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Introduction
This presentation has been created by the lead event organiser of IRONKIDS Wales with its aim being to redevelop the events concept following the impacts of the COVID 19 pandemic. Within this will be an analysis of the events economic and socio-cultural impacts, the international profile of Wales as well as the requirement to comply with policy with there being a specific focus on the issues and principles of event management in terms of funding and bids. In conclusion of the presentation, a series of strategic recommendations will be offered that can be implemented into the organisations long term strategy to ensure successful continuation of the event. 

Background of IRONKIDS Wales 
IRONKIDS Wales takes place alongside the main IRONMAN triathlon which is held annually in the West Wales town of Tenby with the event being aimed at inspiring children to lead a healthy and active lifestyle. The event which is ‘run only’ can accommodate up to 2000 children aged between 3-15 years and each child participating in the event will receive an IRONKIDS T-shirt along with a medal once they have crossed the finish line under the ‘iconic IRONMAN finish arch’. Managing Director of IRONMAN UK and Ireland stating ‘We want to encourage as many kids as possible to come and experience an IRONMAN event. Hopefully, their participation will give them a taste of the sport and inspire them to compete in the triathlon in the future’. The global pandemic had a severe impact on the event industry with many sporting events being forced to cancel due to government restrictions put in place to prevent the spread of the virus. This resulted in both IRONMAN and IRONKIDS being cancelled for two consecutive years in 2020 and 2021 with the event being due to return to Wales in 2022. With IRONKIDS Wales due to take place on Saturday 10th September, the event faced further challenges when the passing of Queen Elizabeth II was announced on Thursday 8th September which resulted in many of the weekends upcoming sporting events being cancelled as a mark or respect. This unfortunately included the cancellation of IRONKIDS for the third year and whilst it is anticipated that these unexpected disruptions would have left many children disappointed, the event organiser believes that this is a prime opportunity for the organisation to redesign their existing strategy to ensure that young contestants receive sufficient support in terms of motivating them to participate in future events opposed to them losing interest as a result of the cancellations (Carmody et al., 2020) (Hotchin, 2022) (IRONMAN, 2023) (Nation Cymru, 2022) (Simpson, 2022) (5Krunner, 2014). 
IRONMAN Swansea

IRONMAN Wales held its first ‘IRONMAN 70.3 Swansea’ in August 2022 with this  selling out to over 2000 athletes with the event boosting the city’s economy by £2.5 million. Following on from this success IRONMAN announced that their second event will be held in Swansea in July 2023 and with this being another sell out athletes and supporters from around the world will travel to Swansea providing a further boost to the city’s economy whilst enhancing the international profile of Wales. Regional Director of the UK and Ireland Declan Byrne stated ‘ Swansea was an obvious choice with its outstanding natural beauty and a thriving tourist destination, catering to both internationals and locals alike. Our hope is that IRONMAN 70.3 Swansea has the same positive impact on the region as IRONMAN Wales has had on Pembrokeshire’ which indicates that IRONMAN is strongly committed to continue hosting events in Wales with it being suggested that the Swansea 70.3 will continue to be a strongly supported event on the IRONMAN fixture calendar with it remaining in Swansea until at least 2024. Currently there is no IRONMAN Kids at the Swansea event, however with the event being seen as a catalyst for the growth of fitness and tourism in the area, the lead organiser will assess redevelopment of the event for this to be included. (Grundy, 2022) (Harries, 2021) (Swansea Bay News, 2022) (Swansea GOV, 2022).

Strategy

To enable a broader understanding of the term strategy, a definition of the term will now be offered. 
According to O’Toole (2011:3), strategy is:
‘A long-term plan of action, encompassing all divisions of the organisation and designed to achieve organisation-wide goals’.    
Developing a well-informed strategy is a vital component of successful event management as this provides the overall direction for the organisation by setting out all of the actions that need to be taken to achieve future growth (Chartered Management Institute, 2020) (O’Toole, 2011). 
Aims and Objectives
To ensure the future success of IRONKIDS Wales, the event organiser first needs to establish clear strategic goals setting out what the new strategy is aiming to achieve (Bowdin et al., 2011). For the purpose of this presentation, the following aims and objectives have been set:


The aim is to:
· To introduce IRONKIDS into Swansea to be held alongside its current IRONMAN 70.3 race
The objectives are:
· To educate children on the importance of physical activity by introducing IRONKIDS to the IRONMAN 70.3 race weekend at Swansea so that children can adopt healthier lifestyle behaviours  
· To promote Wales as a top destination for holding children’s sporting events
· Promote IRONKIDS Wales as a fun family friendly sporting event whilst inspiring more children to participate in future events 



