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[bookmark: _GoBack]Executive summary
This report investigates the feasibility of a local community festival and provides critical evaluation of the operational and strategies issues in which the event can encounter. The feasibility study is a document used to measure the viability of an event. The event in question is the White Lady Festival organised by Mumbles Community Council. The festival ran over the course of three days 27-29 July in 2018 and unfortunately faced operational issues and as a result, created a financial loss. And thus, providing the need to assess the events strengths and weaknesses to mitigate associating risks for future events. Examining the event inception and resources, the report identifies that the key issues of the event were: lack of marketing, adverse weather conditions and venue size and facilities and thereby, the following recommendations have been suggested:
· Develop a long-term marketing strategy
· Provide easier access to event tickets utilising EventBrite and Ticketmaster
· Set up big top marquees to prevent shutdown in the event of adverse weather 
· Develop an events strategy with Swansea Council 
· Personalise the event programme to meet target market demands
· And lastly, to establish contingency plans with key stakeholders
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1. Introduction 
For this report it is required to investigate the feasibility of a local community family festival. The report on the feasibility study will provide critical evaluation of the operational and strategic issues in which could arise from the staging of the event. The report will further consider the potential impacts of the event and how these can be leveraged for future sustainability. To conduct the analysis, the report considers the event operations elements of market analysis, operational analysis, stakeholder analysis and a strategic impact analysis.
The feasibility study is a compiled document used as a result of measuring the viability of an event. The main purpose of a feasibility study is to consider various productions for the event and to present the costs and benefits of each (O’Toole, 2011, p.261). An effective feasibility study considers project scope, current analysis, requirements, the approach, evaluation and review (Orsmond & Cohn, 2015). The review should analyse an events strengths and weaknesses and its current position in the marketplace (O’Toole, 2011). It must also account for economic, technological, legal and scheduling factors (Kenton, 2018). The advantages of conducting feasibility studies can generate crucial insight to understanding demand and assessing resources (Orsmond & Cohn, 2015). The outcome is then a decision-making process in which the potential positive and negative outcomes of the event can be assessed (O’Toole, 2011).
1.1 Background to Mumbles
Mumbles is described as a ‘cosy’ and ‘cosmopolitan’ destination and named ‘The Best Place to Live’ in Wales by The Sunday Times (Yole & Dalling, 2018). Marking the beginning of the Gower peninsula coastline and encompassed by the electoral wards of Oystermouth, Newton, West Cross and Mayals, it is a loved area of Swansea and rich in history and tradition. Previously famous for its heady drinking culture, the areas identity has now changed for its community spirit and shops. Mumbles is home to a range of high-end shops, independent boutiques and quirky galleries. Locals and visitors alike can find designer labels, handmade crafts, surfing gear, relaxation in award winning salons and spas and some of the best home-grown food – which is showcased in the local produce market every second Saturday of the month. Mumbles also has the attraction of a lighthouse built in 1794, a Victorian pier and the Oystermouth castle which is situated overlooking the sea (VisitSwanseaBay, n.d).
1.2 Events and Festivals
Events and festivals are an economic and social driver for many regions. Events can minimise the leakage of tourism money by providing a reason to ‘stay at home’ (O’Toole, 2011, p.3;18). It is suggested by O’Toole that in one country alone, over a million people travels overseas in the one short season. Therefore, the aim of events in this situation is to make a place in which a person resides, more enjoyable than going overseas (2011, p.18). Additionally, festivals have the ability shape a community, thus, a positive relationship between the two is vital (Rogers & Anastasiadou, 2011). A community event is directed at the local community and sees a local audience. It is staged for community participation and enjoyment; these events bring the local community together and celebrate its unique identity and pride (O’Toole, 2011, p.50). A community-based festival can also provide a vision, direction and sense of well-being by combining image, pride and togetherness (Rogers & Anastasiadou, 2011). Moreover, the sense of community is often crucial to the events success. On one hand, festivals can celebrate the community’s uniqueness and traditions, on the other hand, these festivals will fail without the community’s support. However, these smaller community events can often grow into larger events and allow the community to become ‘event literate’ (O’Toole, 2011 p.50), therefore it is essential to assess the destinations feasibility for events (O’Toole, 2011, p.3). However, O’Toole advises that it is unrealistic for an event to be successful within its first year (2011, p.8) and thus, awareness of social change or social problems rather than economic benefits and of the community’s attitudes, may reduce disruption associated with festivals (Rogers & Anastasiadou, 2011). The event in question here is the White Lady Festival.
1.3 The Event
The Mumbles White Lady festival was organised by Mumbles Community Council (MCC) and ran over the course of three days - 27th – 29th July 2018. The event name ‘The White Lady’ originated from the historical resident ‘ghost’ of Oystermouth Castle in which the event was held (Ramsey, 2018). The main aim of the event was to increase community participation and to encourage visitation from tourists. The festival featured a variation of music genres, performers and It’s a Knockout activity which has been an established event in Mumbles; presenting a day of family activities and competitions including relay and inflatable games at the grounds of the castle (Ramsey, 2018). Thus, MCC has a history of succeeding events hosted at the Oystermouth Castle. In addition, all the activities during the three days of the White Lady Festival were accompanied by local businesses to promote local produce. The event programme in Appendix 1 provides an insight into the event programme over the three days. However, despite this, the event was largely unsuccessful in achieving the anticipated attendee number of 2000 with 113 people on Friday night, 60 on Saturday and 120 on the Sunday (Ramsey, 2018, p.3). Furthermore, the weekend was also faced with adverse weather conditions which lead to low attendee numbers and part closure of the event.
2. Market Demand
There a many factor that can impend the success of an event, such as changes in the wider environment. Society’s fondness of experiences, higher attendee expectations, a focus on return for stakeholders and an increasingly competitive event marketplace all have influenced the challenges of creating events (Sharples, et al., 2014, p.3). Alongside this, globalisation and technology have also transformed the context within which events are created. (Sharples et al., 2014, p.3). As the industry flourishes, pursuit of differentiation and participant expectations increase. Agreeably, Getz (2012) states that experiences are at the heart of the event and therefore, engagement with an event inevitably influences the likelihood of their involvement with future events (Sharples et al., 2014, p.6). Thus, MCC pursue success in hosting events for their 16,600 residents (ONS, 2013). However, understanding the villages population distribution in its four districts can encourage where and how an event is situated. For example, West Cross is the most populated district with 6448 people; Oystermouth has 4160; Newton is home to 3316 residents; and Mayals has the least residents with 2676 people (ONS, 2013). In addition, the majority of residents in Mumbles (16,018) are Welsh born and between the ages of 18-64 (8,584) as only 2,879 are between 0 -17 and 5,140 are above 65+ (ONS, 2013). Therefore, Mumbles Council righteously host events rich in Welsh culture and promote the use of local businesses in the events to create that sense of community pride in which appeals to its residents. In that regard, it also important to understand the external environment to focus on opportunities and taking advantage of them while coming up with ways to counteract the threats, also known as a PEST analysis. The PEST analysis – see appendix 2- is a strategic planning tool and is used to identify the political, economic, social and technological factors that may affect a project.
