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Executive Summary
The University of Wales Trinity Saint David (UWTSD) is a higher education institution with three main campuses in south west Wales. 
UWTSD’s current strategic plan covers the period 2017-2022, and outlines the institution’s mission, vision, values, strategic priorities, measures of success, key performance indicators and enablers.
The University’s current strategic plan focuses heavily on a commitment to its learners, and to the economic development of Wales as a country.
While a commitment to its customers is paramount, and to Wales admirable, given the current business environment, a more strategic focus on recruitment and marketing would be recommended, redeploying resources accordingly.
The strategic plan refers to partnerships heavily and developing new products – market development and product development techniques; while these strategic approaches have been necessary and successful in the current external environment, a market penetration technique, targeting existing target markets with the current core portfolio more aggressively using data-driven marketing and recruitment techniques to drive out competitors would be a less risky approach.
New capital developments will assist in the market penetration approach, helping to gain/maintain a competitive advantage, and to continue to leverage local, regional, national and global markets.
Finally, UWTSD should ensure it adopts a ‘strategy-success’ mind-set when it comes to strategic management, while remembering that no organisation can do everything – strategy decides where to focus and align efforts.
1.0 Introduction and Background
The University of Wales Trinity Saint David (UWTSD) is a higher education institution with three main campuses in south west Wales – Carmarthen, Lampeter and Swansea, as well as a campus in London and learning centres in Cardiff and Birmingham (UWTSD, 2019).
UWTSD’s current strategic plan covers the period 2017-2022, and outlines the institution’s mission, vision, values, strategic priorities, measures of success, key performance indicators and enablers. The four strategic priorities set out in the plan are:
1. Putting learners first
2. Excellence in teaching, scholarship and applied research
3. Creation of opportunities through partnerships
4. A university for Wales (UWTSD, 2019).
1.1 What is Strategic Analysis?
Worral (1998) defined strategic analysis as:
“Developing a theoretically informed understanding of the environment in which an organisation is operating, together with an understanding of the organisation’s interaction with its environment in order to improve organisational efficiency and effectiveness by increasing the organisation’s capacity to deploy and redeploy its resources intelligently.”
The following infographic visually summarises the strategic analysis process:
Figure 1: The Strategic Analysis Process
 Adapted from CFI
2.0 The Business Environment
It is vital to consider the environment (external and internal) in which UWTSD is operating in:
Figure 2: The Business Environment

Adapted from Oxford College of Marketing, Business Jargons & Toppr
This report will analyse key aspects of both the external and internal environment, link this analysis to the current UWTSD strategy, and provide subsequent recommendations based on the information provided.

2.1 PESTLE Analysis
A PESTLE analysis is a framework to analyse the macroenvironment which influence an organisation from the outside. This framework facilitates an understanding of the wider business environment, develops strategic thinking and allows organisations to identify business opportunities in order to exploit them fully (CIPD, 2018).
The following information is a current PESTLE analysis for UWTSD:
Political factors
· Devolution: higher education (HE) is a devolved area in Wales, which means that most decisions that are made about HE in Wales are taken by the Welsh Government (HEFCW, 2019). However, policy in England has a huge impact on the Welsh HE sector, and therefore UWTSD needs to monitor both administrations for policy developments and subsequent implications – both opportunities and threats. An example in recent times is when the UK government lifted a cap on university places in England, allowing universities to recruit as many students as they see fit, leading many colleges and universities to increase their intake (Adams & Weale, 2015), thus massively increasing competition in the sector. Naturally, higher tariff institutions have taken a larger share of the market, which has impacted on recruitment in the middle and lower tariff institutions: in 2018, lower-tariff institutions have accepted 5,000 fewer undergraduates compared with previous year, with the total dropping to 148,000. Acceptances at mid-tariff universities also declined by more than 2,000 (Adams, 2018).

· Diamond Review: the recent Diamond Review in Wales, which aims to remove the barrier of living costs for people wanting to go to university (Lewis, 2016), is a prime example of devolved policy. While the impact of such reform is still in its infancy, it is an example of how UWTSD can maximise changes in the political landscape to its advantage, with potentially more Welsh-domiciled people accessing HE, either on a full-time or part-time basis, and at both undergraduate and postgraduate levels.

· Augur Review: an independent panel given the task of examining post-18 education and funding options in England has recently published its report, recommending reducing the cap on student tuition fees from £9,250 to £7,500, with central government making up the shortfall in university funding (The Times, 2019). While this is an English policy, the impact would naturally have a significant impact on Welsh HE and UWTSD, which is a threat the institution must monitor closely and react accordingly to.

