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Executive Summary
The University of Wales Trinity Saint David was formed on 18th November 2010 through the merger of the University of Wales Lampeter and Trinity University College Carmarthen, under Lampeter’s Royal Charter of 1828. On 1st August 2013, Swansea Metropolitan University became part of UWTSD.
The university’s core Marketing department focuses primarily on the UK market for the Swansea, Carmarthen and Lampeter campuses. The Marketing service covers the following overarching priority delivery channels:
· Campaigns;
· Market intelligence;
· Schools and colleges liaison;
· Web development and content management;
· Film production;
· Widening access and community engagement.
As the university has been through a series of mergers, the marketing functions of the merged institutions have also had to combine to the current structure that exists today. As is different with most universities, the university has three separate and very distinct campuses, each with their own unique selling points and attributes, which can bring branding complications.
Key target markets for the university include the south Wales geography, the mature and 18 year old age ranges, and the colleges in the region.
The Marketing department has recently adopted a ‘digital first’ approach to activities, maximising the effectiveness of media channels such as the website, social media and email marketing, including segmentation and automation.
While the Marketing department is performing well based on current application figures (as of 1/7/18, the university has an increase in applications from the previous year against a sector decline), the following short term recommendations have been made:
· Communicate the work, efforts and successes of the Marketing department more effectively to internal stakeholders, which will hopefully lead to better relationships and collaborations, given the relatively small size of the team.
· Be more openly focused on the south Wales market, along with north Wales and the west of England, being more aggressive and targeted in these key geographical areas.
· Via better analysis and collaboration with faculty staff, be more targeted with schools and colleges liaison activity on a subject level.
· Better plan campaigns with key objectives and targets in mind at the start of the process, to better understand what the activity is trying to achieve.
· Continue to improve the use of data within the team and become more evidence-based.

1.0 Introduction
The University of Wales Trinity Saint David (UWTSD) was formed on 18th November 2010 through the merger of the University of Wales Lampeter and Trinity University College Carmarthen, under Lampeter’s Royal Charter of 1828. On 1st August 2013, Swansea Metropolitan University became part of UWTSD (UWTSD, 2018).
UWTSD also has a campus in London and learning centres in Cardiff and Birmingham. Each campus/location offers a different kind of student experience while all share a friendly, community atmosphere (UWTSD, 2018).
1.1 UWTSD Marketing Department
The university’s core Marketing department focuses on the UK market for the Swansea, Carmarthen, Lampeter and Cardiff campuses; international recruitment (along with the London campus and Birmingham learning centre) are the remit of the International Recruitment Unit, with Registry, Public Relations and Corporate Communications also being separate departments.
The Marketing service covers the following overarching priority delivery channels:
· Campaigns;
· Market intelligence;
· Schools and colleges liaison;
· Web development and content management;
· Film production;
· Widening access and community engagement (UWTSD, 2018).
The above services are explained in the current Service Level Agreement (2017-2018), to clarify and communicate the specific resources available to internal stakeholders within the university.
As UWTSD has been through a series of mergers, the marketing functions of the merged institutions have also had to combine to the current structure that exists today. As is different with most universities, UWTSD has three separate and very distinct main campuses, each with their own unique selling points and attributes. This is a particular branding difficulty, as a core overarching UWTSD ‘brand’ must be strongly communicated and maintained, but the identity (and strengths) of the individual campuses must be clear and easily understandable to prospective students. As a result, the UWTSD Swansea/Carmarthen/Lampeter sub-brands/identities have been introduced.
The core Marketing department must then service the needs of the individual campuses, academic schools and faculties, with a current team of 21, which is a challenging task. The relaxing of student recruitment controls in England’s universities in 2012, and eventual abolition in 2015 (The Economist, 2016) have to lead to fierce competition in the sector, increased marketisation and therefore increased pressure on marketing departments across the UK. Data from UCAS shows that undergraduate acceptances to higher education have increased from 464,910 in 2012, to 533,885 in 2017, which is an increase of 68,975 (+15%), highlighting the increased demand (UCAS, 2017).
In order to successfully fulfil its objectives, obligations and services, the Marketing department collaborates with all departments within the institution, from Student Experience and Student Services, to academic colleagues and senior management, as well as external stakeholders.
2.0 Competitors
The Marketing department invests in a tool provided by UCAS called the Application & Decision Tracker; this software tracks UWTSD’s applications (and subsequent decisions) on a weekly basis, allowing for a raft of analysis and the identification of competitors on an institution and subject level. UWTSD’s current competitors (2017/18 recruitment cycle) at an institution level as defined by the tracker are:
· Aberystwyth University
· Swansea University
· Cardiff Metropolitan University
· Cardiff University
· University of South Wales
· University of the West of England (UCAS, 2018).
Given the geographic location of these institutions, and the importance of location factors in the decision-making process as per internal surveys run within the department (acceptor and decliner surveys), these six universities seem like a logical choice for an overall competitor group.
The physical location of these institutions, coupled with the local/regional FE colleges offering HE provision, offers a lot of choices to the local market, thus increasing the competitiveness. To highlight this increased competitiveness, the following graph shows acceptances to Swansea University (a key competitor) over a 10 year period:
Figure 1: Acceptances to Swansea University
(UCAS, 2018)
Acceptances to Swansea University have increased by 2,190 from 2012-2017; this is a huge increase of 74% over a five year period, which is an aggressive expansion which will have naturally affected other higher education institutions in the local area. In contrast, UWTSD’s acceptances have fallen from 2,245 in 2012 to 1,645 in 2017 (UCAS, 2018), a decrease of 600 (-27%), reiterating the competiveness of the marketplace.
The Marketing department does undertake a competitor analysis in order to establish what makes UWTSD unique, and therefore what attributes to communicate strongly in order to attract its target market (Entrepreneur); these are: 
· Course variety;
· A superb academic experience;
· Excellent courses and lecturers;
· Small class sizes;
· A truly supportive university;
· Employable graduates (UWTSD, 2018).
All of which can be evidence by survey results (see https://www.uwtsd.ac.uk/why-choose-uwtsd/ for further information).
2.1 Key Target Markets
A key geographic recruitment area for UWTSD as an institution is naturally Wales (more specifically south Wales), although different campuses, schools, faculties and courses have key hotspots where recruitment is more evident and campaigns are targeted accordingly. A total of 86% of UWTSD’s acceptances in 2017 were from Welsh-domiciled students (UCAS, 2018), highlighting the importance of the region for the university’s recruitment. The following mapping shows the home postcodes of UWTSD’s applicants for the 2017/18 cycle up to 1/7/18, showcasing the importance of the south Wales market:
Figure 2: UWTSD Home Postcode Applicant Mapping, 1/7/18[image: ]
[image: ] (UCAS Application & Decision Tracker, 2018)
In terms of sex breakdown, 57% of UWTSD’s acceptances in 2017 were from women, with the remaining 43% from men (UCAS, 2018).
With regards to the age profile, the following table shows the breakdown of acceptances to UWTSD in 2017 by age:
Table 1: UWTSD’s Acceptances by Age, 2017
	Age
	Acceptances
	%