Nevertheless, the events industry is undoubtedly affected by the environment surrounding it, therefore, stability is paramount to its operations. Potential political challenges in which Mumbles could be faced with are the lack of working relationships between local authorities such as City and County of Swansea and Mumbles Community Council. As a result, Mumbles Community is small with only sixteen-thousand residents and any external environmental factors in which can affect them, would pose a challenge to deal with alone. Secondly, the industry is operating in the most challenging political years with Britain’s vote to leave the UK. Whilst Brexit may not directly impact such an events operation, its aims and objectives in attracting tourists may not be so achievable. However, with the value of pound dropping, there is potential for more residents to stay home and engage in activities in their home town. Thus, providing opportunity for the festival to take advantage in providing enjoyable experiences for their consumers. Again, economically with Brexit uncertainty, people and operators in the industry are avoiding associating risks, such as the depreciation in the pound. More people are seeking for experiences rather than holidays. People are willing to stay in their home country providing it is cheaper and has the experiences they are seeking. Thus, understanding the audience of the event is essential in personalising the event programme to meet their demands. Socially the event can provide for community spirit, pride and togetherness. The event is also one of its kind in the village. It also features the element of It’s a Knockout which has been successful over the past four years. However, it is also important for the event organisers to establish the potential social threats such as current trends of food tourism. On the other hand, this can provide as an opportunity to introduce current food tourism trends into the event, such as veganism. Additionally, Mumbles Council could establish a working relationship with Swansea Council in partnership with their current Food tourism and Faith tourism action plan. 
Moreover, changes in societies and technologies creates demand and need for change in all industries. Events should acknowledge these trends in consumer needs and how they can engage consumers in the technological world. For example, people ae purchasing things differently, many experiences can be brought online, such as tickets to an event. The way in which the event is advertised also influences who and how the event will target. The increasing use in social media, websites and the internet in general, are now amongst some of the easiest and cost-effective ways to attract an audience. In addition to engaging consumers through marketing, the way consumers are engaged throughout the event also affect the entire experience, also defined as event design. The event design is the arrangement of elements of an event to maximise the positive impression on the attendees and key stakeholders (O’Toole, 2011, p.183). The object of the design includes lighting, décor and site. Technology has ultimately advanced these resources. In addition to acknowledging the environment and challenges in which the event will operate, it is also vital to asses the strengths and weaknesses of the event.
3. Destination analysis 
The strength, weaknesses, opportunities and threats (SWOT) analysis -appendix 3- can be used to assist the event management in assessing the influences of the stakeholders and the event (O’Toole, 2011, p.177). Mumbles as a destination is of strong attributes to live, visit and host events. It takes pride in its welsh culture and provides compelling reasons to visit, such as its natural beauty and encourages its residents to stay and spend within the village. The residents are friendly, welcoming and are of mixed demographic profile in which Mumbles suits all. Mumbles is also viable for hosting events with history of Summer and Winter festivals and its infamous local produce market and thus, provides a strong strength for hosting a festival. Within a five-mile radius from the city centre, Mumbles can also provide easy access for Swansea’s 4.64 million tourists (SwanseaGov, 2018). However, providing these strengths, the White Lady festival still held many weaknesses. Although the event venue or location partially contributed to this, the greater weakness appeared to be the lack of attendees due to weak marketing and unforeseen circumstances such as weather and thereby identifying a need for a change. 
With that being said, the event has opportunity to improve its marketing to engage a wider audience, there is also possibility to rebrand the event by hosting it in the Underhill park as it has a large space for the event programme such as the performances and It’s a Knockout. To gain exposure there is also opportunity to develop the relationship between Mumbles and Swansea Councils to both promote the event and invest in. This relationship could also form as part of the Food Tourism Action Plan in which could see Mumbles local produce market being introduced to the event. It has been long acknowledged that food and drink are vital in the success of an event. According to Sharples et al., ‘’historical accounts of food and festivals held throughout communities around the world, emphasises the importance of food as a central part of political, social and cultural celebration’’ (2014, p.166).
On the other hand, the White Lady Festival, is now associated with 2018 event failure, with no high expectations. Rebranding the event can see to mitigate these threats. However, the biggest threat to pose the event would be weather. Again, this is relatively unpredictable and with a contingency plan this can be minimised. And finally, there is the need for a back-up event programme in the unlikelihood of an act or performer cancelling. Nevertheless, the festival should prioritise its stakeholders in any internal or external adversities.
4. Stakeholders
The management of stakeholders is essential to an events success, the largest group of stakeholders for most events is the attendees, for a festival, it is made up of numerous sponsors as well as the attendees (O’Toole, 2011, p.169). A stakeholder can be defined as ‘’an individual or organisation that has an interest in the event’’ (O’Toole, 2011, p.151). O’Toole suggests that the management of this group of stakeholders is complex and costly. However, they are the primary source of income for events (2011, p.177). Identifying a stakeholder plan in the feasibility stage and of who and how organisers will communicate with them is essential to mitigate any risks, thus the White Lady Festival, stakeholders -appendix 4- are categorised into:
· Primary stakeholders: groups or individuals who are focused on the success of the event such as the event organisers, volunteers and attendees, sponsors and suppliers - without these the event would cease to exist. These stakeholders will require constant management, reporting or other communication (O’Toole, 2011, p.173).
· Secondary stakeholders: individuals or groups of whom may or may not be involved but can impede the event success. This includes local and national government, local host community, emergency services, media and tourism organisations.

