Event scoping and Feasibility of Hosting the Swansea Ultra marathon
An Ultra marathon is defined as a footrace that is longer than the standard marathon distance of 42.195 kilometres. It has grown in popularity worldwide over the past two decades. Among these events, the Swansea Ultra marathon stands out as a challenging race that traverses the scenic yet demanding terrain of the Gower Peninsula in Wales. This report evaluates the feasibility of hosting the Swansea ultra marathon as a major competitor event in Wales, aligning with the National Events Strategy for Wales 2022-2030, which prioritises sustainable, high-profile events that enhance tourism and community well-being. The analysis covers event objectives, strategic fit, economic and social impact, cost and financing options, and market positioning within the UK ultra marathon calendar. 

Event Objectives and Concept
The Swansea Ultra marathon aims to:
The Swansea Ultra Marathon would serve as a flagship event to attract domestic and international visitors, leveraging the Gower Peninsula’s status as an Area of Outstanding Natural Beauty. By highlighting Wales's rugged coastlines, scenic trails, and cultural heritage, the event can position the region as a premier destination for adventure and endurance sports tourism. This aligns with Visit Wales's strategy to market Wales as an active, outdoor destination, creating opportunities for extended stays and repeat visits.
Encourage physical activity and well-being, supporting Welsh Government health agendas (Sport Wales, 2018):
 The event promotes active lifestyles by inspiring participation in endurance sports and fostering community engagement. It complements national health initiatives aimed at reducing inactivity and improving mental well-being. Through outreach programs, training workshops, and partnerships with local clubs, the event can encourage both competitive athletes and recreational runners to adopt healthier habits, contributing to long-term public health goals.
Generate visitor economy benefits through accommodation, hospitality, and retail spending:
 The influx of participants, spectators, and support teams will stimulate local businesses, including hotels, restaurants, and shops. Comparable endurance events in Wales have demonstrated significant economic impact, with visitor spending contributing hundreds of thousands of pounds to regional economies. The Swansea Ultra Marathon can replicate this success, create seasonal employment opportunities and strengthen the hospitality sector, while also attracting sponsorship and media coverage that amplifies Swansea’s profile as a sporting hub. 
The event concept includes multiple distances (50km and 100km), challenging coastal and trail routes across the Gower Peninsula, and sustainability measures such as reduced plastic use and local sourcing- consistent with Wales commitment to eco-friendly events (Welsh Government, 2022). Unlike mass-spectator events, ultra marathons focus on competitor experience but still attract significant tourism and media coverage, aligning with Wales strategy to diversify its event portfolio.

Strategic Fit and Policy Alignment
The Swansea Ultra Marathon aligns with:
National Events Strategy for Wales (2022–2030): Emphasizes events that deliver economic benefits, cultural identity, and sustainability (Welsh Government, 2022).
Well-being of Future Generations Act: Supports health, community cohesion, and environmental goals (Welsh Government, 2015).
Tourism Strategy (Welcome to Wales 2020–2025): Positions Wales as an active, outdoor destination (Welsh Government, 2020).

Recent successes- such as the Cardiff half marathon generated £2.5 million in local spending which demonstrates the economic potential of endurance events (Cardiff university, 2018). Hosting the Swansea ultra marathon would complement Wales existing calendar (e.g., Snowdonia Trail Marathon, Endurance Life Gower) and leverage the Gower’s reputation as an area of outstanding natural beauty. Furthermore, the event supports Uk-wide investment in major sporting events and grassroots facilities, with £900 million earmarked for sport development, enhancing infrastructure readiness (UK sport, 2023).

Feasibility Analysis: Costs and Financing
Estimated Costs:
· Permits and venue logistics: £5,000–£10,000 (road closures, safety measures).
· Event infrastructure: £15,000–£20,000 (timing systems, aid stations, signage).
· Staffing and volunteers: £8,000–£12,000 (medical teams, marshals).
· Marketing and media: £10,000 (digital campaigns, branding).
· Contingency: £5,000.
Total: Approx. £45,000–£60,000 for a mid-scale ultra-marathon (Race ID Organizer, 2024).
Financing Options:
· Entry fees: £80–£150 per participant; with 500 runners, revenue could reach £50,000.
· Sponsorship: Local businesses, sports brands, and tourism boards.
· Public funding: Event Wales grants under the National Events Strategy.
· In-kind support: Volunteer networks and partnerships with local councils.