	'17 and under'
	5
	0.3

	'18'
	485
	29.5

	'19'
	280
	17.0

	'20'
	170
	10.3

	'21 and over'
	705
	42.9

	Total
	1645
	100


(UCAS, 2018)
Interestingly, 43% of UWTSD’s acceptances in 2017 were from individuals aged 21 or over, defined as mature students (UCAS), more than double the sector figure in 2017 of 21% (UCAS, 2017). With inclusivity through putting learners first and championing lifelong learning without barriers being a core value of the university (UWTSD), and the majority of acceptances in 2017 being from mature students, this is a key target audience for the institution. As such, where data is captured, this information is recorded and segmented (via asking ‘are you currently in education?’) in order to send relevant information and communications, personalised and bespoke to that cohort. The reasoning behind this is that information that an 18 year old might want to read about would not be the same as someone aged 25 looking to return to education.
Despite the majority of UWTSD’s acceptances in 2017 coming from individuals aged 21 and over, 30% did come from individuals aged 18, which brings in the importance of feeder schools and colleges in student recruitment and the work of the Schools and Colleges Liaison function of the department. Analysis of UWTSD’s application figures up to 1/7/18 as per UCAS show the following top feeder institutions:
· Gower College Swansea;
· Coleg Sir Gar;
· NPTC Group of Colleges;
· Coleg Gwent;
· Coleg y Cymoedd;
· Pembrokeshire College;
· Bridgend College;
· Cardiff and Vale College;
· Merthyr Tydfil College;
· Queen Elizabeth High School (UCAS Application & Decision Tracker, 2018).
Delving further in to the most popular courses from these institutions allows for a far greater depth of analysis, which can help tailor and steer liaison activity for the benefit of the university and its academic faculties. The Marketing department has recently purchased a piece of software called Datafiltr to help develop this analysis further and improve the return on investment of schools and colleges liaison activity.
To conclude, the Marketing department has a sound understanding of its target markets, by location, sex, age and previous institution, and marketing activities are targeted where possible at a lower course/subject area to maximise impact.
3.0 A ‘Digital First’ Approach
The Marketing department’s most recent strategy (2017-2022) describes how the team will be taking a ‘digital first’ approach to its marketing activities where appropriate. This includes the following channels:
· Website;
· Social media: Facebook, Twitter, Instagram, YouTube, LinkedIn and Snapchat;
· HTML emails to communicate with enquirers and applicants;
· SMS messages to communicate with enquirers and applicants;
· External websites and forums: Whatuni and The Student Room;
· LiveChat function to communicate with enquirers and applicants;
· Market research and data analysis tools: SurveyMonkey, Datafiltr and UCAS Application Tracker.
While the above channels are used to raise brand awareness, develop leads and communicate information in a digital fashion, there is (and always will be) a need for face-to-face ‘marketing’, in the form of open/visit/taster days, UCAS events and outreach work in the community, which the team delivers.
A study commissioned by Lithium Technologies found that 27% of 1,000 surveyed adults listed digital communication via a website, blog or social channels as their preferred method of communication with brands, and 60% consider not getting a response on social channels to be a bad experience (Hebblethwaite, 2017), highlighting the importance of digital.
Where an enquirers’ information is captured (which can be from a variety of sources both online and offline) and a response is required, the information is fed back to a central team who then segment the data by year of entry, location, subject of interest, whether they speak Welsh and whether they are currently in education. HTML email automations are then in place which are triggered upon upload, which creates a journey based on their subject of interest; these segmented lists are then in place for future email campaigns. Segmentation helps the department to have better communication with its enquiries and applicants, increase competitiveness and market expansion (Bhasin, 2018).
The advantages of email marketing automation to the department include improving the customer/enquirer experience with a personal touch, boosting the return on investment of staff costs as it frees staff from repetitive tasks, and thus creating space for strategic and creative thinking (Wilson, 2018).
The digital campaigns that are run by the team all direct and filter to the university’s website, so there is an emphasis from the team for the web landing pages to be as aesthetically pleasing and engaging as possible, and optimised for mobile viewing.
The team does advertise via these online channels, particularly on Facebook, given the reach and impact of the social media, and the ease to track the success of the campaigns and return on investment.
The emphasis of a ‘digital first’ has its benefits in that the vast majority of activity can be tracked accurately, as most of these online media channels have built in analytics features which can be utilised to maximise the impact of the campaigns run and value for money for the university.
Despite this digital approach, the university does not currently have a customer relationship management (CRM) system to collate the various enquirer information and have a single-customer entry focus. A CRM would be a powerful tool for the Marketing department, creating the ability to track all enquirer interactions from everyone in the organisation, and possibly revealing new possibilities and opportunities (Grønsleth, 2018).


