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Introduction 
What is operations management? 
According to a journalist at the University of York (2024), “operations management is the area of a business that focuses on optimising its operation and processes in order to maximise organisational efficiencies, productivity and profits.” This aspect umbrella term of ‘operations management’ also referred to as ‘production management’ covers all of the ins and outs of a business, this includes food and beverage, marketing, conferencing and events, the box office, and operations both internal and external (Jenkins, 2023). To make an event run smoothly all of these aspects must be well thought out and developed to a high standard. A great way to understand operations management is to think of it as a production line, each part of the process is done by a different person, yet they all work together to get the job done more efficiently. Effective operations management will guide those in the business to avoid wasting valuable materials and show them how to use these materials efficiently. Financial waste is a huge problem in businesses where operations management is not put to use correctly, money is poured into aspects of the business where it is simply not necessary. Poor operations management is usually down to the following factors, insufficient management, lack communication between teams, job allocation decisions, conflict, and demotivated employees (Scoro, 2024). Successful events all stem from a team that work well together, without this, the business will fail. Examples of this happening include the bankruptcy of Blockbuster, Toys-R-US, and Woolworths (e-careers, 2019). The heart of any team is the management, a huge part of operations management is having a strong leader to delegate and oversee procedures, they must have a general understanding of each part of the business as well as being able to connect with their staff on an emotional level to help avoid and alleviate conflict within the team (archive it, 2024). Successful teams are made up of people with different perspectives and knowledge, with this conflict is inevitable. Conflict at work is occasionally very constructive, when people first get together there are bound to be things that they disagree on, ironing out these problems early on in the operations process mean that when it gets close to launching an event these conflicts are resolved and the team is running smoothly (Mind tools, 2023). Good managers have the skillset to diffuse conflicts in an educated manor to avoid further disruptions. In 2011, Forbes reported that “3 quarters of all CEO’s came from and operational background”. This is because in order to have a deep understanding of the operational management of an event it is important that you have worked within the industry prior to becoming a manager, it gives you an advantage as you are able to empathise with your employees. Operations management has been used for centuries, it was first recorded in 5000 B.C. by the Sumerinas that tracked their inventories and taxes using operations management, it has come a long way since then, in 1913, the CEO of Ford cut down his production time by 9 hours by using efficient operations management techniques (Eby, K, 2023). Now we use operational management in businesses every day, thanks to new technology it is more advanced than ever, this is essential as there is such a high demand for excellence. Operational management covers many complex and in-depth areas, these include risk management, legalities and licencing, development and design, crisis management, finances as well as overall customer satisfaction. Marketing management is a vital part of the operations marketing process, it is what captures the attention of stake holders to begin with. The exact definition of marketing operations is “the practical implementation of marketing activities as executed through people, procedures, and technology.” (CoSchedule, 2023). This includes the organisation of staff involved in the marketing department, the procedures involved in marketing and the equipment needed to make the marketing materials (CoSchedule, 2023. fig.1). Doing all of these things maximises efficiency, consistency, and results (CoSchedule, 2023). The main purpose of marketing operations is to “improve the output of marketing teams” this helps to save the business money as well as producing a high functioning work force that implement innovative and effective materials (CoSchedule, 2023). The success of digital marketing has reached an all-time high, in 2021, the UK reached a record of £14.13billion being spent on mobile advertising. This is a huge area of the marketing sector; it reaches a large amount of people in a short amount of time. The best way to measure operational procedures it to use a Gantt chart, it allows you to easily track different departments and see their progress levels along with an estimated finish time for each task. Marketing is defined by Investopedia (2023), as “activities a company undertakes to promote the buying or selling of a product or service” in terms of events at the arena, this includes everything from ticket sales to VIP experiences as well as investment advertisement for stakeholders in the arena itself. In the 1950’s a man named Neil Borden popularised the term marketing mix and the 4 P’s, these are the main processes of which marketing follows. They include “product, price, place and promotion” (Investopedia, 2023). Product is what you are wanted to sell, you must set a price for that product taking into consideration how much the product costs to make and how much the net profit should be, next the place of which the product is sold from, in this case Swansea Digital Arena and finally promotion, this includes things such as sales promotions, digital marketing, sponsorships, public relations, and selling the product at its face value that was decided on outgoings. The Swansea Digital Arena, offer a multitude of different products, including rentals of meeting and event rooms, tickets for shows and concerts and food & beverage (Swansea Arena, 2024c). This range of products means that the staff at the arena have to be vigilant with their marketing operations to ensure the smooth running of all departments. This report will take a closer look at these topic areas and relate back to the processes used at the new Swansea Digital Arena. More specifically, it will analyse the marketing involved in the completion of a successfully run event.
