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[bookmark: _Toc1211742694]1. Project Findings Overview and Analysis
[bookmark: _Toc848362971]1.1 Detailed Overview and Analysis
The project commenced with the intention of addressing a clearly identified gap within the market, as established through early-stage research and the creation of a comprehensive Project Initiation Document. The overarching objective was to develop a strategic event concept that not only addressed an unmet need within the sector but also demonstrated innovation, sustainability, and audience relevance. As the project progressed, several key findings emerged that provided insight into the current landscape, stakeholder expectations, and potential opportunities for growth. 
One of the most significant discoveries was the extent to which the target audience sought meaningful and experience-driven engagement, as opposed to purely entertainment-focused offerings. This was revealed through both primary and secondary research methodologies, including surveys, interviews, and competitor analysis. The findings demonstrated a growing demand for events that align with social values such as sustainability, inclusivity, and community impact – reinforcing the relevance of the project’s initial vision. 
In terms of alignment with original goals and objectives, the project outcomes closely mirrored those set out in the initiation stage. The primary objective of identifying a market gap and creating a concept that fulfilled this unmet need was achieved. The research phase confirmed the validity of the initial assumptions, particularly regarding under-served demographics and thematic preferences. Additionally, the goal of designing an event that integrated sustainable practices was consistently maintained throughout the process, from ideation to logistical planning. 
Another notable outcome was the recognition of the operational and logistical challenges involved – particularly around scheduling, staffing, and infrastructure. These complexities meant some larger-scale ideas had to be scaled down or delayed, with simpler, lower-risk events prioritised first. This trade-off allowed the strategy to remain practical and flexible, ensuring a smoother, phased implementation.  Engagement with industry professionals and event specialists highlighted practical challenges that were not fully anticipated at the project’s inception. These included considerations related to licensing, accessibility, and the financial viability of sustainable event solutions. Consequently, the project evolved to incorporate more realistic and strategically sound operational frameworks without compromising its core ethos. 
The iterative nature of the research and development process further enriched the findings. As new data emerged, the project emerged, the project adapted dynamically, allowing for a more responsive and resilient approach to event planning. This adaptability not only enhanced the final proposal but also demonstrated the importance of continuous feedback loops in project-based work. 
The project findings provided robust validation of the initial aims, while also uncovering new dimensions that deepened the overall understanding of the market and its needs. The alignment between the original objectives and the final discoveries underscores the strength of the initial concept and the effectiveness of the research methods employed. Moreover, the learning gained throughout the process has laid a solid foundation for future project development and implementation within the events industry.
[bookmark: _Toc1527036633]1.2 Evaluate Success
The success of the project can be critically evaluated by comparing the final outcomes against the original goals and objectives established in the Project Initiation Document. These targets were designed to provide a clear framework for achievement, encompassing both qualitative and quantitative measure across research, concept development, feasibility, and impact. 
One of the primary goals was to identify and respond to a market gap with a viable and innovative event concept. This objective was fully achieved, with the research findings not only validating the gap but also guiding the creation of a concept that directly addressed the needs and preferences of the target audience. The depth and relevance of the primary data collected supported the project’s strategic direction and ensured that the final proposal was evidence-based. 
A secondary target focused on integrating sustainability and ethical considerations into the event’s design and delivery. While initial ideas around sustainability were ambitious, the project ultimately adapted to reflect realistic and practical applications. For example, rather than pursuing long-term, high-cost infrastructure upgrades from the outset, the concept shifted toward more immediate and low-impact solutions, such as prioritising local suppliers, reducing single-use plastics at markets, and promoting digital ticketing to minimise waste. These findings helped shape a more grounded, phased approach to sustainability, ensuring it could be embedded from the beginning without overwhelming the project's early-stage resources. This balance between vision and feasibility enhances the credibility and deliverability of the proposed event. Suggesting that this objective was met in a modified but meaningful form.
The project also set out to develop a detailed understanding of operational planning and stakeholder engagement. Success in this area was demonstrated through the application of project management tools, critical reflection on potential challenges, and the incorporation of stakeholder needs into the overall proposal. Feedback from industry contacts and simulated stakeholder exercises further validated the project’s relevance and execution strategy. 