· Degree apprenticeships: the Education Minister for Wales recently officially launched a pilot degree apprenticeship scheme in Wales, supported by £20m of Welsh Government funding. Courses will be available in key sectors for economic growth identified by the Welsh Government, including IT, Engineering and Advanced Manufacturing (Welsh Government, 2019), and provide an opportunity for UWTSD to expand its portfolio and develop a competitive advantage.

· Brexit: the forthcoming exit from the European Union could have a significant impact on the UK HE sector, particularly in terms of recruitment from the EU which must be continually monitored. Fortunately for UWTSD, only 2% of student enrolments in 2017/18 were from those in the EU, whereas the figure was as high as 11% in Aberystwyth University (HESA, 2019), a local competitor institution.

· Changes in government and policy: higher education is hot political topic, often an important part of a political party’s manifesto which holds significant sway with voters; the political landscape can therefore often change relatively quickly, which UWTSD must continually monitor and react to with regular horizon scanning at local, national and international levels.
Economic factors
· Labour market: demand for HE generally decreases once the economy and jobs market is on an upward trajectory, due to availability of employment. As showed by the graph below, the financial collapse in 2009 increased older application rates, but as the job market recovered, rates have declined. In 2017, a strong job market coincided with increased wages, and application rates fell father (UCAS, 2017). UWTSD should therefore consider this and future labour market projections in its planning.
Figure 3: Demand for HE
[image: ]UCAS, 2017
· Sector projections: UCAS produce insightful application projections based on a variety factors; this data can be analysed by UWTSD and relevant action taken; an example can be seen below, showing the anticipated continued decline in applications to UCAS for the sector until 2020:



Figure 4: Application Projections
[image: ]UCAS, 2017
· Labour market intelligence (LMI): an important aspect of universities is that they produce graduates that are work ready in relevant sectors that require higher level skills. Agile universities are those that leverage LMI, responding with courses that can fulfil local, regional and national demand. Organisations such as sector skills councils often produce LMI highlighting future skill needs and shortages, which can be analysed by UWTSD and provision made to satisfy such demand.

· Changes to student funding: finance is often a huge barrier to higher education. Changes that lower this barrier such as the Diamond Review in Wales, and changes to postgraduate funding can be capitalised on, with potentially more people accessing higher education. For example, Welsh-domiciled students starting a full-time or part-time postgraduate master’s course (taught or research-based) from 1 August 2019 can receive up to £17,000 as a combination of grant and loan (Student Finance Wales, 2019). With UWTSD’s MA/MSc courses costing £6,300 for the 2019/20 academic year, this is a huge opportunity for the institution to capitalise on the extra funding available. 
Social factors
· Perceptions of higher education: HE is often a hot-talking point in the press and the public domain, and can sometimes be negatively represented with negative rhetoric, with factors such as Vice-Chancellor pay, value for money, gagging orders, restructures and job losses. All of these can negatively affect perceptions of HE and ultimately recruitment, thus highlighting the importance of sharing positive news stories and strong PR.

· Decline in the number of 18 year olds: In the middle of 2017, there were 766,000 people in the UK aged 18. At the start of the millennium the number of 18-year-olds in the UK was rising – but since 2009 it’s been going down, with the most likely explanation is that fewer people were born in the first place (ONS, 2018). With 18 year olds being a key market for every higher education institution, the decline has been felt across the sector. It is also important for UWTSD to focus on the Welsh projections, as the Welsh market is a key recruitment hotspot for the University. UK projections can be seen below which shows the continued decline to 2020 before increasing again:



Figure 5: UK 18 Year Old Population Projections
[image: ] ONS, 2018
The Wales projections, which follow a similar trajectory to the UK, can be seen below:
Figure 6: Wales 18 Year Old Population Projections
ONS, 2018

Technological factors
· Online and distance learning: developments in technology are allowing for higher education providers to offer courses via online and distance learning to diversify their income streams; some also create their own separate online/distance learning brands to distinguish themselves from the core brand (e.g. University of Essex Online). Online and distance learning can also provide the flexibility that some individuals are seeking also. UWTSD has online and distance learning provision with the potential to expand the portfolio where there is evidence of demand; however, competition could increase significantly in the years to come also.