Economic feasibility is reinforced by evidence that endurance events deliver strong returns: every £1 invested in sport in Wales yields £2.88 in social value (sport Wales, 2018). Additionally, the Cardiff half marathon’s 2.5 million impact suggest similar regional benefits for Swansea, albeit at a similar scale. 
Market Analysis and Competition

The UK ultra-marathon market is expanding at a CAGR of 9%, projected to reach $5.5 billion globally by 2032. Wales hosts numerous ultra events (e.g., Snowdonia Trail, Endurance Life Pembrokeshire), however, the Gower peninsula offers unique coastal terrain, differentiating it from mountain-based races. Competitor analysis shows increasing demand for eco-conscious, experience-driven events, with hybrid participation options emerging post-pandemic. The Swansea ultra marathon can capitalise on these trends by integrating sustainability and digital engagement (e.g., GPS tracking, virtual race options).

Potential Impact 

Economic: Hosting the Swansea Ultra Marathon could generate substantial economic benefits for the local economy. Increased visitor spending on accommodation, food, transport, and retail is projected to deliver a direct impact of £500,000–£1 million, based on comparable endurance events in Wales. Local businesses, including hotels, restaurants, and outdoor retailers, would experience a surge in demand, while sponsorship and media coverage could further boost regional visibility.
Social: The event promotes health and well-being by encouraging participation in physical activity and fostering community engagement. Volunteer opportunities enhance social capital, while partnerships with schools and local clubs can inspire grassroots involvement and long-term interest in endurance sports.
Environmental: The race provides an opportunity to showcase Wales’ commitment to sustainable tourism through eco-friendly practices such as waste reduction, carbon offsetting, and local sourcing.
Legacy: Beyond immediate benefits, the event strengthens Wales’ reputation as a premier destination for endurance sports, supporting long-term tourism growth and positioning Swansea as a hub for outdoor adventure.


Hosting the Swansea Ultra Marathon is strategically aligned with Welsh Government priorities, economically viable, and socially beneficial. With robust planning, sustainable practices, and targeted marketing, the event can deliver significant returns while reinforcing Wales's identity as an active, eco-conscious destination. Its feasibility is supported by existing infrastructure, policy frameworks, and market demand, making it a compelling addition to Wales's sporting calendar.

Strategic Marketing overview for Swansea Ultra Marathon
To ensure the success of this event, a strategic marketing plan should be developed that attracts participants and spectators while fostering loyalty. This involves applying STP (Segmentation, Targeting, Positioning), combined with carefully calibrated marketing mix (4Ps), measurable objectives, and leveraging the marketing mix to meet customer needs. Academic research emphasizes that effective sports event marketing enhances participation, economic impact, and brand equity (Zhang, 2024, O’Reilly & Seguin, 2012).

STP: Segmentation, Targeting, Positioning
Segmentation
Segmentation for sports events typically integrates demographic, psychographic, behavioural, and geographic bases to identify high-yield audience groups (O’Reilly & Séguin, 2012; Le Meunier-FitzHugh, 2021). For the Swansea Ultra Marathon, key segments include:
· Demographic: Adults aged 25–55 with moderate-to-high disposable income, often college-educated, with established training routines.
· Psychographic: Health- and performance-oriented individuals motivated by personal challenge, self-efficacy, and community belonging—traits associated with ultra-running success (Thornton et al., 2023).
· Behavioural: Experienced ultra runners and aspirational marathoners transitioning to longer distances; event loyalty vs. first-time entries; responsiveness to early-bird pricing and training content (Wang et al., 2023).
· Geographic: Local Welsh runners, UK-wide endurance communities, and select international entrants attracted by coastal scenery and destination appeal (O’Reilly & Séguin, 2012).

Targeting

It is advised to target two different groups: (1) core ultra runners who are looking for high-quality, competitive experiences, and (2) aspirational marathoners who value community, safety, and guidance. Volunteers, attendees, and nearby companies that improve the event's atmosphere and economic benefits are secondary targets. Differentiated approaches maximise reach and relevance by enabling unique value bundles and communications (Le Meunier-FitzHugh, 2021; O'Reilly & Séguin, 2012).

Positioning 

Promote the Swansea Ultra Marathon as "Wales's premier coastal endurance challenge," with a focus on community, sustainability, safety, and quality. According to research, participation intentions are largely influenced by perceived quality and perceived value. Additionally, perceived value mediates the relationship between price/quality and behavioural intent, highlighting the importance of comprehensive experience design (Wang et al., 2023). Additionally, positioning cues should appeal to spectacle and aesthetic appreciation, which have been demonstrated to engage "aesthete" segments in sporting events (Bouchet et al., 2011, summarised in O'Reilly & Séguin, 2012).

