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Executive Summary

This report was written to identify how the University of Wales Trinity Saint David, which is also known as UWTSD, is progressing during the Covid-19 pandemic. It is noted that putting purpose at the core of a strategy, is a key factor found in the success of high growth companies and so the strategy was written in accordance with the company mission, vision and values.

A Stakeholder analysis identified that UWTSD management, staff, students and university partners would be likely to have a positive influence on the strategy and so should be included within the strategy where possible.  The PESTAL, SWOT and TOWS analysis tools included in the report identified that the current strategy set out by the organisation is in need of development in order to meet the current needs of customers as their attitudes might have changed their lifestyles and attitudes due to the pandemic and various other issues noted in the analysis. The report identified that there is an opportunity for development in the areas of student financial support, the lack of university accommodation at certain campuses, promoting the university to those living outside of areas where there are UWTSD campuses, CRM tools and online course. 

The report concludes that having small class sizes can be both a benefit and detriment to the university, Covid-19 is still likely to present a problem to the organisation and its customers, there is a need for marketing improvements to attract a geographically diverse group of students to attend the university, there are currently financial constraints for customers , CRM tools could be improved and more online classes could be added in order to appeal to those who prefer to learn from home.

Recommendations for adaptations to the current strategy include amendment to Covid-19 safety provisions to ensure customers feel safe within the UWTSD campuses or online if this is preferred, building new accommodations so that more campuses have UWTSD linked accommodation, hiring graduates to promote the university, remain up to date with technology in order to improve CRM tools and encourage new students to attend the university and react and adjust financial support for students affected by adverse circumstances such as rising inflation and the Covid-19 pandemic. 
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This report has been prepared by the Strategic Management Team to enable them to identify how the University of Wales Trinity Saint David, which is also known as UWTSD, is progressing during the Covid-19 pandemic and to help them to strategize a plan to allow for the organisation to adapt to new adversities that have arisen as a result of the crisis .This analysis will be used to pinpoint adjustments that could be made to further improve the current strategy of the organisation to better satisfy the needs of the university’s customers, with a focus on customer retention and meeting the needs of prospective students. 

The University of Wales Trinity Saint David was formed just over a decade ago in 2010 as a result of a merger between University of Wales Lampeter and Trinity University College Carmarthen. Swansea Metropolitan University also merged in 2013, joining the other educational establishments as part of UWTSD (UWTSD, 2021).  Although the Universities main campuses are all within the South-West Wales area, the university has additional campuses The Wales International Academy of Voice in Cardiff, and a Business School for international students in London (UWTSD, 2021). This report will focus primarily on the South Wales campuses as this is where the main campuses are located, there are only four other Universities that directly compete within these areas, they are Cardiff University, Cardiff Metropolitan University, Swansea University and University of South Wales (Welsh Government, 2022). The University has partnerships with local schools, colleges and other educational establishments both within the UK and abroad (UWTSD, 2022). 

