	
	
	










Megan Marston-Phipps
2204916
BMTP6015
Independent Project
Scott James
Project Initiation Document on Developing Non-Match Day Revenue at St Helens ground for Ospreys Rugby










Contents
1. Project Overview.........................................................................................3
2. Scope Statement.........................................................................................4
3. Stakeholders................................................................................................6
4. Timeline........................................................................................................7
5. Budget..........................................................................................................8
6. Resources....................................................................................................9
7. Methodology................................................................................................9
8. Risk Management.......................................................................................11
9. Success Criteria..........................................................................................12
10. Constraints..................................................................................................13
11. Appendices..................................................................................................15
11.1 - Gantt Chart.........................................................................................15
11.2 - Draft Survey.......................................................................................16
11.3 - Draft Interview Questions.................................................................19
12. References...................................................................................................22











1. Project Overview
Project Title: Developing Non-Match Day Revenue at St Helens ground for Ospreys Rugby – Strategy for Achieving £250,000 Annual Revenue by Year 2
Project Purpose: The St Helens Non-Match Day Events Programme is envisioned as a comprehensive strategy to transform St Helens into a dynamic, high-profile event venue, drawing attention to its potential on days when the Ospreys are not playing. This initiative aims to capitalise on underutilised spaces within the venue, providing opportunities for local communities, businesses, and corporate clients to utilise the stadium for a wide variety of events. From business conferences and social gatherings to cultural events and entertainment, the programme intends to bring together a wide audience while creating new, diversified revenue streams for Ospreys Rugby. 
By creating this events programme, the Ospreys Rugby Club will not only solidify the reputation of St Helens as a multifaceted venue but also diversify its income sources, reducing reliance on match-day revenue (Faster Capital, 2024). This shift allows the club to remain financially robust during the off-season or quieter periods of the rugby calendar as diversification enhances sports organisations’ financial resilience by expanding revenue streams and stabilising operations, especially during crises (Lawson, 2008). Furthermore, this strategy will engage the local community more effectively, nurturing a deeper connection between the club and the surrounding area, thereby fostering loyalty and long-term brand growth. 
Project Objectives: 
1. Develop and implement a structured events programme: The goal is to design a flexible, scalable programme that accommodates a range of event types. This could include seasonal events, themed festivals, business networking sessions, and social gatherings that align with local preferences and broader market demand. 
2. Achieve an initial revenue target of £150,000 in Year 1, with a long-term goal of £250,000 annually: Financial sustainability is key (Brown et al, 2016), and the target for the first year will focus on generating significant revenue through a mix of ticket sales, sponsorship, and partnerships. The long-term goal of £250,000 annually sets a clear benchmark for future growth. 
3. Strengthen partnerships with local businesses, sponsors, and community groups: These stakeholders will play an instrumental role in the success of the programme (Wallace & Michopoulou, 2021), whether through sponsorship, resource-sharing, or contributing to event planning. The project aims to build long-lasting, mutually beneficial relationships that ensure continuous engagement. 
4. Enhance the visibility and reputation of St Helens as a key events hub: Raising awareness is crucial to attracting larger and more diverse audiences. Through strategic marketing efforts, partnerships with key players in the events and hospitality industries, and community outreach, the project will position St Helens as an essential venue for non-match day events in Swansea and Wales. 
5. Implement a data-driven approach: Collecting data on event attendance, audience demographics, and customer preferences will provide actionable insights to refine event offerings and improve customer engagement, ultimately driving better decision-making and financial outcomes (American Profession Guide, 2024).
6. Expand the programme with scalable, high-quality events to establish long-term sustainability: With initial events providing insights into demand, the programme will grow by introducing larger, more complex events, including regional festivals, concerts, and corporate retreats, helping to build a sustainable, year-round calendar of events. 
2. Scope Statement
Scope Statement: The scope of this project includes all activities related to the planning, development, testing, and scaling of non-match day events at St Helens. The project will encompass initial market research to understand audience demand (Learn Business, 2025), pilot event testing to gauge the community's response and long-term strategic planning to create a sustainable events programme. While the focus will be on non-match day events, the project will also involve internal collaboration with various teams within Ospreys Rugby, including marketing, operations, and finance. 
This initiative will be carefully curated to ensure that the events align with both the venue’s physical capabilities and the local community’s cultural and entertainment preferences. Community involvement is essential for successful event planning, as it fosters a sense of ownership and pride while providing valuable insights from those who best understand local needs and preferences (Hasija, 2023). The programme will remain flexible, allowing for the introduction of new event formats and scaling based on demand. A key element of the project’s scope is ensuring that the long-term strategic framework can adapt to evolving market conditions and audience needs (Brown, 2024) 
Deliverables:
· Market Research Report & Gap Analysis: This will include an in-depth exploration of the events market in the region, identifying key competitors, audience segments, and the types of events that currently exist. The analysis will highlight gaps in the market that St Helens can fill, helping the team make informed decisions about event offerings. 
· Pilot Event Schedule & Feedback: The first set of test events will be designed to collect data on audience interest and assess logistical challenges. These will be smaller-scale events, such as community meetups and local business networking sessions gauge what works best. 
· Full Event Programme Development: Building on the pilot events, a detailed programme will be crafted, incorporating both high-profile events (such as concerts or sports-related experiences) and niche offerings (like corporate workshops or local cultural festivals).
· Financial Performance Reports: Detailed financial tracking will assess whether the events are meeting expected revenue targets (Dowling, 2023). This will also include cost analysis for venue setup, staffing, marketing, and other operational expenditures.
· Strategic Partnership Agreements: Formal agreements with sponsors, local businesses, and community stakeholders to ensure ongoing collaboration and financial support. These agreements will outline mutual benefits such as joint marketing, in-kind contributions, or financial backing for event execution. 
3.  Stakeholders
Stakeholder List: 
1. Ospreys Rugby Management and Commercial Team: Responsible for overseeing the project’s alignment with the club’s strategic objectives, ensuring financial targets are met, and promoting the Ospreys brand through the event programme. 
2. Local Businesses & Sponsors: Local businesses and sponsors are vital to this project (Local Business Heroes, 2023). Their contributions will be essential, not just financially but also in promoting events. Through sponsorship packages, these businesses will receive visibility in front of a wide audience, building brand awareness while helping to fund the events. 
3. Community Groups & Residents: Community groups will play a critical role in shaping the types of events offered (Hasija, 2023). Their involvement in planning and execution can lead to more community-driven, authentic events that resonate deeply with local populations. 
4. Event Attendees: These include corporate clients, local families, business professionals, and individuals from the wider community. Understanding the audience is key to developing event formats that will encourage repeat attendance and positive word-of-mouth.
5. Venue Operations & Logistics Teams: These teams will be responsible for all aspects of venue preparation, including managing event layouts, overseeing technical setups, and ensuring compliance with health and safety standards.
6. Marketing & Media Teams: A dedicated marketing team will develop and execute campaigns that highlight the value of St Helens as a premium events venue, using a combination of traditional and digital media channels to engage potential attendees. 