Although most targets were met, certain areas revealed opportunities for improvement. For example, the initial timeline proved optimistic, with some phases taking longer than expected due to the depth of analysis required. Additionally, while the project was well-received within academic and peer review settings, a live pilot or small-scale implementation could have strengthened its evaluation further. However, given the scope and nature of the academic setting, the absence of a live trial does not diminish the overall effectiveness of the project. 
In terms of performance, the project demonstrated a high degree of alignment with its intended outcomes. It successfully combined research insight, creative development, and strategic planning to produce a coherent and market-relevant event concept. The iterative nature of the process and the ability to respond to emerging insights were central to this success. 
In summary, the project achieved most of its set goals and performed strongly across all major assessment criteria. While there were minor deviations from the original plan, these were handled with adaptability and did not compromise the overall success of the project. For example, initial plans to conduct formal stakeholder focus groups had to be adapted due to time constraints and scheduling difficulties; instead, informal interviews and ongoing one-to-on conversations were used to gather insights. Similarly, certain events initially proposed for earlier in implementation were repositioned into later phases to allow more time for feasibility checks. These changes ultimately enhanced the project’s realism and ensured recommendations remained practical and deliverable within existing organisational constraints. The evaluation indicates a well-executed, thoroughly researched, and strategically sound outcome that aligns with both academic expectations and real-world industry practice. 
[bookmark: _Toc763114718]1.3 Make Future Adjustments
Based on the comprehensive evaluation of the project’s outcomes and its alignment with original objectives, several recommendations can be made to enhance the planning and delivery of similar future projects. While the project largely met expectations and delivered a well-researched and innovative event concept, reflection has revealed opportunities for refinement and improvement in both process and execution.
Firstly, time management and project pacing emerged as key areas for enhancement. Although the initial project timeline was clearly outlined, certain phases – particularly those involving primary data collection and in-depth analysis – required more time than anticipated. Future projects would benefit from a more flexible and realistic timeline, incorporating contingency periods to allow for unforeseen delays. This would support more thorough testing and validation of ideas, as well as enable stakeholder feedback to be more fully integrated. 
[bookmark: _Int_sMB83bse]Secondly, while the project demonstrated a strong theoretical foundation and strategic planning approach, it would be advantageous for future iterations to include a practical testing component, such as small-scale pilot or prototype event. This would allow the team to assess operational logistics, gather real-time audience feedback, and identify any unforeseen challenges before full-scale implementation. A pilot event would also provide valuable data on attendance patterns, engagement levels, and on-the-ground revenue generation, helping to refine marketing strategies and improve overall event design. By testing concepts in a controlled, low-risk setting, future planning could be more evidence-based and better aligned with audience expectations and logistical realities. 
In terms of stakeholder engagement, while insights from professionals and secondary case studies were incorporated, future projects would benefit from more continuous and structured stakeholder input throughout the project lifecycle. Early collaboration with venue managers, suppliers, community groups, or local authorities could enhance the realism and applicability of the planning process, allowing potential challenges to be identified and addressed earlier.
Moreover, while the project met sustainability targets in principle, future versions could incorporate more quantifiable environmental impact assessments. For example, applying specific metrics related to carbon emissions, waste reduction, or resource consumption would provide a more robust framework for measuring success in this area. This could be supported by aligning the project more directly with recognised sustainability frameworks, such as ISO 20121 (ISO, 2024) or the UN Sustainable Development Goals (United Nations, No Date).
Finally, enhancing the visual and experiential components of the project presentation could offer additional value. While the concept was sound and well-communicated in written form, the inclusion of multimedia assets, mood boards, or interactive planning tools would enrich stakeholder understanding and improve the overall impact of the project proposal.
[bookmark: _Int_vZiITPEE]In conclusion, although the project was broadly successful, these proposed adjustments offer pathways to enhance future projects both in academic and professional settings. Emphasising realism, interactivity, and continuous stakeholder collaboration will serve to strengthen future initiatives and ensure they are both conceptually innovative and practically executable. 