According to Peter Drucker (1994), strategy is “a firm’s theory about how to gain a competitive advantages”, Micheal Porter (1996) however believes that strategy is about deliberately choosing to be different with the activities that are delivered as part of a strategy. UWTSD’s strategy will be assessed using these theories as guides as to what a strategy should look like. Several theorists believe that strategy is a long-term goal rather than being a short-term action, Alfred D. Chandler (1963) defines strategy as “the determination of the long-term goals and objectives of an enterprise, and the adoption of courses of action and the allocation of resources necessary for carrying out these goals”, however, if adhering to an emergent theory of strategic management, planning can be short-term to allow for the strategist to react to events (Lynch, 2015, pp.47-52 ) for this reason the strategy will consider both short and long-term objectives.
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UWTSD has a mission of transforming lives through education, it is important to take this into account when devising the strategy as to adhere to the company mission, vision and values as a company does not exist solely to make a profit (Grant, 2016, pp. 35-39). Founder and former CEO of AES Corporation Dennis Blake compares finance to a company as to what breathing is for a person, suggesting that although breathing is needed in order to be alive, it is not the reason for living. For this reason, finance should be considered as part of a strategy but not the only concern (Grant, 2016, p. 35). UWTSD has a vision of educating learners of all ages and backgrounds in Wales and beyond.  The values of the organisation include excellent teaching, employability, creativity, sustainable development, collaboration, the concept of global citizenship and Wales and its distinctiveness (UWTSD, 2022).
According to experts, putting purpose at the core of a strategy, is a key factor found in the success of high growth companies (Malnight et al., 2019). For this reason, the strategy should consider the company purpose and those who are driving the purpose, the people driving the purpose can be identified using a stakeholder analysis, experts believe that by involving stakeholders within a strategy a company can produce change and creativity (Kenny, 2021).   
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Stakeholders can be analysed using a Power/Interest grid Adapted from Mendelow in order to determine how much of an impact they potentially could have on an organisation and how much interest they have in the establishment (Johnson et al., 2014, p. 122). Using a stakeholder mapping tool such as this one allows for the strategist to determine how much of an impact each of the stakeholders could have the strategy in what capacity they could be involved (Johnson et al., 2014, pp. 107-109).   
It is estimated that by 2025, it will be the standard that organisations provide a white-glove service, meaning that their needs will be identified and solved before a customer even realises that they have a challenge which needs to be solved. It is expected that companies will shift their strategies from a reactive service to one which is proactive and actively seeking to fulfil the needs of their customers (McKinsey & Company, 2020. p. 3). For this reason, it is important that the strategy considers the UWTSD stakeholders and their needs and involvement within the university. 
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Adapted from Mendelow’s Power/Interest Grid (Mindtools, 2021).
A Power/ Interest Grid enables the author to identify key stakeholders and the involvement of which they might have within the strategy. The colour of the stakeholder identified on the Power/Interest grid allows the author to identify whether they are likely to impact the strategy negatively, positively or neutrally.  Red = Negative, Orange = Neutral, Green = Positive.  This will help the author to identify any strengths and weaknesses within the organisation and tailor the strategy to enable the Strategic Management Team to concentrate on any strengths and opportunities and attempt to mitigate any risks or threats. 

By assessing reviews on Glassdoor, the Strategic Management Team were able to determine that there have been a mix of both negative and positive reviews left by staff, for this reason, it has been established that UWTSD staff have the ability to affect the strategy in both a positive and a negative way depending on their attitude towards the organisation, for the purpose of this report the staff have been marked as positive as it is thought that as UWTSD was recently accredited for being a living wage employer, staff attitudes towards the university are likely to currently be a positive one, although this should be monitored and adjusted accordingly (UWTSD, 2019) (Glassdoor, 2022) (S3).

Good outcomes on student satisfaction surveys indicate that students would be likely to have a positive impact on the strategy.  The National Student Survey 2020 identified that UWTSD were ranked as being 1st in Wales for Learning Community, (UWTSD, 2022) (S2).
As degree outcomes for a high percentage of UWTSD graduates are those of good honours degrees, UWTSD alumni would likely have a positive impact on the strategy (UWTSD, 2021), a high percentage of which were employed or in further education within 15 months of completing a course (UWTSD, 2022). 

Local universities are likely to have a negative impact on the strategy as the company will be directly competing with them for customers, as a large percentage of awards won by the university are related to education within Wales it is less likely that other Universities would impact the strategy negatively, but they should still be monitored to ensure that they do not become a direct threat. 

As University Partners have a mutual interest in the strategy as they are likely to benefit from a successful strategy, this would mean they would likely have a positive impact on the strategy if involved. (O1)

As the local community and local business have a mixture of interests and attitudes towards the University and students living in the area, they could have both a positive and negative impact on the strategy (The Wave, 2021), (Harrison, 2021).

Parents, Government, Suppliers and Other Universities have been identified as neutral as it is unlikely they would want any involvement in the strategy so are unlikely to impact the development of this. 

