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Executive Summary

The purpose of this report is to analyse the Boomtown Fair’s organisers response to the COVID-19 outbreak, which saw them having to postpone their festival in order to comply with social distancing measures. The report will focus on the effect that this postponing has had on stakeholders, relating to the way they interact with the festival, highlighting that they are not able to fulfil their standard interactions with the festival. There will also be breakdown of the crisis management plan of the festival and how this conforms to the pre decided stages of crisis management plans. Additionally, the festivals financials will be detailed, specifically how by the organisers not being able to put on the festival for a year, will affect their monetary status. The leadership style of the festival organisers and how this has led them to make decisions will also be noted, whilst looking into how the culture of the organisation helped to form the response that the organisers made.
The result of the report is that the organisers had an adequate response, ensuring they were fast in their communication to attendees and that all communication was clear and informal, displaying the way in which the organisation typically responds to attendees. The only negative to their response was compared to competing festivals, they did not offer an alternative festival, displaying that they could have ultimately gone further. 
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Introduction

Boomtown Fair is an annual music festival held in Winchester, Hampshire, established in 2009, giving more diverse genres of music a stage, alongside performance and “production levels on an unrivalled and massive scale” (Boomtown Fair, n.d). In 2020, it is one of the United Kingdom’s biggest festivals, regularly selling out its 60,000 tickets (Warrenger, 2018). However, due the outbreak of COVID-19, this event will not be commencing in 2020, and has currently been postponed.
COVID-19, otherwise known as coronavirus, is classified as a group of RNA viruses, closely related to the SARS virus, which have spread from animals to humans causing a mass outbreak across the globe (Christensen and Senthilingham, 2020). The results of this virus have seen the introduction of self-isolation, people staying at home and not participating in normal daily activities such as going to places of employment or education (O’Carroll,2020). This outbreak has also seen the shutdown of small businesses, social areas such as libraries and parks, in addition to a halting of social events, including weddings, funerals and festivals (O’Carroll, 2020). 
This report aims to detail the way in which the organisers of the festival have reacted to the virus including the ways in which they have managed the crisis, the effectiveness of their contingency planning and their leadership. This report will also analyse the implications on finance of the festival, whilst analysing how their culture would affect their response. 











Main Findings

SWOT and PESTLE Analysis
The strengths of Boomtown are the strong branding of the festival. Since its 2009 launch, there has been an immersive storyline which has affected every aspect of the festival from the set up to the wristbands given to attendees. This central theme makes the festival stand out as no other UK festival uses a storyline to dictate the way in which the festival is run (Boomtown, n.d)
The weaknesses of Boomtown are that the festival puts much emphasis on subgenres of music, meaning that it limits itself in terms of audience. This allows for limitations as hosting music which does not appeal to a mainstream audience, reduces the amount of people whom may be interested in the event. Coupled with the lack of day tickets which are available for the event meaning that attendees have to pay the full ticket price in regardless of the time they want to spend at the festival which places further constraints onto the amount of audience whom would be willing to attend
The opportunities that Boomtown have are their partnerships with companies such as Oxfam. This company provide volunteers for the festival which lowers labor costs for the festival organisers. Furthermore, they partner with drinks companies such as Desperados and Restripe which increases the number of attendees whom will buy drinks, as these are recognizable brands, resulting in more revenue for the organisers. 
The threats to Boomtown could be the increasing levels of competition to the festival. In 2015 alone there were 230 festivals which commence in a six-month period (April to September) with 43 occurring in the same month as Boomtown (August) (Jones, 2015). In addition to the amount of competition, there have also been complaints from Winchester local residence whom are unhappy with the amount of noise in which the festival produces in addition to the straits the festival puts on the local traffic, as well as crime rates which lead to the festival organisers being denied the opportunity to expand the festival capacity in 2016 (Streatfield, 2016)
The political factors which could affect Boomtown fair are regarding labour laws. The festival currently employs 7000 people in order to set up the festival including from charities and independent agencies. As the event days typically last for 16 hours which means that staff whom are on site must abide by laws regarding breaks. The UK government sets out that staff working over 6 hours are entitled to an uninterrupted 20-minute break, per 6-hour intervals. Likewise, staff whom work are entitled to have an 11-hour rest between shifts (Gov.UK, n.d). 
The economic environment that could affect Boomtown is the increase in disposable income. The festival is open to all ages, including children in families. The average UK household has a median income of £29,400 (Webber and Mann, 2019) and the average living costs, within the Winchester area, will allow a person to have £1,736 disposable income a month (Hemming, 2018). This means that people have disposable income which allows them to afford luxuries such as Boomtown which prices tickets starting from £216.50 which can be split across three installments. 
The sociological impacts that could affect Boomtown could be the introduction of drug testing initiatives which have become a trend within UK festivals. The organisers have worked alongside charity The Loop, which aims to test drugs brought in by attendees in order to promote the safety of attendees, which results in a reduction in consumption of illegal substances (Busby, 2018)
The technological implications which could affect Boomtown are the ways in which event organisers are able to collate data on the attendees which they can then use in order to tailor the experience that they display in order to appeal to more attendees from more diverse sectors of society (Eugenio, 2017).
The legalities which can impact Boomtown include the Licensing Act of 2003 which is held up by four principles including prevention of crime and public nuisance, protection of children and public safety (Grimsey, 2016). In terms of the affect that this has on Boomtown, they have to ensure that they are complying with these principles in addition to ensuring that staff whom they hire from independent agencies, volunteers from charities and staff they hire themselves are aware and upholding these principles in order to observe their license agreements.
The environmental impacts of festivals result are “Roughly 23,500 tonnes of waste are produced annually at UK music festivals” (BBC News, 2018). However, Boomtown shows commitment to the environment by partnering with companies such as Natural Energy, Greenpeace and Natural Event which each specialize in reducing climate change and thus making Boomtown a greener festival, in addition to them making a green commitment (Boomtown, 2019). 

