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welcome to






Foreword

This guide has been published by EventScotland to provide a resource of general
advice and support material for event managers. Primarily, it has been designed as a
support tool for our Regional Events Programme, but it may also be of use or interest
to the wider events sector. The aim is to assist effective event management through
the provision of a step-by-step guide to the planning process, together with sample
checklists and adaptable templates.

EventScotland supports a wide range of cultural and sporting events across the country
and whilst the delivery mechanism for each event is different, there are broad key
areas common to the management of the majority of events. The task of providing
general advice and guidance to address this diverse sector was certainly a challenge.
Our two co-authors have extensive professional events management and marketing
experience. The content of this publication is based on their personal experiences,
best practice learned ‘in the field’ and as a response to working with Regional Events
Programme applicants. It does not attempt to provide sector specific advice, nor does
it present itself as the last word in events management.

We hope you find it useful.

David Williams
Chief Executive, EventScotland
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Introduction
Why this guide has been produced

This guide has been produced to assist with the effective management of events across
Scotland. Primarily it has been designed as a support tool for EventScotland’s Regional
Events Programme. Taking on board the experience of running the Programme, the aim
was to provide reference material, templates, checklists and ‘best practice’ advice on a
range of key topics common to the delivery of a wide range of cultural and sporting
events. The contents are not fully comprehensive nor are they sector specific and it is
expected that the reader will adapt the advice and customise the guides and templates
to their particular situation.

Who the guide is aimed at

Although this guide has been designed as a support tool for the Regional Events
Programme, it is hoped that its contents will be of use to the wider events sector,
in particular event managers who are:

» New or experienced

» Running medium to large scale cultural or sporting events

» Keen to develop their events further

How to use this guide

This publication is extensive. To help with its navigation each chapter is colour coded
and a summary of each chapter’s content is given in the ‘Quick Find' guide on page vi.
This guide should be read in conjunction with any locally-focused event management
guides/toolkits offered by your local authority and/or any appropriate sector specific
publications.

Distribution

Applicants to the Regional Events Programme are eligible to receive a free copy of
this guide (whilst stocks last). This publication is also available to download from
www.eventscotland.org
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Quick Find

To help you navigate through this guide,
an overview of each chapter’s content is
provided below. Use the colour coded tabs
to locate the chapter you require. Where
templates are provided, the following
symbol (T) is shown.

Chapter 1 Where to Start— General Planning (T) Page 1

Contains guidance on: 1) the event concept; 2) defining and communicating the event's vision and mission; 3) setting
SMART objectives; 4) the SWOT analysis; 5) deciding on event dates and venues; and 6) the ‘Event Action Plan’.

Chapter 2 Business Planning (T) Page 21

Contains an overview on the purpose and usefulness of business planning together with a template/guide to help
event managers formulate their own business plans.

Chapter 3 Putting the Team Together Page 31

Includes an overview of the types of organisations that run events; an outline of key roles and responsibilities
to consider; recruitment issues, legal obligations and some comments regarding the ‘wider team’.

Chapter 4 Budgets and Financial Management (T) Page 41

Includes guidance/templates to assist with: preparing event budgets, control mechanisms, petty cash, cash flow
projections, tips for managing finances ‘on site’; other financial issues (annual accounts, VAT, gift aid, record of
assets); future planning.

Chapter 5 Making It Add Up — Fundraising (T) Page 57

Includes: advice on potential income sources (e.g. ticket sales, participant entry fees, public funds, commercial
sponsorship, trusts and foundations, concessions & franchises, merchandising, showcase & demonstration,
advertising, in-kind support, etc); revenue plan template/guidance; advice on raising commercial sponsorship
including a sponsorship proposal guide/template; tips to help you manage the relationship with your sponsor;
a step-by-step guide to the tendering process.



Includes general points to consider when structuring your event programme.

Includes advice and information regarding the organisational structure and legal status of events/event
organisations, event ownership, contracts, licences and permissions, disability issues, equal opportunities,
data protection and insurance.

Includes general advice on how to approach event insurance, a checklist of the sort of information an insurer
is likely to require, an outline of the sort of cover events are likely to require, advice on claims management.

Includes advice designed to assist with the safe delivery of events: equipment and facilities checklists; an 11 point
guide to assist with site/venue layout; advice on creating site/venue plans; the role of the safety officer, the H&S
policy, the event safety memo, reporting procedures, normal operating procedures, monitoring and inspections, plans
and drawings, method statements, communications, emergency services, medical provision, welfare services, traffic
and transport management, security and stewarding, risk management & assessment.

This chapter describes two operational communication tools: 1) the event manual and 2) the staff briefing
document. Guides are provided to help you create your own versions.

This chapter aims to give those who are new to event marketing and communications (or those simply in need of some
inspiration) a basic guide to help them through the planning process. Includes: 1) where to start, 2) who should
devise the marketing plan, 3) resources, 4) identifying your target market, 5) forming the marketing objectives,

6) developing the marketing strategy, 7) marketing tools, 8) media relations, 9) a marketing plan template.

This chapter outlines the importance of understanding the event audience. A basic checklist and questionnaire
template is given as a starting point for event organisers to design/commission their own research.

This chapter includes an overview of the post-event steps that should be taken.
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where to start -
general planning






The planning process is one of the most
important aspects in successful Event
Management: the more robust the plan,
the smoother the journey to success.

Good planning is a continuous process and good plans should be adaptable and flexible
—they require a solid foundation and a straightforward structure. This first section is a
step-by-step guide, designed to help you get started in the initial stages of event
planning.

Areas covered in this section include: 1) the event concept; 2) defining and
communicating the event’s vision and mission; 3) setting objectives; 4) the SWOT
analysis; 5) deciding on event dates and venues and; 6) the ‘Event Action Plan’.

We've suggested a range of exercises that you might undertake — the point is to get
your plans on paper, look at the timeline available, the resources required and what
needs to be achieved in order to deliver your event.

1) The Event Concept

Successful events are usually based on a strong concept and purpose. Ideas for
holding events arise from a multitude of reasons. For example your idea may have
come from a need or desire to:

Celebrate a unique aspect associated with your town or area

Showcase or develop a particular cultural or sporting activity

Mark an historic occasion, national day or local holiday

Host or create a competitive or mass participation sporting event

Encourage more visitors to come and spend time (and money) in the town/area
Improve or refocus the image of your town/area

Encourage and celebrate community activity

Mark an opening or launch

Etc

vV V. YV vV vV VY VvV VY
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Whatever the impetus for your event, you will have identified an opportunity and
assessed the various broad risk factors associated with its successful delivery. You will
have considered:

If the event is unique or if it's duplicating an existing event
If there is a gap in the market that the event can fill

If there is a demand for such an event

If the resources are available to deliver it

vV V. v v VY

If the community, the local authority and relevant sector body
will support and ‘buy into’ the event

If it will be financially viable

If it will be sustainable in the longer term

If it has potential for growth

vV v v v

If there will be any legacy

Always Review and Revise

If the event is staged on an annual or repeated basis, at the beginning of each year’s
planning process always make time to review the reasons that you are staging the
event and to consider how it can be developed further. Don’t make the mistake of
just ploughing on expecting everything to come together in exactly the same way it
did the previous year. Ask yourself:

Why are you staging the event?

> Is the event still relevant?

» Have the vision, mission or objectives changed?

» Does it still have support from the event team, participants, audiences,
community, local authority, funding bodies and sponsors, etc?

How will the event be developed?

» Do you (still) have the right skills in place to develop and deliver the event?
» Can you build on previous successes?

» What areas could be developed further?

» How can interest be maintained?

> |s there potential to attract new audiences?



Is the marketing working?

How will you maintain or extend the financial viability of the event?
Do you need to consolidate the event or focus on key elements?

Do you need to widen the scope of the event?

