
A Report to evaluate the effectiveness of Swansea Arena’s current strategies in the new collaboration with the Music Venue Trust.




Executive Summary
Introduction
Evaluation on Strategies
Conclusion and Recommendations
Bibliography


































Executive Summary
  
Swansea Arena has recently embarked on a new project with Music Venue Trust to collaborate and raise money for grassroots projects. This has caused changes internally and externally. Excellent communication from the management to the stakeholders, employees and community is vital. An analysis of the elements focuses on the challenges faced through communication, perceptions, and core values.
 
The VRIO model suggests the arena has a competitive advantage by leading the way in the industry through innovation and collaboration, yet there are issues in the introduction of a new project such as ineffective communication and perceptions.
 
The application of frameworks in the organisation is important to enable staff to feel part of the decisions and have a sense of ownership, especially when the values of the arena focus on the local community.
 
In conclusion this is an exciting project with many benefits, but internal and external factors need to be considered and the organisations need to apply the frameworks to achieve the desired outcomes. To highlight the potential issues of communication and perceptions, management need to demonstrate strategies effectively throughout.  Also, consideration needs to be made to extending this partnership for longer than a one year project to support future generations.



















Introduction

The Swansea Arena, a part of the Ambassador Theatre Group (Swansea Arena, 2023a) has recently developed links with the Music Venue Trust as part of their grassroots project, this is the first arena scale venue to collaborate in this way (Music Venue Trust, 2023a). They have announced an exciting innovative project ‘The Swansea Arena House Party’ to celebrate local musicians (Swansea Arena, 2023c). One of their goals is to build a ‘lasting legacy in the city’ that nurtures local musicians to start in their venues and progress to stadiums through collaboration and a shared vision (Music Venue trust 2023a). The aims of the grassroots project looks at protecting, securing, and improving grassroots music venues within the UK (Music Venue Trust, 2023b). These grassroots venues play a vital role in the community from being independent venues to encouraging local talent to develop their skills to an audience (Arts Council, 2023). As part of the arena’s principles, community plays an important role resulting in the arena wanting to share the vision to help facilitate change in the region (Swansea Arena, 2023b). The support for the local area can be reflected in the opportunities it will provide for those who are local from job opportunities, creatives, producers, and organisations (Swansea Arena, 2023b). There are shared goals through the grassroots project for the arena to grow its links with the local community further, increase positive public image and support a local cause that also impacts its staff members. This will enhance the alignment between the arenas policies and values with what is important to their employees. The launch of the collaboration will be celebrated through the House Party event, and bring together local performers (Music Venue Trust, 2023a).
 
 With the introduction of any new idea there are implications to the organisation and stakeholders both internally and externally (Cameron and Green, 2020). The implementation of significant collaboration and the effectiveness of the chosen strategy, with the opportunities it presents will be reviewed. For this report a focus will be on the strategic implications and the effects this has on both the internal and external environment and the challenges that can be faced when change occurs (Johnson, Whittington and Scholes, 2008). 
 
The challenges faced by Swansea arena include the ways in which change is introduced throughout the whole organisation, with the objective of having successful communication both externally and internally. This will improve the alignment of the project which will link with the standing values of the arena and the internal and external perceptions. 
 








Evaluation on current strategies
 
In order to identify the overall effect on the organisation and assess the internal and external factors it would be necessary to focus on strategic frameworks such as the VRIO and SWOT analysis to evaluate the effectiveness of the current strategies. Porter (1996) describes competitive strategy as being different and intentionally choosing something different to provide a mix of values. This can be reflected in the recent introduction of a new strategy in the arena.
 
VRIO Model and SWOT Analysis
 
The VRIO model looks at the potential competitive advantage (Johnson et al. 2014) that can be applied to this project. See diagram below
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(Bruin, 2016)

Through applying this model, it is clear the arena is leading the way in collaboration which results in value to the organisation and generates further interest and support from and in the local community, due to the rarity of the competitive advantage (Johnson, Scholes and Whittington, 2015). It could be argued that the disadvantages of the project come under an inimitability issue, as other organisations could easily copy the collaboration (Lynch, 2018). Yet, to be leading the way with change in the industry gives a positive reflection and embraces the relationship between the arena and the community (Bladen et al. 2012). Although it has been stated that the inimitability issue could be a disadvantage, the way in which the arena communicates specifically and delivers the project could actually make it harder to imitate. Not every venue would be able to achieve the building of relationships and embracing the local community quickly, because a core value of the Swansea arena is the local community, and this bond has been built over time. Likewise, with the arena being a relatively new venue in the location of Swansea it had the potential that some individuals and businesses could have seen it as a threat such as the local Swansea Grand Theatre that viewed the new arena as a risk (Grand Theatre, 2021). Yet, through continual dedication to build the local connections and involvement of the community (Bladen et al, 2012) they are able to work and support each other which can be reflected through this project.
 
The SWOT analysis (Helms and Nixon, 2010) shown below clearly demonstrates the internal and external factors affecting Swansea Arenas Grassroot Project. The strengths far outweigh the weaknesses as they are all built on a high level of collaboration, yet the weaknesses have the potential to be rectified by providing high quality communication and a shared vision of future success that is ongoing. 
 