4. Timeline
Project Phases & Schedule: 
· Nov 2024 – Jan 2025: Market Research & Planning: This phase will focus on gathering insights into the types of events that have proven successful in similar venues. Additionally, the team will research local businesses interests and gauge community demand for various event types. Data collection through surveys, focus groups, and competitor analysis will shape the future direction of the events programme. This phase will also involve identifying potential sponsors and partners. 
· Feb 2025 – Mar 2025: Pilot Events & Feedback: Pilot events will be small-scale, designed to test logistics, audience interest, and market feasibility. Feedback from these events will be crucial in shaping the larger event programme. Surveys will be distributed to attendees, and post-event debriefs will take place to evaluate the success of each event in terms of revenue generation, audience engagement, and logistical efficiency. 
· Apr 2025 – Sep 2025: Testing Phase: During this phase, additional events will be rolled out. These will be more varied and will introduce different formats such as family-friendly activities, business conferences, or themed entertainment nights. Partnerships with local businesses will be formalised, ensuring financial backing and promotional support for the events. 
· Oct 2025 – Dec 2025: Scaling Phase: Based on feedback from earlier phases, the scaling phase will focus on increasing the frequency of events and introducing larger formats.  
· Jan 2026 – May 2026: Peak Season: As the events programme matures, attention will shift towards optimising the execution of larger events. Infrastructure improvements will be made to accommodate larger crowds, and the team will focus on maximising profitability through enhanced event packages, improved customer service, and strategic partnerships. 
· Jun 2026 – Sep 2026: Long-Term Planning: In the final phase, the focus will shift to long-term sustainability. This will include a strategic review of the events programme, adjustments based on past performance, and planning for the future expansion of the programme to reach the annual revenue target of £250,000.
The project timeline has been structured to ensure a phased and strategic rollout of the events programme, from initial research to long-term sustainability. The accompanying Gantt chart (see Appendix 1) visually represents key project phases and milestones, providing a clear overview of scheduling and dependencies. This has been created as Gantt charts are a crucial management tool that optimise resource allocation, reduce costs, improve material efficiency, and streamline project timelines, making them essential for effective planning and execution in any organisation (Ramachandran & Karthick, 2019).
5. Budget
Estimated Costs:
A comprehensive breakdown of costs will be essential to ensure the project stays within budget while providing the necessary resources for successful execution (Pielichaty, 2017).
· Venue Setup and Modifications: £50,000 - includes venue upgrades like additional lighting, technical equipment, and changes to the venue layout to make it more adaptable to various event types.
· Staffing and Operations: £60,000 – Necessary to hire additional event management staff, including coordinators, security personnel, technicians, and other operational roles. 
· Marketing and Promotions: £20,000 – Funds will be allocated for promotional materials, digital marketing campaigns, and outreach to media outlets.
· Event Production and Logistics: £40,000 – Covers costs for event production including equipment rentals (e.g., AV, lighting), event staffing, and venue logistics. 
Funding Sources:
· Ospreys Rugby Budget: The initial budget allocation from Ospreys Rugby will cover core event expenses. 
· Sponsorship and Partnerships: Financial and in-kind contributions from sponsors, which may include local businesses, national brands, or industry leaders.
· Ticket Sales and Event Revenue: Income generated through ticket sales, merchandise, food and beverage services, and other event related revenue streams. 
6. Resources
Resource Equipment:
· Venue Facilities: Full access to St Helen’s facilities, including flexible spaces like conference rooms, auditoriums, VIP lounges, and outdoor event spaces, will be essential for accommodating a wide range of event types.
· Marketing Channels: Utilising Ospreys Rugby’s established marketing platforms (social media, newsletters, website) will allow efficient promotion of events and ensure high levels of attendance. 
· Technical Equipment: High-quality technical support will be available to ensure the smooth running of events, including audiovisual, lighting, and staging equipment.
7. Methodology
Methodology Type: Mixed-Methodology. Adopting a mixed methods approach is crucial, as it combines quantitative and qualitative research methodologies to provide a comprehensive understanding of complex phenomena. This integration allows for a more robust analysis by leveraging the strengths of both approaches (Shorten & Smith 2017).