Has the event reached capacity?

vV v vV v v Y

Has the event reached the end of its life cycle?

With annual or repeated events you should be looking at ways to improve the event
experience and impact year on year.

2) Communicating the Vision and the Mission

If you don’t already have an articulated vision and mission statement for your event,
you may be unsure or confused as to what it actually means to have one. You may
also be a bit sceptical about the need for such statements. Our advice is pretty
straightforward in this respect: by defining the vision and the mission (or purpose) of
the event at this stage, you will be able to more clearly communicate to others what
you hope to achieve, thus providing focus and direction for everyone involved (including
potential funders). In essence, don't expect others to be able to read your mind.

Your vision statement should be a short statement that describes, in broad terms,

the event’s long term aim. The mission statement sits underneath this and gives

more detail about how the vision will be delivered. These are important positioning
statements and they need to be both concise and achievable. To give you an example,
here’s EventScotland'’s vision and mission statement as stated in Scotland’s Major
Events Strategy 2003-2015:

Vision:
To become one of the world'’s foremost events destinations by 2015.

Mission:

To deliver a viable portfolio of events to attract visitors to Scotland, to enhance
Scotland'’s international profile, to strengthen our sporting and cultural infrastructure
and to maximise the economic, social and environmental benefits of events to all
parts of the country.
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Here's an example of what a vision and mission statement might look like for a
visual arts festival in ‘X-Town'":

Vision:
To put X-Town's visual arts heritage and community on the Scottish cultural map.

Mission:

Stage an annual visual arts festival with a programme of quality events, exhibitions
and community activities that showcase the work of local artists and engage with the
wider visual arts scene in Scotland, whilst attracting visitors and media interest from
outwith the region for the cultural, social and economic benefit of the artists and
wider community.

3) Setting SMART Objectives

You should also be able to define and communicate your event’s objectives. Your
objectives should help deliver your vision and mission. Objectives need to be clearly
set out and should follow the SMART principle: Specific, Measurable, Achievable,
Relevant and Time-Based:

» Specific: Be specific about what is to be achieved. For instance, if an objective is
to attract tourists to the event, be specific about where they will be coming from,
how many you hope to attract, etc.

» Measurable: A system, method or procedure is required to allow the tracking
and recording of the action upon which the objective is focused. For instance,
a monitoring system should be put in place to record how many tourists came to
the event, where they came from, etc. This could be done through visitor research
and/or ticket data capture for example.

» Achievable: The objectives that are set need to be capable of being reached — never
overstate your objectives. If targets are unrealistic, all you will be doing is setting
yourself up for a fall. For instance, don’t set the target of attracting 1,000 tourists
from North America when you only have a short period of time to market an event
that, realistically, will only achieve 500 day-trippers from neighbouring regions.



> Relevant: Is the objective important to the event? For instance, if the main driver
for the event is to encourage community activity — do you really need to attract
tourists as a priority?

» Time-Based: There must be a clearly stated start and completion date for each objective.

As a guide, event objectives often concern themselves with the following types of goals,
but yours should be SMART in accordance with your own particular circumstances:

» Event Growth Economic Benefit
» Event Quality Tourism Development
» Event Sustainability Social Benefit

» Sector Development Educational Development

vV V. vV vY

» Audience/Participant Satisfaction Community Development

What are your event’s objectives? Are they SMART? What tools and strategies will
you use to achieve them?
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4) SWOT Analysis: Strengths, Weaknesses,
Opportunities and Threats

At the beginning of the planning process if you undertake a simple ‘SWOT Analysis’ it
will help determine the Strengths, Weaknesses, Opportunities and Threats (SWOT) in
relation to the event. This will help you shape your plans.

Looking at internal and external influences that may have a positive or negative
impact, consider the strengths and weaknesses of the event and how these will affect
your ability to deliver it. Repeat the same exercise for opportunities that the event
can capitalise on, and the threats that could undermine the event or elements of it.

Consider the following points:

» Event Management — experience within the organisation, staffing numbers and
structure, financial stability, viability of planning, confidence of funders, etc

» Partners/Clients — the support they can/cannot provide: finance, influence,
resources, etc

» Climates — social, economic, cultural and political



» Event Benefits — what the event offers, its ‘Unique Selling Point’ (USP)
» Potential to Develop and Grow - factors that will assist or hinder this
» Other Factors — competition, technology, legal, environment

In the initial stages of your planning process it can be useful to list the Strengths,
Weaknesses, Opportunities and Threats relevant to your event in a template similar to
the one below. We've given a couple of example entries for our fictional "X-Town
Visual Arts Festival’.

SWOT Template Guide HGURE 11

» Experienced event management team > Lack of marketing and media expertise
» Supportive and active network of local artists > Limited sponsorship success
» Good local authority support and active » Remote location
visual arts officer » Lack of quality accommodation for
» Event vision is convergent with local visual arts overnight visitors
and events strategies » Poor late night transport
» Growing audience base » Etc...

> Etc...

> Local tourism forum keen to work in closer partnership Increasing costs/standstill funding

» EventScotland’s Regional Events Programme

> Local artist recently awarded major arts prize
bringing increased media interest to the town

Event Manager moving on next year
Competition from ‘Y-Town Arts Festival’
Etc...

v v vy

» New supermarket opening in town —
sponsorship possibilities attached
> Etc...

5) Other Initial Considerations:
Choosing the Date and Venue

Lead Time

I

Having sufficient time to plan, fundraise, market and implement the event ‘action plan
is a critical issue. Never underestimate how long the process can actually take. Failure






ol

to allow adequate lead time decreases the chances of success in all aspects of event
planning and delivery.

Think carefully about the size and complexity of the event, the resources and funding
that are required, as well as the time needed for effective promotion. Be generous and
realistic in your estimate and consult with all project partners to ensure the time scale
is suitable to them. Remember that factors outwith your control may reduce
organisational time (i.e. public holidays, holidays to be taken by key team members,
illness, etc) so it's a good idea to build a contingency into every element of your plan.
As a general guide, successful smaller events will require at least six months lead-in
time whilst larger events can take more than a year to plan, and major international
events can take years from the bidding stage to delivery.

For new events, understanding the required lead time should help influence the choice
of event date. When the date is set and agreed by the committee, partners, etc, it may
be difficult to change it. Therefore, if you predict that something may hold up the
planning process — extend the lead time if you possibly can. In some cases you will not
have a choice in terms of when the event is to be held. If this is the case, before going
ahead and committing to hosting the event, ensure that you undertake good initial
planning in order to convince yourself (and others) that it can be delivered successfully.

The Date

The choice of date for your event can have a major impact on its success. Careful
consideration should be given to the range of risk factors involved in selecting the
best date. Consider:

» Nature of the Event - is it an outdoor event; does it need to be staged in a particular
season; is its location intrinsic to its success (i.e. does it have to be in a particular
venue, city/town, location, etc)?

» Weather — what are the probable weather conditions at your preferred time of year;
will inclement weather affect the event; are there contingency opportunities available?



» Target Audience — who are you hoping to attract to the event: is this more achievable
if it is staged at a particular time of year, holiday time, at the weekend, mid-week, etc?

» Clash Diaries — what else is happening at the chosen location/venue; is the event
diary overly busy? It's worth talking to your local authority, VisitScotland network
office and other appropriate organisations to check what else is planned for your
area at the time. You should also check to see if your event clashes with any similar
events further afield that may also attract your target audience or participants.

A good place to start are the events diaries on www.visitscotland.com,
www.eventscotland.org, www.sportscotland.org.uk, www.scottisharts.org.uk and
your local authority website. Also think about the potential of your event competing
with other wider issues and stories for media interest.

» Complementary Activity — are there any complementary events or activities taking
place at the same time that could assist your event? Could you work together for
mutual benefits?
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» Competition — are there other similar themed or scaled events taking place that are
targeted at the same audience? Is there room for your event in the marketplace at
your chosen time of year?