5. Operational analysis 
Operational risks refer to implications caused by issues with people, event procedures, plans and systems. Operational risk can result in losses for event organisers due to improper planning or accidental error (O’Toole, 2011). There are numerous potential situations where this might occur. For instance, lack of knowledge and training for volunteers or failures of systems and programmes such as a technological breakdown, timing issues or no-show performers, which consequently can influence other areas of the event such as financial losses. Nonetheless, it is recommended that the event organisers establish a relationship with their suppliers and create a contingency plan in the event of implications to minimise disruption. It is also important amongst these operational risks that the venue and its layout are ‘integral to the wow factor’ as suggested by O’Toole (2011, p.183). The physicality including size, shape, facilities to name but a few, are essential elements in the events success, in addition to its social characteristics such as the history of events, the appearance and its surrounding areas (O’Toole, 2011, p.35), all of which influences the motivation of attendees. The operational risk of the venue that accompanies the event is the size and lack of shelter. It is essential to ensure event spaces are occupied as they are costly when not used to full capacity. Strategies such as sale maximisation in which markets the event help to minimise this (O’Toole, 2011). Moreover, failure in any of the key operational issues: product, suppliers, finances, people - can influence the overall impact an event has socially, economically and environmentally.
6. Impact analysis 
Host community event outcomes are apparent in a variety of ways, the most frequently noted outcomes include: Economic, Environmental and Social (Sharples, 2014, p.108), also termed as the ‘triple bottom line’. The triple bottom line has considerable importance to event creators and internal stakeholders. Events have the potential to negatively affect the environment and event creators therefore must be mindful of this to ensure their activities are sustainable (Sharples, 2014, p.112). Neglecting to be environmentally, economically and socially mindful will significantly reduce the likelihood of an event to be viable and will result in lack of interest from stakeholders as suggested by O’Toole (2011). For example, in a situation where the local infrastructure might not be able to accommodate tourists, such as water and waste. Moreover, it is possible that the natural environment could be damaged by a larger and frequent event. As a result, event managers should work proactively to mitigate the environmental impact. One of the ways in which this can be done is through ‘event greening’. Event greening as defined by Sharples et al., is the process of ‘’integrating socially and environmentally responsible decision making while reducing the negative environmental impact and leaving a positive lasting legacy for the local community, alongside raising awareness of environmentally sustainability issues’’ (2014, p.112).
Moreover, events contribute to the social capital of the host destination but unlike other outcomes economic and social outcomes are ‘less easily quantified’ (Sharples, 2014, p.113). This therefore emerges as challenging areas to measure. Social outcomes however are more direct and noticeable on the host community. Social and cultural outcomes as suggested by Sharples et al., includes ‘shifts in behaviours, perceptions, attitudes, skills and wellbeing’ (2014, p.113). Thus, resulting in improved community image, pride and enhancement of initiatives for the local community. Also known as event leveraging, these activities are designed to maximise visitor spending and utilise local businesses. Long-term leveraging will use the hosts image to enhance the quality of its brand or market position (O’Brien, 2008, p.143). Furthermore, events can also economically contribute to host communities, for example, Janeczko et al., (2002) discovered that events economically impact a host community in terms of employment and business for restaurants and hotels. However, Sharples et al., notes that it is important to acknowledge while increased employment opportunities and spending result in a positive multiplier effect, the economic outcomes do not necessarily render into long-term benefits (2014, p.111) and therefore, economic benefits can be unstable although increases to tourism can improve ‘civic pride’.