[bookmark: _Toc2054731165]2. Final Report
[bookmark: _Toc1019077004]2.1 Report
Developing Non-Match Day Revenue at St Helens Ground for Ospreys Rugby – Strategy for Achieving £250,000 Annual Revenue by Year 2 
[bookmark: _Toc172044524]2.2 Introduction
The Ospreys Rugby team is one of the most prominent names in Welsh rugby, with a rich history and a loyal supporter base (Ospreys Rugby, No Date). However, like many professional sports organisations, Ospreys faces ongoing challenges around financial sustainability and venue utilisation (Golding et al, 2025). For example, Premiership Rugby club Exeter Chiefs successfully diversified Sandy Park stadium’s use by investing in conference and banqueting facilities and is set up host up to 8 concerts a Summer (Sandy Park, 2025). Similarly, Twickenham Stadium has developed a thriving non-sporting event business, hosting corporate events, concerts, and exhibitions to offset the seasonality of rugby fixtures (Allianz Stadium, 2025). These examples illustrate how multi-use strategies can strengthen financial resilience, an approach that strongly informed the event concepts developed for the Ospreys project. The historic St Helen’s ground in Swansea, primarily used for match-day events, represents a significantly underutilised asset with potential to serve as a versatile community, cultural, and commercial space (Leask & Digance, 2002). Recognising the growing pressure on professional clubs to diversify income streams for both viability and sporting performance needs, (Minatto et al, 2024), the project aimed to create a comprehensive, actionable strategy to develop non-match day revenue through a targeted events programme. 
The overarching goal was to identify and implement innovative ways to transform St Helen’s into a hub of activity beyond the rugby season. The objective of generating £250,000 in annual non-match day revenue by Year 2 was set in consultation with the Ospreys’ Sales Director, based on internal ambitions for financial sustainability. While this target originated from within the organisation, it aligns with revenue benchmarks seen across similar sized rugby venues that have diversified into event and hospitality offerings. For instance, clubs such as Dragons RFC (Dragons RFC, 2020), have demonstrated that consistent event programming – including conferences, weddings, and community events, can generate significant non-match day income. Although precise forecasting was outside the project's scope, this target was treated as a realistic and motivating benchmark, informed by comparable case studies and industry standards regarding event profitability. The project aligns with broader organisational goals of financial resilience, community engagement, and brand expansion (Manoli, 2022) The report that follows documents the end-to-end process of this initiative, from planning and research to strategy development, implementation considerations, and reflection. 
[bookmark: _Toc2026274912]2.3 Project Initiation and Scope Definition
The project was formally initiated through the development of a Project Initiation Document (PID), which provided the foundation and structure for all activities that followed (PMHUT, 2009). The PID outlined the key aims: 
· To deliver a commercially viable events strategy for non-match day use of St Helen’s ground.
· To identify relevant target markets through gap market analysis. 
· To recommend a portfolio of events and activities that complement the Ospreys brand.
· To contribute £250,000 in annual revenue by the second year of implementation.
The scope encompassed all aspects of strategic event planning, including market research, financial forecasting, stakeholder engagement, and programme development. Key stakeholders were identified (Reid & Arcodia, 2002), including Ospreys management, Swansea council, local businesses and suppliers, educational institutes, and community groups. 
The PID also outlined measurable success criteria, including: 
· Diversity and frequency of events scheduled
· Revenue performance against targets
· Stakeholder satisfaction and partnership development
· Community engagement metrics
Assumptions included the availability of venue space, willingness of stakeholders to engage, and a growing post-COVID appetite for live experiences (Sweney, 2024). The document also acknowledged risks, such as weather dependence, potential venue restrictions, and budget limitations, which informed contingency planning and event design. 
[bookmark: _Toc428109577]2.4 Methodology and Market Gap Analysis
[bookmark: _Int_l0B7X04C]The research phase employed a combination of primary and secondary research methodologies. Desk-based research was conducted to benchmark similar-sized venues (Ivvy, 2024) (e.g., Scarlets’ Parc y Scarlets & Cardiff Arms Park), and industry insights were drawn from tourism data, events sector reports, and local authority strategies. This was supplemented by informal interviews and ongoing dialogue with key stakeholders from the Ospreys commercial team, local businesses, and tourism bodies.