Event Bidding and Funding
Hosting major sporting events bring many economic benefits to the host destination in terms of generating tourism as well as enhancing the destinations profile. The hosting of such events is widely supported by governments around the world with there being a high level of competition amongst countries bidding for high profile events such as the Olympic Games and FIFA World Cup. Bidding to host events such as these can be very complex with the demand being so high, several million pounds have to be invested in this process alone along with a considerable amount of research and effort. The bidding process consists of a number of steps which includes the organising committee needing to prepare a formal bid proposal which is then submitted to the owners of the actual event. Westerbeek et al., (2002) makes reference to a number of important success factors that the bidding host city must address when compiling their bid in order to increase their chances of being successful with these being:

· Accountability
· Political support  
· Relationship Marketing
· Ability to successfully host the event
· Infrastructure
· Bid team composition
· Communication and exposure 
· Existing facilities  

It is suggested that whilst all of these elements should be fully addressed in the document, countries with a strong infrastructure are more likely to be successful due to the significant costs of providing the necessary facilities which are unlikely to be covered by government grants. It is important to note that whilst governments often establish funding programmes to support the delivery of events, there are significant costs involved when bidding for an event and the economic impact on the host destination should always be considered beforehand. Whilst major sporting events such as the Olympic Games and FIFA World Cup engage in the formal bidding process, it is suggested that the IRONMAN organisation do not take this approach with them instead developing agreements with local councils with the Welsh Government also playing a key role. Although this approach differs to the formal bidding process of other major sporting events and with there being limited information available, it is expected that the host destination would have needed to meet certain eligibility criteria in line with the above factors prior to securing any type of formal contract as well as paying the IRONMAN group an agreed fee. Whilst this is not a formal bidding process, research suggests that Pembrokeshire City Council will pay £65,000 a year as part of their five-year team host sponsorship agreement with Pembrokeshire Coast National Park Authority partly supporting this (Bladen et al., 2018) (Bowdin et al., 2011) (Jenkins, 2021) (Masterman, 2014) (Swansea Bay News, 2022) (Swansea Gov, 2022) (Walters, 2011) (Westerbeek et al., 2002). 

Analysis 
In order to re-design the existing event strategy, a SWOT and PEST Analysis will now be undertaken as part of the strategic planning process with these being key analytical tools used to identify an organisations current market position to obtain competitive advantage. The purpose of the SWOT analysis is to assess the organisations strengths, weaknesses, opportunities, and threats whereas the PEST analysis will examine the political, economic, social, and technological factors within the national environment. By conducting a SWOT and PEST analysis, this will enable any factors which may have an that may have an impact both positively and negatively on the new business proposal to be identified with the key findings assisting during the final stages of the strategic planning process (Dong et al., 2021) (Morrison, 2011).  

SWOT Strengths 

· Strong global brand 
· Continual demand
· Encourages children to lead a healthy active lifestyle
· Provides a significant boost to the economy of the host city
· Reaches a global audience
· Creates an environment of social cohesion
· Strong network of volunteers
· Increased community spirit
· Enhances the profile of the host destination
· Promotes tourism growth
· Strong links with stakeholders
· High level of support from local governments

SWOT Weaknesses

· Causes a high level of disruption to the local area
· Financial implications for businesses in the area due to road closures
· Noise pollution
· Cancellation of IRONKIDS Wales 2022
· The cost of staging the event 
· A lack of information available to children with regards to training plans, healthy eating plans

SWOT Opportunities
· To expand IRONKIDS into Swansea
· If demand is high, the event take place over a series of days 
· To showcase Swansea and Wales
· Lift community spirit
· Encourage children to socialise by taking part in a fun event
· Allow children to take part in social activities that were prevented during the COVID-19 pandemic  
· Create fitter healthier children
· IRONMAN provide training and nutrition plans to young participants with these being accessible via the IRONMAN website as well as social media platforms
· The local council collaborate with schools in the area to encourage children to participate in the event
· Ex IRONMAN contestants give recorded guest speaker sessions via a series of YouTube videos to inspire children with these being accessible via the IRONMAN website as well as social media platforms

SWOT Threats 
· Additional disruption to local residents by extending the event
· Negative publicity with regards to disruption in the area
· Lack of funding
· Lack of volunteers
· Lack of interest amongst children wanting to participate in the event
· Prohibitive entry for some due to the cost-of-living crisis

PEST Political
· Government policies and regulations
· COVID-19 restrictions returning
· Political stability
· Insufficient government funding
· Inflation
· Environmental issues