Quantitative Methods:
1. Market Demographic Analysis: To understand the audience’s preferences and behaviour, a detailed analysis of the local market will be conducted. This analysis will include demographic data, such as age, income level, occupation, and cultural interests. By segmenting the population, the team can tailor events to specific groups, ensuring that offerings are relevant and attract the right attendees (Visser, 2016). The data will be collected through online surveys, social media engagement, and feedback from local businesses.
2. Surveys: Surveys will be instrumental in gauging event interest, pricing sensitivity, and overall demand (Fletcher & Bostock, 2020). These surveys will be distributed both online and at selected pilot events. Key questions will focus on the types of events respondents would like to see at St Helens, the ideal ticket price range, preferred event formats (e.g., workshops, festivals, corporate events), and other related factors. See Appendix 2 for a draft of survey questions relating to event preferences.
3. Revenue and Occupancy Rate Tracking: Throughout the execution of the events programme, performance metrics will be tracked rigorously, ensuring alignment with institutional goals and fostering improvement (Associate Provost, 2015). These metrics will include revenue from ticket sales, merchandise, food and drink, and any other supplementary revenue streams (e.g., VIP packages or private event bookings). By closely monitoring these figures, the team can identify trends and adjust future event offerings. 
Qualitative Methods: 
1. Focus Groups and Interviews: Focus groups and in-depth interviews will provide insights into the experiences, preferences, and expectations of key stakeholders (Guest et al, 2017). These interviews will be conducted with business partners, community leaders, local residents, and potential attendees. The insights gained from these sessions will guide the development of event formats, ensuring that the events resonate with target audiences and foster community engagement. See Appendix 3 for draft questions.
2. Pilot Event Analysis: During the pilot phase of the project, detailed qualitative feedback will be collected from attendees, sponsors and staff. This feedback will help identify operational challenges, gauge attendee satisfaction, and highlight areas for improvement. Understanding the attendee experience at a granular level will be essential for fine-tuning future events and ensuring high levels of customer satisfaction (Nelson, 2009). 
3. Post-Event Debriefs: After each event, a thorough debrief will be conducted with internal teams (marketing, operations, event management) using the Acute Critical Event Debriefing model to discuss what went well and what could be improved (Dahan, et al, 2023). These debriefs will also involve analysing customer feedback to better understand areas where expectations were met or exceeded and where improvements are necessary. This approach will allow the events programme to continually evolve and improve.
8. Risk Management
Risk Assessment & Mitigation Strategies: (reference on importance)
1. Low Market Response: One of the primary risks is the possibility of low attendance or lack of interest in certain events (Silvers, 2008). To mitigate this, the project will begin with a low-risk pilot phase that involves small, targeted events aimed at testing the market. These initial events will be used to gather real-time feedback, adjust the event offerings, and improve marketing strategies before scaling up to larger events. 
2. High Upfront Costs: The initial investments required for venue modifications, staffing, and marketing can be significant. To manage this financial risk, the project will adopt a phased approach, gradually increasing the scale of events based on revenue generation and audience demand. Additionally, sponsorship deals and partnerships will help reduce the financial burden, as these stakeholders will contribute both financially and in-kind.
3. Scheduling Conflicts: With Ospreys Rugby’s match-day schedule already in place, there is the potential for scheduling conflicts with the events programme (Campbell, 2023). To avoid this, a detailed calendar will be created that ensures no overlap between match-day activities and non-match day events. The project team will work closely with the rugby operations team to ensure clear communication. 
4. Logistical Challenges: Event logistics can be complex, especially when managing large crowds, coordinating with multiple vendors, and ensuring technical requirements are met. To mitigate logistical risks, the operations team will conduct thorough planning in advance, with contingency plans in place for weather-related disruptions, equipment malfunctions, or staffing shortages (Wynn-Moylan, 2018). Regular training sessions for event staff and rehearsals will be conducted to ensure smooth operations during live events.
