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2. [bookmark: _Toc510020281]eXECUTIVE sUMMARY

This report was commissioned to provide a detailed and focused analysis of the primary problem that presents itself to Battlefield Live Pembrokeshire.  Also included in this report is a collection of potential solutions to the problem in question.  The primary problem faced by Battlefield Live Pembrokeshire is that it is a seasonal business, meaning that the income received is seasonal and not maintained at a consistent rate all year round.

There are two problem solving techniques that have been used within this report.  Included within this literature is the fish bone diagram and the 5WHYS technique.  The fish bone diagram has been utilised extensively in order to reach a comprehension on the possible solutions to the problem.  Also stated within the findings of this report are multiple solutions to the primary problem faced by Battlefield Live Pembrokeshire.  After a close and detailed analysis of these solutions it was concluded that the most effective solution would be to commence marketing campaign that directs focus on rugby teams, football teams, families and birthdays.  The campaign would offer significant discounts that would deem the cost of playing Battlefield Live Pembrokeshire affordable and within local family budgets.  

The success of the solution will be monitored by the maintenance of a record that is filled out by customers who play on a session at Battlefield Live Pembrokeshire.  Every time a customer arrives at the site, it is a requirement that they state whether they have booked as part of a birthday party or a family.  At the year end this record will be analysed extensively to see whether or not the number of people who booked on a session as part of a family or birthday party had increased in comparison to the previous year.














3. [bookmark: _Toc510020282]Introduction

3.1 [bookmark: _Toc510020284]Brief background the organisation

Battlefield Live Pembrokeshire is an outdoor based laser combat business that provides “a fun, adventurous outdoor activity and is accredited by Visit Wales as a quality attraction.” (Dean, 2015, n.p).  The business opened in 2014 and during 2016 was awarded the Pembrokeshire Best Day Out award.  Customers/players immerse themselves in a purpose-built battlefield, located in the woods, and are combined into two teams.  The teams then compete against each other to win the three games. 	Comment by joshuadean.email@btinternet.com: n.p

3.2 [bookmark: _Toc510020285]The problem 

The primary problem that presents itself to Battlefield Live Pembrokeshire is one that affects most tourism focused organisations/business’ in Pembrokeshire.  The problem in question is the fact that Battlefield Live Pembrokeshire is seasonal.  The time in which the business experiences the highest number of customers is during the summer months, due to school holidays and reasons alike.  Thus, the ability to earn all year-round income is inhibited, which provides a significant level of difficulty to maintain steady income in which the employers and employees can rely upon.  Consequently, the employers of Battlefield Live Pembrokeshire may be required to force redundancy onto their employees in order to maintain the success and profitability of the business.  This is due to the fact that there is not a sufficient amount of work available to the employees during weekdays excluding to the summer months.  However, once the following summer months return during the next annum, previous employees may be rescinded.  

In addition to the previously stated effects of the primary problem facing the business, there are other factors that add to the significance and ardency of dealing with the problem.  During the winter, the surrounding area in which the business operates experiences very poor weather conditions such as heavy continuous rain and low temperatures.  As a result of this, extra maintenance is required in order to maintain the area in which the customers play.  Therefore, in winter there are additional costs that present themselves to the business and coupled with the decrease in NET profit as a consequence of the reduction of customers, results in an increase in ardency in dealing with the problem. 

Unfortunately, the employees are affected by the fact the business operates on a seasonal basis.  Once the summer months are over there is no longer sufficient work available for the employees during the weekdays and so, the employees must look for alternative employment elsewhere.  In addition to this, most other small local tourism focused business’ in Pembrokeshire suffer from the same problem.  This unfortunately adds to the significance of the problem because people are less inclined to visit Pembrokeshire out of the summer months due to fewer business’ offering their service as some may be forced to temporarily close, creating a continuing effect of seasonal income.  One example that emphasises this point is Oakwood Theme Park located at Canaston Bridge.  Below is an opening and closing times schedule for 2018. 
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[image: ]Figure 1-1 (Oakwood opening times)












Figure 1-2 (Oakwood opening times)

Highlighted in colour is the time in which Oakwood is open to the public.  Where the dates are not highlighted with a colour is when the park is closed.  As this evidence suggests, during June, July and August the dates are mostly highlighted in colour, demonstrating that the park is open.  Once those summer months come to an end, September, October and November dates have little to no highlighting, revealing the park is closed.  	Comment by joshuadean.email@btinternet.com: clarity on the opening times

Due to the problem that Battlefield Live Pembrokeshire is a seasonal business, during the peak season of the summer months where the business experiences the highest number of customers, there is a limit to the number of customers who are able to play on a game/session.  This is predominately due to limited equipment and space in which the customers play.  This results in an increase in effort to host more games/sessions per day in order to maximise profits and fit customers onto games.  This problem requires games/sessions to take place during night-time and extra staff is a prerequisite for the extra work.  Thus, engendering further expenditure and adding to the ardency in dealing with the problem.