· Social media and digital marketing: in 2019, it is estimated that there are approximately 2.77 billion social media users around the globe, up from 2.46 billion in 2017 (Statistica, 2019). This huge platform provides universities the chance to share their values and success stories, as well as attract new students and engage with various stakeholders. Digital marketing is also a tactic used to entice new students, offering various avenues in order to reach prospective students. UWTSD currently has dedicated resources to manage social media and digital marketing.

· CRM and customer experience: the increased marketisation of HE has led to a customer-focused approach to student recruitment. Technologies that assist in improving the customer experience and helping to ascertain a return on investment on recruitment activities can prove to be very powerful. UWTSD does not currently have a central CRM system in order to maximise every enquiry it receives from the various points of contact, from enquirer to applicant to current student and beyond. Ultimately, CRM can be a major factor in achieving a competitive advantage (McDonald, 2009), and is something the University could explore in the future.
Legal factors
· GDPR, ASA and other regulatory responsibilities: recent policy introductions has meant that universities must be very careful with regards to data protection as well as adhering to advertising standards. A recent news story showed how a graduate received a £60k pay out over a 'false advertising' claim (BBC, 2019). UWTSD must be careful not to fall foul of such responsibilities, as failing to do so could result in a fine and a damage of reputation, which could ultimately impact student recruitment.

· International students: while international students provide an attractive income stream, paying higher fees than home/EU students, universities must be careful that the relevant administration has been completed, again to avoid any fine or damage of reputation, and UWTSD is no different.
Environmental factors
· UWTSD’s impact on environment: universities are often expected to lead the way on the sustainability and environmental agenda (Porritt, 2012). UWTSD has several sustainability-related strategies, while also being quoted considerably in its current strategic plan, and was awarded 1st class status in the 2017 People and Planet University league table.
UWTSD can never hope to understand every aspect of the macroenvironment in which it operates, as there will always be surprises and shocks that occur. However, it is important that the University capitalises more on the trends and changes than its competitors (Hooley, Saunders and Piercy, 2004), both opportunities and threats.
2.2 Competitors and Porter’s Five Forces
UWTSD’s current competitors at an institution level as defined by UCAS are:
· Aberystwyth University
· University of the West of England (UWE)
· Cardiff University
· Cardiff Metropolitan University
· Swansea University
· University of South Wales.
These key institutions exist in UWTSD’s microenvironment and must be continually monitored in a strategic context to gain/maintain any competitive advantage that could occur.
In 1980, Michael Porter proposed five main forces that shape competition, with a systematic analysis of each helping managers identify the keys to competiveness in their particularly industry; each of the five forces is discussed below in the context of UWTSD (Hooley, Saunders and Piercy, 2004):
1. Rivalry among existing firms in the industry

· There’s currently an abundance of competition in the sector, from other HE providers, HE provision in further education (FE) colleges, private providers and online/distance learning.
· There’s particular competition in south Wales, where there are a lot of providers – HE and FE.
· Due to similar provision in most institutions and fixed undergraduate fees, it can be difficult for HEIs to differentiate from competitors. UWTSD differentiates from its competitors with its more personal approach to teaching and learning, and smaller class sizes.
· With both market growth and product differentiation low, the rivalry amongst competitors is currently intense (Hooley, Saunders and Piercy, 2004).
2. Threat of new entrants
· There is a threat of new entrants in the HE sector with new alternative providers, and FE colleges offering HE provision (essentially utilising their current infrastructure and distribution channels), as well as HE competitors replicating provision in order to directly compete.
· With differentiation relatively low in areas, competitive retaliation unlikely and potential gaps in the market (either by location, delivery method and/or course content), entry barriers for are relatively low (Hooley, Saunders and Piercy, 2004).