Stakeholders
Stakeholders are “people or organisations who have invested in an event” (Goldblatt, 2002), which means that the term encompasses everyone from the attendees to the sponsors. Stakeholders can be broken down into two categories, primary and secondary. Primary stakeholders are those whom have been directly affected by the festival running, or in this case cancellation. Secondary stakeholders are those whom are affected however do not feel direct consequences (Johnston, 2019). The postponing of Boomtown Fair 2020, will affect each stakeholder in a different way, mirroring how each stakeholder group interacts with the festival differently (Getz, 2007) Attendees interact with festivals in ways of using them for entertainment as well as in order to escape their everyday lives, with some attendees even leaving phones at home in order to disconnect from the world outside of the festival(Tickle, 2011). Not only this, but when assessing a human’s needs, festivals specifically the experience purpose of them, allows a human to become more self-actualising which according to Maslow’s hierarchy of needs (McLeod, 2020), is when a person reaches their highest potential, showing that the psychological benefits of the festival experience. The removal of events such as Boomtown will reduce the potential for an attendee to reach their self-fulfilment. The benefits that attendees receive from attending can result in them becoming loyal customers to the festival brand resulting in annual attendance, which is especially relevant in regards to the fact that Boomtown have a long established storyline which would make consumers want to reattend annually to see the differences in the festival set up in addition to how the storyline is being portrayed to the consumer. When looking to build customer loyalty in regard to festivals, attributes such as uniqueness, environment and escape are all linked to an increase in devotion to the festival, hence why the continuing storyline of Boomtown plays such an important role (see appendix 1)(Jung, S and Stanford, S, 2017). This indicates that the postponing of the festival would not have an impact on the loyalty of the attendees to the festival but would still affect them, by removing their place for escapism. As this is out of the organisers control, the festival attendees will most likely be more impacted by the response of the festival to the postponing. 
Customer satisfaction, in reference to festivals is determined by the customers perceptions of the festival pricing and service quality, with staff behaviours, responsiveness and quality of interaction contributing to the way in which consumers will evaluate the service (see appendix 2) (Jung, S and Tanford, S, 2017). Boomtown’s response to the arise of COVID-19 was to continuing updating the customers which is something that they were doing before the outbreak. The festival uses their website in order to update consumers about what is happening with the festival in regard to the building of stages, their annual trailer and updating the map of the grounds. This informal blog was then used to update their customers when they decided to postpone the festival. This post included updates as to when the festival would be resuming, details what customers could do with their tickets for the 2020 festival and included a list of FAQs to help customers understand further what was happening. Overall this shows that the postponing of Boomtown Fair from 2020 to 2021 would not have a negative effect on the consumers and their relationship with the festival as the organisers of Boomtown ensured that despite the setback they still continued to work on consumer satisfaction which remained at the forefront of their response to the pandemic.
Performers, such as musical acts or actors hired to fulfil a storyline, use festivals in order to show their mastery at their professional, gaining exposure from larger audiences, whilst also being able to participate in the festival as an attendee (Getz, 2007). Smaller artists whom will use the larger audience platform provided by festivals will be affected as there will be a reduction in their engagement and earnings(Ryan,  2020). Boomtown being postponed in 2020 will contribute to this reduction in engagement, especially as the festival specialises in giving lesser known artists a stage, which they could have utilised in order to get more people to know of their music. The result of no 2020 festival could also be that they earn less, with artists such as Coldplay earning £200,000 from playing Glastonbury in 2017 (Kitchener, 2017) and with Boomtown not being the only postponed festival, artists will lose out on these earnings. 
The postponing of Boomtown fair has lead producers and organisers, has led them to take the time which would have been allocated to putting on the festival in order to think of ways in which to improve the festival (Taylor, 2017). Ultimately, this could positively affect the festival due to there being more chance from the organisers to build on ideas and reduce problems which may arise. On the other hand, economically this will affect the organisers. This is because, Boomtown hire staff annually, whom have all been working on the planning of the festival. By postponing the event, this means that there may not be the budget in order to pay for staff. Organisers have also had to be more engaging with their attendees in order to keep them updated, but also to try and get them to want to attend 2021’s edition of the festival. This change in customer interaction will result in building customer satisfaction, if the organisers focus on the quality and quantity of their interactions.
Sponsors of events such as Boomtown, whose sponsors include Desperados and Red stripes, usually interact with festivals by way of using their agreements to show their business success in addition to increasing their profit margins with sales (Getz, 2007). By postponing the festival, they will lose the money in which they would have accumulated. Alcohol sales at festivals sees £100million spent over the season(N/A, 2019). A loss like this could be detrimental to the company’s future trading as they may not have the reserves to continue. The outbreak of COVID-19 has seen established companies such as Peacocks, Quiz, Harper’s Bazar collapsing, due to them not having a contingency plan in place to deal with a decrease in sales (Baker, 2020) This could also affect the company’s ability to sponsor further events, especially if the company enters into a recession.
Suppliers, either external or internal, would suffer an economic recession by not participating at festivals such as Boomtown. Food vendors can see attendees spending between £50- £115.58 per person on average (Hargreaves, 2019). The outbreak of the COVID-19 pandemic, suspended festivals resulting in the vendors losing the income, which could result in the company no longer being viable. This means that they may no longer be able to work within festivals as the decrease in sales could the company enter into an economic recession.
Staffing for festivals contains two different types, paid and unpaid. Unpaid workers, work alongside charities such as Oxfam, contracted to work set hours but are allowed to enjoy the festival (Coldwell, 2014). They go for the experience of the festival, minus the cost so typically their interaction mirrors that of attendees. Paid workers are contracted to work and their experience of such will shape their views of the festival, however they are not usually able to enjoy the festival separately (Getz, 2007). This means that the ways in which the postponing of the festival will have a different effect on each category. Unpaid workers will most likely miss the escapism that is offered, similar to those whom attend, thus not satisfying their self-actualizational needs, which would of otherwise been met by attending the festival (McLeod, 2020) However as they would have not been paid for the work they did, ultimately they would not suffer any economic consequences. Additionally, the organisers will need to ensure that they communication with this worker group is just as effective as it would be to the unpaid workers to ensure that the volunteers have a positive experience and would be more willing to work alongside the festival in subsequent years (Litch, 2007). 
Paid workers will suffer economically as they will have a loss of earning due to the festival not happening and them not working the hours. Depending on the type of work that this is for them, such as if they are hired by boomtown all year or if they work for external companies such as Mint Festival Staffing, whom provide bar staff (Mint People, 2020). Seasonal workers will feel less of a consequence as this would not be a full-time role, and so most likely they will find other work, but full-time workers may see a reduction in wages if the company are unable to pay them.