Operational Planning and Procedures 
The event chosen for this report is SIX the musical, it is a touring show that originated in the West End and Broadway. As it is a double Tony Award winner it already attracts a large audience (Swansea Arena, 2024). This section will cover the legalities of putting on an event of this size, the process of setting up the event and any emergency procedures or risk assessments that are needed. These processes will be linked to marketing where possible. 
1. Event Plan - Logistics and Emergency Procedures 
Operational processes include the control of the event space, when putting on a large-scale event it is imperative to consider everything involved in regard to the safety of the consumers this includes having somewhat of a police presence, medically trained staff, and emergency procedures in place in case of an unplanned incident occurs, all of these must be in line with the guidance set out by the purple book. When compared to other events at Swansea arena, Six the musical is generally considered a low-risk event, it is all seated tickets and is catered for people above the age of 10 therefor there is less likely to be alcohol involved, this lowered the chances of accident happening (Swansea Arena, 2024). When Patrick Topping performed at the arena there had to be an increased level of security and medical staff. Patrick Topping is a well-known Electric Dance Music DJ, his performance was strictly for over 18’s as there was predicted to be a large amount of alcohol and drug misuse, this was identified using a target market audit. In operations management there are different procedures that are used for different types of events, these are; Normal operations procedures (NOP), standard operating procedures (SOP) and emergency operations procedures (EOP), which of these you use is dependent on the target audience of your event, the situation at hand and whether there is potential risk to anyone involved in the process (Peinel, G., Rose, T., 2013).
As SIX is a musical production, there are other factors that must be considered including lighting and sound for the stage set, ticket sales prior to the event and promotional advertisement for the event. All of these things come with financial weight, it is important to correctly gauge the extent of which each of these things are needed to avoid a loss of money. Stage productions have their own set routine with lighting and music, as a result it is their responsibility to fund this. Production company’s pay the arena, this price covers everything needed to put on the show. The production company makes its money by ticket sales, this money does not go to the arena. The new Arena in Swansea holds a maximum of 3,500 guests, this is at full capacity in the main auditorium, the arena also has a multitude of smaller meeting rooms that can hold business meeting and smaller conference meetings (Swansea Arena, 2024a). The ability to hold multiple events at once means that the arena has multiple income streams, therefor it can generate a larger profit when its fixed costs are the same. 
Swansea Arena speaks for itself, as it is a new building situated on the entrance to the city, it is an immediate talking point for tourists. For local people to the city, there has been some controversy surrounding the appearance of the building, many believe that it an eye sore when on the other hand many are excited and intrigued by the new building in the city (Hoggan, K., 2023). These reactions are in line with Doxey’s irritation index, this theory discusses the reactions that people will have when a new landmark is opened. These reactions are euphoria, apathy, annoyance, and antagonism (Tourism Teacher, 2023). All of these emotions can be seen in the Wales Online report by Katie Hoggan as she interviews locals about the new development prior to its opening in March 2022. 
Swansea’s Digital Arena has the ability to advertise new productions on the outside of their building. The 95,000 LED light display on the walls of the building are used to display promotional information, this is a new and revolutionary form of marketing (Swansea Council, 2024). It is a unique selling point for the city and therefore will attract more visitors. From a marketing perspective this is a time and energy efficient solution to generating a generous influx of visitors and raising those profits. Swansea Arena’s marketing manager Vicki Francis has a 20-year marketing career, she has an extensive amount of knowledge when it comes to catching the consumers attention, she was involved in the idea of creating the digital display and oversees all marketing produced by the arena. Vicki must work closely with the management for the production managers at SIX the musical as they already have a criterion that people are aware of. The SIX poster is the same for every show therefore Vicki doesn’t have to design any new marketing material. Swansea Arena has a large presence on social media, they post lots of engaging TikTok videos and Instagram photos to promote upcoming events. 
2. Operational Policies and Procedures including Legal Aspects

