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This report examines the strategic and operational factors needed to organize Fairytale Winter: The Canterbury Light Festival, a winter festival planned for December 10th to 30th in Canterbury’s historic center. The report will critically assess the strategic elements in planning and executing this event, drawing on both theory and practical considerations to ensure the festival is impactful and seamlessly organized.
The Fairytale Winter Festival aims to celebrate the holiday season, attracting both local residents and visitors from across the UK and internationally. A winter festival was selected due to its strong potential to drive tourism and boost the local economy by creating a magical environment that resonates with Canterbury’s cultural and historical essence. Seasonal festivals like these are known to play a significant role in tourism strategy, revitalizing destinations and enhancing their appeal (Getz and Page, 2016; Bladen et al., 2017). By showcasing Canterbury’s heritage during the festive season, Fairytale Winter will provide a memorable experience that also fosters community engagement (Raj et al., 2013).
Canterbury was chosen as the ideal festival location for several reasons. The city is famous for its historical significance, notably as home to Canterbury Cathedral, a UNESCO World Heritage Site, which draws hundreds of thousands of visitors each year. (UNESCO, n.d.) In 2022, the Cathedral alone attracted 565,213 visitors, placing it as one of the UK’s most frequented sites (ALVA, 2023). Canterbury’s medieval architecture and authentic charm create a perfect backdrop for a winter festival, promising a unique and enchanting experience for attendees (Canterbury BID, 2023). Furthermore, cities with rich historical backgrounds enhance cultural tourism, adding value for visitors and promoting the city’s image as a cultural hub (Jepson and Clarke, 2015; Berridge, 2007).
Situated in Kent, the "Garden of England," Canterbury offers well-developed transport links, providing easy access for locals and tourists. Proximity to France and connections through the Eurotunnel and Dover port further enhance accessibility for international visitors (Silvers, 2012), making Canterbury a prime location for an event catering to both local and European audiences.
Winter festivals like Fairytale Winter offer substantial economic benefits to their host communities, supporting local businesses and creating seasonal employment (Bowdin et al., 2011). Through partnerships with the hospitality sector, cultural organizations, and charities, the festival has the potential to deliver a rich experience for all participants while promoting winter tourism and strengthening Canterbury’s cultural identity and community bonds.
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The Event Cycle represents the essential stages in organising a successful event, encompassing concept, planning, implementation, and evaluation (Bowdin et al., 2011). These stages are fundamental to creating a coherent and engaging experience for participants, while ensuring the event's safety and cultural impact.
For Fairytale Winter: The Canterbury Light Festival, the first stage, Concept, involved developing a captivating theme designed to blend tradition with modernity. The festival is crafted around a winter wonderland atmosphere, featuring artistic lighting projected onto Canterbury Cathedral, an open-air ice rink, and interactive activities, such as a treasure hunt through the historic centre. This concept is designed to attract a wide range of visitors, both local and international, providing them with a memorable experience that reflects the city’s rich cultural heritage (Silva, 2024).
The second stage, Planning, covers essential logistical and organisational details necessary for the festival’s execution. These include obtaining permits from local authorities, ensuring security at each activity point, and coordinating teams of volunteers and staff. For instance, the ice rink, Christmas market, and lighting zones are carefully managed to prevent overcrowding and provide a smooth experience for attendees. Detailed planning also includes contingency measures for adverse weather, allowing the event to proceed with minimal disruptions (Shone and Parry, 2013).
Implementation, the actual execution of activities, involves real-time monitoring of participant flow and team coordination to ensure an organised experience (Lyyti, n.d.). Teams are strategically positioned at attraction points, maintaining communication to address any unforeseen issues and ensure the safety of all visitors.
Finally, the Evaluation stage is crucial for assessing outcomes and improving future editions. Participant feedback will be collected through surveys, while the festival’s economic impact will be assessed using financial data gathered from local partners, providing a comprehensive overview of the event and identifying actions to enhance subsequent editions (Allen et al., 2019).
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The Fairytale Winter Festival offers an engaging experience throughout the day, with carefully structured activities designed to delight visitors. The morning begins with the opening of the ice rink and Christmas market in Dane John Gardens, where participants can explore stalls featuring artisanal products and local delicacies.
During the day, visitors can also take part in an interactive treasure hunt that guides them through Canterbury's historic centre, revealing key cultural attractions. This activity is based on solving riddles: at the starting point, participants receive the first riddle, which leads them to a location where they must purchase a local product or service to obtain the next clue. This process continues until the final location, where those who solve all the riddles receive a prize. This activity provides a unique experience for tourists while supporting local businesses.