Contingency Planning and Crisis Management
When the World Health Organisation, or WHO determined that the outbreak of COVID-19 was classed as a pandemic (Ducharme, 2020), this meant that those whom had planned large scale events, like the organisers of Boomtown fair were therefore having to assess their contingency plans, as well as activate their crisis management plans. “Contingency planning is about assessing enterprise risk and putting processes in place to deal with a potential emergency, while crisis management concerns the way actual emergencies are handled in the moment” (Mollan, 2018). When analysing the way in which a company may respond to the outbreak of a pandemic, Walsh (2012) details that there are five stages to a contingency plan. The first is program management, which is hiring specific teams whom are going to be responsible for responding to the emergency. The next stage is planning, which sees companies setting out realistic risk assesments and ensuring they have done a business impact analysis, which shows how their company will be affected by a crisis. The third stage is implementation which provides a guide to organisations in order to get them through the crisis and help them achieve the goals to help their business continue on beyond the crisis: response, resumption, recovery and restoration. The final two steps include the testing and exercise of the plan, which ensures that there is a supply of infrastructure to the organisation and that they have the resources to deal with the crisis, and finally that there is programme improvement which sees the crisis pass and a long term plan be implemented to ensure the organisation is equipped to deal with future crisis. When looking at how a company may set up their crisis management plan, the stages are similar to contingency planning, however there is also emphasis on how the company will communicate to the stakeholders and the publics, which highlights the importance of including internal and external communication plans to ensure that there is clear communication to the affected stakeholders as to how the company is “trying to manage the crisis and not just respond to it” (Jaeger, 2020). In terms of how Boomtown could have prepared for the outbreak of COVID-19, they delayed postponing the event (Warrenger, 2020), despite the declaration that it was a pandemic, which could indicate that they had not considered a pandemic in neither their contingency or crisis plan. However, as highlighted by Lagadec (2005), the 21st century has seen a shift in what is considered a crisis in events, especially as the world has seen prior viral outbreaks although on a smaller scale. The ending result is that businesses, such as Boomtown fair, should have considered the possibility of an outbreak when assessing potential threats to their business.  

