Part A
HYROX Swansea
Concept
A HYROX-branded, one-day indoor fitness race using Swansea Building Society Arena as the competition floor; support stands, activation zones, and a spectator seated stand.
The event I have chosen to bring to Wales is a HYROX competition in Swansea. Hyrox is an indoor fitness competition that combines 8 kilometres of running with 8 functional fitness stations. A Hyrox competition is made up of a 1-kilometre run followed by a functional exercise station that is repeated eight times for the eight different workout stations. The events are split into four categories: Solo, Doubles, Pro and Relay. Solo is where the individual completes the entire race on their own, Doubles are a pair who must both complete all running portions of the race but can split the functional stations, Pro category is both in solo and doubles, with the only difference being heavier weights and finally Relay is a team of 4 where each person has to complete 2 runs and 2 stations each. 
Event Objectives
 Deliver a safe and well-branded HYROX event that attracts regional athletes
Build local participation pathways to help increase Swansea’s profile as a fitness events hub.
Achieve a financially feasible pilot and create an economic impact for Swansea.
Align with Sport Wales / Welsh National Events objectives for inclusion, wellbeing and benefits to the local economy. 




Venue suitability
The venue planned to host this event is the Swansea Building Society Arena. This venue is a multi-purpose indoor arena with floor access and a 3,500 capacity, able to host sporting events and modular flooring plans (Swansea-arena.co.uk, 2025). The arena is also very accessible with multiple car parks located close to the venue, a 10-minute walk from the train station or a 6-minute drive and a 3-minute walk from the bus station (Swansea-arena.co.uk, 2025).  An Alternative option for a venue could be the Swansea.com stadium, but with this venue being unavailable during the football season and a huge amount of its space being an outdoor pitch, making it a lot more challenging.
Market and Demand
Hyrox events have been proven to attract thousands of people, both athletes and spectators, with some large venues having hosted over 4000 athletes and 10,000 spectators. This clearly shows the demand for a more local and personal event (HYROX, 2022). There is a local market for the event with university students, CrossFit and functional fitness communities around Wales and Southwest England and local gyms. In Swansea alone, there are 7 official Hyrox-affiliated training gyms.
Policy and Funding Alignment
The National Event Strategy for Wales and Sport Wales favours supporting specific events that generate economic, social and well-being objectives for Wales. Funding and subsidies are available to major sporting events, and this event can be pitched for that funding as delivering well-being, activity participation and local economic benefits. (GOV.WALES, 2024)
Proposed Format, Capacity and Target Numbers
Because it is the event's first year of running, it will be a pilot event, so it will be slightly smaller in scale. Instead of an entire week/weekend like other Hyrox events, this will be a one-day event.
Participants (target): 800–1,500 competitors.
Spectators: 1,000–3,000.
Sponsor and Sales stands: 20–30 trade & sponsor booths.
Rationale: The arena capacity is 3,500, which supports this scale while keeping logistics and operations manageable for a first event. HYROX’s proven structure supports both elite spectacle and mass participation.

High Level Budget
All figures are rough estimates with mid-range UK event pricing.
Revenues
Entrance fees: 1,000 participants × £60 = £60,000
Spectator tickets: 1,500 × £15 = £22,500
Sponsorship: £20,000
Expo stall fees (20 × £500): £10,000
Merch & F&B revenue (net): £5,000
 Total revenue ≈ £117,500
Costs (example)
HYROX  branding/licencing (if applicable): £8k–£20k. 
Venue hire (full day + load-in/out): £8k–£20k .
Equipment hire ): £20k–£35k
Staffing, security, medics, stewarding: £12k–£20k (Will try use volunteers)
Marketing & ticketing: £8k–£15k
Logistics: £5k–£10k
Insurance, permits, safety planning: £3k–£6k
Contingency (10%): £9k–£12k
 Total costs ≈ £85k–£138k
Participation fees are half of what all other hyrox events are to attract participants. For ticket sales, there will be an early bird pricing to secure cash flow.


Market and Competition
Competition: There are multiple similar fitness events within the UK, such as local CrossFit Opens, Hybrid Games, etc. 
Hyrox as an event fortunately falls into the ‘indoor functional fitness’ category with a regular spectator-prioritised format. It is crucial that the event does not clash with major UK Hyrox events, Home Swansea City fixtures and major festival dates.
Financing 
The main revenue sources for the event are participant entry fees, sponsorship and naming rights, spectator tickets, stall fees and public funding such as the Welsh Government Major Sporting Events scheme for partial support.
Potential funders and partners: Sport Wales/ Welsh Government, Swansea Council, Regional fitness sponsors like local gyms or supplement stores, local colleges and universities.
KPIs and Evaluation
There would be key performance indicators for both the operational side of the event and its impact. The KPIs for the operational side would be things such as the number of participants compared to how many we planned for, spectator numbers and ticket revenue. Impact KPIs for this event would be economic impact, with how much has been spent by people from outside of Swansea, as well as local engagement, such as how many local gyms we have gotten involved with. include metrics such as the number of participants compared to the planned number, spectator numbers.
Timing of the event
The event will be done in early-mid November, as it gives time for the official season to start in October and is far enough from the next major UK event in London in December. In the middle of November, there is also an international break, which means there will be no Swansea City Events to clash with.