7. Conclusion and recommendations 
There were many limitations to the 2018 White Lady Festival in which resulted in great financial losses, much of which were due to over estimating profits and underestimating the event costs. Thus, it is important to establish the most feasible suppliers with appropriate research to explore all options. Providing this, event organisers should also budget for extra costs whilst also having a contingency plan wherever possible. Moreover, a proportionate amount of cash loss was a result of lack of ticket sales, this was due to poor marketing. It is therefore suggested a co-ordinated and long-term marketing strategy is implement using the only the most effective methods based on their target market, which in this situation would be social media, websites, radio stations and news outlets. On the other hand, the event organisers should also consider new methods of ticket purchasing as previous ticket sales were ineffective - such as utilising established organisations such as Ticketmaster and EventBrite which could provide to over 50 million people. With that being said, the greatest influence on lack of attendees were influenced by unforeseen circumstance such as extreme winds and rain. However, had the event set up big top marquees, attendees, suppliers and performers would have continued to participate during the weather conditions. It can also be suggested to save costs in the future, to remove ‘It’s a Knockout’ from the event programme and keep it as a separate event as there were lack of participants which also influenced financial losses. In addition to this, the event programme should include more musical acts including artists with a large following, as previously seen in the BBC Radio 1 Big Weekend which saw to be a huge success with Swansea’s residents seeking another similar experience. Nevertheless, with the provision of better marketing, easier access to tickets and resources and facilities to accommodate in the occasion adverse weather, alongside adjustments to the event programme and introducing a ticket policy, the White Lady Festival could see potential in an annual event, in which could attract the wider region of Swansea and its tourists. Overall, the event organisers should remain ambitious but realistic in aiming for fewer attendee numbers with opportunity to expand in the future.
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9. Appendices
Appendix 1 – Event programme 
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Appendix 2 – PEST: Market analysis
	POLITCAL
· Lack of working relationship between MCC and Swansea Council
· Challenging political year – Brexit
· Value of the pound dropping
· Fewer tourists
· However, this could encourage community participation 