A robust gap analysis revealed numerous opportunities for diversification: 
· [bookmark: _Int_DzVSOKDh]Heritage Sports Tourism: St Helen’s’ long-standing association with both rugby and cricket, including famous matches and historic moments, is largely unexplored as a tourism asset. Visitors could be drawn through interactive museum-style exhibits, guided heritage tours, and themed hospitality packages in partnership with Visit Swansea Bay and local schools (Timothy, 2011).
· Multi-Use Venue Activation: Beyond rugby and cricket, the venue is largely dormant. The gap presents a strategic opening for St Helens to be positioned as a mid-sized venue for community events, outdoor concerts, food and drink festivals, and touch rugby tournaments. These types of events allow the ground to become a consistent destination for various audiences (SportsV, 2024). 
· Mid-Sized Event Venue Shortage: Swansea lacks flexible event venues for 1,000-5,000 attendees that are centrally located. St Helen’s is well placed to fill this niche for events too large for typical indoor venues but too small for the Swansea.com stadium. This supports the National Events Strategy for Wales by utilising existing venues for a variety of events to maximise community engagement and economic impact (Gov.Wales, 2022). 
· Health and Wellness Programming: Following COVID-19, community interest in outdoor wellness events has grown significantly (Bustad, 2022). Fun runs, fitness expos, and group exercise classes hosted at a sporting venue could promote physical and mental wellbeing while generating income and community goodwill. 
· Cultural and Music Events: Market analysis identified an appetite among university students and young professionals for alternative cultural events (Jowett, 2023). By hosting “Sunset Sessions” with local musicians, comedy nights in the clubhouse, and Welsh-themed cultural celebrations, St Helen’s could establish a new cultural rhythm outside of traditional nightlife venues. 
· Artisan and Community Markets: While events like Uplands Market are popular, space is limited. St Helen’s can accommodate themed artisan markets like “Tafarn on the Terrace” and “Made in Swansea” maker fairs, creating a vibrant community atmosphere and supporting local enterprise. 
· Family-Friendly Programming: Outside of summer festivals, there are limited family-friendly venues that combine safe environments with engaging activities. Options such as mini rugby camps, outdoor cinemas, and overnight pitch campouts for families offer strong cross-generational appeal and emphasises Booth and Cameron’s (2020) research highlighting that family participation in community events enhances quality of life and family flourishing. 
· Private and Corporate Hire: The ground’s flexible layout and hospitality space make it an attractive option for offbeat weddings, corporate training days, graduation balls, and Beaujolais Day events. This sector offers high-profit margins with low overheads as the UK corporate events industry generates the highest event income annually (Colston, 2024). 
· Media and Content Creation: There is untapped potential for St Helens to serve as a filming and content production site. Its historic value and visual appeal position it well for rugby-themed content, music videos, and branded promotional work. 
This broad array of opportunities laid the foundation for a diverse, scalable events programme. 
[bookmark: _Toc1278810280]2.5 Strategy Development and Event Programme Design
[bookmark: _Int_EwWNFlg4][bookmark: _Int_oI1Jt9Ug]The strategy was structured around strategic themes (CioIndex, No Date) designed to maximise attendance, financial return, and brand synergy. Each theme contained event ideas that leveraged the venue’s heritage, location, and available facilities. They also considered operational logistics, community benefit, and potential for repeat business. 
Scalability was a key consideration in the development of these concepts. Events like wellness workshops or food and drink markets were intentionally designed to start small, with the potential to grow based on demand. For example, a wellness session in a hospitality suite could evolve into a full-day festival, while a community market could expand to include live entertainment and sponsorship opportunities. This flexible approach allows the Ospreys to trial ideas with minimal risk, while creating space for long-term growth.
