Student Number: 1808092 / Date of submission: 19th of July 2019 / Module Code: BMMB7012D

Student Name / Author: John Gronow
Student ID Number: 1808092
Assessment Component 2: Evaluation and explanation of the role and activities of the marketing department within Merseyrail
Recipients: Dr Huw Thomas & Dr Muhammad Tahir Mushtaq
Date: 19th of July 2019
Programme Title: MBA



Contents
1	Executive summary	2
1.1	Overview of Merseyrail	2
1.2	Key drivers and rational	2
1.3	Aims and objectives	3
1.4	Outline of business case to undertake the report	3
1.5	Outline of scope	3
2	Rational and Justification of Data Collection Methods	3
2.1	Rational	3
2.2	Justification	4
3	Evaluation and explanation of the role and activities of the marketing department within Merseyrail	4
3.1	The role of marketing in the Merseyrail organisational structure	4
3.1.1	How the marketing department developed	6
3.1.2	Marketing's relationship with other departments	8
3.1.3	Where marketing fits in the organisation	9
3.2	Target markets	11
3.2.1	Who or what is the main audience for Marketing?	11
3.3	Selection of appropriate media channels	12
3.3.1	Key methods of communication used by Marketing	12
3.3.2	Measuring success	13
3.3.3	How effectiveness of campaigns is assessed?	15
4	Conclusion	16
5	Recommendations	18
5.1	Recommendation 1 – Marketing Mix Framework	18
5.2	Recommendation 2 – Egans Framework	18
5.3	Reasons and responsibilities for recommendation.	19
6	Bibliography	20
Table of Figures
Figure 1 - Merseyrail Marketing Organisational Chart	7
Figure 2 - Example of a marketing departments responsibilities	7
Figure 3 - Merseyrail Organisational Chart	10
Figure 4 - Merseyrail balanced scorecard	10
Figure 5 - Target Markets	12
Figure 6 - Revenue Growth	14
Figure 7 - Return on Investment	14
Figure 8 - Spend	15
Figure 9 - Average Twitter Engagement	16
Figure 10 - Instagram followers	16

