations set by the event’s marketing, significantly increased buyer power and with social media providing a platform for disgruntled buyers, the damage to the event’s brand was irreversible.  This, combined with the history of a solid reputation contributed the event’s failure to retain customers and abrupt closure.  Therefore, buyer power played a huge part in the downfall of Lapland New Forest, clearly indicating that unmet customer expectations and bad reviews on social media, can result in serious reputational damage and loss of business.

Threat of Substitutes
The Lapland New Forest attraction faced serious competition from alternative festive event offerings which served as credible substitutes.  Established events like Longleat’s Christmas Lights Display (Longleat, 2024) and Paultons Park Festive Celebrations (Paultons Park, 2024), both located within the same geographical area, offered strong competition.  These substitutes were not only relatively nearby, but had also built reputations for delivering high quality, immersive festive experiences.
In contrast, Lapland New Forest lacked both the credibility and the operational standards required to rival these well reviewed options.  Longleat’s extensive light displays and Paulton’s Park engaging and family friendly offerings, consistently delivered on customer expectations, creating and adding value that Lapland New Forest failed to emulate.  These events established customer loyalty over time, offering a sense of reliability that attracted repeat business and positive word of mouth recommendations.
Without a compelling value proposition to differentiate itself, Lapland New Forest was unable to compete effectively.  The reliance on deceptive marketing promising an enchanting experience but failed to deliver on these claims, leading to dissatisfaction and negative public perceptions.  For potential customers, the availability of reputable alternatives provided an easy justification to choose options with a proven track record.  As a result, Lapland New Forest was left vulnerable to comparison and critics, exacerbating its inability to establish a foothold in an increasingly saturated market.
This analysis underscores the importance of authenticity and quality in the competitive world of the events industry, especially when alternatives are readily available. The failure to address these factors, significantly contributed to the failure of Lapland New Forest, as customers opted for substitutes that better matched their expectations of festive magic and value for money.
Bargaining Power of Suppliers
The bargaining power of suppliers, including staff and materials was noticeably low for Lapland New Forest.  The event’s heavy reliance on agency workers, such as those employed to play elves, demonstrated a lack of strategic investment in human resources.  These workers received minimal training and low wages, which contributed to operational inefficiencies and low staff morale (Williams, E., 2011).  The inadequate preparation for the event, became apparent when the agency withdrew its workforce following an incident in which an employee was attacked by an angry customer.  This withdrawal of staff, further disrupted operations, highlighting the risks of under investment in staff wellbeing and training (Goldblatt, J., 2010).  
The use of substandard materials also reflected poorly on Lapland New Forest’s approach to supplier management.  Plastic polar bears and lights attached to chain link fencing, instead of the promised high quality attractions, not only failed to meet customer expectations but also symbolised the broader lack of supplier quality control (Harris, P., 2011).  This disregard for quality undermined the immersive experience the event had marketed, leaving visitors disappointed and fuelling widespread public criticism.
In comparison, successful attractions such as Longleat’s Christmas light display, prioritise supplier relationships and quality assurance (Longleat, 2024).  Longleat partners with reputable lighting designers and experienced staff to ensure its displays maintain high standards, consistently meeting visitor expectations (Tripadvisor, 2024). Similarly, Paultons Park invests in well trained, permanent staff for their festive celebrations, ensuring that the event is both efficiently run and enjoyable for attendees (Paultons Family Theme Park, 2024).  These practices highlight the stark contrast in supplier management and emphasise how Lapland New Forest’s approach fell short.
The low bargaining power of suppliers might have initially allowed Lapland New Forest to reduce costs, but this short term strategy had long term consequences.  The absence of skilled, well paid staff and the use of unsuitable materials not only detracted from the event’s quality but also exacerbated its operational vulnerabilities.  The failure to align supplier selection and management with the event’s marketing vision was a critical factor in its downfall.