According to Workspace.gov (2024) “Operational policies provide the detail of the activities that contribute to programmes and overall interventions that achieve the objective of legislation”. In other words, these are the procedures that are put in place to abide by Law, this includes things such as music licences, alcohol licences, fire exists, clear escape roots, terrorism prevention, and weather contingency plans. No matter the size of the event, there are always policies and procedures that are applied. In the instance of ‘SIX, The Musical’ all of the procedures mentioned above are necessary, the Arena are liable for any incidents that may occur, therefor these procedures are essential to avoid any lawsuits against them. At the Arena, fire exits are clearly labelled with the green symbol all throughout the building. Terrorism prevention escape roots are known to all members of staff so that in the unlikely instance there is a threat they can safely aid attendees out of the building and to the safe area at the back of the building. Swansea Arena has an alcohol and music licence that allows them to operate between the hours of 10am and 2am every day of the year, although this is in line with the Alcohol Licencing act 2003, there have been many complaints by local residents regarding the misuse of substances in a residential area. The emails formed by residents and received by the Arena have been published online for an unspecified reason, they can be seen in appendices as figures 2,3 and 4. Although these concerns are valid, they were ignored by the authorities to improve the overall outcome for the Arena. In a document released by ATG limited, the owners of the Arena, they state that “an event and site-specific Event Management Plan will be developed and shared with the Licencing Authority, Police and other responsible authorities on an ongoing basis” (Democracy Swansea, 2021). 
This document also includes details on the specific plans used for their events the list goes as follows.
· “Site plan 
· Layout plans
· Risk assessments
· Artist’s profile 
· Counter terrorism measures 
· Fire risk assessment 
· Security management plan 
· Capacity control
· The use of glass drinking vessels 
· Drug policy 
· Alcohol management plan 
· Traffic management plan 
· Medical management plan 
· Adverse weather plan 
· Crisis communication plan 
· Noise management plan 
· Access, egress, and dispersal plan 
· Child welfare/vulnerable persons policy
· Residents and local community engagement” 
(Democracy Swansea, 2021). 

