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Independent Project Element 2 
 
Project overview
This project is all about leveraging Wales as a host destination for the UFC through marketing and promotion strategies to increase pay per view buys around the world. This project is being undertaken to bring a new event to Wales to increase revenue for the tourism and events industry whilst also bringing new eyes to the organisation. I am completing this project as I am a massive fan of combat sports myself and would love for an event like this to happen soon. This is looking very likely as president of the UFC, Dana White, has already hinted towards an event being hosted in Cardiff in the future with the growing popularity of the sport within the UK. This would be a brilliant opportunity for the organisation to expand even further. 
The aims for this project are 
- Increase PPV buys globally through strategic social media marketing 
- Increase Welsh fighters star power within the organisation 
- For Wales to be a new regular host of yearly UFC events 
- Assess the potential Wales has as a host destination 
- Analyse the demographic of Welsh and other fans from around the world to market the most effectively 
The goals which will be achieved through this project will ultimately be more exposure for Wales as a destination whilst having a positive economic impact at the same time. As a result, this will also bring excellent branding and sponsorship opportunities for up-and-coming new Welsh stars in the UFC such as Oban Elliott. 
Scope Statement
There are many different areas which I will be focusing on to make sure this project will be a success. Firstly, and most importantly is a strategic social media marketing campaign. Economic impact planning is also something which is vital for this project. This will entail working together with local businesses within Wales to maximise the economic impact that the event has. There are also many different outcomes which this project will have when completed. Increased investment is a huge outcome which will be one of the main goals of this project. If the project was successful, the UFC will most likely decide to return to Wales which benefits them as it will have a knock-on effect. This will include job creation around the country, increase in revenue and improved sports infrastructure. As the sport will continue to grow in Wales more facilities for fighters will be made available benefiting Wales and therefore helping new up and coming talent get the training they need which as a result will make many more top MMA fighters come out of Wales. With a successful event this will not just benefit Wales as a host but also the organisation itself. The more exposure the UFC gains from travelling to new host destinations such as Cardiff will also have a greatly positive economic impact. 
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This graph (Bloom 2021) shows the average spend on PPV buys over the years showing the constant success that the UFC has. This is why making a successful event in Cardiff is so important as the UFC and also Cardiff as a destination's reputation are both on the line. The UFC is constantly growing and evolving which is why it's important for Cardiff to develop a good relationship with the organisation for further opportunities in the future. According to Forbes the UFCs international expansion has made a significant revenue leap in the last few years. This is from their events all over the globe and their increase in international broadcast deals. With the main aim of this event being to increase PPV buys it is crucial to look at these figures in order to gauage the average amount of PPv buys the UFC brings in. UFC Cardiff will need to take a slightly different approach in order to surpass these numbers. 
Stakeholders
Firstly, stakeholders are a huge part of running huge scale events such as these. According to Korstanje, M.E. (2024) stakeholder engagement is one of the biggest difficulties to events post pandemic. There are many different stakeholders who will help in the making of this event. The main stakeholder will be the organisation running the event, the UFC. The UFC has a huge reach as a business and therefore will be the primary promoter for the event, they will also not have trouble with engagement of the event as they are the organisation responsible for the success of the event.  The UFC will be responsible for most of the marketing, coordination of the fighters, event logistics and the overall running of the event. However, there will be a few other stakeholders, these include The Welsh Government. Their role within this project is to provide legal support and potential funding. However, they can also play a part in the marketing of the event to the people of Wales who may not have heard of the UFC, this is as The Welsh Government have more potential to reach the Welsh fan base. This is why the primary marketing strategy for this event will still be through the UFC as they have a larger reach through their various social media pages. Cardiff City council is also another stakeholder within this event as they will oversee aspects such as policing, traffic management and emergency services through the event. They would also help ensure that this event will have a positive impact on the local community. The last few stakeholders will be local sports facilities which fighters can use to train for their fight-on-fight week, local events organisations and lastly the local community and fans attending the event. 