Sport and Heritage Activation: 
· Guided rugby heritage walking tours
· Seasonal exhibitions featuring Ospreys memorabilia
· Pop-up museums during match weeks and summer holidays
· “Legends Lunches” featuring interviews and Q&A with club icons
Cultural and Music Programming
· “Sunset Sessions” - live acoustic music in an open-air setting
· “Comedy at the Clubhouse” - evening stand up shows in the indoor bar area
· St David’s Day and other cultural celebrations
Health and Wellness Events: 
· Monthly yoga and fitness boot camps on the pitch
· Wellness expos for local health brands, PTs, and mindfulness coaches
· “Run with the Ospreys” charity races and family fitness days
Artisan and Community Markets: 
· Curated events with local producers and food vendors
· Monthly rotating themes, e.g., beer festivals, vegan markets, vintage craft shows
Corporate and Academic Hire: 
· Indoor and outdoor space for company away days, lectures, and team building
· University society events, alumni dinners, and graduation parties
· Business networking evenings with themed formats (e.g. “Business at the Breakdown”)
Private Celebrations and Seasonal Hospitality: 
· Bespoke wedding packages with sport-themed options
· Beaujolais Day wine tastings with live entertainment
· Father’s Day brunches, Christmas fairs, and other calendar-based events
Each event concept was evaluated for capacity requirements, staffing needs, expected footfall, and profit margins (Lyberger et al, 2020). Flexibility of the pitch and surrounding infrastructure allowed for both small and medium-scale activations, with indoor spaces serving as weather contingency. 
[bookmark: _Toc1214972839]2.6 Financial Forecast and Implentation Plan
A staged revenue forecast was developed based on estimated attendance, average spend, and number of event days per quarter (Dwyer et al, 2000). Conservative projections were used for Year 1 to allow for market entry, branding and learning curves. Year 2 projections scaled based on assumed repeat attendance, brand awareness, and operational efficiency.
Key revenue drivers (Ng et al, 2013) included: 
· Venue hire
· Ticket sales
· Sponsorships and grants
· Catering and bar income
An implementation timeline was developed, detailing key activities: (Getz & Page, 2016) 
· Phase 1 (Q1): Stakeholder engagement, event approvals, brand partnership outreach, promotional material design.
· Phase 2 (Q2): Pilot small-scale events (markets, comedy nights), install ticketing infrastructure, community engagement.
· Phase 3 (Q3): Roll out high-attendance events, monitor KPIs, gather attendee feedback
· Phase 4 (Q4): Revenue assessment, calendar planning for Year 2, and strategy refinement. 
Regular evaluation checkpoints and flexible budgeting models were embedded to adapt to unexpected variables and maximise responsiveness (Aicher et al, 2019). For example, mid-project reviews were scheduled to assess progress and adjust resource allocation as needed. Budgeting also accounted for contingency spending, such as the potential need for additional marketing support if initial outreach proved less effective, or hiring external suppliers if in-house capabilities fell short. This approach ensured the project could remain agile and respond effectively to emerging challenges or opportunities. 
[bookmark: _Toc291360690]2.7 Stakeholder Engagement and Collaboration
Engaging stakeholders was a crucial part of the strategy (Getz et al, 2007) and stakeholder mapping identified various public, private, and third-sector actors. Engagement was built around shared goals of community benefit, economic uplift, and cultural enrichment. Key collaborators included: 
· Ospreys Commercial Team: Ensuring events aligned with brand values and rugby operations.
· Swansea Council: Exploring funding opportunities and aligning with city tourism strategies.
· Local Universities: Offering venue space for educational events and youth sport.
· Small Businesses and Producers: Enabling access to market stalls and sponsorship slots.
· Wellness Professionals: Partnering on fitness programming and wellness expos. 
1. Outcomes and Reflections
The project has produced a comprehensive and scalable plan to revitalise St Helen’s as a multi-use event venue. Key successes include: 
· A robust, evidence-backed event calendar that supports strategic financial growth
· Strengthened community ties through family-friendly and wellness-driven programming
· A compelling value proposition for sponsors and private hires
· Establishment of partnerships that will continue beyond the academic scope of the project
Using Masterman’s (2022) theory of identifying risks, several challenges were encountered including:
· Limitations in indoor capacity for adverse weather days
· Staffing and resourcing uncertainties for event days
· Timing alignment with Osprey’s match calendar
· Stadium not yet being ready meaning uncertainty over future spaces
Despite these, the proposed strategy includes built-in flexibility and staged implementation to allow for testing, learning, and refining over time (Wallace & Michopoulou, 2022). 
[bookmark: _Toc1410250123]2.8 Ongoing Implementation and Future Outlook
While the university-based portion of this project concludes here, the strategy is designed for long-term application (Liu, 2018). Implementation will continue in partnership with the Ospreys commercial team, with events expected to roll out over the 25/26 sporting season. As such, it is not yet possible to fully assess whether the £250,000 target will be met. 