3. Bargaining power of suppliers
· Defining suppliers of potential students as ‘suppliers’: schools, colleges and businesses, then due to the current fierce competition for students, these ‘suppliers’ have significant power. For example, a school or college could only allow one university to engage with its students.
4. Bargaining power of buyers
· If we define students as customers or buyers, then they have significant power, as most universities have lowered their entry requirements, allowing for the majority of students to pick which institution they want to attend, which may not have been the case prior to the lifting of the student caps.
· Students will also wait until much later in the recruitment cycle to apply, safe in the knowledge that they will likely achieve their first choice place via Clearing.
· With readily available alternate suppliers and switching costs minimal, buyer power is currently high in the sector (Hooley, Saunders and Piercy, 2004).
5. Threat of substitutes
· New, innovative courses could be created by competitors that could be more popular than core provision.
· Degree apprenticeships are a good example of a new product that could be more popular than core provision.
· Also, if the labour market is favourable, professional, shorter courses could become more popular.
· Technological advances and subsequent innovations, as well as incremental product improvement, could increase competitiveness in the sector (Hooley, Saunders and Piercy, 2004).
One of the most successful ways that UWTSD can counter this highly competitive environment is to differentiate from competitors, in a way of value to students and other stakeholders; this will help create a defensible position in the market (Hooley, Saunders and Piercy, 2004). This differentiation doesn’t necessarily refer to its product strategy (although differentiation in course content can be key), but to wider aspects such as a personal approach to teaching and learning.
2.3 Customer Analysis
Analysing UWTSD’s applications from UCAS (up to 23/6/19) provides a firm understanding of the University’s customer base:
Location
· 68% of applications come from those domiciled in Wales
· 25% of applications come from those domiciled in England.
The following applicant mapping provides further insight:
Figure 7: Applicant Mapping, 23/6/19[image: ]
[image: ]
The importance of the south Wales market is therefore evident. Further focusing on the firm applicants reinforces this:
Figure 8: Firm Mapping, 23/6/19[image: ][image: ][image: ]
Feeder schools and colleges
Analysing the current/previous school/college of applicants aged 19 and below provides a firm understanding of the key feeder institutions for UWTSD:
	Institution
	Applications (>15)

	Gower College Swansea
	172

	Coleg Sir Gar / Carmarthenshire College
	120

	NPTC Group of Colleges
	117

	Coleg Gwent, Crosskeys Campus
	70

	Bridgend College
	57

	Bishop Vaughan R C School
	47

	Coleg y Cymoedd
	46

	Pembrokeshire College
	38

	Ysgol Dyffryn Aman
	36

	St David's Catholic College, Penylan
	30

	Ysgol Gyfun Y Strade
	26

	Merthyr Tydfil College
	25

	Ysgol Maes y Gwendraeth
	23

	Ysgol Gyfun Gymraeg Bryn Tawe
	22

	Ysgol Gymraeg Ystalyfera
	22

	Coleg Gwent, Ebbw Vale Campus
	21

	Cardiff and Vale College
	20

	Olchfa School
	19



All the above institutions are based in south Wales, again reiterating the importance of this market. Engagement with these institutions is therefore paramount in the continued recruitment of students.
Age
The age distribution of applicants can be seen below, which highlights the importance of the mature market to UWTSD, and not just those aged under 21:
	Age
	%

	18 & under
	50.6

	19
	22.1

	20
	8.7

	21-29
	14.0

	>30
	4.6


 