5. Market Uncertainty: There is always a level of uncertainty regarding market trends and shifting audience interests. To reduce this risk, the team will implement a continuous monitoring process, keeping track of emerging event trends and audience feedback. The flexibility of the event programme, which will evolve based on demand and feedback, will help mitigate the risk of market shifts.
9. Success Criteria
Performance Measures: 
1. Achieve Year 1 Revenue Target of £150,000: The primary financial performance measure for Year 1 is achieving a revenue target of £150,000 through ticket sales, sponsorships, and other revenue streams. Success in this area will demonstrate that the events programme is financially viable and has potential for growth in the coming years.
2. Host a Minimum of 12 Successful Pilot Events: By the end of Year 1, the project aims to host at least 12 pilot events. These events will be assessed based on attendance numbers, revenue generated, and overall attendee satisfaction. A high level of engagement and repeat attendance will be indicative of success. 
3. Secure at Least Five Strategic Sponsorships: Sponsorship is a key element of the funding model for the events programme. A minimum of five strategic sponsorships will be sought in Year 1 to help cover costs and enhance event marketing. These sponsorships should come from a mix of local businesses, regional brands, and corporate partners. 
4. Maintain a Customer Satisfaction Rating of 80% or Higher: A critical success factor is ensuring that attendees have a positive experience at events. Post-event surveys will be used to gauge customer satisfaction, and the goal is to achieve an 80% or higher satisfaction rating. High satisfaction levels will lead to repeat attendance, positive word-of-mouth promotion, and a stronger brand reputation (Wysong, Rothschild & Sri Beldona, 2011).
Acceptance Measures: 
1. Positive Stakeholder Feedback: Feedback from sponsors, local businesses, community leaders, and attendees will be collected after each event. Positive responses regarding the relevance and impact of the events, as well as the quality of execution, will be essential to demonstrate that the events are meeting the needs of all stakeholders.
2. Repeat Bookings from Corporate and Community Clients: One of the key signs of success will be securing repeat bookings from clients who find value in the venue for their own events. This could include businesses using the venue for conferences, workshops, or corporate retreats, as well as community groups returning for annual events or social gatherings. 
3. Alignment with Ospreys’ Brand Values: All events must align with Ospreys Rugby’s brand values, ensuring that they reflect the club’s commitment to community, excellence, and inclusivity. Events that reinforce these values will contribute to the overall success of the programme and strengthen the club’s long-term reputation. 
10. Constraints
Constraints: 
1. Budget Limitations: A key constraint will be the project’s initial budget, which will require careful financial management to ensure that funds are allocated effectively (Eyibo & Daniel, 2020). The limited budget may require phased investment and prioritisation of certain elements of the programme in the early stages. Efficient cost management, alongside funding from sponsors and ticket revenue, will be crucial to overcoming this challenge. 
2. Venue Availability: St Helens’ availability for non-match day events is subject to the club’s rugby schedule. Coordination with match-day operations will be essential to avoid clashes between rugby matches and non-match day events. The team will need to work closely with rugby operations to plan around these constraints.
3. Market Uncertainty: Changes in consumer behaviour, local economic conditions, or emerging trends may impact the demand for certain types of events. To address this, the project will adopt a flexible approach, allowing for the introduction of new event formats based on market shifts and audience feedback.
4. Logistical Constraints: Event logistics - including staffing, technical support, and infrastructure requirements, may present challenges, particularly as the event programme expands. Proper planning, resource allocation, and contingency measures will be essential to ensure that each event runs smoothly, even in the face of unforeseen challenges. 
By providing a detailed analysis of risks, success criteria, and constraints, along with a clear methodology for achieving success, the St Helens Non-Match Day Events Programme is well-positioned to become a sustainable, scalable initiative that benefits both Ospreys Rugby and the local community. Each of these sections will help ensure that the project remains focused on its objectives while adapting to challenges and opportunities as they arise. 