Economics
Social restriction due to coronavirus, has resulted in a widespread economic collapse with “the IMF say(ing) that the global economy will shrink by 3% this year. It described the decline as the worst since the Great Depression of the 1930s” (see appendix 3)( Jones, L, Palumbo, D and Brown, D, 2020). The wider effect of this on the festival industry has been, that due to cancellations of the events, the industry is facing potential collapse. The Association of Independent Festivals, or the AIF, in which Boomtown Fair is a member, have stated that majority of their members are not insured against any pandemics, resulting in them not being able to cover their business costs and losing an average of £375000. The staffing implications that this could have, would be a potential 59% of the AIF’s members having to make staff redundant (Jones, 2020). Due to the cancellations, festivals have taken to offering more customers refunds, which sees them lose up to £800million(Thomas, 2020) In terms of how Boomtown’s finances were impacted, prior to them postponing the event they were considering reducing the capacity of the festival. The statement which they put out detailed that they were looking to condense the public tickets by 20% from previous years in order to ensure that the event was still safe for participants (Hatherley, 2020) This comes a year after they had increased their capacity by 11,000 attendees (Murray, 2019). Ultimately, the company will be operating at a loss, due to them not being able to either put on the event, and if they were able to, there would be a reduction in the number of attendees in which they are able to host. Based on them being members of the AIF, it can be assumed that they are not being covered by insurance so they will have to independently pay their business costs, unless the government decided to include festivals as part of their £1.57billion arts bailout which the AIF is pressuring governments to decide as to whether this does include the festival industry (Trendell, 2020).

Leadership
Leadership, when responding to a crisis, become pivotal for the response and in order to get results. When discussing leadership, there are three different styles in which a company may employ. Based on Lewin’s 1939 study, the three styles are authoritarian, participative and laissez-faire. Authoritarian leaders are those whom provide clear expectations for their followers about what is to be done, how and when. This puts the emphasis on the leader having control of the group. All decisions within this style of leadership are made independently by the leader, with little or sometimes no input from the group. Ultimately the effect on this is it means that decisions are less creative, but this style of leadership is used when there is an emergency situation or a rapid decision needs to be made, such as the response to a global pandemic. The next style of leadership is participative, which means that the leader will offer guidance to followers, but they are allowed to participate, and their input is encouraged. Although less productive than the authoritarian leadership, this style allows the group to be more engaged, motivated and creative. Despite the fact that the followers will participate in discussion around decisions, ultimately the final decision is made by the leader. The final style is laissez-faire, also known as delegative. This style is the least productive of the three, with little guidance from the leader, meaning the group have to make the decisions. This could work if the group is comprised on highly skilled experts, however, usually leads to poorly defined roles, no motivation and overall, the least progress (Cherry, 2020). When analysing Boomtown’s response to the global outbreak, it can be inferred that they would have employed an authoritarian style. This is due to it allowing there to be quick decisions to be made, which is shown by their rapid response to the outbreak. Furthermore, this style results in a lack of creativity which is also seen by Boomtown’s response. Other festivals, such as Glastonbury decided to put on an alternative experience, which saw them showcasing their most iconic performances meaning attendees could still have the festival experience without the festival (Storey, 2020). However, Boomtown decided to just postpone all events to the next year, which could affect their reputation as it does not showcase the creativity the festival is known for. 