In the evening, the festival transforms into a light display on the façade of Canterbury Cathedral, creating a winter wonderland atmosphere. The day concludes with carol concerts in the central square, where the festive spirit and cultural traditions offer a magical finale to a day filled with festive activities.
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In organising a large-scale event, setting SMART objectives is crucial to ensure success and assess the event's impact (Bjerke and Renger, 2017). Bowdin et al. (2011) highlight that well-defined and structured objectives help direct resources efficiently and achieve long-term goals, which are essential for complex event planning.
The main aim of the festival is to stimulate winter tourism in Canterbury, with a focus on supporting the local economy and fostering community cohesion. The SMART objectives established include:
1. Raising funds for the NGO The Canterbury Society – a specific fundraising goal to support local conservation and development initiatives, thereby contributing to the protection of cultural heritage.
2. Creating a festive and sustainable cultural experience – the festival is designed to provide visitors with a high-quality cultural experience, emphasising sustainability through the use of eco-friendly resources, as highlighted by Suharto and Jamali (2023), to generate a positive impact on both the community and the environment.
3. Generating an additional income of £50,000 for the local economy through collaboration with merchants and local partners, as well as securing a £20,000 profit from the festival’s own activities. This amount is allocated to covering organisational costs and ensuring the continuity of future editions, supporting a strategy for sustainable economic development and strengthening the festival’s community impact.
4. Achieving a participant satisfaction level of over 85%, assessed through post-event surveys, an objective that indicates the success of the experience offered and community engagement, as noted by Allen et al. (2010).
These SMART objectives are essential for providing a structured framework for organising the festival, enabling a clear evaluation of its impact and serving as a practical guide for future editions.
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Effective management of a large-scale festival, such as Fairytale Winter, requires a strategic mix of specialised skills in operational, planning, and marketing fields, supported by a range of resources. Key competencies include project management, which enables the oversight of complex logistics, scheduling, and coordination tasks necessary to ensure the smooth flow of the event (Pielichaty et al., 2016). Event managers must possess advanced organisational skills, including crisis management and the ability to adapt quickly to changes, as adverse weather conditions or last-minute cancellations from suppliers require swift responses to maintain the festival's quality.
Financial management is equally crucial, given the substantial investments needed for venues, decor, safety measures, and marketing (Pielichaty et al., 2016). Financial oversight ensures the efficient allocation of funds and allows for the identification of cost-saving measures without compromising quality. Staff trained in budget management can optimise resource use, enhancing both the quality and financial sustainability of the event.
Digital marketing and social media skills are essential for attracting local and international audiences. Marketing teams need expertise in digital advertising, content creation, and community engagement to maximise reach and build a strong brand presence for the event (Zelenka, 2009). These skills are vital for targeting specific audience segments and creating compelling narratives that highlight the festival’s unique elements, thereby increasing attendance and participant satisfaction.
Resource allocation for Fairytale Winter includes strategic investments in event management software, real-time communication tools, and on-site safety measures. Advanced event management software is useful for tracking ticket sales, managing participant data, and coordinating schedules, all of which are essential for large-scale events (Silva, 2024). Real-time communication tools facilitate effective coordination between staff and volunteers, ensuring a smooth flow of activities and a rapid response to any issues that may arise.
Human resources play a vital role in executing the festival. Trained staff and volunteers manage logistics, customer service, and crowd control during peak times. Partnerships with local businesses provide materials and support, enhancing both the quality of the event and its economic impact on the community. These partnerships foster local engagement and support, contributing to a sense of community ownership of the event (Pielichaty et al., 2016).
[bookmark: _Toc181981563]EVENT BUDGET
The Cash Flow analysis is essential for managing the budget of Fairytale Winter, providing control over cash flow and ensuring a profitable event (Moisescu, 2020).
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1. Ticket Sales: Revenue from ticket sales is estimated to be between £150,000 and £300,000, based on a price of £10 and an expected attendance of 20,000 to 40,000 participants. Anticipated ticket sales significantly contribute to the initial cash flow, covering preparation costs (Bladen et al., 2023).
2. Sponsorships and Grants: Structured sponsorships and cultural grants are projected to generate between £50,000 and £100,000, contributing to fixed costs and providing financial flexibility during critical phases of the event (Andersson et al., 2013).