         
4. [bookmark: _Toc510020286]Problem solving techniques

For clarity and ease during the analysis of the primary problem facing Battlefield Live Pembrokeshire, Ishikawa diagrams will be utilised in order to effectively comprehend the underlying cause of the problem.  Devised during the 1960’s, Ishikawa diagrams “often called a ‘fishbone’ diagram, can help in brainstorming to identify possible causes of a problem and in sorting ideas into useful categories.  A fishbone diagram is a visual way to look at cause and effect.” (Davis, 2018 n.p).  Popularised by Kaoru Ishikawa, fish bone diagrams propose six separate aspects that can analysed in order to reach an understanding of the cause of a problem.  When using an Ishikawa diagram, it is vitally important that the generic method of creating such diagram is closely followed to ensure a reduced risk of confusion and overcomplication.  The head of the diagram should state the primary problem in focus and should be as descriptive as possible.  Following this, the backbone should be drawn from the head as this will create a basis in which the possible causes of the problem can be drawn from.  

A decision must be reached on what the categories of the causes should be.  “In manufacturing settings, the categories are often: Machine, Method, Materials, Measurement, People, and Environment.  In service settings, Machine and Method are replaced by Policies (high level decision rules), and Procedures (specific tasks).” (Ryckman, 2018 n.p).  For the problem that Battlefield Live Pembrokeshire faces, categories such as people, environment, geographical location and the economics of Pembrokeshire should be included.  It is then a requirement to state the causes associated with each category.  The possible causes should be shown as short lines drawing from the main “bones” of the fish.  If it is necessary, sub causes can be drawn as even shorted lines coming from the cause line.  Finally, once all the necessary information has been inputted into the diagram, one can analysis the diagram in great detail in order to reach an understanding of the leading cause to the problem in question.  Once that has been deduced, steps can then be taken to generate possible solutions to the problem.  This is achieved by addressing the primary cause/causes of the problem.  

Shown below is an Ishikawa diagram of the primary problem facing Battlefield Live Pembrokeshire.  It is worth noting that the categories are directly related to the problem in question and do not follow the recommended categories of the service industry which are policies, procedures, plant and people. 
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Figure 2-1 (Ishikawa diagram for Battlefield Live Pembrokeshire) 


The first category that should be addressed is environment.  The climate of Pembrokeshire is predominantly cold, wet and windy all year round.  However, the summer months of June, July and August are host to the better weather that Pembrokeshire experiences.  This includes warmer and sunnier days.  It is during this time in which people are more inclined to take part in outdoor activities such as going to the beach, going for walks, coasteering, surfing and activities alike.  Included in this is going to Battlefield Live Pembrokeshire.  As a result of Battlefield Live Pembrokeshire being an outdoor laser combat business, the highest number of it’s customers are experienced during the three months previously stated.  Thus, one of the causes as to the fact that it is seasonal is the weather.  The summer months provide good weather in which people want to be outside whereas the months in the autumn and winter reveal poor weather conditions where people are less inclined to go outside at all.  “Kämpfer and Mutz (2013) found an influence of sunshine on life satisfaction and argued that this effect is mediated by mood (defined as frequencies of experienced positive vs. negative emotions). They reasoned that sunshine activates positive emotions due to an increase of serotonin in the brain.”  (Ettema, Friman, Olsson, & Gärling, 2017 n.p).  This information provides sufficient evidence that reinforces this point.

In addition to this, due to the environment that the business is in, it is during the summer season where the longest days are experienced.  In winter, the days are far shorter as darkness falls earlier.  This creates the problem that fewer number of games/sessions can take place during the winter months, resulting in a reduction in the number of customers the business can take in comparison to the summer months.  As evidence proves, this forces the business to be seasonal and adds to the significance of the cause.  It is estimated by the NHS that one in fifteen people suffer from seasonal affective disorder in the UK.  Seasonal affective disorder, or SAD, is a form of depression associated with the change in seasons or weather.  (Edwards, 2018 n.p).  “Those who suffer from Sad report feeling depressed and lethargic as the days grow darker; they have disrupted sleep patterns, crave sweets and go off sex. Horne is sceptical: "People tend to get more miserable, but this isn't necessarily because of circadian changes but because it's the end of summer and they feel a bit downhearted that winter is coming, with all the trials and tribulations that brings."  (O'Connell, 2009 n.p).   