» Resources — are other major events (football, concerts, conferences, etc) taking place
at the same time that will impact on the resources required to stage your event
(i.e. the availability of accommodation, staff and volunteers, hired equipment and
facilities, venues, support from emergency services, local authority, etc)?

» Other Factors — don't forget to check out any other influencing or relevant issues
e.g. road or building works planned in the vicinity at the same time as your event.

Shoulder Periods

It is also important to consider the value of placing your event in ‘shoulder periods’
(i.e. times of the year outwith the main tourism season). Placing events at these off-
peak times may address issues regarding the lack of resources and conflicting events,
as well as introducing additional economic benefits to communities by attracting new
activity and visitors in an otherwise quiet time. Events taking place in these periods


http://www.visitscotland.com
http://www.eventscotland.org
http://www.sportscotland.org.uk
http://www.scottisharts.org.uk

may well be prioritised for support from public bodies; however you must be confident
that you can attract the necessary level of audiences/spectators/participants when
considering this option.

M TOPTIP
:@: Once you have agreed the date, make sure that you inform everybody
who will help you deliver the event. If there is a clash diary held by
your local authority, VisitScotland network office, or relevant sector
body, ensure your event date is listed. This should help minimise the
risk of a later-planned event clashing with yours.

The Venue

The nature of your project will help dictate the type of venue you select. Events are
held in many different locations, from established venues to open spaces. Your motivation
for choosing a particular venue may include practicality, financial viability, facilities,
uniqueness, location, layout, perception, etc. The bottom line is that the venue must
be able to meet the needs of the event and its audience. Consider the following:

» Event History — where has the event been held in the past; what were the pros and
cons of holding it there (remember — never underestimate the impact of an existing
event venue: its location and how it is perceived may well be a powerful tool in
drawing audiences/spectators/participants); are there any benefits in changing venue;
are there other elements being added to the event that require additional facilities
or space?

» Venue History & Reputation — what venue(s) fit with the qualities and principles of
the event; are certain venues synonymous with your individual event type; will a
particular venue give added kudos or be detrimental to the event?

> Location — does the event need to be located in the centre of town; does the
location have potential to expand with the event; are there necessary facilities
nearby such as transport links, accommodation, etc?

» Budget — will the budget support the choice of venue; have all the possible costs
been considered?



Conditions of Contract — are you required to use the venue’s own technical staff;
does the venue insist on supplying catering and bar facilities; what type and level
of insurance is required on your part and what is covered by the venue; what are
the terms of payment; will any of these requirements have an impact on the
financial viability of your event?

Audience — what capacity is required (this time and in the future as the event grows);
is it accessible for people with disabilities or special needs; will your target audience
identify with the venue?

Services & Resources — what support can the venue offer (staffing, security,
administration, production, bar facilities, toilet facilities, etc)?

Transport & Parking — can staff and audience park at or near to the venue; are there
good public transport links; can production and other services/deliveries unload and
park as necessary at the venue; are VIP and disabled spaces available?

Timing — can the venue accommodate the entire event requirements: event build,
live event and take-down; is there a potential clash with other events or activity
happening at the same time, before or after your event?

Permissions — what permissions are required (landowner, licences, sanctioning, road
closures, etc)?

Infrastructure and Layout — what space is required for all aspects of the event
(production compound, event parking, audience, staging, signage & branding,
artists/competitors, press, exclusion zone, etc); what level of infrastructure do you
require and what kind of work (if necessary) are you prepared to undertake to get
the venue to a useable state?

Restrictions — what are the venue opening and closing times (during the event build,
live event, and take-down), do you have 24hr access; is there a corkage charge,
administration charge, etc; can you display your sponsors’ signage or will it clash
with existing venue sponsors or suppliers?
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» Reinstatement — who is responsible for clean-up, rubbish removal, reinstating street
furniture, ground works, etc; what are the estimated costs; is a bond required to be
paid in advance to cover the cost of damages to the venue or land?

Deciding on the right venue for your event can be a lengthy process requiring lots of
investigation. However, the time spent doing this will be worth it and may save you
trouble, disruption and unnecessary expenditure in the longer term.

Having undertaken the above initial planning exercises you should now have a solid
foundation upon which to move forward. You will have consolidated your thoughts
and will have a clearer vision of how you want your event to develop. You will be
assured that the event is basically deliverable and its objectives are realistic.

The Event Action Plan

The next stage is to start formulating an Event Action Plan. This is different (but
works in tandem with) the Business Plan which we will talk about in the next chapter.
To be clear, the Event Action Plan is a live management tool that details key project
milestones and activity against a timeline — it should be continually reviewed and
updated as the event planning and operations progress. The Business Plan, on the
other hand, is a strategic vision and planning document which outlines the event
objectives, states the business case and gives financial projections and information
over a given time period (often 3-5 years). The Business Plan should be reviewed at
key stages as agreed by event partners (most likely at the beginning of each planning
stage). The Event Action Plan should also appear in the body of, or as an appendix to,
the Business Plan (see Chapter 2 for Business Plan guidance).

Although you may have a good idea as to how the event will be developed and
delivered, it is important to commit your thoughts to paper. This is essential in order
to help you understand and share what has to be done, when and by whom. It's also
a requirement if you are looking to convince others to invest in your event. Putting
together the Event Action Plan is a straightforward task that involves listing key
activities against a timeline and stating who will be responsible for delivering each
element. Critically, it will help you to ensure you have enough time to complete all
necessary tasks and help all involved understand their responsibilities.



Key activities listed in your Event Action Plan may include:
Writing/updating the Business Plan

Identifying event partners and supporters
Sanctioning/permissions

Recruitment and training

Fundraising activity and deadlines

Licensing, legal or insurance issues

Budgeting milestones

Key meetings — i.e. steering group or sub-committee meetings
Confirming venue(s)

Booking or commissioning programme elements
Pre-production/production milestones

Implementing the Marketing Strategy

Media activity

Event build

Live event

Event ‘take-down’ or ‘de-rig’

YV VvV Y ¥V VvV ¥V ¥V Y VY Y VY VY VvV VvV VY VY

Monitoring, evaluation & reporting

It's really up to you how you set out your Event Action Plan as appropriate to your
event, but it may be helpful to table the plan on a month-by-month basis to help
build a chronological calendar of tasks leading up to the event. Remember to build

in contingency time for any tasks you are not certain can be completed by a particular
date or for those that require outside influence or assistance. Use team meetings to
update the plan and then make sure that all revisions are circulated to those who are
working from the plan.

Depending on the size and complexity of your event, you may have separate, more
detailed Action Plans for different work areas or ‘departments’. For example, you may
have one for marketing, one for production, one for fundraising, etc. It's a useful
approach to be able to show the entire activity timeline and also to be able to break
it down into ‘departments’.

The complexity of your event will determine the complexity of your Event Action Plan.
You may have project management software to help you put together your plan, but if
not, a simple activity/month table is useful.

chapter one where to start — general planning
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In this chapter we have outlined the broad key stages in the initial planning of an event
and we've suggested a few exercises to help you start planning your event effectively.

"M TOP TIPS
:@: » Don't just ‘wade in’ — plan your activity from start to finish

against the lead time available

» Be well placed to communicate your event vision, mission
and objectives

> Make a list of your current and potential stakeholders and don’t be
afraid to pick up the phone and ask their advice at an early stage

» Don’t expect others to read your mind






Keep
it simple



business planning






An event Business Plan serves to
communicate the strategic plan for taking
the event forward, usually over a period
of three to five years (if it is not a one-off
proposition). Every event should have a
Business Plan.