3. Vendor Fees: The Christmas market will include 40 vendors, each paying a fee of £500, totalling £20,000. This additional revenue supports logistics and facility maintenance costs (Brida et al., 2013).
4. Collaboration with Canterbury Cathedral: The collaboration with the cathedral generates additional income from a visitor fee of £20, of which 30% will be allocated to the organisers. This income helps stabilise cash flow.
Total revenues are estimated to be between £220,000 and £440,000, providing a solid foundation for covering costs and maintaining a positive cash flow.
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1. Logistics and Venue Hire: Only Dane John Gardens will require hire, with a budget of £20,000 to £30,000. Lighting and audio equipment are estimated at £80,000 to £100,000. These costs, partially supported by advance ticket sales and the collaboration with the cathedral, ensure financial stability in the initial stages (Meredith, 2022).
2. Security and Crowd Management: Security and crowd management costs are estimated to be between £25,000 and £35,000, distributed throughout the event to allow for constant monitoring and balanced cash flow (Zhao et al., 2020).
3. Marketing and Promotion: The marketing budget, estimated at £30,000 to £50,000, will be allocated for digital campaigns and local advertising. The flexibility of this budget allows for adjustments to maximise the event’s visibility (Morgan et al., 2018).
4. Contingency Fund: A reserve fund of £10,000 to £15,000 will cover unforeseen expenses, ensuring cash flow stability in the face of unexpected risks (Silvers, 2012).
Total anticipated expenditures are between £165,000 and £230,000, ensuring a structured budget and positive cash flow throughout the festival.
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The Cash Flow analysis estimates a net profit between £20,000 and £185,000, depending on attendance and sponsorships. It is expected to have a positive economic impact of approximately £250,000 on the local economy by stimulating local businesses. Therefore, continuous monitoring of cash flow will enable efficient financial management, ensuring the successful delivery of the Fairytale Winter festival.
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The events industry continues to evolve under the influence of technological trends, sustainability requirements, and socio-economic impacts. A significant trend is the integration of digital technology to enhance visitor experiences and streamline organisation. Digital ticketing solutions, mobile applications, and interactive technologies enable participants to access real-time information, facilitating a seamless experience (Akinsowon, 2024). For Fairytale Winter, the use of technology can contribute to the efficient management of attendees and increase their satisfaction.
Sustainability is another major aspect of event organisation. Visitors are increasingly seeking environmentally friendly events, and organisers are encouraged to adopt eco-friendly practices, such as reducing plastic consumption and promoting public transport. Fairytale Winter can implement a recycling system and encourage sustainable transport to meet these demands (Zamzuri et al., 2015).
The COVID-19 pandemic has also changed safety norms, highlighting the importance of health measures and crisis planning. The festival must adopt safety protocols that include physical distancing and hygiene measures to ensure that visitors feel secure and risks are minimised.
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Applying a SWOT analysis provides a comprehensive perspective on the organisation of the Fairytale Winter festival.
Strengths: Canterbury is a city with impressive cultural and historical heritage, making it attractive to tourists. Canterbury Cathedral, a UNESCO site, provides an authentic backdrop for the festival, enhancing the festive experience. Local collaborations with businesses and cultural organisations can improve the festival's resources and its economic impact on the community.
Weaknesses: Organising a large-scale event requires considerable funding for logistics, promotion, and security, which can pose a financial challenge. Dependency on weather conditions may also affect attendance, especially during adverse weather (Andersson & Getz, 2007).
Opportunities: The city’s proximity to the port of Dover and the Eurotunnel creates an opportunity to attract international tourists. Additionally, the festival can leverage sustainability trends and digital technologies to create a modern and engaging experience. Promotion through influencers and social media can expand the audience and increase the festival's visibility.
Threats: Pandemic restrictions, legislative changes, and competition from other winter festivals in the region represent potential threats. Furthermore, economic instability may reduce participants' budgets, thereby affecting attendance.
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In conclusion, the Fairytale Winter festival is a feasible and well-planned event that exemplifies the principles of strategic planning and effective resource management. By integrating sustainability and building strong partnerships with local businesses, the festival successfully attracts a diverse audience while enhancing Canterbury’s cultural identity. The SWOT analysis highlights key strengths and challenges, providing a structured approach to addressing situational and cultural considerations. Additionally, the budget evaluation ensures efficient use of resources, maintaining financial stability throughout the event. Ultimately, Fairytale Winter serves as a sustainable model for winter tourism, positioning Canterbury as a premier holiday destination while contributing to economic growth and fostering community cohesion.
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