The Power/Interest Grid indicates that UWTSD management, staff, students and university partners are most likely to have a positive influence on the organisation and so it would be beneficial to include these within the strategy. It is important to also consider other high-power stakeholders such as local universities and local community as these could potentially have a negative influence on the strategy if not monitored and managed correctly. All of these Stakeholders are most likely motivated by good exam results and a good learning environment so in order to keep these satisfied it is important that the university maintains a good reputation of high grades and student satisfaction. 
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PESTEL is an effective way of analysing the macro-environment of an organisation, the tool can be used to analyse both market and nonmarket environments, both of which are important when generating a strategy (Johnson et al., 2017, pp. 33-35).
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	Political

Covid restrictions and the possibility of more lockdown measures (Welsh Government, 2022) (S1) (O1) (T4)

Brexit is currently making it harder for EU students to study in the UK. There has been a 16% drop in EU students applying to the most selective courses in the UK (Morrison, 2021) (O1) (T5)


There is currently a war emerging in Ukraine which may increase the cost of living (Chapman, 2022) (T5)
	Economical

During the Covid-19 crisis unemployment rates had risen, this is now starting to recover to a similar rate as it was pre-Covid-19 (Office for National Statistics, 2022).

Inflation rates are currently at the highest rates in 30 years, due to the higher costs of essentials such as food and clothing. (Inman, 2022) (W2) (T5)

With furlough schemes coming to an end recently, some businesses which are still recovering from the difficulties of the Covid-19 pandemic might struggle to maintain staff wages, those within businesses with difficulties might be more likely to save rather than spend in fear of losing their job in the near future (UK Government, 2021), (Inman, 2021).




	Social

With the stay-at-home initiative being a main focus during the pandemic, people are less likely to want to leave their homes for work and other activities (Sky News, 2022). (O1)

With the proposal to prevent those without GCSEs in Maths and English from applying for student loans, this could have an impact on those from poorer backgrounds as statistically those with families with lower incomes are less likely to leave school with a pass in their English and Maths GCSEs (Weale, 2022). (T5)

Those from poorer backgrounds are currently most likely to quit their job (Helm, 2021).

	Technology 

The younger generations are increasingly using more video-based social media platforms to continue to appeal to them directly the strategy should reflect these new trends, although as the older generations are still influenced by written social media platforms and with the parents of the students likely having some influence over university choices, the university should continue to advertise using these methods also to appeal to the parents of students and mature students. (Baron, 2019) (Steele, 2021). (O4)

People at home with Covid and in isolation/ so needing to access classes online in cases where unable to attend in class (Welsh Government, 2022).

Since the pandemic, cybercrime and scams in relation to Covid vaccines are on the rise (PA Media, 2021). 

	Environmental

With sustainability currently trending in the news with such as the summit, businesses are expected to operate in an environmentally friendly way (Amos, 2022). (O1)

Student Accommodation causes disruption to local residents and businesses. 
Although the UWTSD owned accommodations do not seem to be the ones causing complaints, it may mean residents have a negative reaction to local universities in general as the accommodation is being built for the students to live in (Cooper, 2021) (W3).

	Legal

The local government have the power to close down a business if not adhering to health and safety guidelines as seen recently with cinema & Co (Williams, 2021). (S1) (O1)

The Government has plans to extend the amount of time that students must pay off loans (Shearing, 2022). 

Undergraduate course prices are capped at £9250 per year for home students, meaning with the fees at £9000 a year students would have to pay a similar price to attend UWTSD as they would a prestige university such as Oxford which charges the maximum amount of £9250 (UWTSD, 2022), (University of Oxford, 2022), (Barnes & Sellgren, 2021).  (W2)





The PESTAL Analysis indicates that the several factors affecting the organisation relate to Covid-19 and so this should be monitored with the strategy being altered short-term by reacting to issues caused by this virus as they arise. This UK Government currently suggests that the current Omicron version of the virus is less of a risk to the UK population, however, it is uncertain whether it may again become a larger risk in the wintertime as seen in the Winter of 21/22. (Bunn, 2022). 