Regardless of the scale, age or history of your event, the Business Plan is an essential
tool that will:

chapter two business planning

» Communicate the vision, purpose and benefits of the event to others

v

Enable you to focus on the event’s potential to develop and grow

Illustrate and help secure the event’s viability and sustainability in the longer term
Show how much money is needed and what it is needed for

Help you plan the resources, delivery and operating structure

Help you raise funding

vV V. vV vY

HeIp yOou measure success

Don't let the term ‘Business Plan’ put you off. You are likely to have already thought
about everything you write in the plan many times over. By writing it down, it will help
you organise your thoughts, share them with others and allow you to make mistakes
on paper before putting plans into action. A Business Plan doesn’t have to be
complicated. Keep it simple and logical. Use your resources and invite key members of
the team as well as event partners (if appropriate) to contribute to its formation so
that the plan is ‘owned’ by the team. Key areas to be addressed in an event Business
Plan include:

» The event's vision and mission — i.e. what it ultimately aims to achieve

» Who the key stakeholders are, what benefits they will accrue and how the event
fits with their strategies

> The relevant experience and track record of the organisers

» The event’s background and an overview of plans for the current year



ve

v

v

vV v v v

The SWOT analysis (identify strengths, weaknesses, opportunities and threats)
The audience/spectator/participant profile (existing and targets)

Key objectives and achievement strategy for the current year

A development plan — key aims and objectives going forward (beyond the
current year)

Marketing and communications planning

Event requirements — staffing structure, facilities, services, venues, etc
How much the event will cost — budget projections over 3-5 year period
How will it will be paid for — identifying income streams

Management and business controls

Risk management and contingency plans

Future considerations

Below is a broad guide intended to help you create your own unique Business Plan.

Add or exclude elements that you feel are appropriate to your event and situation —

there is no right or wrong format. The scale and complexity of the event will determine

the size of the plan so don’t be alarmed if your final document seems too short or very

long. As long as key issues pertinent to your event are thoroughly addressed and it is

written in plain English, it will be a very useful document that gives you, and others,

confidence to take the event forward.

The following guidance sets out a logical sequence for compiling a generic event

Business Plan. It is not suggested that this approach will fit all events, but it should

give you a starting point if you feel you need guidance.



BUSINESS PLAN GUIDE

FIGURE 2.1
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FIGURE 2.1 CONTINUED

2. Event Overview — Current Year

This section should set out plans for the ‘live’ event year:

| 2

>

Restate your vision and mission

Key Objectives — clearly state the key objectives and how each will be delivered. Set timescales and identify
who each action will be led by (i.e. which organisation/individual)

The Event — describe the event and its various elements in more detail. Give an overview of the intended event
content/programme and any new developments

Target Market — give an outline of the existing audience/spectator/participant profile (if there is one) and state
targets for growth and development (you should go into more detail in section 5)

Stakeholder Involvement and Benefits — describe the involvement and benefits each stakeholder should
expect (event partners, public funders, sponsors, supporters, host venue/city, the local community, etc). Make sure
you state where the event and stakeholder strategies align

3. Development Plan - Going Forward

This section should present an outline of how the event will develop over the next 3-5 years:

>

Strategic Development — with your vision and mission in mind, outline your key objectives and how they will
be delivered and developed beyond the current year; set timescales and identify who will lead each action
(i.e. organisation/individual)

Development Implications — summarise the policy you will apply to ensure quality control and a relevant
programme of events

Strategic Alignment — going forward, describe how your event may deliver to the strategic plans of your
current and potential stakeholders

4. Event Requirements

This section should outline what is required on an operational level to deliver the event:

>

Facilities — what facilities are required in terms of public utilities, accommodation (on and off site), catering,
communication, other technology (such as timing equipment for sporting events), etc

Services — what services will be required and who will provide them: medical, police, child protection, fire,
traffic management, health & safety, security, media, etc

Production — detail the production equipment required such as power, fencing, staging, sound, lighting, vision,
heavy plant, etc

Legal & Insurance — consider the implications of contractual arrangements and the necessary insurance
required to cover all aspects of the event

Etc...



FIGURE 2.1 CONTINUED

5. Marketing & Communications Plan
This section should describe who your audience/participants/spectators are and how you will reach them:

Situational Analysis — provide outline information about existing audiences/participants/spectators; strengths,
weaknesses, opportunities and threats with specific reference to the marketing and communications effort

Targets — identify primary and secondary target markets for each year of the Business Plan
Marketing Strategy — set aims, objectives and achievement strategies

Communications/Media Strategy — outline the key communication messages and how they will be delivered
against a timeline

Marketing Action Plan — plot activity against a monthly timeline
Budgets and Resources — show how you will finance and resource the plan

Monitoring, Research and Evaluation — set out how you will monitor and evaluate the success of the
Marketing and Communications Plan. Describe how you will research and monitor your audiences/participants
(further guidance is provided in Chapter 12).

6. Financial Plan & Considerations
This section is crucial. You need to show that the event is financially viable and achievable.

Income and Expenditure Projections — present detailed event budgets and cash flow projections for the
period of the plan (see Chapter 4 for guidance).

Budget Notes — as necessary, explain how you have arrived at these figures; explain any assumptions that have
been made; give information about funders’ commitments

Revenue Plan - outline targets and strategies for securing funding and sponsorship and other incomes;
include expected time scales and contingency plans (see Chapter 5)

Investment Appraisal — what value for money does the event bring; who/what benefits and how will this be
monitored

Economic Impact Estimation — the additional income that holding the event will bring to your area/economy

1. Management & Business Controls

In this section you need to show that you are set up to manage the event appropriately:

Management & Organisation — Outline the legal status of the organisation and be clear about event
ownership. Detail key management and stakeholder roles and expertise; show the organisational structure and
chain of command (see Chapter 3 and 7).

Event Action Plan — set out a clear timetable covering all aspects of event delivery (see Chapter 1)

The Business — describe how you will keep track of the business; describe the management and administration
systems that will ensure the smooth running of the event

Other Records — explain the other systems you will put in place to monitor progress of each operation, when
will you do it, who will do it, etc

Management Information Systems — how will you measure objectives against levels of achievement
(marketing, budget, etc) and how will you provide reports?

Review — state when the plan will be reviewed and whose responsibility it is to do so

chapter two business planning
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FIGURE 2.1 CONTINUED

8. Risk Management

In this section you should explain how you will address the Risk Management process:

» Risk Factors — identify key risk factors (e.g. with respect to your objectives, programme, finances, operations,
reputation, legal, audience, health & safety, etc). Show how you will manage and mitigate risks and provide an
initial risk assessment (see Chapter 9)

Appendices:

These may include appropriate documents such as:
» Additional financial information

> Asite/lvenue map

> Previous research and economic impact information
» Equal opportunities policy

» Health and safety policy

> Ethical practices

> Code of practice/staff briefing document

How should the Business Plan be presented?

Your plan should be easy to read and navigate. It should be typed up in a clear font
with good spacing. Each page should be numbered and the whole document bound.
Make sure you produce multiple copies to distribute to key team members, funders
and stakeholders as necessary.

If the plan is being presented in person at any point (i.e. to a potential funder), ensure
the presenter is familiar with all aspects of the plan and they have good face-to-face
presentation skills.

Reviewing the Plan

Unless otherwise agreed with event partners, it is likely you will wait until the current
year's event has been staged and the evaluation process completed before you reassess
the plan. A review period should be calculated into the Event Action Plan to ensure
the exercise is completed in enough time to action new objectives and raise funds for
future years.



TOP TIPS

» Maintaining good records, documenting your activity and producing
plans is not about keeping funders and stakeholders happy. It helps
you operate more efficiently, communicate what has to be achieved,
and avoids the need to ‘re-invent the wheel’ each time you start

your event planning.

» Think laterally and save time — remember you should be able to cut
and paste standard information sections from your Business Plan
into funding applications as appropriate.

» Once you have written your plan, make sure you keep it as a
‘living document’.

