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[bookmark: _Toc175161089]Introduction – Complex Problem, Scope and Impact
A newly established surf shop on Swansea Beachfront has encountered a significant decline in sales during the winter months, a situation that poses a serious threat to its sustainability. The scope of this issue is broad, affecting not only the business's financial health but also its ability to support its employees and contribute to the local economy. With the business struggling to generate profitable income during the off-season, the implications are far-reaching. Staff and their families, who rely on wages during the Christmas and New Year period, face financial uncertainty, and the shop’s ability to remain open is compromised. The impact extends beyond just the employees; the local community and tourists will have one less recreational outlet, reducing the vibrancy of the area, which is vital for maintaining a lively and attractive destination. This assignment will provide a detailed breakdown of how the surf shop can recover from this decline, identifying potential problems and implementing solutions to ensure that the business remains profitable throughout the year, despite seasonal challenges. By addressing both the scope and impact of the problem, the shop can secure its position as a thriving business in Swansea's dynamic environment.
[bookmark: _Toc175161090]Definition of Words
Stakeholder: A stakeholder is any individual, group, or organisation that has an interest in or is affected by a project's outcome. Stakeholders can include Employees, Customers, Suppliers, Investors, Community members, and Government agencies. Their level of influence and interest can vary, and they play a critical role in shaping the direction and success of a project or business.
Scope: The scope of a project refers to the boundaries and extent of the work required to achieve the project's goals. It defines what is included in the project and what is excluded, covering all aspects of the project's objectives, deliverables, tasks, and resources. Managing scope is essential to ensure that a project stays on track and within its defined limits, avoiding scope creep (uncontrolled expansion of the project's boundaries).
Cost-Benefit: A cost-benefit analysis is a systematic process used to evaluate the financial implications of a project or decision. It involves comparing the costs associated with an action to the benefits it is expected to generate. The goal is to determine whether the benefits outweigh the costs and if the project or decision is financially viable. This analysis helps in making informed decisions by assessing the potential return on investment (ROI).
Gantt Chart: A Gantt chart is a visual project management tool that illustrates a project’s schedule over time. It displays tasks along a timeline, showing their start and end dates, duration, and dependencies. Gantt charts are useful for planning, tracking progress, and ensuring that tasks are completed in the correct order. They help project managers visualise the overall project timeline and identify any potential delays.
[bookmark: _Toc175161091]Analysing and collecting information on the problem 
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Above is a demonstration developed using several philosophers (Mind Mapping and 7 Key Steps by Tony Buzan for Developing Mind maps, n.d.).
[bookmark: _Toc175161092]Propose a range of alternative solutions to the problem.
When the surf shop faces declining sales during the winter, it's important to think creatively to maintain revenue and keep the business thriving. Below are several alternative solutions that could help address this seasonal dip in sales.
[bookmark: _Toc175161093]Expand Product Range
Winter-Specific Gear - Introduce cold-weather surfing gear like wetsuits, booties, gloves, and hoods, which are essential for surfing in colder climates. Also, consider offering snowboarding or skiing equipment, which could attract the same adventurous customer base.
Lifestyle and Apparel - Stock winter clothing, including jackets, hoodies, and beanies, branded with the surf shop’s logo. Consider offering casual wear that fits the surfing lifestyle but can be worn year-round.
Indoor and Fitness Gear: - Introduce items like yoga mats, home fitness equipment, or skateboards for customers who stay active indoors during winter.
[bookmark: _Toc175161094]Promotions and Discounts
Off-Season Discounts - Offer significant discounts on surfboards, summer apparel, and accessories during the winter to clear out inventory.