With economic factors such as Brexit and the Ukraine war, there could potentially be a drop in applicants to the university if low income worries are not counteracted by offering such as bursaries to make University more affordable, as statistically people from families with a lower income are less likely to attend university (Busby, 2019).

With those from poorer backgrounds being more likely to quit their job, there could be the opportunity to encourage people from low income backgrounds to attend university by working with other educational establishments to identify those at risk of being unemployed after higher education and informing them of available funding and course opportunities. As those from low-income households are less likely to attend University, this suggests that money or cultural issues could be preventing them from pursuing this and so by offering solutions to money barriers which might be preventing people from applying, there could be an increase in applications from students with lower income backgrounds (Hatt et al., 2005). 
[bookmark: _Toc102150511]
Internal Analysis
[bookmark: _Toc102150512]
SWOT

	Strengths

1. Smaller class sizes means the organisation is less likely to enable the spread of Covid-19 and customers have a more personable experience (McKinsey & Company, 2020, pp. 2-3) ,(CDC, 2022), 

2. The Organisation has won multiple Awards and high survey rankings in areas such as courses, lecturers, learning environment, being a living-wage and student satisfaction.

3. The University is a living wage employer, meaning staff should be able to support themselves financially with the amount of wage they are being paid.   
4. Operates in multiple locations including London, Birmingham, Cardiff and Swansea.

5. Up to date CRM tools such as student surveys, student representative meetings and UniBuddy allows for the university to keep up to date with what the customers’ needs are. 


	Weaknesses

1. Appeals to mainly those local to the university and not very well known in other parts of the UK due to the length of time it has been established and not as well distinguished as renowned universities such as Oxford and Cambridge. (UWTSD, 2021)

2. Smaller class sizes mean that the university is earning less profit when compared with competitors as lecturers are teaching a lesser amount of students and university fees are capped at a set amount per student. 

3. Some of the campuses do not have UWTSD accommodation attached so students would need to seek private accommodation if they would like to live by the campus they are studying at, this might deter them from studying with UWTSD. 



	Opportunities

1. Partnerships abroad mean that the university appeals to students who live outside of the U. Having online classes also means that those attending from outside of the UK and those who prefer to or need to study from home, can also still learn when not able to attend in person (Gallagher & Palmer, 2020).  

2. More students choosing to study local to home (Hall & Packham, 2021)

3. Shorter course options mean students who are unsure about studying can sign up for a shorter course and top-up with extra years if wanted.

4. With the recent development of the SA1 Campus, the University has the opportunity to promote innovation through the latest technology such as their vision exchange platform and racing car simulator (Youle, 2021).
	Threats

1. Other local universities such as Swansea and Cardiff are better known/ more established than UWTSD so students might choose to study there over UWTSD. According to the Complete University Guide, UWTSD has a ranking of 91, when compared with Cardiff at 25 and Swansea at 29 this is significantly lower  (The complete university guide, 2022), this of course is just one of many guides students might source their information, for example they might search using the Guardian guide, National Student Survey or search by subject instead of overall rating, for this reason it is important to consider all of the popular information when assessing outside threats (University guide Guardian students, 2022).

2. More students choosing to study local to home (Hall & Packham, 2021)

3. The possibility of students signing up to shorter courses means that the university is less likely to receive tuition fees for the usual three years of a degree, the university would have to try to retain them as a customer if they wanted to receive further funding after the duration of the short course.  As Return On Investment (ROI) is more cost effective for retained customers as opposed to if the company were to acquire new customers, the company should seek to retain customers where possible in order to maximise its profits (Kotler & Armstrong, 2014, pp. 82-83), 

4. Students seeking refunds due to changes to their courses in response to Covid-19 (Lewis, 2021).


5. Students unable to afford university due to financial constraints caused by current economical issues and the change in rules regarding who is eligible to apply for student finance