	ECONOMICAL
· Depreciation in pound
· People are willing to spend in their own country
· Cheaper to seek experiences 



	SOCIAL
· Provides for community spirit, pride and togetherness
· Event is of its own kind in the village
· Moving with demand of food tourism i.e veganism
· Potential to combine with local food market

	TECHNOLOGICAL
· Experiences can be brought differently. You can purchase event tickets online
· More people using social media and devices such as phones and iPad
· Engagement of consumers has change, event interaction today has a large component of technological advances
· Advertising for events can be easy and cost effect using online material
· Event design has changed. Consumers want to experience new and update facilities/experiences




Appendix 3 – SWOT: Destination analysis 
	STRENGTHS
· Strong destination for Welsh culture and pride
· History of events and street closures
· Mixed demographic 
· Natural and built attractions 
· Celebrates community pride and togetherness

	WEAKNESSES
· Include lack of attendees
· Poor marketing 
· Weather 
· Event date 
· Underestimated losses


	OPPORTUNITIES
· For new marketing 
· To expand to bigger venue site
· Personalise the event programme 
· To develop a relationship between regional councils 
· Implement food tourism

	THREATS
· Reputation – event failure means people will seek experiences elsewhere
· Weather 
· Events in Swansea centre
· Lack of attendees
· Profit losses




Appendix 4 – Stakeholders 
	Primary
	Secondary
	Communication method

	Event organisers: Mumbles Community Council
	
	Meetings, telephone, emails: Ongoing

	
	City and County of Swansea
	Meetings, telephone, emails

	
	Friends of Oystermouth Castle
	Meetings, telephone, emails

	
	Mumbles Development Trust
	Meetings, telephone, emails

	Attendees
	
	Newsletters, social media, websites: Ongoing

	Volunteers
	
	Emails, telephone, face-to-face: Ongoing

	
	Tourism organisations
	Emails

	Stallholders
	
	Emails: Ongoing

	Suppliers
	
	Emails, telephone: Ongoing

	Performers and participants
	
	Emails, telephone: Ongoing

	
	Local Community
	Posters, community newsletter, local news outlets

	
	Media/Marketing
	Emails, telephone,

	
	Emergency services
	Emails, social media, telephone, meetings



Appendix 5 – Operational Analysis
	Resources
	Acquired
	Estimated Cost

	Event Management 
	Externally
	£650

	Venue
	Externally
	£1603

	Security 
	Externally
	£2290

	Lighting & Sound
	Externally
	£1050

	Stage & Seating
	Externally
	£770

	Beer tent
	Externally
	£580

	Marquee
	Externally
	0

	Portaloos
	Externally
	£540

	Food stalls
	Internally
	0

	Bouncy castle 
	Internally
	0

	Disco Panther
	Externally
	0

	Open Mic
	Internally
	0

	Fiddlesticks
	Externally
	0

	Songs of praise
	Internally
	0

	Literary event
	Internally
	0

	It’s a Knockout
	Internally
	£7000

	Contingencies/Insurance
	Externally
	£84

	Musical acts
	Externally
	£8900

	Tug of war
	Externally
	£80

	Bar equipment
	Externally
	£1790

	Wristbands
	Externally
	£300

	Barriers
	Externally
	£90

	Power distribution
	Externally
	£1400

	Deck chairs
	Externally
	£100

	Food license 
	Externally
	£105

	St Johns
	Externally
	£400

	Food vouchers
	Externally
	£85

	TENS license 
	Externally
	£21

	Waste collection
	Externally
	£110

	Marketing: mumbles times; posters; wales online; social media; banner printing 
	Externally
	£750
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