> Keep it simple.

chapter two business planning
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There are no ‘off the peg’ organisational
structures that can be employed to deliver
events. Each event is as individual as the
objectives it aims to achieve — and the
people that deliver it.

Information regarding the legal status of organisations operating events is given in
Chapter 7. At this point however, it's worth underlining that event organisers come in
many shapes and sizes, including:

Professional event or festival organisations (not-for-profit)
Professional event management companies and promoters (commercial)
Public/private partnerships

vV v v v

Events departments within parent organisations or companies

v

Local authorities
» Freelance event organisers working for, or on behalf of, public bodies or
private companies

v

Tourism forums and organisations
Local promoters

Voluntary groups

Trusts

Charities

Governing bodies of sport

vV vV VvV vV VY

Clubs and associations

The Event Team

Whatever your particular set up, it is key that you select the right team with the
relevant skills to take the event forward. During your initial planning you will have
identified what has to be delivered. Putting the right team together is essential to
success. Depending on the type and size of your event (and the resources available
to it), key areas of responsibility may include:

» Event Director

» Event Producer/Manager
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» Production Manager

\4

Event Administrator
Event Assistant

\ A 4

Finance Assistant

v

Marketing Manager
Media Manager

v Vv

Site/Venue Manager

v

Fundraising/Sponsorship Manager
Programme Manager

Production Designer

Information Assistants
Artist/Participant Liaison

vV V. v v Y

Stage Management
Production Crew

\ A 4

Runners

The above list simply provides an example of the kinds of roles that may be appropriate
to an event. It could be that your event requires a range of roles, a much expanded
team, or maybe just two or three people supported by volunteers to deliver all aspects
of event management. Whatever the case, ensure that you are sufficiently equipped
to meet the challenge.

The process of putting the team together starts with drawing up job descriptions for
the various roles you wish to create. These should state simply and clearly what you
expect each person to do. This should help you clarify the actual roles you need to put
in place and the skill sets required. The next stage is to decide the nature of each
agreement: are you seeking a freelancer, short-term contractor or permanent member
of staff? Will you pay weekly or monthly? Will you pay overtime? How many hours a
week? How many days holiday? Will any bonuses be paid? You should aim to provide
the right conditions to attract the kind of staff required within the budget available.

Once you've decided on the roles that you require, it's a good idea to draw up an
organisational chart or staffing plan setting out the structure of your event team.
This will help you demonstrate the chain of command. Here’s an example of what this
might look like for our ‘X-Town Visual Arts Festival'.



FIGURE 3.1

Steering Group

Event Director

Sponsorship &

Production Programme Fundraisin Marketing &
Manager Manager M 9 Media Manager
anager
Crew Finance Event Event
Assistant Assistant 1 Assistant 2

Volunteer Info
Assistants x10

Recruitment: If possible, plan your recruitment activity well in advance. If you are
advertising posts, ensure you leave plenty time for the advert to be placed, interviews
to be held and any notice periods to be worked, etc. Don’t forget that you can seek
recommendations from other event managers (many event professionals are freelance
and move from event to event as a result of recommendation). Ensure that you always
take up references for any new members of your event team. Getting the balance
right in the team is a key consideration — event staff often have to work very closely
together for long hours in pressurised environments, so make sure your team members
complement each other. Always provide a job description and formalise your recruitment
agreements in writing, ensuring that rates of pay (or basis of voluntary work) are clearly
understood and accepted.

Legal obligations: For general information and advice regarding best practice and
your legal obligations as an employer visit www.dti.gov.uk, www.businesslink.gov.uk
or www.bgateway.com (also, see Chapter 7 for further advice).
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Clarify roles: ensure that each member of the team has a clear understanding of what
their, and their various team mates’, roles entail, what is expected of them and who
they are responsible to.

Internal Communications: It is essential that you operate good internal communications.
Hold regular team meetings to update the Event Action Plan and to ensure that all key
members are familiar with and understand the issues and challenges. These meetings
are also an opportunity for team members to raise their own points and to share
knowledge and experience.

Work Experience Staff: If you offer students the opportunity to gain work experience
on the event, ensure that you are equipped and able to instruct/mentor/supervise them
and provide feedback. Put your agreement in writing, ensuring that you clarify the scope
of the work and state if it will be paid or on a voluntary basis, etc.

Volunteers: If you are considering using volunteers to assist with the event, ensure that
you are able to clearly specify what is required of them; the types of roles you wish them
to perform; hours; training; incentives; who they report to; how to deal with incidents
and an idea of what to expect on the day, etc. Volunteers need to be managed carefully
and your relationship with them will be different to your relationship with paid staff.
Remember, volunteers are giving up their time to work on your event and they are
likely to have specific reasons for volunteering. To select and get the best out of your
volunteers, it's a good approach to find out what they are looking to get out of the
experience and to try to match their skills and personality with the appropriate role.
For example, a receptionist could work well in an information booth or dealing with
participants, whilst someone with less practised communication skills may prefer
working in a less public-facing role. Keep volunteers well informed/briefed about the
event, particulary if their role involves contact with the public. It is always a nice touch to
recognise the contribution of volunteers by providing a small gift/certificate upon
completion of the event. For additional information and advice visit the website of
Volunteer Development Scotland www.vds.org.uk (see also www.volunteering.org.uk,
www.askncvo.org.uk and www.businesslink.gov.uk)


http://www.vds.org.uk
http://www.volunteering.org.uk
http://www.askncvo.org.uk
http://www.businesslink.gov.uk

The Wider Team

When we talk about the ‘Event Team’ we mean the key individuals employed (or

working on a voluntary basis) to deliver the event. In addition to the core event team,
it is likely that there will be many others who will make up the wider team responsible
for the event'’s success. These may include, for example:

> Steering Group - events that involve partnership working and funds are usually
overseen by a ‘Steering Group’ often made up of representatives of the various
partners. This group is responsible for giving advice and general direction to the
event and for ensuring that the interests of all funders are appropriately delivered.
The Steering Group may represent the board (if there is one), or there may be a
separate Board of Directors responsible for key policy decisions. Dates for Steering
Group meetings should be agreed well in advance to ensure good attendance and
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engagement from all partners.

» Board — depending on your structure, you may well have a Board instead of (or as
well as) a Steering Group. A Board is likely to have direct liability for the event as
well as responsibility for policy and direction, whilst a Steering Group usually works
in an advisory capacity only. Whatever your situation, you will need to determine
where the ultimate responsibility and decision-making power lies.

» Sub-Groups — aside from the event team and Steering Group, events often need to
create sub-groups in order to address and effectively manage certain issues/areas.
For example, for a major outdoor event, it is likely that a joint-agency sub-group
involving the event management, emergency services, police, local authority and
security contractor will be convened to consider and action Health and Safety
planning. Other groups such as a ‘marketing sub-group’ and ‘programming sub-
group’ may be formed. Only form sub-groups as necessary — not for their own sake
— and keep subscription restricted to those with the required knowledge, experience
and ability to provide active input. As the event manager, you should act as the co-
ordinator for all sub-groups and should feed all outcomes back to the event team
and Steering Group/Board.
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Other Services

In addition to the above, the services of additional staff, contractors and suppliers are
usually required. These may include:

Event officials

Security

Stewarding

Medical

First Aid

Catering

Box Office and Front of House

Technical: staging, structures, lighting, sound, power, etc
Market researchers

Concession operators

vV vV vV YV ¥V vV v VvV VY VY

Legal and other business services

Ultimately the success of your event will be directly related to the effectiveness of your
team and overall structure — so take time in the early stages to plan and get this right.









budgets and
financial management






Good financial management is fundamental
to the delivery of successful events. Our
advice is simple: plan ahead, be realistic,
keep on top of your budget and implement
control systems that work for you.