As a result of the SWOT analysis, it is clear that the university could strengthen its existing strategy by continuing to promote its small class sizes.  If unable to maintain small class sizes due to financial restraints, research suggests that people learn better in small classes due to having more interactions and activities, although there is little research on this, it could be suggested that those who are attending classes with a larger number of attendees could also learn better with increased interactions and activities if able to replicate this type of learning on a larger scale (Wright et al., 2017). With recent expansions of the SA1 campus, the University appears to be currently financially stable, however the Covid-19 restrictions might put a strain on financial resources if people are deterred from applying for courses in response to recent news about students unhappy about changes made to courses in response to Covid-19.

With the threat of customers seeking refunds and prospective students choosing to study elsewhere it is important to consider customer relationship management (CRM) in order to retain current customers and attract new customers (McKinsey & Company, 2020, pp. 3-4).  Although the organisation currently seeks feedback through student surveys and student representatives so does already have adequate customer relation management tools in place, it might be worth considering implementing an instant feedback system as current consumers are likely to expect an instant response to their interactions (Plumlee, 2020). Creating an instant feedback CRM would ensure that any complaints and queries can be dealt with instantly, this could further personalise the experience for customers with the potential of increased profit due to them continuing with further studies or recommending the university to friends (Nasır, 2015).
The UniBuddy app, which is used by prospective students to allow them to get in contact with current students at the UWTSD to ask questions about the university before they apply, allows for real-time interaction for prospective students, personalising the experience for them (UWTSD, 2022). When utilising technology for CRM it is important that staff are given adequate training as human error could be costly to a company. With the potential of a breach in security, wrong information given to a client or an unpleasant interaction which could potentially harm the employee themselves, it is important that these tools are closely monitored and the correct support is given to the employee should any problems occur (Frank, 2016).

While Covid is still a high threat level the university could appeal to those who might normally attend bigger universities by using statistics surrounding the spread rate of covid in large groups to promote how safe the university is likely to be. As one of the basic human needs is safety, and people might feel that their need for safety has been threatened by the recent pandemic, they might need the reassurance that they will be in a safe environment in order to have the desire to attend. (Papke-Shields & Boyer-Wright, 2017) (Shoib et al., 2022).

Offering more online classes might mean that the University can accommodate larger class sizes without the risk of Covid transmission, however, this could be at the expense of the customer’s satisfaction as they would no longer get a personalised experience. However, those opting for online-only courses might be less concerned about a personalised experience and more concerned about the convenience of studying from home. Hosting more online classes could potentially make the company more environmentally friendly as there would be less people travelling to attend in-person classes. 




TOWS


	
	External Opportunities (O) 
	External Threats (T) 

	Internal Strengths (O) 


	SO

(S5, O4)  Current CRM tools could be integrated with the latest technology within the new modern SA1 campus to create a more personalised experience for the students attending the university, allowing them to provide instant feedback on the services offered to them. 
	ST

(S2, S3, T1) As current students and graduates are likely to have a positive attitude towards the University as seen in the Power/Interest Grid, and the University has won various awards in relation to student satisfaction and other aspects of student experience, current students and alumni who have attended the University from other parts of the UK could be used to promote this in the areas they were living previously to attending the University. This could be presented in schools and colleges where students have previously attended as educational establishments are encouraged to ask their alumni to return and give talks as it creates a personal connection and encourages students to believe they can succeed (Future First, 2022).