PEST Economic

· Rising costs 
· Inflation
· Disposable income
· Low financial support within families to provide sport clothing i.e., trainers
· The financial costs associated with joining running/athletic clubs 
· A potential increase in parking charges in Swansea City Centre

PEST Socio-Cultural

· Social cohesion
· Attitudes and opinions 
· Diversity
· Perceptions of the event
· Cultural considerations 
· Communication barriers
· Lack of confidence during group activities as a result of the COVID-19 pandemic
· COVID-19 had a negative impact on children’s personal, social and emotional development 


PEST Technological

· Fitness advice communicated through digital channels  
· Cyber security/hacking
· Innovation 

Key Outcomes
By undertaking a SWOT and PEST analysis this has enabled a number of key findings to be identified which will be discussed as follows.  
It is clear from the SWOT analysis that the IRONMAN brand has a number of key strengths which places them in an ideal position to capitalise in on these and take advantage of new opportunities available. The high number of athletes taking part in IRONMAN races around the world illustrates that there is a continual demand for the services offered by the organisation with this including the brands IRONKIDS events. As earlier discussed, the introduction of IRONKIDS has enabled many children to participate in a global sporting event whilst inspiring them to adopt healthier lifestyle behaviours with Tenby Wales being included as a host destination on the IRONMAN global fixture calendar. With the COVID-19 pandemic having a significant impact on the mental health of children, the IRONMAN brand has the opportunity to help re-connect children by introducing the event into Swansea where it would be held alongside its existing 70.3 race. Whilst consideration does need to be given to the impact this may have on local businesses as well as residents due to road closures and traffic congestion, the IRONMAN organisation would communicate with stakeholders including Swansea City Council to ensure that any disruption is kept to a minimum.     
All levels of governments are key stakeholders in the delivery of events with them playing a major role in influencing political decisions in terms of whether the event can be safely staged. Whilst many governments support events viewing them as an important means of attracting tourism to their region, set laws and regulations can have a profound impact on the delivery of events with the COVID - 19 pandemic being a prime example of this. These types of political decisions have arguably had a significant impact on children’s personal, social, and emotional development by preventing them from socialising which has led to them having a lack of confidence during group activities as a result of the COVID-19 pandemic. With the Welsh government imposing stricter laws than England, this would have further impacted on children’s wellbeing, and it is therefore in the event organiser’s opinion that the introduction of IRONKIDS Swansea into the new strategy would be a positive recovery tool post COVID.   
With the country currently facing a cost-of-living crisis due to inflation and rising energy prices, this may result in less children being able take part in physical activities due to families not having enough disposable income to support them in joining sporting clubs. These economic factors could have an impact on the successful hosting of IRONKIDS Swansea with there being a lack of interest from young participants whose families do not have the financial means to support them in taking part in the event. Furthermore, with it recently being announced that Swansea Council may have to increase parking charges due to the recent funding issues that local governments are facing, this may have a further negative impact on the IRONKIDS event with some people unable to pay these additional charges. 
(BBC, 2021) (Bowdin et al., 2011) (BBC, 2021) (Endurance Biz, 2021) (GOV UK, 2022) (Mason, 2022) (Samji et al., 2022) (The Children’s Society, 2022) (Youle, 2023)


Conclusion

From the above analysis it is concluded that the introduction of IRONKIDS Swansea would have many positive benefits for children who have been impacted as a result of the COVID-19 pandemic. By providing them with increased support and education in terms of adopting healthier lifestyle behaviours through participating in sporting events, this will have a profound impact on their wellbeing as well as enabling them to socially interact post COVID. By incorporating IRONKIDS into the IRONMAN 70.3 Swansea this would increase the profile of event weekend as well as the positives of Swansea and Wales to wider audience, whilst encouraging children and the local community to support major sporting events and participation which were all not possible during covid. Whilst taking into consideration the current cost of living crisis, the following strategic recommendations have been put forward:     

Recommendations
· To introduce IRONKIDS to Swansea by 2024 with the event being free to enter in order to maximise the number of participants as well as help families that are financially struggling

· To create a number of training and nutrition plans tailored to suit specific age groups with these being available on the dedicated IRONKIDS section on the IRONMAN website 

· To work alongside Swansea City Council and the Welsh Government to educate children on the importance of physical activity whilst promoting the IRONKIDS event within local schools using recorded guest speaker sessions from Welsh ex IRONMAN contestants such as Shane Williams and Gareth Thomas 

· To showcase the attractions that Wales and Swansea have to offer by creating a series of promotional videos both before and after the event with these being publicised on the IRONMAN social media pages 
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