Right from the start, ensure that you set a realistic budget with inbuilt flexibility and
identified contingencies. If you are looking to raise public funds or sponsorship, don’t
approach a potential funder until you are able to present a realistic outline budget.
Remember, you need to convince yourself of the event’s financial viability before you
can convince others.

Transparency

Those applying for (and in receipt of) public funds will be required to provide detailed
financial information about the event and wider company finances. For management
and reporting purposes ensure that you keep separate, or are able to separate, all
financial information to do with the event. Never try to ‘fudge’ figures or provide
misleading information. Funders will often require sight of your annual accounts and
may well reserve the right to carry out an audit to ensure their funds have been used
in the agreed manner. Aside from funders' requirements it is best practice to present
and keep transparent accounts.

Your event budget is basically a projection of all income and expenditure relating to the
development and delivery of the event. To help you manage event finances effectively it's
a good approach to keep a ‘live budget’ on your computer - i.e. a spreadsheet that

you update on a regular (daily/weekly) basis. Set up your budget in a package such as

Microsoft Excel so that you have numeric functions to help you manage the financial data.

chapter four budgets and financial management



The following template gives an example of the kind of entries that may be appropriate

to your event, but your entries should of course be specific to your particular situation:

Live Event Budget — Summary
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Description
INCOME

Grants / Underwriting /
Public Funding (list all)

Trusts / Foundations (list all)

1. Projected (£)

Sponsorship (list all)

Ticket Sales / Admissions

Merchandising

Other Income

Total Income £
EXPENDITURE 1. Projected (£)

Administration

General Administration

General Insurance

Travel & Accommodation

Staff Salaries & Fees
Management Fees (if applicable)
Other Administration Expenses
Subtotal Administration £
Event Costs

Event Evaluation / Bid Costs
Sanction Fees (if appropriate)
Facility / Venue

Other Production Costs (Plant,
Equip. Hire, Crew, Security, etc)

Health & Safety
Insurance
Ceremonies

Entertainment / Artistic
Programme (fees & costs)

Hospitality
Cost of Merchandising

FIGURE 4.1

2. Income to date (£) 3. Variance (1-2)

2. Spend to date (£) 3. Variance (1-2)
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Travel, Accommodation
& Services

Communication (Radios, etc)
Ticket Production

Other Event Expenses

Subtotal Event Costs

Marketing & Promotion Expenses
Advertising

Design Fees & Print Production

Direct Mail / Distribution /
Display

Internet
Media & PR
Market Research

Other Marketing &
Promotions Expenses

Subtotal
Marketing & Promotion

TOTAL EXPENSES

ADD CONTINGENCY
(5% OF TOTAL EXPENSES)

TOTAL EXPENSES +
CONTINGENCY

Surplus / Deficit

FIGURE 4.1 CONTINUED
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Budget Preparation Tips

Ensure that you build appropriate contingencies into your budget.
Present your budget clearly and make sure it is easy to read and interpret.
Be realistic. Never include funding sources that are unlikely to materialise.

If relevant — for example, if the event finances are processed through a parent
organisation — ensure the cost centres you set up in your event budget
(i.e. marketing, production, etc) integrate with the ‘parent’ accounts system.

Each and every item of event income and expenditure should be recorded in your
event budget.

The complexity of your budget will depend on the size or nature of your event.
If the budget is extensive, and you are employing a software package such as
Microsoft Excel, it's a useful approach to link worksheets to the front page ‘budget
summary’ in order to keep a detailed breakdown of each line in the budget.

State clearly if your budget is presented as NET (it does not include VAT) or GROSS
(it does include VAT). Broadly speaking, if you are VAT registered and able to reclaim
the VAT keep a NET event budget. If you are not VAT registered and therefore
unable to reclaim the VAT keep a GROSS event budget. If in doubt, seek the advice
of your/an accountant.

Be aware of the VAT status of any income that you receive. For example, grants are
generally not subject to VAT but commercial sponsorship is likely to be. Errors or
misunderstandings can be costly.

Ensure you understand your liability to pay VAT on ticket income and other sales.

Be conservative with regards to ticket income targets. When entering a projected
ticket income, ensure that you have worked out exactly how many tickets you would
have to sell to achieve it. Remember to take into account any tax deductions,
concession rates, group bookings or special offers and their likely impact on your target.

chapter four budgets and financial management



It is important that you record the value of any ‘in-kind’ support you receive. However,
to avoid getting your ‘in-kind’ values mixed up with the actual cash at your disposal,
it's advisable to keep a note of your in-kind support separately. If you do choose to
show ‘in-kind’ figures in your budget, make sure you enter the value as an income
as well as expenditure and mark both entries as ‘in-kind’.

Always back-up and archive your budget as necessary. Ensure that you keep a record
of which versions you have presented to outside parties such as funding partners.

Control Mechanisms

The Budget Holder: It's advisable that one person is ultimately responsible for
updating and managing the overall budget - ideally the event manager or producer.
If others in the team are given authority for certain budget elements, set control
mechanisms in advance and ensure they understand and agree the level of budget
available to them.

Coding: If relevant, set up an appropriate invoice coding system so that budget
information can be easily entered (and filtered) in accordance with any existing
accounts system.

Purchase orders: Where possible, raise purchase orders. These not only provide a
checking mechanism when passing invoices for payment, but they confirm to the
supplier exactly what you want and when you want it. Ensure you add delivery
details and contact telephone number, especially if the order is to be delivered to
a temporary event site.

Processing invoices: Depending on what already exists within your organisation,
it's a good idea to put in place a system for approving invoices relating to the event.
One control mechanism is to attach ‘approval slips’ to each invoice in order for the
budget holder to code them, ‘sign them off’ and add any appropriate notes for the
book keeper (or person who writes the cheques). Whatever system you employ,
ensure that invoices do not get paid until the event budget holder has approved
them and has updated the ‘live budget’ accordingly. The point is to keep on top
of all event expenditure.



Petty cash: Ensure that all petty cash spend is factored into the budget. When issuing
petty cash in advance, ensure that you do so in exchange for a signed petty cash
slip (you can make your own or buy them from stationers). Ensure that receipts for
all petty cash purchases are collected, numbered and properly coded. It's useful to
provide a petty cash template for those in receipt of cash. Here’s a sample template
for you to adapt to your purposes.

Provide the template as an Excel file rather than as a hard copy in order to
minimise errors: see figure 4.2 below.

FIGURE 4.2
PETTY CASH RECORD
Please number your receipts and staple them to this completed form
Name:
Receipt Budget Petty Cash Petty Cash
No. Code Description Date Received Spend Balance
XXIXXIXX £50.00
1 Marketing/3 stamps XXIXX/XX £10.00 £ 40.00
2 Marketing/7 printer cartridge XX/XX/XX £20.00 £20.00
Etc...
Totals £ 50.00 £ 30.00 £ 20.00

Date returned:
Notes:

Note: Once you receive a completed petty cash record, exchange it for the associated
petty cash slip(s) to keep your records in order.

Good record keeping: Keep all your financial information on file and at hand. Make
hard copies of your key documents. Back up all your computer files to CD or DVD
on a regular basis.

Cash flow projections: Ensure that you plan your cash flow effectively. The lack of
available cash could well bring your operation to a halt and put the whole team and
event under unnecessary pressure. A simple template is provided on the next page.
Remember that entries in the cash flow will be GROSS (i.e. they will include VAT). If
you are VAT registered and the event is not the sole business of the company, your
VAT payments/claims should be factored in to your overall company cash flow.
Again, if you are working within a wider organisational structure, ensure that you
plan your cash flow with the finance department. See figure 4.3 overleaf.
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Cash

Think about what cash you will need during the event itself. Do you need till floats,
prize money, petty cash, etc? Make sure you order any cash that you require from
your bank well enough in advance. Remember to state the required denominations
and when you need to pick it up.