This document is detailed and clearly identifies the plans needed to abide by legal requirements. The purple guide is a book released by the Health and Safety Executive for businesses producing live events, this book includes details on the “health, safety and welfare of attendees of music and other events” (UK Events, 2024). The purple guide is a piece of legislation that was designed to guide businesses in the right direction in regard to safety at events. 

Section 2: HR & staffing Operations 
This section will cover the HR and staffing operations at the Swansea Digital Arena. It will include details on the staff already working at the arena and how their roles work together to ensure the smooth functioning of the events that are run there. 
1. Talent Selection
As mentioned previously, Vicki Francis is the Head of Marketing and Sales for Swansea Arena. The role of a marketing manager is to conduct market research, prepare the marketing budgets, and set goals for themselves and their staff” (Recourses for employers, 2024). When visiting Swansea Arena, Vicki Francis gave a seminar about how she organises the budgets for the business. Her main role was to generate a spread sheet with all meetings, events and conferences at the arena and work out their individual profit margins. By doing this she could identify patterns and trends within the business to see what sort of events run the best and generate the most profits. Using this information, she can market her events towards different audiences to further increase the income for the arena, this is also known as an EPOS. 
When hiring new staff in managerial roles, it is important that they have a preunderstanding of the business, to determine this, interviews tests and assessments are used to ensure you are a good fit for the job. When working in the marketing sector of any business it is key to have creativity and problem-solving skills, have a close attention to details, an approachable demeanour and communicate well not just within your team but with the public as well, to be able to analyse data correctly and be able to take leadership roles if necessary (Champlain College, 2023). Any of these skills are trainable, there is a set structure in place for new staff to follow, this may include shadowing staff with experience and as it often is in the hospitality sector, learning on the job. 
Swansea Digital Arena hire a lot of temporary or part-time staff, this is due to majority of their large-scale events happening in the evening and on weekends, they can apply their staffing budgets proportionately to the number of staff needed for each different types of events. As mentioned earlier EPOS can be used to work out what type of events need the most staff. EPOS is a new form of tilling system, it stands for electronic point of sales, it allows you to quickly assess daily figures to identify patterns and trends in the business. It is useful for things such as stock availability in ticket sales, promotional material and the food and beverage sector. It can also help identify operational issues within the business. EPOS can be used for a multitude of different things, its sole purpose is to make it easier to run a business, plan ahead and jeep records of trade (Clover, 2024). 
As mentioned in the introduction to this report, it is important to have a diverse and inclusive workforce. People from different backgrounds have different perspectives on things, this reinforces innovation and creativity. When a team works well together they can bounce ideas off each other and come up with new ideas that will help the business be more effective. 
2. Workforce Planning

The Arena have a partnership with the University of Wales Trinity Saint David (Swansea Arena, 2024d) they work closely with the students studying Events and Festival Management at UWTSD, this is because the students have already expressed an interest in the events sector by studying the course and are more likely to have the skill set to do the jobs sufficiently. This is part of workforce planning; the Arena want staff that are motivated and inspired by the events that are run there. They are investing in students so that they can be provided with a skill set that may be useful to their future careers in the industry, whether that be at Swansea arena or elsewhere. Forbes (2021) express the importance of investing in your workforce, this includes not just training in their jobs but also offering mental health guidance and support. Roy Ferman is a council member at Forbes and a CEO of Seek Capital, in an article he published he says that “fostering a productive and employee-focused workplace, and making sure each member of your organization is appropriately compensated, rewarded and held accountable can have wide-ranging and beneficial effects on your company” (Forbes, 2021). Taking care of employees means that they are happier and healthier and as a result perform better at work. 