11. Appendices
11.1 Appendix 1 – Gantt Chart
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11.2 Appendix 2 – Draft Survey Questions on Event Preferences.

	Category
	Question/Option

	Event Preferences
	What types of events would you be most interested in attending at St. Helens? (Select up to three)

	
	- Concerts

	
	- Sports events

	
	- Comedy shows

	
	- Festivals (e.g., food, arts, music)

	
	- Family-friendly events

	
	- Theatrical performances

	
	- Conferences/Expos

	
	- Other (please specify): ___________________

	Event Attendance Frequency
	How often would you be willing to attend events at St. Helens?

	
	- Once a week

	
	- Once a month

	
	- Every few months

	
	- Once or twice a year

	
	- Never

	Preferred Time of Year for Events
	What time of year do you prefer events to be held at St. Helens? (Select all that apply)

	
	- Winter

	
	- Spring

	
	- Summer

	
	- Autumn

	Ticket Pricing
	What is the ideal ticket price range for an event at St. Helens?

	
	- £0 - £10

	
	- £11 - £20

	
	- £21 - £30

	
	- £31 - £40

	
	- £41 - £50

	
	- £51+

	VIP Seating Premium
	How much more would you be willing to pay for VIP or premium seating for certain events?

	
	- £0 - £10 extra

	
	- £11 - £20 extra

	
	- £21 - £30 extra

	
	- £31+ extra

	Subscription/Membership Preference
	Would you prefer a subscription or membership model for event access (e.g., discounts, early access)?