Holiday Specials - Run promotions around the holidays, offering gift cards, bundled deals, or ‘buy one, get free’ offers that encourage gift shopping.
Loyalty Programs: - Launch a loyalty program where customers earn points on winter purchases, redeemable for summer gear or exclusive discounts.
[bookmark: _Toc175161095]Host Events and Workshops
Surfing Workshops - Hold indoor events like surfboard shaping workshops, maintenance classes, or virtual surfing technique lessons.
Community Gatherings - Host winter-themed events, such as movie nights featuring surf films, or invite guest speakers like professional surfers or ocean conservationists.
Pop-Up Events - Partner with local coffee shops, gyms, or community centres to set up pop-up shops featuring your products, tapping into different customer bases.
[bookmark: _Toc175161096]Leverage Online Sales
E-Commerce Focus - Strengthen the online store with targeted winter promotions, emphasizing the convenience of shopping from home during cold months.
Digital Marketing Campaigns - Utilize email newsletters, social media, and paid ads to promote winter sales, holiday gift ideas, and new product launches.
Subscription Services - Offer subscription boxes that deliver surf-related products or apparel to customers monthly, keeping them engaged year-round.
[bookmark: _Toc175161097]Collaborations and Partnerships
Promote - Partner with other local businesses, such as gyms, cafes, or outdoor adventure companies, to promote each other’s services or offer combined deals.
Collaborative Products - Work with local artists or other brands to create limited-edition products that appeal to both surf enthusiasts and hobbies alike.
Sponsorships and Charity - Sponsor local events or charities, particularly those related to ocean protection or outdoor activities, to keep the brand visible and connected to the community.
[bookmark: _Toc175161098]Out of Season Rentals
Winter Gear - Offer rentals for winter sports equipment, such as snowboards, skis, or snowshoes, to attract a new customer base and widen products.
Indoor Surfing Experiences - Consider setting up an indoor surfing simulator/surf machine or working with local pools to offer winter surf lessons.
[bookmark: _Toc175161099]Seasonal Pop-Up Shops in Warmer Locations
Temporary Relocation - Set up pop-up shops in warmer, surf-friendly locations during the winter months to keep revenue flowing.
Collaborate with Travel Agencies -Partner with travel agencies to offer products in tropical destinations popular with surfers during the winter.
[bookmark: _Toc175161100]Focus on Out of Season Travel
Travel Packages - Collaborate with travel agencies to offer surf trips to warmer locations, providing packages that include gear and travel essentials.
Travel Essentials - Stock travel-friendly products like compact surf gear, travel bags, and SPF, catering to customers planning winter getaways.
[bookmark: _Toc175161101]Customer Engagement and Content Creation
Content - Create and share content that inspires people about the sea and surging like Instagram and Facebook posts, social media videos, or guides on cold-weather surfing.
Customer Stories - Feature customer stories showcasing winter surfing adventures, creating a sense of community and engagement.
[bookmark: _Toc175161102]Out of Season Classes and Training
Surf Fitness Programs - Offer fitness programs or classes designed to keep surfers in shape during the out of season, such as balance training, core workouts, or swimming.
Indoor Surfing Lessons - Collaborate with local leisure centres offering surf lessons in a controlled environment.
Each of these ideas benefit the surf shop in several ways, helping to create new revenue streams and keep customers engaged throughout the winter months.
[bookmark: _Toc175161103]5 Whys
Q1. Why are sales poor during the winter?
A1. Sales are poor due to weather conditions and less people coming in.
Q2. What can be done out of season?
A2. Rent a surf machine.
Q3. Where would you rent the machine?
A3. The machine would be rented from a local, well known and used leisure centre on the beach promenade. 
Q4. Would renting the machine be profitable? 
A4. Yes, renting a machine would be profitable as opposed to a shop extension.
Q5. Would renting a surf machine solve the declining sales during the winter?
A5. Yes, as the business will still gain traffic out of season. 
[bookmark: _Toc175161104]Evaluating a range of solutions to identify the most appropriate option.
[bookmark: _Toc175161105]Grid Analysis 
Grid number 1	- Overall
	Factor
	Revenue Potential
	Customer Engagement
	Feasibility
	Cost
	