As the University is a living wage employer, the students and graduates could be paid a fair wage for this which is likely to mean they will have a positive attitude towards the organisation as study suggests that a fair wage can promote to employee performance and happiness. (Schaubroeck et al., 2008)  


	Internal Weaknesses



	WO

(W1, O1)

In order to strengthen the number of those attending the University from outside of the local area UWTSD could utilise its partnerships with establishments abroad in order to encourage students from outside of the UK to attend UWTSD. As international students also pay a higher fee than those who are from the UK, this could also generate an increase in profits. 
	WT

(W2, T3)

In order to maintain the current number of customers to retain profits it is important that the number of students remains consistent on the courses for the entire duration of the degree. To ensure that students are happy on their chosen courses there should be regular satisfaction checks by utilising surveys, students representative meetings and student services to ensure that the customer’s needs are met. 
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Although there are benefits of the University being a small organisation with smaller class sizes which likely to attract students who want a personable learning environment, this could also be considered to be a detriment as the University needs to seek other sources of finance such as through online classes in order to maintain a profit and compete with other Universities with larger class sizes. As the organisation has gained a good reputation as a result of its personalised service, it is important that in person-classes remain small so that lecturers are able to have 1-to-1 meetings with students to insure that their personal goals and needs are being met. 

Covid-19 still continues to have an impact on the university even now that restrictions are lifting, it is possible that adaptions made in relation to technology, safety and digital learning will continue to be required even once restrictions are completely lifted as social needs have adapted as a result of lockdown measures and a working from home culture. 

In order to expand on the geographical diversity of students attending the University it might be necessary to put extra marketing measures in place to reach those living outside of areas which are in close proximity to the university campuses. 

With financial concerns in regard to Brexit, the Ukraine war and rising living costs, there might be a barrier for those of low incomes from attending university and this could affect the financial income of the company, this could be resolved by putting financial support into place for those who feel that money problems will prevent them from attending UWTSD.

As the University does not have accommodation attached to some of its campuses it may be beneficial to do so, although local residents should be consulted beforehand to ensure that they are happy with the impacts of this on the local community. 

Although current CRM tools seem to be effective as student satisfaction is high, the tools could be developed in order to create more of a white-glove service for students attending the University so that the strategy for retaining customers is changed to that of an adaptive strategy as opposed to reactive, as modern companies begin to shift to this style of CRM it is important that the university does too in order to keep up with competitors who might also look to change their strategies. 

With new campus buildings such as the SA1 campus the university is making good progress in keeping up with competitors in terms of innovation and keeping up with trends by providing a modern approach to teaching with up to date industry technology, giving students the chance to gain real life experience in their areas of expertise. In order to keep up with competitors it is important that UWTSD continues to integrate new technology and learning content into the curriculum and effectively market this to the customers in order to retain a competitive advantage over other local universities. 
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Short Term (Within the next six months) – 
These should be reviewed and adapted regularly throughout in order to maintain an adaptive strategy.

· Alter safety provisions in relation to Covid-19 restrictions as and when needed, in accordance with government guidelines 

· Attend UCAS fairs or hire alumni on a short-term contract to deliver talks at previous schools and colleges in order to reach a wider range of people from all areas of the UK and not just those who live close to the University’s campuses. 

· Work with private accommodation providers to promote safe and secure accommodation close to all campuses

· Continue to promote innovation by keeping up with the latest technology within the University so that students have access to up to date industry tools.
· 




Medium-Term (Within the next year)

· React and adjust financial support in relation the emerging financial implications of Brexit, the war in Ukraine and rise in the cost of living. Consider offering more bursaries to those who might have been hardest hit by financial problems in relation to this in order to maintain the number of students attending the University.

· Hire a graduate of the University in a full-time marketing role, promoting their experience of the University and have them work with the marketing team to produce next years’ strategy to better meet the needs of future students


· Offer more online course for those who find it more convenient to study from home or prefer to do so due to Covid-19 and the change in lifestyle that this caused.

· Separate online only courses from the in-class lectures so that those who wish to have a personalised experience of university can continue to do so when covid restrictions allow

Long-term (Within the next five years)

· Build student accommodation close to campuses which currently do not have UWTSD owned accommodation nearby. Consider the impact of local residents and consult with them before doing so to insure there are no negative impacts on the local community.

· Develop CRM tools using the university technological facilities to develop a more personalised feedback system for the customer, allowing them to see instant changes in response to their feedback, complaints and queries. 
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