Timeline 
The timeline for this event is hugely important to ensure that the planning is up to a good standard to ensure that the event runs smoothly. Firstly, the event will be announced to the public on the 7th of September 2025 via a video from Dana White posted onto the official UFC social media pages. The reason for this is because this is how every UFC event is announced to reach the most fans. This announcement will also include the date that tickets will begin to go on sale. This date will be the 1st of October, and they will release at 9am GMT. This will ensure that there is enough time for fans to be able to plan to buy these tickets as they will know when tickets release nearly a month in advance. The date for the actual event will be the 17th of January 2026 and will be held in the principality stadium in Cardiff. The start time of the event will be 4pm however doors will open to the venue at 2 o'clock to ensure everybody safely enters the venue and are prepared for the start of the early prelims at 4. The prelims will start at around 7 o ‘clock and then the main card will begin at 10pm UK time. The event will then end at 1am and the venue will aim to get everybody out by 2am. The reason why the event is in a years’ time is to ensure proper and appropriate planning can be done to ensure the smooth running of Cardiff’s first UFC event. The first thing which will be done is a feasibility study to see how feasible Cardiff is to host the UFC. This will take into account different areas such as fan interest and also consider the financial side of the event including Pay Per View pricing, ticket prices and sponsorships for the event. Preliminary talks with the Principality stadium will begin shortly after this study, which confirms the date of the event (17th January 2026) and also looks at other parts such as the seating arrangements and set up of the stadium to ensure the event runs as smoothly as possible. Preliminary agreements and also sponsorship deals will then be agreed before the project will go through its next stage of the timeline which is the venue inspection. The venue is crucial to the event as it takes up a significant percentage of the budget. This is as it will also include staff that are needed for the venue to run the event. This will include security, staff working the bar and the other areas of hospitality around the event, the UFC doesn't have anything to do with other bodies partaking in the event such as referees and the athletic commissions as by law these are necessary to have at the event and are not directly hired by the UFC. Therefore the UFC would have to adhere to the British athletic commissions rules and regulations and that's the territory where the event is being hosted on. 
The board in charge of this event is the Welsh Government as they have their own MMA regulations which organisations have to adhere to. The UK anti doping agency (UKAD) will also be involved in this event and both of these organisations will be working very closely with the UFC to ensure fighter safety, compliance and also event standards. 8 months before the event is when the event properly comes together. This is when tickets will be released to the public and the event will start to be marketed towards the public in order to gauge interest from fans early. This is also when press conferences will begin and the headlining bout will be announced in order to gain attention from the public. This is when Oban Elliott will be announced as the main fighter on the card and he will be fighting Jorge Masvidal, this is a huge matchup which will grow Oban as a personality in the sport and continue his climb up the rankings against the former BMF champion of the world. After promo has started, sponsorships for the event will be finalised and fighter hotels and other accommodation will all be confirmed around 8 months prior. The next phase is one of the most important and is to create a safety plan with the venue and the UFC. This is extremely important in case any crisis was to happen therefore this needs to be in the plans for the security to be able to deal with to ensure the safety of fighters and all the fans attending the event. The stadium's capacity is over 70,000 which is a massive number which is why it's so important to make sure the health and safety are up to a great standard for the event. 4 months before the event is when all of the equipment including the octagon and the special equipment such as lighting will arrive at the principality. This is to ensure everything can be tested and the next phase which is the venue layout can be done properly to test if everything works in advance. In the layout it will determine where food and beverages will be available for guests and this is the last phase before everything is fully confirmed such as fighter contracts, accommodation and media plans will be confirmed. Test runs for the lighting and order of the event will take place two weeks before the event takes place. 
Budget
According to wbstadmin (2023) a structured budget is crucial in the smooth running of a large-scale event. Therefore the budget for this event will be huge as many different costs need to be covered to ensure smooth running of the event and make sure that it's a success. The budget will include, the venue costs this will include the base price for rental of the Principality stadium and the cost of any extras facilities that will be used in the event. Security and other staff will also come into this as most likely the principalities security team will be hired for this event. Insurance is also another part of the venue budget as the venue itself and the event both need to be insured covering liabilities, damage or any other incidents which occur. The next part of the budget is the UFCs an event coordination. This will include all the money spent on the marketing for this event. This will include the social media marketing, all the press conferences and media to promote the event, and lastly licensing fees and production and broadcast costs. The average budget for UFC events on production alone is around $2 million, however as this is going to be Welsh themed it will be similar costing to the Sphere Card which was in Las Vegas and cost roughly $20 million. (Lloyd J 2024)
The overall budget for this event will be $15 million. $3 million will go towards production and promotion for the event. This is a large portion of the budget as previously mentioned the marketing is a key area of this event in order to bring more eyes to the sport. $7 million will go towards fighter pay for the event $2 million will go on security and other venue costs. And the remaining 3 million will go on all of the other areas needed. There is also an emergency fund of $2 million in case the UFC over spends, this is an offer from the Welsh Government which they see as a potential investment as they know the more successful this event is the more likely the UFC is to return to Cardiff in the future.  
Resources 
There are many different resources needed for this project to take place. Firstly, the venue and infrastructure. This will include the stadium for the event, the Principality along with an events organising team who specialises in extremely large scale events like UFC. There will also be more staff needed such as venue staff, security, medical team, fighters, event hosts, media teams/broadcasters and UFC officials and referees. Although some of these roles will be sourced from the athletic commission themselves they are still needed to be put down in the resources as they are crucial for the event to run smoothly and effectively even if the UFC don't hire them directly. Alot of infrastructure is also needed for this event which includes, the octagon, seating and other areas for guests, locker rooms, VIP areas, media areas and also technical infrastructure areas. 