	

	Weight
	5
	4
	4
	5
	
	

	Surf Machine
	5   25
	5   20
	3   12
	3   15
	16
	88

	Advertisement
	5   25
	4   16
	4   16
	4   20
	17
	94

	Cold Water dipping
	4   20
	4   16
	5   20
	5   25
	18
	99

	New stock / products
	3   15
	3   12
	3   12
	2   10
	11
	60



There are several pros and cons to the ideas suggested above. Although cold water dipping scores the highest on the gird analysis as the cheapest option, it comes with a lot more risk being in the sea at dangerous temperatures. Not only is it not advised for the inexperienced, young children cannot participate as safely and members of the public can just do it for free, although this wouldn’t regulated. 
Advertisement ranks in second place on the grid above and although this avenue is very important to this or any business, it wouldn’t generate the profitable income that is specifically needed at the surf shop, which is why a surf machine will be highly considered as it comes as the most inclusive for the public. 

Grid number 2 – Surf Machine 
	Factors
	Cost
	Practicality
	Safety
	Time
	
	

	Weights
	4
	4
	5
	3
	
	

	Shop Extension
	1  4
	5  20
	5  25
	1  3
	12
	59

	Pergola Cover
	4  16
	2  8
	1  5
	4  12
	11
	52

	Inside Leisure Centre
	3  12
	4  16
	5  25
	3  9
	15
	77

	Temp Container
	3  12
	3  12
	3  15
	4  12
	13
	64


Cost – How much will it cost?
Practicality – How Practical is the idea?
Safety – How safe will the idea be?
Time – How long will it take to put into action?
Shop Extension – Most Practical long term but is very costly to the new business and will take the longest time to prepare with planning permission etc.
Pergola Cover – Although quickly built, safety is considered as one of the number one priority when it comes to surfing and water sports, which having a pergola cover will not provide for due to potential weather conditions and other outdoor factors.
Leisure Centre – Can rent monthly so cost effective for the business by leaving them in profit and wouldn’t take long to arrange. Safety standards and regulations already adhered too in an already established business. Only obstacle is accessibility which is 5-10 minutes walking distance from the surf shop itself.
Temporary Container – Quickly built and practical but only temporarily so would be less cost effective for the business in the long run by paying out for this every year. May not be the safest option in certain weather conditions. 
Gathering all information from the above research and comparing all pros and cons, the most ideal solution would be to rent from inside an already established leisure centre, where safety, staff and surf machines are already in place and rules adhered too. 
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The Gantt chart for the surf machine rental implementation highlights a structured and well-paced approach to the project. Beginning with research and planning in early September, the project progresses through crucial stages such as feasibility and approvals, logistics and procurement, and installation and setup. Key milestones, such as marketing and promotions in November and staff training in December, ensure that the team is well-prepared for the soft launch and feedback collection in mid-December. The project concludes with the full launch just before the winter season, ensuring that everything is in place for a successful rollout. This timeline illustrates careful planning and coordination, essential for the smooth implementation of the surf machine rental.
[bookmark: _Toc175161107]Cost Benefit Analysis and Ratios
Table 1 – List of all the costs
	Months
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12
	Total

	Costs
	
	
	
	
	
	
	
	
	
	
	
	
	

	Rent Machine
	1k
	1k
	1k
	1k
	1k
	1k
	1k
	1k
	1k
	1k
	1k
	1k
	12k

	Insurance
	600
	600
	600
	600
	600
	600
	600
	600
	600
	600
	600
	600
	7,200k


Total Outgoings - £19,200 per annum.


Table 2 – List of all the benefits
	Months
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12
	Total

	Generated Income
	
	
	
	
	
	
	
	
	
	
	
	
	

	Jan – Oct
	4k
	4k
	4k
	4k
	4k
	4k
	4k
	4k
	4k
	
	
	
	36,000k

	Nov - Dec
	
	
	
	
	
	
	
	
	
	6k
	6k
	5k
	17,000k


Total Sales - £53,000 per annum.
£53,000 - £19,200 = £33,800 profit.
Total Benefit 53,000   = 2.7: 1  (For every £1 invested, the return is £2.70)
Total Costs 19,200
Net annual benefit (1st month) = Annual Benefit – Annual Cost
                                                            4,000 – 1,600 

Total Monthly Benefit = Total Benefits – Total cost
53,000 – 19,200 = 33,800
Average Monthly return on investment – 2,816

From the research above, it is practical and profitable to not only rent a surf machine during the winter months, but all year around. The business is forecast to gain £33,800 in profit within 12 months, which boost the original winter sales to more than triple, and yearly sales by double. 
[bookmark: _Toc175161108]Stakeholders
The stakeholders include – 
1. LC2 staff
2. Customers
3. Families
4. The Community
5. Cleaners
6. Maintenance
7. Suppliers
8. Management 
9. Accountant
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The stakeholder mapping shows key insights into the various groups involved in the surf machine rental project. Customers, Families, and Suppliers, although having high interest, hold relatively low influence over decisions, making their satisfaction crucial for success. Equally, the accountant and management possess both high interest and high influence, playing a critical role in shaping the project’s direction and outcomes. Staff, while highly influential, have a lower level of interest and will need to be effectively managed to ensure smooth operations. Finally, Cleaners, The Community, and Maintenance teams, with both low interest and influence, should be kept informed but require less active engagement. This mapping helps prioritise communication and resource allocation, ensuring that all stakeholders are appropriately managed throughout the project.
The surf shop on Swansea Beachfront is grappling with a significant decline in sales during the winter months, threatening its financial stability and broader community impact. To address this issue, a range of alternative solutions has been proposed, including expanding the product range to include winter-specific gear and indoor fitness equipment, offering promotions and discounts, hosting events and workshops, enhancing online sales, forming local partnerships, and exploring out-of-season rentals and temporary pop-up shops in warmer locations. Among these, renting a surf machine from a local leisure centre has emerged as the most practical and profitable solution, promising a substantial increase in revenue and ensuring customer engagement throughout the winter. The analysis incorporates cost-benefit evaluations, stakeholder considerations, and practical implementation plans to support the shop's year-round profitability and community contribution.
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