Fees

Some performers prefer to be paid at the event itself. For ease and security try to avoid
this, but if it's unavoidable prepare the cheques/cash in advance and store in a locked
room or safe until required. Ensure you get a proper receipt for any cash payments.

Security

Ensure you put sufficient security measures in place that take into account the amount
of cash you will have on site and the safety of those handling it. Think through the
various scenarios pertinent to your event. How will you monitor and store your takings
on site? Who will be responsible for handling cash? Is training required? Are staff
adequately protected against possible attack? Do you need to arrange a Night Safe
Service with your bank? Remember to check your insurance policy to ensure you have
the right level and type of cover.

Annual Accounts

The status of your organisation will determine the level of financial reporting you
are required to undertake. Registered companies are required by law to prepare and
submit a set of financial accounts to Companies House each year. Whilst unincorporated
organisations are not required to do this, they should maintain proper books and
records. For further advice visit www.businesslink.gov.uk, www.bgateway.com,
www.companieshouse.gov.uk or speak to your/an accountant.


http://www.businesslink.gov.uk
http://www.bgateway.com
http://www.companieshouse.gov.uk

VAT - should you be registered?

The supply of any goods and services, which are subject to VAT at any rate, are called
taxable supplies whether you are VAT registered or not. If the value of your taxable
supplies is over a specific limit, you need to register for VAT, unless your supplies are
wholly or mainly zero rated in which case you may apply for exemption from
registration. For further information visit www.hmrc.gov.uk or call the national
helpline 0845 010 9000.

Gift Aid

Gift Aid allows charities to reclaim the basic rate of income tax paid on the donations.

Using Gift Aid means that for every pound donated, charities can claim an extra 28
pence from the Inland Revenue. If the donor is a UK taxpayer, this means that £100
can be turned into £128 just so long as donations are made through Gift Aid. For more
information on eligibility and how to claim, contact the Inland Revenue Charities Office
in Edinburgh 0845 3020203 or visit www.hmrc.gov.uk or www.givingcampaign.org.uk

Keep a Record of your Assets

If you have bought items such as site or office equipment for the purposes of the
event, it's useful to keep a record/register of what you have and where each item is
stored. This should prevent your purchased items getting lost, forgotten about and
unnecessarily replaced next time round.

Future Planning

When planning the event’s finances over a period of years, you can use your ‘Live
Budget’' model (figure 4.1, page 44) and adjust it to demonstrate projected income and
expenditure going forward. This kind of planning should help you concentrate on the
future financial viability of the event and what you will have to do to ensure this.
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FIGURE 4.4

Event Budget Projection Over 3 Years
Description Year 1 Year 2 projection Year 3 projection
INCOME

1 Include all details

:

Total Income £ £ £
Year 1 Year 2 projection Year 3 projection
EXPENDITURE

1 Include all details

T&VAL EXPENSES £ £ £
ADD CONTINGENCY

(5% OF TOTAL EXPENSES) £ £ £
TOTAL EXPENSES +

CONTINGENCY £ £ £
Surplus / Deficit f f f
M TOPTIP

~ -

Keep on top of your finances at every stage. If you lose control of the
budget you have effectively lost control of the event.

- ~
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making it add up -
fundraising






When predicting the likelihood of
an event’s success, two important
questions have to be asked:

1) Is it financially viable?
2) Is it sustainable? (if it's not a one-off proposition)

Putting aesthetics and the quality of the programme to one side, if an event is not
financially viable then its success will be greatly diminished and it will not be sustainable.
Therefore, it may be harder to secure future financial support.

In recent years, the cost of staging events has increased and it has become necessary

for event organisers to look to a wide range of sources in order to raise the required

income. When preparing the Business Plan and the Event Budget, it's a good approach
to draw up a Revenue Plan to help you plan your fundraising.

What is a Revenue Plan?

A Revenue Plan will help you assess all the fundraising options that have potential to
raise income for the event. It will give confidence to existing partners and stakeholders
that additional finances to meet the budget aspiration will actively be sought. By
identifying income sources and deadlines, should the anticipated targets not be met,
the identified contingencies should be put into action. A Revenue Plan Template is
shown towards the end of this section.

Potential Funding and Income Sources

Fundraising often has to be a particularly inventive process. Depending on the type of
event, it is likely that a combination of some or all of the following income streams will
be required to realise your funding objective:

» Ticket Sales (i.e. audiences, spectators)
» Participant Entry Fees (i.e. sports events)
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Trusts and Foundations
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Concessions & Franchises
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Merchandising

Showcase, Demonstration and Information Stands
Advertising

In-Kind Support

Other Activities

vV v v v

Ticket Sales

Make sure you set a realistic ticket pricing structure. Research similar events, look at
their pricing structures and be aware of the expectations of your audience. Consider
the impact that concessionary pricing and special offers will have on your expected
income targets. If you are liable to pay VAT on ticket sales remember to calculate the
net price for revenue purposes and also take into account any ticket agency commission
if a third party is distributing tickets for you. If appropriate, make sure that you have
sensibly negotiated any box-office splits with the venue/artists/others and agreed any
guarantees against loss. Of course, not every event has an entrance fee but you may
wish to consider charging for certain elements of the event programme. If this is the
case make clear on your event literature any ‘pay to enter’ entertainment within an
otherwise free event.

Entry Fees

As with setting ticket prices, it is important to ensure that any participant entry fees
are set at a realistic level. Research similar events to ensure that your entry fee is in-
keeping with the industry norm. Consider the perception that your entry fee will
create for your event, i.e. participants should feel they are getting value for money.
Where applicable, remember to include any race levy or similar charges in the fee
(and ensure this is accounted for in your overall event budget). Whatever entry fee
you decide to charge, it is important that you clearly state what it actually includes
on all your event information.



Public Funds

Events supported by local authorities are usually prioritised for support by EventScotland.
The reason for this is that events supported locally are more likely to be sustainable in
the long-term as they fit with local strategies. It is possible that your local authority
operates an events fund or that funds may be available through departments such as
‘economic development’, ‘culture and leisure services’ or through sources such as a
local ‘common good fund'. Increasingly local authorities are developing events strategies
and employing events officers to co-ordinate their involvement and support. When
enquiring about the potential of support from your local authority, the best place to
start is by asking if there is an events officer or other appropriate (culture or sports)
contact that can help route your enquiry. Aside from financial support, the local
authority may also be able to provide assistance with aspects of the event organisation
by supplying services in-kind, advice, inclusion in ‘What's On’ guides, etc. The contact
details for all Scottish local authorities can be found at www.cosla.gov.uk

As well as your local authority, there are a range of other organisations and funding
bodies that may be able to offer financial and/or ‘in-kind’ assistance. These include the
Scottish Arts Council, sportscotland, Scottish Enterprise, Arts & Business, VisitScotland,
etc. Again, a basic contacts list is provided in the Appendix. It is worth bearing in
mind that most of these bodies would encourage applicants to seek partnership
funding and are unlikely to be the sole investor in your event. All these funding bodies
require that applicants meet specific criteria. Remember, each funder has its own
objectives and your event, may or may not necessarily provide a close fit with these.
Ask yourself if your event will help meet the objectives that the funding organisation
itself has to achieve. After identifying the appropriate funding bodies, find out how
your application should be presented and what the deadlines for submission are.

When filling in application forms, make sure you:

» Fully understand the guidelines and eligibility criteria. If you don’t understand
something, don’t be afraid to phone up the fund manager to seek advice.

» Read each question thoroughly and answer it specifically.

» Give yourself enough time to complete your application and to assemble all the
required supporting documents. A shoddily presented or incomplete submission
will not do you any favours.
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» Don’t miss anything out that you feel may be of importance, but equally don’t
supply irrelevant information — remember someone has to assess your application
in detail and will not appreciate excess or repeated information.

» Don't leave any questions blank and always present your application in the format
that is requested.