4.0 Measuring Success
The Marketing department does have a ‘better evidence; better decisions’ ethos and attempts to measure success where possible, striving to improve every year in becoming more evidence-based. Indeed, marketers need to be able to selectively analyse data for insight and undertake effective decision making in relation to the utilisation of marketing resources (CIM).
As mentioned in section 3, having a ‘digital first’ approach means a lot of activities and campaigns can be measured accurately. For example, website analytics can be tracked via Google Analytics, Facebook (and the other social media platforms) has built in analytics tools to evaluate performance and adverts, and the email marketing software has built-in analytics tools to evaluate things like open rates and click through rates.
Despite this, measuring the success of student recruitment campaigns is notoriously difficult to evaluate, as there are numerous campaigns/activities running concurrently, the decision-making process is often quite a long one (typically 18+ months) and an important one in the context of life; also, there are a plethora of reasons why students choose a university, such as course, location, financial incentives, league table results and student support available. 
Therefore, it is often quite difficult to ascertain one exact cause/reason why someone attends a university. To counter this, the department does run applicant surveys: acceptor survey, decliner survey and a clearing survey, to gain that insight and understanding. All the above information needs to then be pulled together to paint the best picture of marketing success, and is done in the form of a market intelligence annual review, which is presented to the University’s Marketing Committee every year.
Furthermore, applications are a proxy metric that the department is held account for somewhat (relating to the effectiveness of the Marketing department), and weekly application statistics are sent to the team to both identify areas that need attention, and areas that are performing well to ensure the subsequent sharing of best practice.
An example of where the department is trying to be more effective in measuring success is this year’s Clearing campaign which runs from 1st July 2018 – 30th September 2018. The campaign has four clear objectives:
· Objective 1 (main objective): increase recruitment via Clearing by 2%
· Objective 2: increase page views to the Clearing landing webpage by 5%
· Objective 3: increased registrations and attendance at the three main Clearing open days by 10%
· Objective 4: increase enquiries by 5%.
These objectives will be regularly monitored, allowing for changes to be made as the campaign runs, and will be reported upon once the campaign is finished. It is hoped that a monetary value will be placed on each student against the campaign spend. It is then hoped that this pre-planning/objective-based approach can be carried out more extensively across the smaller campaigns moving forward.


5.0 Recommendations
In terms of longer term recommendations that I would make to the University and its Marketing department:
· Bring Marketing, International Recruitment, Admissions/Registry and Public Relations & Corporate Communications under one large directorate, overseen by one Pro Vice-Chancellor;
· Invest in more staff within the Marketing department in order to better service the needs and requirements of the academic faculties, in a more timely and responsive manner;
· Implement an institution-wide CRM system to ensure a single-customer view for all enquirers and applicants.
In the shorter term:
· Communicate the work, efforts and successes of the Marketing department more effectively to internal stakeholders, which will hopefully lead to better relationships and collaborations, given the size of the team;
· Be more openly focused on the south Wales market, along with north Wales and the west of England, being more aggressive and targeted in these key geographical areas;
· Via better analysis and collaboration with faculty staff, be more targeted with schools and colleges liaison activity on a subject level: devise a list of five top feeders and five key ‘growers’ for each subject area, and then work with the faculties to identify key staff, demand for activities, and recording of interactions;
· Better plan campaigns with key objectives and targets in mind at the start of the process, to better understand what the activity is trying to achieve;
· Continue to improve the use of data within the team and become more evidence-based.
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