Industry Rivalry
Competition within the seasonal events market was intense in 2008, a trend that has only increased over time. The New Forest and surrounding areas now boast more than 50 Christmas attractions (Visit the New Forest, 2024), demonstrating the sustained demand for festive experiences. However, in a saturated market, only events offering credible, high-value, and authentic experiences are likely to thrive. Established attractions such as Longleat's Christmas Light Display and Paultons Park's festive celebrations continue to dominate, as their reputations for quality and reliability foster customer loyalty.
In contrast, Lapland New Forest’s reliance on deceptive marketing rather than genuine differentiation proved detrimental.  Without delivering on its promises, it struggled to compete effectively.  The result was public outrage and severe financial and reputational damage, underscoring the importance of authenticity and value in standing out within a competitive market.
The findings from Porters Five Forces highlight the external pressures Lapland New Forest faced, including high competition, elevated buyer expectations and strong threats from substitutes.  These factors undeniably contributed to its challenges, however, external pressures are only part of the story of the failure of Lapland New Forest, internal weaknesses and missed opportunities must also be considered in order to gain a fuller picture of how it all went disastrously wrong.
To gain a fuller understanding of these internal dynamics, this report will now focus on SWOT analysis. This framework will provide a comprehensive evaluation of internal weaknesses, unexploited opportunities, and underlying threats (Puyt, R.W., Lie, F.B., and Wilderom, C.P.M., 2023).  By combining SWOT with Porters Five Forces Framework, this analysis will provide a more holistic view of the strategic mistakes made by Lapland New Forest.
Strengths
Lapland New Forest had potential strengths, including its unique Christmas themed immersive concept and prime location in the New Forest, a popular tourist destination.  As Puyt et al. (2023) suggest, a strong, thematic identity can drive family attendance and word of mouth promotion.  These strengths could have positioned the event as a distinctive seasonal attraction with stronger strategic and operational planning


Weaknesses
The lack of investment in staff and resources weakened Lapland New Forest’s operations.  Reliance on undertrained agency workers (Williams, E., 2011) led to inefficiencies and poor customer service.  Further, the use of cheap materials such as plastic polar bears (Harris, P., 2011) lowered the experiential value for the customer.  These weaknesses damaged the event’s reputation, made repeat visits unlikely and ruined long term viability.
Opportunities
Despite the weaknesses discussed, there were opportunities for improvement at Lapland New Forest.  Investing in permanent, trained staff, as seen at Paultons Park (Paultons Park, 2024) could have enhanced operational efficiency and customer experiences.  Strengthening supplier relationships to ensure higher quality materials would have made the event appear more authentic and able to deliver on marketing promises.
Threats
Lapland New Forest faced external threats from a highly saturated market, with over 50 Christmas attractions in the New Forest region alone (Visit the New Forest, 2024).  Well reviewed competitors like Longleat and Paultons Park, offered better customer experiences, which meant the New Forest attraction had no margin for error in their strategic planning.
Conclusion
In conclusion, the SWOT analysis and Porters Five Forces framework has highlighted the internal and external challenges that led to the failure of Lapland New Forest.  External forces like competition and substitutes were predetermined factors that should have been better considered, while internal operational flaws, such as poor staff investment and substandard materials were equally detrimental. Addressing these weaknesses and leveraging opportunities, such as better-trained staff, higher-quality suppliers, and strategic branding—could have enhanced customer experiences and competitive positioning. A more balanced, strategic approach combining robust internal planning with external collaboration could have transformed Lapland New Forest into a credible and successful attraction.
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Appendix

[image: Newspaper ad and the nativity scene at Lapland New Forest](Williams, E., 2011)

(a) Advertisement v Actual picture of Lapland New Forest (BBC News)
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(b) Porters Five Forces Framework (Bruin, L., 2016)


[bookmark: _GoBack]
image1.jpeg
near Bouriouth




image2.png
BARGAINING POWER OF SUPPLIERS:

RIVALRY AMONG

EXISTING COMPETITORS:

= Number of competitors
= Diversity of competitors
= Industry concentration
.
.

Industry growth
Quality differences
= Brand loyalty
= Barriers to exit
Switching costs

BARGAINING
POWER OF
SUPPLIERS

Number and size of suppliers

Uniqueness of each supplier’s product

Focal company’s ability to substitute

THREAT OF SUBSTITUTE PRODUCTS:
= Number of substitute products available

Buyer propensity to substitute

Switching costs

THREAT OF NEW

Relative price performance of substitute
Perceived level of product differentiation

ENTRANTS

RIVALRY
AMONG
EXISTING

COMPETITORS

THREAT OF
SUBSTITUTE
PRODUCTS

THREAT OF NEW ENTRANTS:

Barriers to entry

Economies of scale

Brand loyalty

Capital requirements
Cumulative experience
Government policies

Access to distribution channels
Switching costs

BARGAINING
POWER OF
BUYERS

BARGAINING POWER OF BUYERS:

Number of customers

Size of each customer order
Differences between competitors
Price sensitivity

Buyer’s ability to substitute
Buyer’s information availability
Switching costs