[bookmark: _Toc14263450]Executive summary
Merseyrail Electrics 2002 Report and Financial Statement (2018) was a useful source of information for the summary.
[bookmark: _Toc14263451]Overview of Merseyrail
In 2003 Merseyrail Electrics 2002 Limited known as Merseyrail was awarded a 25-year concession to provide rail services for Merseytravel, the transport authority in the Liverpool city region. Merseyrail operate 800 services daily Monday to Saturday and 340 on Sundays, 110,000 passenger journeys are made on Merseyrail each weekday, and 33 million passenger journeys every year. Approximately 56% of passenger journeys are for leisure. Merseyrail manage 66 stations and operate 59 class 507/508 electric trains, which are approaching forty years old.
[bookmark: _Toc14263452]Key drivers and rational
Following the decision by Liverpool City Region Combined Authority in 2016, Merseytravel commenced procurement of a new fleet of trains that will operate without a Guard. The Trade Union representing Guards have taken industrial action, e.g. 12 strike days in 2017. The 25-year concession grants Merseyrail some stability but the nature of the service means that Merseyrail is very reliant on the regional economy.
[bookmark: _Toc14263453]Aims and objectives
The reports aim is to critically evaluate and explain the role and activities of the marketing department within Merseyrail (University of Wales: Trinity Saint David, School of Business, 2019).
The reports objective is to identify whether or not particular activities are/were effective (University of Wales: Trinity Saint David, School of Business, 2019).
[bookmark: _Toc14263454]Outline of business case to undertake the report
[bookmark: _GoBack]The strikes detrimentally impacted public and passenger perception. At present there is no imminent resolution to the Guards dispute. Retaining and increasing patronage remains a priority.
[bookmark: _Toc14263455]Outline of scope
Non-disclosure agreements are signed by the author, any reference to confidential reports will be anonymised as per the university’s Referencing Handbook (University of Wales: Trinity Saint David, n.d.).
[bookmark: _Toc14263456]Rational and Justification of Data Collection Methods
[bookmark: _Toc14263457]Rational
This report is informed by a range of resources such as scholarly material, academic books and journals relevant to critically evaluate and explain the role and activities of the marketing department in Merseyrail. The report uses governmental and industrial sources and current news articles and websites. All sources are mostly published within the last five years or so, although important works are older and depending the edition of books available on the University of Wales Trinity Saint David (UWTSD) on-line library. This report also uses information from my experience, colleagues in the Merseyrail Marketing Department fellow students at the UWTSD.
[bookmark: _Toc14263458]Justification
This report is concerned with using the best evidence. Academic journals and books from the Marketing Management course bibliography available from the University of Wales Trinity Saint David on-line library for example have been used, these are normally highly credible sources. Website use is carefully considered, allowing the report to make evidence-based decisions.
[bookmark: _Toc14263459]Evaluation and explanation of the role and activities of the marketing department within Merseyrail
[bookmark: _Toc14263460]The role of marketing in the Merseyrail organisational structure
There are a number of definitions for marketing, below are a couple.
Doyle (2008 quoted in (Hooley, et al., 2012) defines marketing as:
The purpose of marketing is to contribute to maximising shareholder value and marketing strategies must be evaluated in terms of how much value they create for investors.
The Chartered Institute of Marketing define marketing as “The management process responsible for identifying, anticipating and satisfying customer requirements profitably” (The Chartered Institute of Marketing, 2019).
I interviewed my colleague Sarah Sperring (2019) Head of Marketing & Communication who provided useful information on the role of marketing in Merseyrail and how it fits with the definitions. Below is a summary of what we talked about.
Overview
Successful delivery of marketing supports Merseyrail in being prepared and equipped to deliver the high level business goals. Marketing also contributes to Merseyrail’s vision of providing a ‘world class railway to our local region’.
Driving revenue growth
Merseyrail Marketing Team will grow revenue through on and off-line campaigns, partnership activity and sponsorship deals, which encourages new passengers onto the network and existing passengers to travel more.
Improving passenger communication
We provide communication channels for passengers and provide passengers with information regarding everyday travel and disruption. This improves the passenger experience and provides us with the ability to communicate commercial messages. We communicate using various forms for example our Website, our twitter page, our Instagram page, digital screens, mobile app, e-newsletters, posters and leaflets. We are also always looking for different digital channels and new technologies to use.
Enhancing Passenger insights & Campaign Measurements
To continue to improve marketing we carry out research on a regular basis to better understand our passengers and to ensure we communicate with them as effectively as possible. We measure our performance using a set of Key Performance Indicators which include Revenue Growth, Return on Investment (ROI) and Spend.
Providing quality internal marketing support 
We support and work with other departments when they wish to implement marketing activities, helping them communicate their message. We also take on internal feedback on our campaigns to hear suggestions on how we can improve.
From the interview it’s clear that Marketings role in Merseyrail fits with the definitions. They understand that they contribute to the overall success of the business, which ultimately leads to the success for shareholders. They also understand that they have to understand and meet customer needs.
[bookmark: _Toc14263461]How the marketing department developed
The UK rail network up until the 1990s was government run under the auspices of British Rail, the infrastructure was privatised in 1994 with the passenger services privatised in 1997. As identified by the United Nations (1998) up until privatisation to an extent train operating companies were shielded from competition due to governmental regulatory controls.
Gourvish (2002) provides useful information on the first example of marketing emerging in the privatised passenger service and competition between new private Train Operating Companies (TOCs).The new TOCs Gatwick Express and SouthEast both ran trains from London’s Victoria Station to Gatwick, the franchising board allowed the introduction of price competition, Gourvish mentions that the two TOCs used differential pricing and marketing.
Now TOCs have the need to make profit and improve revenue TOCs have employed marketing teams to drive customers spending on their TOCs product. This has happened in Merseyrail, with the following marketing team (See fig 1).