Part B
For my event to be a success and to attract and retain participants, how my event is marketed is a crucial part.
Marketing Strategy for Hyrox Swansea
Market Segmentation
To successfully attract and keep both participants and the spectators watching, the prospective market for the event, Hyrox Swansea, must be split into various groups. The main segments are active adults aged between 18-45 who often train in gyms, running clubs and CrossFit. Another segment is people who enjoy organised challenges, first-time fitness event participants who want to attain a target. Another segment is people spectating, like friends and family members of participants, and finally, there is also a segment geographically with people from Swansea and the surrounding areas, like Cardiff, Bristol and other places in the Southwest of England.
Targeting Strategy
The primary target for this event is active adults aged between 20 and 45 who regularly train in gyms or functional fitness venues. The reason for this is that they are the people whose interests, social groups, and routines are already in similar situations and places. The secondary target for this event is spectators who attend to support participants, such as friends and family. This secondary target group is important as the spectators will be the ones who generate and create the atmosphere of the event and provide more revenue for the event through ticket sales (EMB, 2023). Finally, the Tertiary target is fitness-related businesses, whether they are gyms, equipment sellers or practitioners like physiotherapists or masseuses that can showcase products or services at the event. 
Positioning Strategy
Hyrox Swansea will be different from other Hyrox events with a smaller, more intimate and personal feel to it. With a planned maximum of 1000 athletes taking part in the event, compared to Birmingham, which had 27,000 over their latest event, this is how the huge gap between the two events in size and how we can justify our one. Hyrox Swansea will position itself as South Wales’s Premier indoor functional fitness race, offering high energy, professionalism and encouraging experience. The positioning of the event obviously puts Hyrox Swansea apart from other sporting events within South Wales, such as triathlons, running races such as Swansea 10k and CrossFit competitions. Because the Hyrox name is so renowned and recognised, with its being held to a very high standard, a strong positioning statement is crucial to be recognised by participants as a valuable and clear event. 
Marketing Mix 
The marketing mix is a marketing tool made up of the four Ps: product, price, place, promotion. These elements are crucial to effective marketing and revenue (BBC, 2023). For Hyrox Swansea, the marketing mix will be used to ensure that the event meets to needs and expectations of its participants and supporters. For the product of our event, it isn’t just the race itself but also the experience, including the extra things like spectator areas, warm-up areas, podiums, outside stalls, the Hyrox branding, merchandise for the event and the overall atmosphere on the day. For price, the strategy we will use is different levels of entry fees with various early bird offerings to get funds in quickly, as well as discounts to local gyms if they reach a certain number of members taking part. Place refers to the event being at Swansea Arena, which is incredibly easily accessible, not far from public transport and with multiple car parking options around, and large enough to accommodate the event safely and professionally. Promotion will be a variety of things, like social media posts and maybe even paying to push the posts so more of the targeted audience sees them and interacts with them. Engagement with both local gyms as well as local universities is also another way to advertise and promote the hyrox. People are the Hyrox staff, volunteers and officials who are responsible for interacting with participants and spectators and delivering the event. The process of the event means a smooth and stress-free online registration, clear athlete wave times to maintain a smooth flow to the day and fast check-in and bag drop-offs. Finally, physical evidence will be made sure the entire arena is branded and has signage up, and all staff and volunteers are wearing merchandise. Another bit of physical evidence is the patch the athletes will receive from completing the event as well as photos of the event. This is crucial as it keeps the memory and the event alive throughout the rest of the year (Fripp, 2023).

Marketing objectives
As well as the overall objectives of the event mentioned in part A, there will also be specific marketing objectives to make sure the event is marketed in the right way, it gives something to measure success by and to make sure the event is seen by the members of the public as something positive to attend and support. Some of the important marketing objectives for Hyrox Swansea are achieving 1000 athlete signups, achieving 1500 spectators, and over 10,000 weekly views on social media to ensure a strong engagement from people. These are targets that can be used post-event to measure success.
Marketing Tactics
To reach the objectives that are set out, multiple targeted marketing tactics will be used. One of the tactics to help Hyrox Swansea will be paid social media campaigns targeted at gyms and other functional fitness venues in Southwest Wales and England (Joshi, 2024). Another tactic will be early bird pricing to get sign-ups early and then referral schemes to encourage already signed-up people to get others involved (Efti, 2019). Then, another tactic that will be used is collaboration with local fitness influencers and their platforms to get as many people aware as possible about the event, and it also shows people the professionalism of the event by the stature of the person promoting it. These tactics are created to ensure the event is successful but also sustainable to grow and develop in the future.
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