> Include some event photographs, a print sample and positive press comments or
endorsements in order to provide additional context to your application.

» Do not assume that the assessor or assessment panel have any existing knowledge
about your event — make sure your application paints a clear picture for them.

» Get a friend or colleague to proof read your application — fresh eyes are more
likely to spot errors or gaps in information.

> Stick to the deadline.

EventScotland

EventScotland is Scotland’s national events agency. It was set up to co-ordinate the
delivery of the Scottish Executive’s Major Events Strategy 2003-15. The strategy has a
vision to make Scotland ‘one of the world’s foremost events destinations by 2015’.
EventScotland runs two funding programmes:

1) The International Events Programme: EventScotland’s primary purpose is to create,
attract, and grow major ‘international events’ that have the ability to generate
significant economic benefits for Scotland. International events are defined for
EventScotland’s purposes as those that can attract high levels of visitors or participants
to Scotland whilst placing Scotland on the international stage through significant
positive media coverage with an international reach.

2) The Regional Events Programme: This programme is designed to complement the
International Events Programme by showcasing specific towns and regions across the
country and driving domestic tourism. Whilst the majority of International Events are
likely to take place in our larger metropolitan areas of Glasgow and Edinburgh, the
Regional Programme has been created to support cultural and sporting events held
outside these areas.

The objectives of the Regional Programme are to develop a portfolio of events that will:
» Generate economic benefits for specific regions of Scotland



> Attract visitors to a region from other parts of the country
» Enhance the profile and appeal of the host region
> Inspire and involve local communities

This is a development programme that provides one-off funding. It is not a traditional
grants programme providing long-term or core funding. It is has been created to
support additional elements or new activity specifically designed to help the event grow.

For more information on EventScotland’s activity and to review the criteria for the
support programmes, visit www.eventscotland.org

Commercial Sponsorship

Put simply, when a company sponsors an event it usually means that it provides cash in
exchange for a number of benefits. Trying to raise commercial sponsorship is likely to
take up a lot of time. You may elect to keep the process in-house by allocating yourself
or a member of the team to raise the sponsorship or you may decide to draft in the
services of a freelance sponsorship professional with existing contacts. If employing
the latter, expect to pay a retainer fee plus a percentage of the revenue achieved. These
outgoings should be negotiated in advance, agreed in writing and included in your
budget. However, because the professional will have existing contacts, the process can
be more effective than if facilitated in-house. To assist in your quest for sponsorship,
we have included a section titled ‘Sponsorship Proposal’ that can be found at the end
of this chapter.

Charitable Trusts and Foundations

Trusts and foundations tend to fund projects or initiatives that find it hard to attract
mainstream funding. There are thousands of trusts in the UK and many of them do
contribute an amount of their budget in the form of grants to cultural and sports
projects. Each has strict criteria that are likely to include the funding of charitable
organisations and causes only. Check their guidelines thoroughly to see if your project
fits with their grant making criteria and objectives.
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Concessions & Franchises

Selling concession and franchise rights can be a very good way of raising revenue,
particularly at well attended events. Food and beverage rights are the most obvious
but you may be able to include other products that fit with the ethics, the programme
or the audience profile of your event. If your event is receiving a grant from your local
authority or other public sector funds you should check if it is necessary to ‘put to tender’
any such opportunities. This can also be the better way to achieve best price. Invite
companies to bid for the opportunities by a set deadline making sure you give realistic
information about the event, expected audience and site position, etc. Insist on non-
collusion and ask those that tender to set out their proposed product pricing structure
to be used for the event. Decide whether you will be using one or more companies
and notify them of any product sampling or other companies that may have an impact
on their sales. A basic template and further advice on the tendering process is included
at the end of this chapter.

If you plan to have a funfair at your event, consult with The Showmen’s Guild in the
first instance. The Showmen'’s Guild is the representative body for showmen and is a
good reference point for Guild rules. It will be able to provide a list of companies who
offer funfair and amusement rides for events. If there is no history of a funfair at your
event, put this element out to tender but remember that the successful operator may
have the rights to operate the funfair at the event in the future and may not need to
offer you a greater fee than that which was offered in year one. More info at
www.showmensguild.com

Merchandising

For certain events, the sale of event-specific merchandise such as branded clothing and
gifts can have revenue raising potential. However, merchandising is not appropriate
for all events and, if it is not planned properly, it can be a major draw on resources.
You may also end up with a lot of leftover stock that you cannot sell. Thorough
assessment of the potential is therefore required. You may decide to approach a
professional merchandising company in the first instance. They will immediately see
any merchandising potential, tell you what service they think they can provide and
work out the revenue potential. Speak to more than one company for reassurance. If
you decide to use one of them you could license the merchandising rights for the
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event for a fixed fee or a percentage of profits. Make sure you have a detailed contract
with the merchandising company that includes clear details about the agreed product
range, the expected quality, where and when the merchandise can be sold, how the
brand and any logos are to be used/portrayed, the length of time your agreement
runs and an agreed system for monitoring sales. Insist on full approval of all items. If
you decide to produce and sell merchandise independently don‘t leave yourself
financially exposed by over ordering. If possible, test the market with limited stock
one year and build from that experience.

Showcase, Demonstration and Information Stands

Some companies like to sample their products direct to the target consumer at events.
Others, who have no product, but are promoting services or causes sometimes take
information stands at events. Be careful to ensure that any product/service on offer is
in line with the event’s ethics and target market profile. As a general rule, the higher
the profile of the event and the larger the audience, the more you can charge. Before
targeting appropriate companies, make sure you clearly understand what you have to
offer and how much you will charge for it. Be careful that competing brands do not
clash and any demonstrating companies do not end up getting more exposure at the
event than your main sponsor (who is likely to have paid considerably more to be
involved). If a company is sampling, make it clear where their physical boundary is at
the event and insist that the area they occupy is kept clean and rubbish is taken away
at the end of the day to save on refuse collection charges. In order to maximise
success, locate traders in a visible spot that is close to the main event without
compromising on safety or aesthetics.

" TOP TIPS
:@: If agreement is made with any trader on a ‘fixed fee’ basis, ensure that
fees are paid in full before the traders have entered the venue/site and
before the event commences. Do not allow any trader to leave the site
until they have paid.

Advertising

If your event has a printed programme, advertising space could be offered to local or
relevant companies, or to those who have showed an interest during the sponsorship



drive, etc. Other advertising opportunities could include the sale of banner positions
at the event and/or on the event website. If you have sponsors, ensure that no competing
companies are advertising in your publications unless you have the agreement of your
sponsor. If you have a commercial sponsor, it may also have sister brands that may be
interested in taking advertising with you.

In-Kind Sponsorship

Although no money changes hands with ‘in-kind’ sponsorship, don’t underestimate its
value. An in-kind sponsor provides products or services in exchange for tangible benefits
(such as product awareness opportunities, event tickets, future contract guarantees, etc).

Often media sponsorship is an in-kind agreement. As with Cash Sponsorship, make sure
you have a written agreement as a sudden withdrawal of in-kind help may have a major

impact on the event budget.

Licensing & Broadcasting Rights

Your event may be attractive to media broadcasters (TV, radio), particularly if it features
high profile acts or is a unique sporting event. If you do manage to attract this kind of
interest it is likely that assistance will be in-kind by way of broadcast value. In general
it's rare to be able to attract fees for broadcasting rights or licensing for events.

Other Activities

This is where you have to be particularly inventive. Whatever the activity — attracting
private benefactors or patrons, running ‘friends’ schemes’, raffles, fundraising dinners,
etc — make sure it is in keeping with the nature of the overall event and the activity
doesn’t end up costing you money.

How Long Does the Fundraising Process Take?

Very few events are lucky enough to identify and achieve funds in a short space of time
and so you should leave as much time as you possibly can. Commercial companies usually
set thei