[bookmark: _Toc14263476]Figure 1 - Merseyrail Marketing Organisational Chart
Dibb, et al (2012) gives an example shown in Figure 2 of the responsibilities that should come under a Marketing Director organisation

[bookmark: _Toc14263477]Figure 2 - Example of a marketing departments responsibilities
Comparing my interview with Sperring (See section 3.1) and the Merseyrail Marketing Organisational Chart (Fig 1) there are clear lines similarities with the responsibilities identified in Figure 2.
[bookmark: _Toc14263462]Marketing's relationship with other departments
Marketing at Merseyrail aim to provide other departments with marketing support.
Merseyrail marketing offer an internal request process for other departments to request support via the company intranet.
Examples of where marketing at Merseyrail have provided support to other departments are:
Safety
· ORR updates communicated Communicate updates from the rail regulator the Office of Rail and Road.
· Encouraging less able passengers to use station elevators by increasing signage.
· Support with improving child safety creating VIP cards and Colouring books.
Stations
· Help improve station throughput efficiency to reduce passenger holdups by communicating how passengers should best move through stations.
Sustainability
· Communicate green initiatives on stations.
· Communicate Merseyrail winning environmental awards
Commercial
· Communicate walrus smart card product (ticketless travel).
· Communicate pay per use station secure cycle storage.
Deliver marketing strategies for other business products, an example is the MtoGo convenience stores.
· Promotions - Mother’s Day, Valentine’s Day, Easter
· Improved branding – installing bespoke floor and external wall vinyl.
From my own experiences working in engineering it’s always clear that we have to deliver a reliable and clean fleet of trains for the marketing message to be effective.
This type of interaction and service that marketing provide has been a success firstly as it has helped departments communicate an issue but also it has allowed the marketing department to market itself internally and build positive relationships with in the company. Merseyrail marketing will not help any request but will assess the criticality using the internal request process this fits with definition of internal marketing given by Varey & Lewis:
As the process of managing all critical internal relationships, strongly affecting the critical external relationships, by identifying, maintaining, developing and when necessary terminating these internal relationships (Varey & Lewis, 2000).
[bookmark: _Toc14263463]Where marketing fits in the organisation
Below is the organisation chart showing how marketing fit in the Merseyrail organisation.

[bookmark: _Toc14263478]Figure 3 - Merseyrail Organisational Chart
Marketing contribute to overall business performance with the Commercial & Station Director responsible for a number of aspects of the company’s strategic balanced scorecard, specifically increasing revenue and improving passenger perception.
	Snapshot of Balanced Scorecard

	Objective
	Measure
	Owner

	Finance
	Passenger Revenue
	Commercial & Stations Director

	Customer
	National Rail Passenger Survey Score
	

	
	Customer Feedback (Complaints) per 100K journeys
	


[bookmark: _Toc14263479]Figure 4 - Merseyrail balanced scorecard
Running a TOC can be expensive it can mean improving the trains to meet performance objectives, infrastructure may need to be upgraded due to safety objectives to fund these business improvements revenue needs to be available. As Kotler, et al (2018) note profit can be improved by increasing sales, sales can be increased by increasing customer engagement which become marketing objectives. This fits with Merseyrail balanced scorecard
[bookmark: _Toc14263464]Target markets
[bookmark: _Toc14263465]Who or what is the main audience for Marketing?
Merseyrail use Mosaic which is a product from Experian (https://www.experian.co.uk/business/marketing/segmentation-targeting/mosaic/). Mosaic allows Merseyrail to classify and understand who its target customers are. Merseyrail have also made use of an econometric consultant to understand the people in the areas where our trains operate. 
Dawes, et al (2018) comment that econometrics can be used to forecast sales, in terms of revenue but concludes that “econometric models fail when used for prediction tasks relative to simpler alternatives”.
Mosiac and econometrics have helped decisions on initiatives to target certain markets:
	Target Market
	Example Initiatives

	School pupils / young persons
	Target new academic year and summer.