Sex
The gender distribution of applicants is:
· 56% of applications come from females
· 44% of applications from males.
Strategic reasons
UTWSD runs internal acceptor and decliner/withdrawer surveys to gather insight from its applicants, in an attempt to ascertain the reasons why these individuals accept and decline a place from the University. 
Synthesising the results of both surveys from the past three academic years reveals core areas where the University must focus with regards to student recruitment:
· UWTSD website: it is important that the website and information within it (particularly course information) is correct, accurate and written with the prospective student in mind.
· Visits to UWTSD: all recruitment events (Open/Visit/Taster/Applicant Days) must be well organised, useful and provide a positive customer experience in order to sell all aspects of the University to prospective students; this includes a positive atmosphere on campus. Visits from UWTSD must also be of the same high standard.
· UWTSD prospectus: similarly to the website, this must promote the best aspects of the University to prospective students.
· Views of family, friends and other influencers: friends, family, teachers, alumni, current students and careers advisors all have an impact on the prospective student’s decision-making, and therefore must be engaged with.
· UCAS website: this key source of information must contain all of UWTSD’s courses, whilst being appealing and accurate.
· UWTSD staff: staff at all levels are key in the decision-making process, ultimately all impacting on the customer service that is received. Receiving an offer quickly, with swift replies to enquiries across both academic and professional departments are important in this approach.
· Social media: this is a key channel to engage with prospective students.
· Key UCAS events: these are opportunities to engage with large cohorts of prospective students from key feeder institutions.
· University forums/independent websites: these third party websites, including university league tables, can have a significant impact on decision-making.
In conjunction with the above, the University must bear in mind the following key contributory decision factors:
· Course content and course title.
· The reputation of the institution and department.
· The location and proximity to home, including difficulty of travel, cost of living, social life and safer environment.
· The quality of teaching.
· Entry requirements, both high and low.
· Opportunities to work while studying.
· The standard of campus facilities and accommodation.
· The student support available.
· The earning potential of the chosen degree.
2.4 Employees
In 2017/18, UWTSD had just under 1,500 staff: 750 professional (non-academic) staff and 745 academic staff. Of the 745 academic staff, 160 had a doctorate qualification (HESA, 2019). Dedicated staff is one of the key strengths of the institution, as evidenced by the WUSCA 2019 winning award in the coveted ‘Course & Lecturers’ category (UWTSD, 2019).
UWSTSD workers outside the executive ranks seek a combination of employment security, compensation and job satisfaction; failure to meet their minimum expectations may curtail their commitment to provide high levels of quality and service to current and prospective students (Doyle, 2002). Recent institutional restructuring to future-proof the University (Lewis, 2019) and the subsequent impact of this could negatively impact staff commitment levels, and must be monitored by the various levels of management.
2.5 SWOT Analysis of UWTSD
The opportunities and threats in the external environment relevant to UWTSD have been covered in the previous sections; as such, this section will focus on the strengths and weakness of the University which are internal to the institution:
Strengths
· In general, very dedicated staff, both academic and professional.
· Some excellent new buildings and facilities such as the Swansea SA1 campus and Canolfan S4C Yr Egin.
· Small class sizes compared to some competitors, which provides a more supportive learning environment.
· Excellent courses and lecturers, as evidenced by recent surveys and league table results.
· Good levels and standards of corporate governance.
· Clear strategic plan which is ambitious and realistic.
· A dual-sector educational system which allows for progression from level 1 to level 7.
· A diverse range of study locations and courses available.
Weaknesses
· Multiple campus locations which can lead to brand and identify confusion amongst key stakeholders.
· A name which doesn’t have the campus locations within it, which again can lead to identity issues.
· A relatively small marketing team compared with competitors.
· Some aspects of the academic portfolio compete with each other in different campus locations.
· Some accommodation standards are not of the highest standard which can negatively influence prospective students.
· Similarly, some facilities and locations are not of the highest standard.
· In some areas, a lack of key business processes, infrastructure and planning.
· Legacy issues from the merging of previous institutions, and the subsequent cultural and legacy issues this brings.
· In some instances, poor communication between departments and a ‘silo mentality’.
UWTSD management should next clearly identify the key issues or options available to the business, exploring avenues which exploit the strengths and pursue the opportunities that have identified, while simultaneously taking action to counter the threats and weaknesses that have been perceived (Doyle, 2002).
3.0 Conclusions
The University’s current strategic plan focuses heavily on a commitment to its learners, and to the economic development of Wales as a country; there is no explicit mention of the need for increased recruitment of students (and therefore increased income), although “achievement of targets” is mentioned five times, but no specific figures are quoted.
While a commitment to its customers is paramount, and to Wales admirable, given the current business environment, a more strategic focus on recruitment and marketing would be favourable, with resources deployed/redeployed accordingly.
The strategic plan refers to partnerships heavily and developing new products – market development and product development techniques of the Ansoff Matrix (Oxford College of Marketing, 2019). This has been evident in practice with the Certificate of Higher Education Skills for the Workplace which has been brought to new geographies including the new Birmingham Learning Centre (market development), and the introduction of degree apprenticeships with existing industry partners (product development).
While these strategic approaches have been necessary and successful in the current external environment, a market penetration technique, targeting existing target markets (bearing in mind the heavy reliance on the south Wales geography) with the current core portfolio more aggressively using data-driven marketing recruitment techniques to drive out competitors would be a less risky approach.
New capital developments such as the SA1 campus and the S4C headquarters will assist in the market penetration approach, helping to gain/maintain a competitive advantage, and to continue to leverage local, regional, national and global markets.
Finally, a recent report by the Higher Education Policy Institute (HEPI) found that too many organisations have a ‘strategy-launch’ mind-set, as opposed to a ‘strategy-success’ mind-set (Baxter & Atlas, 2019), and UWTSD must bear this in mind with any new strategic approaches it undertakes.
4.0 Recommendations
Based on the information provided in this report, the following recommendations have been derived:
· For UWTSD to be more recruitment-focused in its strategic approach, using a market penetration method to take on its local competitors and increase its market share in south Wales, redeploying resources accordingly.
· For UWTSD to continually map and monitor the external environment, responding dynamically to maximise opportunities and minimise threats.
· For UWTSD to ensure it adopts a ‘strategy-success’ mind-set when it comes to strategic management, while remembering that no organisation can do everything – strategy decides where to focus and align efforts.
· For UWTSD to include robust and visible measures of progress towards strategic success.
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