Culture
Organisational culture is the “ways things are done in an organisation, that can influence individual, group behaviours and attributes” (Chartered Management Institution, 2015). One model of organisational culture was developed by Schien whom detailed that culture was not something formulated quickly, but instead developed overtime using the changes that occur over time adapting to external factors in order to solve the problems an organisation faces, using past experience to adapt the company, and all of this is what formulates a company’s culture. Within this model there are three stages, artefacts, values and assumed values. Artefacts are those in which an induvial can see, feel and hear which includes the dress code of employees, the office an organisation has, the behaviours, missions and visions of the companies and employs. These artefacts form the basis of what the culture is to become. The next stage is the values of a company. The employees whom are working at the companies play a part in forming what is the eventual culture of the organisation. Their thought processes and attributes all contribute. The final stage is the assumed value of the organisation. Although, unmeasurable this is the inner aspects of human nature which will have a result in the way in which a company’s culture is formed, such as having more female employs will result in a company having less late sittings compare to if the company had more male employees(N/A, 2020). When looking at the culture of Boomtown, their focus is twofold. One is that the company is dedicated to the environment which is seen by their partnerships with environmental focus companies such as Natural Energy and Greenpeace. The second is that the company is dedicated to the storyline and how their attendees will respond to this. This is shown by their commitment to ensuring that there has been a continuing storyline to the festival. Their response shows their culture because the companies values of dedicating themselves to a developing storyline has been a pivotal part of the company for their whole lifetime, but also COVID, and specifically a global outbreak is an event which has not happened since the company established they have not been able to use prior events in order to base their response on which may explain as to why they were unsure in their first response if the festival was to continue this year or not. The company have put their attendee’s safety first as well as responded quickly as in to not leave attendees with no answer. This indicates that the importance of their culture as a company is their attendees whom are responsible for the company’s growth. 
Conclusion 

When analysing the overall response that Boomtown Fair made to the outbreak of COVID-19, it can be seen that this was an adequate response with regards to government guidelines. The festival organisers decided to ensure that, based on their culture and the way in which the festival has run since it began in 2009, that the attendees were their priority regarding their response. This is seen but their commitment to continue the festival, (Warrenger, 2020) and their frequent communication towards the attendees about what was happening with the festival continuation. This also shows their commitment to the safety of their attendees, where they decided to eventually postpone the festival in order to prioritise health. Boomtown’s delivery of their cancellation was lackadaisical compared to competing festivals; however, this was due to the organiser’s optimism in the UK’s COVID-19 response. Unlike some of their other similar sized counterparts such as Glastonbury(Storey, 2020), the festival however did not put on an alternative celebration. Ultimately this shows the festival were not as creative with their response, although this could also indicate their commitment to ensuring the next instalment of the event is an evolved experience for the attendees. To build on this response, the company could have put on an alternative event, even if just virtual, as this would have increased their reputation and further satisfied attendees in accordance to Maslow’s hierarchy of needs (McLeod, 2020), a satisfaction they would of received from attending the actual festival. 
















Appendix


Appendix 1- Figure 1 from Festival Attributes and Perceptions: A meta-analysis of relationships with satisfaction and loyalty (Available: https://www.researchgate.net/publication/314034684_Festival_attributes_and_perceptions_A_meta-analysis_of_relationships_with_satisfaction_and_loyalty)


Appendix 1- Table 1 from Festival Attributes and Perceptions: A meta-analysis of relationships with satisfaction and loyalty (Available: https://www.researchgate.net/publication/314034684_Festival_attributes_and_perceptions_A_meta-analysis_of_relationships_with_satisfaction_and_loyalty). 

Appendix 3- Graph showing the effect on countries due to COVID-19 from BBC News. (Available at: https://www.bbc.co.uk/news/business-51706225)
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