SWOT Table
 
 
	Strengths
 
-       Building relationships with local community, businesses and university
-       Creating job roles in the local area
-       Providing a platform for local musicians to gain recognition
-       Clear vision and policies available
-       Affordable tickets
-       All ages welcome to the event 
	Weaknesses
 
-       Introducing change could cause negative responses for Staff 
-       Potential increase in work load 
-       Only a one year project 
-       Communication to stakeholders

	Opportunities 
 
-       Work Collaboration
-       Providing a new event/ project
-       Including the local community
-       Expand social media presence when advertising 
-       Possibility to repeat annually 
-       Raise money for charity through the House Party event and £1 donation option when purchasing tickets
	Threats 
 
-       Other organisations copying the idea
-       Arena seen as a new business and a possible threat 
-       Lack of attendance 
-       Funds raised not being used in the local community
-       Rising costs


 

Perceptions
 
Whenever a new strategy is put in place the perception of the strategy needs to be considered from different viewpoints, as any one decision has the ability to impact the whole organisation both internally and externally as it goes from planning to implementation (Hayes, 2002). Through applying the levels of strategy internally to the project, it can be argued that this implementation effects all levels of strategy from corporate, business, and operational level (Johnson et al, 2014). As this becomes a fundamental element of the organisation it is vital that it is communicated clearly to all areas. However, a disadvantage that can occur when changes happen is a lack of communication organisation wide and to individual departments. This is applicable as communication also needs to occur in a timely manner to allow the departments to implement strategies and procedures to deal with the change (Jackson and Reboulet, 2021). 
 
The corporate objectives CRIME needs to be considered when communicating internally to ensure all information is relayed effectively along with the expectations. Understanding of decisions that are made are important to staff, so they are able to understand the reasons why management have made certain decisions (Armstrong, 2016). Through the understanding comes support, as employees are unlikely to embrace something they have no understanding of. The Kubler-Ross Change Curve shows the stages staff may experience when dealing with a change process (Chavan and Bhattacharya, 2022). This highlights the need for transparent communication from the management at every stage of this new project and as a result staff will feel included, motivated and experience more job satisfaction leading to a higher retention of staff and providing a quality service. 
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The Schein’s model of transformative change (Schein, 1992) can also be considered when looking at the change’s employees go through. As described by Kotter (1995) a core element of implanting change is the need for strong leadership skills rather than management skills which can also be applied to the arena project.
 
Alternatively, the perceptions of change can also be viewed from an external view. When a large organisation like Swansea Arena makes changes, such as introducing the new collaboration, the communication to the community is just as important as internally (Mullins and McLean, 2019). However, in some organisations the external communication is much better than the internal communication, as there is an understanding of the customers perceptions, but the employees’ perceptions are sometimes forgotten (Piehler, Schade and Burmann, 2018). This can be a problematic factor as it is the employees who are engaging with the customers (Mullins and McLean, 2019). The communication externally helps the community understand the visions and values of the organisation. A positive factor with the grassroots project is that it helps to enforce the underlying values of the arena and show cohesion with the community. Although there is a promise from the Music Venue Trust that the funds raised through the Swansea Arena drive will be invested into grassroots venues within the SA postcode (Music Venue Trust, 2023a) this could be matched with some scepticism. This has the potential to lead to questions regarding whether or not the money will be invested into the local venues and benefit the community.
 
An element for Swansea Arena to consider when implementing organisational change is the effects this can have on the human resources. It is an advantage to have employees that align with the vision and the values of the organisation (Mullins and McLean, 2019), so when change occurs emphasis on these values can be tested. The Harvard framework considers the underpinning of an organisation and what is included in the organisation's strategies and policies by including the employee influence (Beer et al, 1984). This is applicable as members of the management team at the arena are firmly rooted in the Swansea music industry (Swansea Arena, 2023a) which results in the satisfaction they are making a difference in their local area and able to build on already established connections.
 
The long-term strategies of this project need to be considered, as currently it is only a year long collaboration with one event (Music Venue Terust, 2023a). To solve this problem and make it a successful partnership consideration and reflection will need to be made on how the connections and relationships formed during the period are continued. As a result of there only being one event held in the arena, more thought could be given to the achievements made in the launch event and how these cascades into the community, with the backing of the arena to have the lasting legacy in the city.
 
 























 
Conclusion and Recommendations
 
In conclusion it is clear that there are many benefits to the new, exciting collaboration between Swansea Arena and the Music Venue Trust resulting in ‘The Swansea Arena House Party’. It has the potential to influence the wider community in a positive life changing manner, sharing the enjoyment of live music and provide a pathway to larger audiences for local musicians. Yet, in order to do this management must take into consideration the internal and external factors that affect a successful outcome which will lead to achieving the collaborated vision, aims and objectives. This can be done through Swansea Arena and the Music Venue Trust referring back to apply frameworks to their business and change as necessary for the desired shared outcomes.         
Given that the report has highlighted potential issues in strategies such as communication and perceptions both internally and externally, it can be concluded that in order to improve, management must be aware and demonstrate high levels of communication throughout the whole process. This includes building knowledge and understanding of the Kubler-Ross Change Curve theory, having regular meetings where ideas are shared and potential issues are solved, updates with all staff so they are involved with problem solving that can be shared with managers, opportunities to all meet the Music Venue Trust staff to understand the shared vision and goals. As a result of this all staff, no matter their level will feel included, appreciated, and demonstrate job satisfaction with a desire for success. 
The report also states that this is only a one year project, managers need to look into furthering this investment and idea for future, local generations to come to avoid limitations. This can be achieved through close collaboration with the Music Venue Trust, continue to involve the local university for ideas, marketing, and shared skills. 
 
Overall, this collaboration project has the potential to be extremely successful as previous test events in Swansea Arena were able to attract 2750 attendees. (Music Venue Trust 2023a) It will also celebrate the talent Swansea has to offer and fulfil the goal of ‘establishing a lasting legacy in the city’.
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