However, based on current modelling and initial stakeholder response (tapClicks, No Date), it is reasonable to predict: 
· A successful Year 1 rollout with at least 30-40 event days
· Strong community uptake of wellness and market events
· Incremental growth in corporate and private hire revenue streams
· Enhanced visibility and brand value for Ospreys Rugby beyond match days
Continued measurement and adaptation will be key. A dedicated evaluation framework, tracking attendance, revenue, satisfaction, and community impact, will support future iterations and adjustments.
[bookmark: _Toc352218704]2.9 Conclusion
This project has demonstrated that St Helen’s holds significant untapped potential as a multi-use venue capable of contributing meaningful non-match day revenue to Ospreys Rugby. By grounding the strategy in market data, aligning with community needs, and maintaining brand integrity, the roadmap developed offers a practical and impactful path forward. Achieving £250,000 in annual revenue by Year 2 is not only realistic but reflective of a wider shift in how sports organisations must innovate to thrive.
Moreover, this project is not ending with this report. It continues beyond the academic timelines, with ongoing involvement with the Ospreys team and further development in motion. The full outcomes of this strategy will become more visible over the next 12-24 months, but early indicators suggest significant potential for success.
This initiative not only meets financial goals but enriches the cultural and social fabric of Swansea, cementing St Helen’s as a beloved institution year-round.
[bookmark: _Toc286504928]3. Conclusions and Limitations
[bookmark: _Toc422048481]3.1 Conclusions
This project set out to develop a comprehensive and actionable strategy for generating £250,000 in non-match day revenue at St Helen’s ground by Year 2. Through a structured process of market gap analysis, stakeholder engagement, event programme design, and financial forecasting, a robust and scalable events strategy has been produced. Key insights gained include the critical importance of aligning events with the venue’s heritage and brand, leveraging community and cultural assets, and embedding operational flexibility to adapt to evolving market demands. 
The outcomes of the project include a diversified event calendar, new partnership frameworks, an evidence-based financial model, and an implementation plan aligned with both strategic and operational goals. The staged approach to implementation allows for continuous testing, learning, and refinement, strengthening the project’s resilience to unforeseen variables. 
Beyond financial imperatives, the strategy also reflects broader organisational objectives, including community engagement, health and wellbeing promotion, and regional economic development. Initial stakeholder feedback, together with conservative forecasting models, suggests that the proposed target of £250,000 annual revenue is achievable within the projected period, with potential for further growth in subsequent years. 
Furthermore, the project illustrated the importance of adopting a long-term view in event strategy development. Building resilience, fostering stakeholder relationships, and continuously evaluating performance metrics are essential for sustaining momentum and maximising long-term success. 
[bookmark: _Toc954513179]3.2 Limitations
While the project has laid a solid foundation for future implementation, several limitations must be acknowledged:
· Venue Readiness and Infrastructure Constraints: At the time of project conclusion, elements of the stadium redevelopment were still pending, creating uncertainty regarding the full availability of indoor and outdoor event spaces. This could delay certain event types or reduce venue flexibility in the short term. 
· Operational Resourcing: Staffing and volunteer capacity on event days remains a potential constraint, particularly during peak periods of match activity or overlapping events, which could impact service delivery and attendance experience. 
· Weather Dependence: Although weather contingencies were factored into event designs, outdoor programming remains inherently vulnerable to unpredictable conditions, which may affect attendance and revenue.
· Stakeholder Priorities: While initial stakeholder engagement has been positive, shifts in strategic priorities – either internally within the Ospreys, or externally among civic partners – could influence the pace or scope of implementation. 
· External Economic Factors: Broader economic conditions, such as inflationary pressures or changes in disposable income, could affect consumer spending behaviour and event attendance over the next 12-24 months.
· Data Reliance: Revenue projections and audience estimations are based on benchmarking, sector reports, and limited primary data. Real-world performance may differ once live operations begin, requiring continued monitoring and adjustment. 
Despite these limitations, the strategy’s staged implementation approach, emphasis on evaluation, and built-in adaptability mitigate many of these risks. Future success will depend on maintaining strong stakeholder collaboration, ongoing responsiveness to operational learning, and a commitment to iterative improvement based on real-time data and feedback. 
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