The second category that requires analysis is people.  In coherence with the previous point, the attitudes of people towards attending an outdoor activity in poor weather conditions are negative.  People are reluctant to take part in outdoor activities during wind and rain.  In addition to this, the time period in which school holidays take place are primarily during the summer months.  Evidently, this is where the availability of time to do more things throughout the week occurs, resulting in an increase in the number of customers that Battlefield Live Pembrokeshire experiences.  This is yet another cause to the fact that Battlefield Live Pembrokeshire is seasonal.  

The examination and evaluation of the population of Pembrokeshire is vitally important for the comprehension of the leading causes to the primary problem facing Battlefield Live Pembrokeshire.  There are around 123,000 people currently residing in Pembrokeshire with 18% of this figure being under the age of 16 and 23% aged 65 and over.  (Prior, 2017 n.p).  In coherence with this, Pembrokeshire is a rural area and so, there is not a huge target market available to Battlefield Live Pembrokeshire.  Once the schools finish their holidays and the autumn commences, the only market left available are families and OAP’s.  OAP’s are not attracted to attending an outdoor laser combat session for many reasons, thus, creating difficulty in experiencing a significant number of customers during the winter months.  This cause is yet another aspect that results in Battlefield Live Pembrokeshire being a seasonal business.

Moreover, the geographical location of Battlefield Live Pembrokeshire is an aspect that requires a significant level of evaluation and analysis in order to understand the primary causes of the problem facing the business.  Due to the fact that Pembrokeshire predominantly an area in which there is little urban districts and an area that is home to a stunning countryside and breath-taking views, the primary industry that the county operates is a tourist industry.  This is because people are willing to travel from abroad to visit Pembrokeshire’s famous beaches.  Therefore, there is a lack of industry in Pembrokeshire, resulting in Pembrokeshire experiencing a high number of people during the summer months where holiday makers and tourists are visiting the geographical aspects that the county has to offer. 

Furthermore, another category that must be addressed is the economics of Pembrokeshire.  Disposable income is limited for residents who work in Pembrokeshire due to the lack of industry.  Therefore, disposable income for entertainment is restricted.  A resident of Pembrokeshire stated that it is estimated that a family in Pembrokeshire may only be able to afford between £40 - £80 per month for entertainment purposes whereas a family in the South East of the country could possibly afford double that figure for the same purposes.  Combined with this point, it is sufficient to state that the extra disposable income that Pembrokeshire experiences is generated by people visiting Pembrokeshire during the holiday season and are more inclined to spend a great amount of money as they are on holiday.  Also, these people have travelled from places further afield where there is a wider range or work available and consequently obtain more money than people working in Pembrokeshire.  This demonstrates that due to the economics of Pembrokeshire, Battlefield Live Pembrokeshire is a seasonal business because the time in which Pembrokeshire experiences an increase in the number of people able to spend more on entertainment purposes is during the summer months.


        
4.1 [bookmark: _Toc510020287]Solving the problem

In order to effectively address the primary problem in question, it is vitally important to generate solutions to the causes of problem.  This will not only ensure that the significance of the problem in focus is reduced but will also provide mental clarity when evaluating the best possible solution.  In regard to the category of ‘environment’, multiple solutions have been created.  All of which obtaining simple yet effective aspects.  Battlefield Live Pembrokeshire could potentially alter their target market during seasons excluding summer.  Instead of targeting 9 – 40-year olds, as stated within the questionnaire completed by Battlefield Live Pembrokeshire, the business could be more specific and target groups who carry out activities in all weather conditions such as rugby teams, football teams and any other outdoor pursuits.  In addition to this, customers could be provided with overalls/coveralls that provide substantial protection against rain, wind and mud.  This would make it more appealing to take part in a game/session as clientele are able to retain the cleanliness of their clothing.  

Battlefield Live Pembrokeshire could also utilise the natural surroundings in which the customers play.  For example, this could be the canopy of the tress in order to minimise the impact of the poor weather conditions.  To combat the issue of shorter days during the winter and autumn months, outdoor lighting could be erected in the playing field to enable games/sessions to be carried out when it is dark.  This would result in an increase in the number of games/sessions that could be hosted per day.  Thus, leading to an increase in NET profit.