Section 3: Financial and Budgeting
This section will be looking at how different factors can change the financial outcomes of an event. It will also look at different methods of financial forecasting and the best ways to determine marginal profits and revenue streams. 
1. Event budgeting
Event budgeting can be done in many different ways, most commonly businesses use spreadsheets with data collected from every department involved. The best way to budget is to use Incremental budgeting, this is when you take your financial spend for last year and counter in any changes that may be happening in your business or the world surrounding it (Corporate Finance Institute, 2024). For example, during COVID-19, businesses all around the world hit serious financial trouble, the events industry in particular lost a detrimental amount of income. Billboard (2024) reported that over 332 major music events and festivals were either cancelled or postponed because of the coronavirus. This is an unplanned hit to the industry, one that they are still recovering from. Using Incremental budgeting allows a business to counter in this factor and leave room in the budget for anything unexpected, whether its COVID related or not. 
There are many different expenses to consider, the most important ones to counter in to the budget are the fixed operating expenses, these are the things that are always going to be there no matter what type of event it is or what the extenuating circumstances are. These include the rental of the building, in this case the Swansea Digital Arena, heating/cooling systems, electricity bills etc. Swansea Arena serves as a multi-purpose venue, to make any kind of profit and even break even on their fixed operating expenses, they offer services such as meetings, and business dinners to hold down the fort in-between the larger scale events (Swansea Arena, 2024b). This allows them to keep paying their staff and to pay the rent each month. The other type of outgoing the Arena has are Variable Operating expenses, these are the things that change each day depending on what is happening inside. This includes things such as food and beverage, marketing materials, entertainment, police presence, medical presence and staff wages. Each and every event is different, SIX for example needs to have a lot more temporary staff working than some of the other events, therefore more wages must be paid. SIX also has a much larger audience meaning that more food and beverage must be stocked. Compared to events such as Bingo Lingo, the Alcohol intake of the ticket holders at SIX will be much lower and therefore less alcohol must be stocked to save money where possible. 
Marketing requires a slightly larger budget compared to other areas of the event. As recommended by the Bauer Entertainment Marketing company (2024), recommend that event companies “follow a general rule of thumb by allocating 15%-20% of their potential gross revenue.”. This statistic is ignorant to the factor that the Swansea Digital Arena is a new building and therefore the budget for marketing may be higher as there is a lack of pre-existing knowledge of the business from the public and a lack of equipment needed to produce advanced marketing strategies. The arena has a known online presence, this is one marketing technique that is cheap yet effective, they can reach a large audience in a short period of time. Social media marketing makes it easier to identify youre target market, as statistics are easily generated into demographics therefore you can track the data and optimise advertisement spending (Future Learn, 2024). Majority of marketing expenses come from software needed to digitally produce quality materials as well as the licencing required to release those materials. 
2. Financial forecasting
Financial forecasting is all about logging and leading with the quantifiable future influences that may affect the net profit of the event. Identifying detrimental factors can benefit the business in the long run. Investopedia (2023) defines financial forecasting as “examining whether the budget's target will be met or not throughout the proposed timeline. It shows the expectations of how the budget will be met”. Financial forecasting is different to budgeting because “a budget is a financial representation of a planning process” (University of Cambridge, 2024). 
External factors can change the outcomes of any event, things as little as the weather can drastically change the entire process, in poor weather conditions people are less likely to leave the house, this may be because of public transport delays or even dangerous driving conditions. Being planned and prepared for an unexpected lack of attendees at your event is a huge part of financial forecasting. Economic factors such as the cost-of-living crisis can cause a decline in revenue, in the UK inflation has increased by 10.4% (Sports Pro Media, 2023) and since the 1990’s concert ticket prices have increased by over 300% (Clash, 2023). Because of this, people have less money to spare so they are being cautious with their spending, overpriced concert tickets are simply not on their priority list. 
3. KPIs
KPI stands for Key Performance Indicators, are the quantifiable forms of data that help analyse the success of the event, KPI’s are gathered after the event is finished. They can be used to quickly compare the results of the event to the predictions set out in the financial forecast and budgeting done prior to the event. Data that is used to generate KPI’s within marketing include the number of tickets sold, the amount of check ins on the day, post event surveys by customers, any changes in social media engagements post event, and the gross revenue of the event (Bizzabo, 2024). These specific areas will gauge an overview of the success or failure of the marketing strategies used in the event. 
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Appendices

Fig.1- CoSchedule (2023) available at:   https://coschedule.com/marketing/marketing-management/marketing-operations-management#what-are-marketing-operations- (accessed: 15th Jan 2024). 
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Fig. 2 - https://democracy.swansea.gov.uk/documents/s77185/Appendix%20E%20-%20Swansea%20Arena.pdf 
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Fig. 3 - https://democracy.swansea.gov.uk/documents/s77185/Appendix%20E%20-%20Swansea%20Arena.pdf 
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Fig. 4 - https://democracy.swansea.gov.uk/documents/s77185/Appendix%20E%20-%20Swansea%20Arena.pdf 
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From:

Date: 10 August 2021 at 19:46:05 BST

To: evh.licensing@gov.uk

Subject: Arena licensing hoursTo whom it may concern

Swansea Council is investing a lot of money in the new arena and surrounding area.
It's going to be a major asset to the City . However | am appalled at the licensing
hours being put forward

| see this as a nice family orientated venue. Something that could be enjoyed by all.
When events finish at arenas people usually are seen to disperse quickly. If some
would like a drink after they can cross the golden bridge over to Wind Street where
any drunken yobbish behaviour can be controlled in one location making it easier to
police. Wind Street has suffered during COVID and | think the premises there would
also prefer the arena to do what it's supposed to be there for - holding shows
conferences etc and then let the publicans also benefit from the added footfall
hopefully the arena will bring to the City

As a resident of the Marina | see daily the effects of drugs and alcohol on people. |
walk over to the City centre daily and | am shocked at how many addicts and people
literally just lying on the streets either drunk or out of their heads

I know many people are put off visiting Swansea by these people. Whilst [ realise
everyone has a backstory and it's sad to see them like they are they also make
people especially women feel very vulnerable too

| am afraid to go into the City centre at night. | really was hoping that | could enjoy
the new development but the new licensing hours frighten me . Will we see drunken
yobs wrecking the digital park instead of children having fun? Will we be afraid to
walk across golden bridge like we are afraid to walk in certain areas of the city centre
even during the day in case we are hassled by professional beggars????

Please think carefully and create an environment that everyone feels safe and happy
to enjoy

Regards

Denise Lovering

From:

Sent: 13 August 2021 15:09

To: EVH Licensing <EVH.Licensing@swansea.qov.uk>
Subject: Re: Arena licensing hours

CAUTION: External email - Do not click links/open attachments unless you
recognise the sender and know the content is safe

Thank you for the information but my original email still stands regarding the
licensing hours

Going by past experience licensing hours are granted regardless how people feel
and usually the reasons for granting the license is not in the best interest of the
public.

When trouble occurs police often struggle to cope with anti social behaviour

In my view what could be an outstanding opportunity for the city will be spoilt by
greed pure and simple

Regards

Denise Lovering Sent from my iPhone
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15 August 2021

Licensing Authority

City & County of Swansea
Civic Centre
Oystermouth Road
Swansea SA1 35N

Dear sirs

With reference to the recent application from the Ambassador Theatre Group
Limited regarding the new Swansea Arena, Oystermouth Road Bae COPR Bay.

This application is for an alcohol licence at the Arena (inside and outside) from
10.00am to 2.00am 7 days a week, 365 days a year.

This Arena has been constructed within yards of a large residential area and |
strongly object to this blanket application because it will have a detrimental
effect on the lives and health of people living along Arthesua Quay, Victoria
Quay, Paxton Drive and Bathurst Street.

| feel that if this application were to be granted it would lead to increased anti-
social behaviour and disorder in the area when several thousand people would
be exiting the arena at 2.30am. We feel that the noise and disruption to sleep
would be intolerable for residents living close to the Arena. In addition, the
noise from a couple of hundred cars leaving the car park plus traffic along
Victoria Quay would also affect living standards, sleep patterns and
consequently residents’ health.

This application should be refused so as to prevent public nuisance in the early
hours on Victoria Quay and to the surrounding Marina.

All lighting in and around the arena will need to be on until at least 2.30am in
order for the crowds to safely exit the Arena. At present, some lighting in and
around the Arena is on throughout the night during the construction phase
and is causing difficulties for residents and complaints have been made
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regularly to the developers. The lighting arrangement in and around the Arena
will again have an adverse effect upon the lives and health of residents as sleep
because sleep will be disrupted.

May | remind you that other venues on the Marina near residential properties
do not have late alcohol licences. Can | also remind you that there is no
footpath along Victoria Quay and large crowds and increased traffic could
mean safety issues in the early hours of the morning?

Consequently, we would like the Licensing Authority to reject this blanket
alcohol licence application and require the Ambassador Theatre Group to
make individual applications for a small number of specified events.

Yours faithfully

RJ Williams