The Marketing mix (4Ps)

Product
The core product is the race experience: route safety, volunteer support, medical coverage, timing accuracy, and a distinctive atmosphere. Event “packaging” can extend to live tracking, personalized bibs, eco-friendly medals, and recovery/wellness zones. Scholars emphasize brand strategy, fit with sponsors, lifecycle management, and licensing for sport events; equally, the spectacle the emotional and communal environment forms part of the product bundle (O’Reilly & Séguin, 2012). Given ultrarunning’s psychological demands, integrating mental resilience workshops, course familiarization, and peer support mechanisms may enhance perceived quality and self-efficacy indicators associated with successful ultra participation (Thornton et al., 2023).
Price
Adopt tiered pricing (early-bird, standard, last-minute), plus premium bundles (coaching plans, accommodation partners, VIP start zones). Evidence shows perceived price and quality significantly affect participation intention, with perceived value acting as a mediator; consequently, transparent pricing and value augmentation (e.g., robust aid stations, route coaching content) are recommended (Wang et al., 2023). Price framing should highlight total value (training resources, community, sustainability) to mitigate price sensitivity among “non-conformist” clusters (Martínez-Cevallos et al., 2020).
Place
“Place” combines course logistics and accessibility. Swansea’s transport links and coastal infrastructure support convenience a recontextualized 4Cs perspective (consumer value, cost, convenience, communication) that complements the traditional 4Ps (Acutt, 2019, via O’Reilly & Séguin, 2012). Partnerships with local hotels, restaurants, and tourism boards can streamline race-weekend itineraries and elevate the destination appeal an approach that supports both participant satisfaction and local economic outcomes (Zhang, 2024).
Promotion
Deploy integrated marketing communications (IMC) blending digital, community, and earned media:
· Event-themed advertising (creative referencing Swansea’s coastline and endurance culture) can outperform category-typical ads in building positive attitudes and choice, especially around major sports moments (Mazodier et al., 2024).
· Social media activation using short-form video (training clips, course previews) and live coverage can foster customer/fan engagement, a precursor to repatronage, referrals, and brand equity (McDonald et al., 2022).
· Community relations: collaboration with local clubs, universities, and charities amplifies reach and authenticity, aligning with sport promotion mix best practices (Attia et al., 2018; Elendu, 2016).


Objectives and KPIs 
To draw the event marketing, I have outlined the following SMART targets based on research and attract retention. The proposed objectives include:
Using ticketing data and segmentation dashboards, increase paid registrations by 20% year over year (YoY) (Wang et al., 2023; Martínez-Cevallos et al., 2020).
Measured by post-event surveys covering perceived quality, value, and NPS, reach ≥85% overall satisfaction among runners and spectators (Martínez-Cevallos et al., 2020; O’Reilly & Séguin, 2012).
Within a year, increase digital brand awareness by 30% (unique reach, video watch-through rates, UGC volume), demonstrating the importance of engagement for referrals and loyalty (McDonald et al., 2022; Mazodier et al., 2024).
Because loyalty investments usually outperform acquisition in event contexts, increase repeat participation by 10% through retention initiatives (Ascarza et al., 2017).

The Swansea Ultra Marathon can strengthen its market position by rigorously applying STP and a customer‑centric marketing mix, underpinned by measurable objectives and data‑driven tactics. Prioritizing perceived value, quality of experience, and engagement will not only drive registrations and satisfaction but also deepen loyalty and community impact. Integrating insights from sport marketing and endurance psychology provides a robust framework for sustainable growth and brand equity in a competitive events landscape (Wang et al., 2023; Thornton et al., 2023; McDonald et al., 2022).

Tactics to Deliver Objectives

 Objective 1 (Registrations):
· Segmented performance ads: Target ultra communities and adjacent marathon audiences using creative variants that emphasize challenge and scenery; employ early-bird urgency cues and value framing (Wang et al., 2023; Mazodier et al., 2024).
· Content partnerships: Collaborate with coaches and local clubs for training plans and webinars, reducing perceived risk for first-time ultras (O’Reilly & Séguin, 2012).
Objective 2 (Satisfaction):
· Service quality protocols: Evidence-based staffing levels, wayfinding, medical and nutrition logistics; reinforce physical evidence and people components, shown to influence spectator/participant interest and engagement (Napontun et al., 2023).
· Experience audits: Pre‑event route familiarization, post‑event feedback loops; iterate on pain points affecting perceived value (Martínez-Cevallos et al., 2020).
 Objective 3 (Awareness/Engagement):
· UGC campaigns: Challenges and storytelling (training journeys, local heritage) to catalyse community co‑creation, a driver of engagement outcomes in sport (McDonald et al., 2022).
· Event-themed creative: Dynamic ads integrating Swansea visuals and endurance symbolism to leverage event salience (Mazodier et al., 2024).
Objective 4 (Retention):
· Loyalty tiers (multi-year badges, guaranteed entries, exclusive merchandise) and referral rewards; prioritize high‑risk segments using retention analytics to target interventions (Ascarza et al., 2017).
· Community continuity: Off‑season meetups, virtual challenges, and educational content to sustain relationship capital beyond race day (McDonald et al., 2022).
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