The category of people was another cause to the fact that Battlefield Live Pembrokeshire is a seasonal business.  Potential solutions have been produced that tackle this category.  Again, a change to the target market could take place in order to effectively tackle this problem.  For example, Battlefield Live Pembrokeshire could remove dependency on seasonable clientele by encouraging activities which are non-seasonable such as birthday parties and celebrations.  This would inevitably lead to an increase in profits during months except the summer.  In order to adequately complete this, heavy marketing would need to take place all year round, opening in the local tourist magazine and advertising online via social media platforms such as Facebook, Instagram and the Battlefield Live Pembrokeshire website.  Also, visitors could be encouraging out of season by offering significant discounts.

In regard to the limited industry that Pembrokeshire unfortunately has, there are lots of activities open on weekends out of the summer months now and recently a day trip, or weekend away, has become more worthwhile and tempting to people living outside Pembrokeshire.  Battlefield Live Pembrokeshire could blog and mention these activities/places to tempt potential customers to travel from further afield to spend a weekend in Pembrokeshire, capitalising on this opportunity.  This would ultimately be a low-cost solution.   

A simple yet effective solution to the fact that local families in Pembrokeshire have limited disposable income is to ensure that the pricing of games hosted by Battlefield Live Pembrokeshire are affordable for family budgets.  This would mean lowering the cost of playing a game/session.


4.2 [bookmark: _Toc510020288]Problem solving implementation

In conclusion, it is evident that the best possible solution to the problem presenting itself to Battlefield Live Pembrokeshire, that is the fact that it is a seasonable business, is heavy marketing that encompasses all of the previous points and neatly places them under one single effective marketing campaign.  There is sufficient reason to suggest that Battlefield Live Pembrokeshire should shift the focus of its target market onto families, birthdays, rugby teams and football teams.  In order to do this, significant discounts could be offered to customers in order to tempt local clientele into booking a session at Battlefield Live Pembrokeshire. 

Upon commencing work to implement this solution it is of paramount importance that a consequential level of detail is obtained and revised in order to efficaciously communicate the solution to the necessary stakeholders.  Thus, certain aspects not only associated with the specifics of the solution but also the success of the implementation should be highlighted and put-forward.  For example, the resources required for this solution to be effective are minimal.  The employment of extra staff is not necessary for the implementation of this heavy marketing campaign, which maintains the potential for this solution to be low cost.  In coherence with the previous point, the majority of this marketing campaign can be executed via online social media platforms such as Facebook, Twitter and Instagram as well as the Battlefield Live Website.  Frequent Facebook competitions can be produced that directs focus to families and birthday parties by offering reduced rates and discounts.  Again, this is minimal amount of cost associated with producing these types of marketing methods.        

It is essential that the level success of this approach is measured and monitored.  By doing so, a considerable level of certainty is obtained that provides Battlefield Live Pembrokeshire with a notable sense of security as a decision can be made on whether or not the primary solution to the problem that the business faces is effective.  Should the solution not be of success, then the business has the knowledge to cease the funding to this marketing campaign.  One method that enables the success of the approach to be measured is to ask customers to state whether they are organising a birthday party or are a member of a family upon booking a game/session at Battlefield Live Pembrokeshire.  A record of this information will be kept.  Following this, monthly customer statistics will be obtained from Battlefield Live Pembrokeshire and this information shall be analysed in order to see if the number of families and birthday parties has increased by the end of 2018 in comparison to the previous year.  If so, then it is obvious that the heavy marketing campaign has been a success.            



5. [bookmark: _Toc510020289]Conclusion
To conclude, there is sufficient evidence to suggest that heavy marketing all year round has the potential to provide an effective solution to the primary problem facing Battlefield Live Pembrokeshire.  Through significant analysis it is clear that the marketing campaign needs to focus attention on specific target groups such as rugby teams, football teams, families and birthday parties in order to fulfil the success criteria.  The marketing campaign should place emphasis on offering discounts to these groups that are within an affordable budget for families.  
EXECUTIVE SUMMARY
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Battlefield Live Pembrokeshire Questionnaire

1) On average, how many customers does Battlefield Live Pembrokeshire experience
per week during the summer months?

140

2) On average, how many customers does Battlefield Live Pembrokeshire experience
per week during the winter months?

15

3) Does Battlefield Live Pembrokeshire find that the weather has a significant impact on
the number of customers the business experiences?

Yes, in the Summer, as most holiday makers make a decision to partake in an outdoor
activity based on the weather.

4) What is the most popular age?

9-12 year olds

5) Who is your target market?

9~ 40-year olds|
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