	18-34
	More use of social media

	Families
	School holidays – Christmas, Easter, half term etc.
	Destination Merseyside

	Commuters
	Target areas affected by road works and disruption to other TOCs
	Season tickets

	Corporations
	Corporate season tickets

	Transient renters
	Renter’s packs in estate agents
	Season tickets / rail pass

	Existing passengers
	Improve communication


[bookmark: _Toc14263480]Figure 5 - Target Markets
Segmenting the target markets can be a useful process as Odoi comments in the learning activities:
Marketing in every organisation should factor into account the various segments and targets the consumers in that specific segments. The inability for organisations to clearly define market segmentation will lead to poor targeting and reduction in profit margin (Odoi, 2019).
[bookmark: _Toc14263466]Selection of appropriate media channels
[bookmark: _Toc14263467]Key methods of communication used by Marketing
Mosiac and econometrics also guide Merseyrail marketing on what is the media channels to use for communication and how effective they are.
There are key methods of communication used by Merseyrail Marketing that are:
Digital
Social media is used to improve engagement, grow passenger’s journeys and strengthen brand reputation. Merseyrail have launched a Facebook page, Twitter account and Instagram, marketing are now evaluation whether Snapchat is an appropriate channel for engaging with 18-34 year olds.
E-communication campaigns target ticket sales aiming to increase journeys and improve passenger experience.
Print
Merseyrail marketing continually aim to improve print communication at stations, on trains and billboards, providing travel information and ensuring that commercial messages that are displayed prominently. This is the channel that is used more than any other at Merseyrail
Renters Packs are distribution through Estate Agents and to new residential areas. Targeting 'Transient Renters' and 'Rental Hubs'.
The digital and the non-digital forms of communication or strategies fit with the wider business objectives this is critical at Merseyrail to fit with the balanced scorecard approach – “It’s important to clearly understand how and where the digital marketing strategy fits into the organisations overall corporate objectives” (Chaffey & Ellis-Chadwick, 2012).
[bookmark: _Toc14263468]Measuring success
Merseyrail Marketing use various Key Performance Indicators to measure the success of the department, primarily – Revenue Growth, Return on Investment and Spend.

[bookmark: _Toc14263481]Figure 6 - Revenue Growth

[bookmark: _Toc14263482]Figure 7 - Return on Investment

[bookmark: _Toc14263483]Figure 8 - Spend
[bookmark: _Toc14263469]How effectiveness of campaigns is assessed?
Revenue growth and ROI targets
Merseyrail target on and off-line marketing campaigns at key times throughout the year to drive revenue growth from new and existing passenger. Achieving the revenue growth target of £745,000 and a return on investment of 3:1.
The targets are assessed each reporting period as seen in Figures 6, 7 and 8.
Brand development
Merseyrail use partnership activity to drive leisure journeys and to strengthen Merseyrail’s brand reputation. Examples of this is offering entry and travel deals with Chester Zoo and partnering with Soccerbus when Liverpool or Everton are playing football at home.
Social Media is also used for brand development Merseyrail Marketing use a number of trackers for this examples are shown in figures 9 and 10:

[bookmark: _Toc14263484]Figure 9 - Average Twitter Engagement

[bookmark: _Toc14263485]Figure 10 - Instagram followers
[bookmark: _Toc14263470]Conclusion
Merseyrail marketing department’s structure has been thought about within the business and does cover most of the requirements of an ideal marketing department. Marketing understand their role at Merseyrail and speaking with the leader it comes across that increasing revenue is a major part of the team’s role.
The team have developed from privatisation but can be considered quite immature compared to other commercial companies that have not been shielded from competition.
The team have also developed relationships with other departments, offering their expertise to help wider business agendas. This increases marketing’s standing with the more traditional and established departments such as operations and engineering. As marketing sometimes have to lean on to ensure what they promise customers will be delivered.
Marketing are working at identifying target markets and are using experts to help with this such as econometric consultants, this shows that they understand some of their limitations and where help is needed.
The team use various media channels to communicate with customers and to select these they again use expert advice acknowledging skills gaps within the team. The team are building their social media presence while also using print media.
Merseyrail Marketing have a set of KPIs to measure the effectiveness of the team. These include Revenue Growth, Return on Investment and Spend. There are also targets that need to be met for these indicators.
The team are also working to improve the awareness of the Merseyrail brand and are doing this by partnering with local tourist attractions and other transport services. The presence on social media is also being used to improve brand awareness and for social media marketing are tracking the effectiveness of Average Twitter Engagement and the amount of Instagram followers.
There is clearly a drive within marketing to grow revenue, but during this evaluation it wasn’t clear what framework was being used to provide the marketing strategy. Merseyrail is a service provider after all, there is no physical product that is produced.
[bookmark: _Toc14263471]Recommendations
[bookmark: _Toc14263472]Recommendation 1 – Marketing Mix Framework
Martin (2014) provides an analysis of the marketing mix frameworks frame works:
4Ps: Lacks depth and misses out important elements such as service provision.
5Ps: Added People, as the people providing the service had an important part to play when providing the product or service.
6Ps: Proposed for when entering foreign markets, to satisfy governments, regulatory bodies, trade associations and other groups who had power.
7Ps: Added 3 new Ps that directly relate to the service provision industry. These are people, physical evidence and process.
15Ps: An attempt to add depth though much complexity has also been added to the model.
Baker & Saren (2010) comment that the 4Ps framework was not embraced by service firms as they found it hard to apply in practice, so the 7Ps framework was developed.
Merseyrail provides a service and reflecting on the above I would recommend the 7Ps model as the preferred choice for the marketing department.
[bookmark: _Toc14263473]Recommendation 2 – Egans Framework
Due to customers options to use other forms of transports an ideal approach would be a frame work identified by Egan (2011):
Awareness: We have to ensure the public are aware of the services we can provide and we have to allow the public to inform us of what they want from our service.
Exploration: This is where we have to show customers that we can deliver, they will be some day tickets to find out about the service before committing to a weekly ticket for example.
Expansion: This is where the customer could upgrade to a yearly ticket taking more risk on our service, we have to prove we can deliver a reliable service and we want a financial commitment from the customer.
Commitment: If the customer purchases a yearly ticket we have to prove we can deliver a reliable service and we want a financial commitment from the customer.
Dissolution: We have to keep engaging with the customer to keep things fresh for retention.
[bookmark: _Toc14263474]Reasons and responsibilities for recommendation.
Why – The models are relevant for the service industry.
What – Recommending that the 7Ps and the Egan framework is used.
When – This should be used as a general framework from now.
Where – This should be led by the Commercial & Stations Director and Head of Marketing & Communication.
How – The Commercial & Stations Director and Head of Marketing & Communication should use these frameworks as guidance in the next strategy session.
Who – This recommendation applies to the Commercial & Stations Director and Head of Marketing & Communication.
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Revenue Growth

Target 2019	37000	37000	36000	55000	36000	62000	33000	91000	107000	86000	62000	51000	52000	Achieved 2019	124430	58525	55415	56577	51213	Achieved 2018	9585	40981	0	24200	16562	27893	14862	50147	66828	48000	28500	26807	37667	
Value




Return on Investment

ROI	8.8000000000000007	6.2	4.4000000000000004	3.2	2.2999999999999998	ROI target	3.1	3.1	3.1	3.1	3.1	3.1	3.1	3.1	3.1	3.1	3.1	3.1	3.1	
Return on Investment




Spend

Budget 2019	12300	12300	12000	18300	12000	20600	11000	30300	35600	28600	20600	17000	17300	Spend 2019	14192.7	9451.89	12569	17757	22476	
Value




Average Twitter Engagement

Average Twitter
Engagement	3.9E-2	5.1999999999999998E-2	3.5000000000000003E-2	0.04	
Percentage




Instagram Followers

Instagram 
Followers	81	90	103	97	
Number of followers




Page 3 of 21