	
	- Yes

	
	- No

	
	- Maybe, I need more information

	Event Format Preferences
	What event format do you prefer at St. Helens?

	
	- One-day events

	
	- Multi-day events

	
	- Weekend-long events

	
	- Seasonal events (e.g., summer festivals, winter concerts)

	Event Setting Preferences
	What type of event setting would you prefer?

	
	- Indoor (e.g., arena, theatre)

	
	- Outdoor (e.g., open-air stadium, park)

	
	- Hybrid (both indoor and outdoor)

	Important Event Factors
	How important are the following factors when deciding to attend an event? (Rate on a scale of 1 to 5)

	
	- Event variety (e.g., different types of entertainment)

	
	- Accessibility (e.g., parking, public transport)

	
	- Event duration (e.g., a few hours vs. an entire day)

	
	- Food and beverage options

	
	- Family-friendly options












11.3 Appendix 3 – Draft Questions for Focus Groups and Interviews, tailored to different stakeholder groups. 
For Business Partners:
1. Partnership Expectations:
· What do you hope to achieve by partnering with St Helens for events?
· How can we ensure our events create mutual benefits for both your business and the venue?
2. Event Format and Preferences:
· What types of events do you think would be most beneficial for local businesses and the community?
· Are there specific event formats (e.g., one-day vs multi-day events) that you believe would attract more attendees and drive local business?
3. Community Impact:
· How do you think events at St Helens can strengthen the connection between local businesses and the surrounding community?
· What role do you see your business playing in future events?
4. Marketing and Promotion:
· What marketing strategies have been successful for your business in attracting customers to similar events?
· How can St Helens collaborate with businesses to maximise event promotion?
For Community Leaders:
1. Community Engagement:
· What types of events do you think would best serve the needs and interests of the local community?
· How can we ensure that our events are inclusive and accessible to all members of the community?
2. Impact and Value: 
· How do you think events at St Helens can contribute to the overall well-being of the community?
· What positive outcomes do you foresee from hosting a variety of events at St Helens?
3. Concerns and Suggestions:
· Are there any potential challenges you foresee in hosting events at St Helens?
· What suggestions do you have to improve the event experience for the local community?
4. Partnership Opportunities:
· How can community leaders collaborate with St Helens to ensure events are culturally relevant and beneficial?
For Local Residents: 
1. Event Preferences: 
· What types of events would you be most likely to attend at St Helens?
· Are there any events that you feel are missing in the area that St Helens could provide?
2. Community Benefits:
· How do you feel about events that attract people from outside the community? Do you think they benefit local residents?
· What impact do you believe St Helens events can have on local businesses and services?
3. Accessibility and Convenience:
· How accessible are St Helens events to you, considering factors like location, transport, and parking?
· Are there any improvements that could make attending events easier or more convenient?
4. Event Atmosphere and Format:
· What type of atmosphere would make you more likely to attend an event? (e.g., family-friendly, casual, festive).
· Do you prefer one-day events or multi-day events, and why?
For Potential Attendees (General Public):
1. Event Expectations: 
· What do you look for when deciding whether to attend an event at a venue like St Helens?
· How important is it for you that events at St Helens offer a variety of entertainment options?
2. Ticket Pricing and Value:
· What is your ideal price range for tickets to events at St Helens?
· How do you perceive the value of VIP or premium seating, and would you be willing to pay extra for these experiences?
3. Event Format Preferences: 
· What types of event formats would encourage you to attend more often? (e.g., concerts, festivals, conferences, sports events). 
· Do you prefer indoor or outdoor events, or a combination of both?
4. Community Involvement: 
· How important is it for you that events at St Helens engage the local community?
· Would you be more likely to attend an event if you saw it had a direct benefit to your community? (e.g., support for local businesses or charities?)
General Questions for All Stakeholders:
1. Feedback on Current Events:
· Have you attended any events at St Helens before? If so, what was your experience like?
· What worked well in those events, and what could be improved?
2. Future Improvements: 
· What changes would you suggest to enhance the overall event experience at St Helens?
· What types of collaborations or partnerships would you like to see in future events?
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