Methodology
 The main objective is to be able to increase PPV buys globally and also for Cardiff to become a new host for UFC events in the future. The event will be hosted on the 17th January 2026 and the timeline begins from a year before the event date. The stakeholders for this event are the Welsh Gov, the UFC, Cardiff city council, UKAD and all of these organisations play a vital role in the running of this event.The logistical planning and fighter selection for the event is what comes next, as previously mentioned Oban Elliott, currently the biggest Welsh star will headline this card making it his first main event. Excluding all of the legalities and contracts which have already been handled, the marketing and promo for this event is the most crucial part of getting this event to both sell out, be successful and also run smoothly. The marketing strategy will be social media marketing as this has the most global reach out of any other type of marketing especially with the amount of reach the UFC’s different platforms have. The Welsh Gov will also market around Wales to attempt to bring new fans to the sport before this event happens. Tracking the performance and ticket sales of this event is crucial in order to gauge the current success and estimate if the event will sell out and has a lot of interest. The execution of the event should go very smoothly due to all of the rigorous planning and top tier marketing from both the UFC and the Welsh Gov.
Risk Management
There are many risks which are associated with such a large scale event like a UFC PPV. Firstly is Venue related risks. As this is such a large event with a planned attendance of 70,000 safety risks such as terrorism are a huge issue which need to be dealt with appropriately to ensure the safety of fighters and everybody attending. This is the largest risk associated with the event as many people will be in one area with many high profile people attending which is why it could be made a target for terrorism. Security is a top priority for this event which is why it has a large budget to make sure there is enough. security staff working the event. Health and safety is also another big risk factor as this is an MMA event, this is why it's extremely important for the organisation to follow the rules and regulations laid out by the Welsh Government in order to keep fighters participating safe. 
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This table gives an overview of the different risks which this event has and how high the risk is for each segment. It also covers the impact of these risks if they were to happen. As shown there are many different risks which need to be taken into account to make sure this event runs smoothly and safely. 
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Terrorism for the event can also be evaluated using this 5 step method from Protectuk (2025). This method is effective and it ensures that every threat made will be dealt with and recorded and can be reported to the authorities if needed.
Success Criteria
The success criteria for this event consists of many different parts. However as a business the UFC’s primary objective for their events is to make money. Therefore profit is the main objective of this UFC PPV event. This is why the marketing is so important in order to sell more PPV buys globally as this is the way the UFC will make the most amount of money from this event. The operational success is also key to this event being successful as timings are key for how smoothly the event will run. For example it is important to not change times or over run the event, this is as millions of people will be watching globally at all different times of the world which is why it's important for the UFC to make sure the running order stays on plan for this event. All technological aspects will have been previously tested therefore there shouldn't be any delays or problems with this aspect of the event. Fighter participation is the one part which is generally out of the organisation's hands. However contingencies will be put in place by the way of backup fighters for main events. This is to ensure the event can still go on if any fighter had to drop out due to injury or missing weight for their fight. Crowd control is another key part of the safety of this event. Many fans will most likely be drinking and watching the fights which is why it is so important to have enough security monitoring fans and making sure no fights or arguments happen within the crowds when the event is going on. The fans' experience is still at the heart of this event as this will have a long lasting effect on the UK as a future host destination which is why it's so crucial to make sure fans enjoy and be able to class this event as a successful one.

Constraints 
There are many different constraints and limitations which could be put on this event which are extremely important to mention just in case they impact on this event. Firstly the seating arrangements for the venue could be a challenge, this is as the Principality was designed for Rugby and Football games meaning that adjustments will have to be made in order for the best view of the octagon during the event. This would be the main limitation as the UFC has strict rules for octogen placement. Another challenge that the UFC would face is time zone and Pay Per View timings. This is because most of the UFC’s events are usually in the USA where the majority of the fanbase for the sport is. This could make the UFC want to cater their Pay Per View timings around an American audience. This was previously done last year at UFC 305 in Manchester where the UFC made fighters on their own home show fight at ridiculous times such as 6am. This influenced fighters and fans who went on to say how it was a ‘huge disrespect’ to UK fighters and fans. In an interview with Sky Sports Malata (2024) went on to say how it’s a ‘kick in the stomach to the UK’. To avoid this issue this has been highlighted as a key issue and the start time will be at 4pm which is more suitable for UK and european fans attending the event giving them a fair chance to attend the first PPV in Cardiff City. 
Conclusion 
In conclusion this will be a successful event if all of the success criteria is followed. The key to this event is good marketing and planning as this will ensure it reaches the most amount of fans globally and as a result increasing the PPV buys around the world. The budget needs to be complied with which should be done easily with the extra money being there as another available resource for the event planners to use if needed. Overall with the help of the Welsh Government and also the UFC’s expertise in hosting these types of large scale events there should be no problem whatsoever in this event being a massive success and therefore bringing more events to Cardiff in the future. 
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Managing the risks arising from terrorism can be done using a five-step process.
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