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This report will explore and critically evaluate a student led innovation to recruit mature students from a variety of differing ethnic and religious backgrounds (diversity) with particular emphasis placed on the 4 P’s model of innovation. This will include a critical discussion of how this innovation will be assessed, chosen and the typical barriers that could be encountered and likely risks to the Small Medium Enterprise (SME) at University of Wales Trinity Saint David (UWTSD). This innovation will focus on the importance of ‘positioning’ within the 4 P’s model and will focus on how the university relies on the student ambassadorial role to help identify all the areas where the university values and promotes diversity and inclusivity to all. The selection process and the life cycle theories of innovation will be included and critically evaluated.    
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[bookmark: _Toc34039621]Overview
Swansea Business campus (SBC) is part of UWTSD family of campuses and currently has approximately 700 students, ranging from 18 to 85 years of age. They are a mix of national and international students, all from different cultures and ethnicities (UWTSD, 2020).
The current recruitment and admissions policy for students is to admit anyone who can demonstrate a willingness to learn. For example, life experiences and applicants over 21 years of age will be considered (UWTSD, 2020). UWTSD takes very seriously its role as an inclusive university within the HE sectors and the role of ambassador (currently under discussion in this report) is to promote how UWTSD has a unique and innovative approach toward mature students who are returning to education after a long break.

[bookmark: _Toc34039622]What is Innovation?
Before we look at the specific theoretical models of innovation being discussed in this report and how it will be linked to the ambassadorial role (or student led recruitment) the general idea of innovation and change as an overall idea or concept, will be outlined and discussed. Drucker states,
Innovation is the specific tool of entrepreneurs, the means by which they exploit change as an opportunity for a different business or service. It is capable of being presented as a discipline, capable of being learned, capable of being practised (Tidd and Bessant, 2016, p.8).
[bookmark: _GoBack]The current meaning of innovation relates to or involves the use of the imagination or original ideas to create something, such as a new idea, product or method. Innovation can also be interpreted as a better solution to an existing problem or need (Tang and Werner, 2017). Innovation is also the provision of more-effective products, processes, services, technologies, or business models that are made available to markets, governments and society. Innovation is not the same as invention, but similar. Innovation is more appropriate as it involves the practical execution of an invention to make a meaningful impact in the market or society (Dwyer, 2020).
[bookmark: _Toc34039623]Open and Closed Innovation 
Moreover, this report will also consider the chosen innovation in terms of ‘open’ and ‘closed’ theories on innovation where open forms of innovation describe ideas from external sources where the company has a ‘permeable’ approach to taking on board ideas from without the organisation whereas, ‘closed’ innovation is sourced entirely from within or internally (Brant, 2020).
[bookmark: _Toc34039624]Why is Innovation beneficial to companies? 
In addition to the fact that innovation allows organisations to stay relevant in the competitive market, it also plays an important role in economic growth. The ability to resolve critical problems depends on new innovations and especially developing countries need it more than ever (Kylliainen, 2019).
Wider Scale:
1. Economic Growth
2. Future of Jobs
3. Increased Well Being
4. Reduce Poverty, Sickness and Hunger
5. Communication
6. Accessibility
7. Environmental Sustainability
Smaller Scale:
1. Competitive Advantage
2. Increased Productivity
3. Positive Impact on Company Culture
(Kylliainen, 2019).

[bookmark: _Toc34039625]Innovation opportunities considered for UWTSD

1. Development of UWTSD Parking Facilities – Business Campus
Currently, there is no parking provision for students attending the Business Campus.
2. Removal of external recruitment agents – All Campuses.
3. Study Skills Provision – more time to be allocated for increasing number of students seeking support.
4. Refreshment Provision –Inadequate food and drink provision i.e. long queue.
According to Tidd and Bessant (2018), the Selection Process model consists of 4 stages (see diagram below). The model was used to identify the innovation opportunity at UWTSD. Opportunity number 2 was explored and devised by carrying out an internal audit where it was identified that the university was paying external agents to target and enrol potential students.
[bookmark: _Toc34039626]The chosen Innovation Idea (2 see above) - removal of external recruitment agents – All Campuses at UWTSD. 
This report will consider the ‘smaller scale’ benefits and innovative advantages of replacing external paid agents with student ambassadors. The university requires constant enrolment of students each year to ensure the university remains financially solvent (Rayner, 2019); this means a certain number of students must enrol from diverse backgrounds in addition to an equal proportion graduating. 
Currently, the university has a number of external agency roles in place designed to bring students to enrol in the university (UWTSD, 2020), which is a financial burden on the university and is therefore not cost effective. The innovation opportunity identified above would be to remove these external paid roles and make student recruitment led by students who are already part of the university; this could be as part credit towards their course requirements. Student Ambassadors of UWTSD are already in place to provide recruitment opportunities and this could be extended further, reaching out to student graduates and mature students to help with the recruitment process. These recruitment campaigns would use a variety of advertising material such as flyers, billboard (with UWTSD logos) and a short promotional video that would consist of snappy, interesting and positive real-life experiences presented by students who have already graduated. In addition, the campaign would highlight and make use of the successful university student satisfaction surveys, which have gained national recognition in the areas of inclusivity already, identified (Haugen and Skjerven, 2019). 
The reason why the other three potential innovations were not chosen are as follows. While undoubtedly important that additional parking facilities are provided, additional catering machines installed and a more substantial commitment to study skills cover is laid on, it was decided that the overall benefits and cost savings to the university of selecting (2) the removal of outside agencies    would be the most effective innovation (see diagram below) (Tidd and Bessant, 2018).

[bookmark: _Toc34039627]Managing the innovation selection process
The simplified model of the innovation process discussed by Tidd and Bessant (2018) outlined in the above diagram breaks down the innovation process (including the selection decisions) into clear sections. The first section specifies finding the original innovation idea, followed by section 2 - what steps to take to achieve this and consider why this innovation should be used. Section 3 questions how the innovation is going to become a reality. Finally, section 4 addresses what will be achieved by the innovation and expected results. This model (and the innovation of the promotional video) will be applied to the student led innovation. 
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The key innovation would be replacing external agencies with student led recruitment (Bejou & Bejou, 2012) and finding more students from diverse backgrounds for different types of courses that are suited to them. In order to achieve this a video would be made promoting the university, highlighting the benefits of the course and future career opportunities (Cunningham, 2016); this can be shown to potential students to encourage them to engage within the university and undertake study.
[bookmark: _Toc34039629]Implementation
Interview and visually record experiences from past/graduated students from diverse backgrounds.
In order to implement the innovation, the video would be shown across different events across the region in order to engage with a wider population of potential students (Brame, 2015). 
[bookmark: _Toc34039630]How will UWTSD benefit from the innovation?
The ultimate impact of this would be that the university will reduce cost from external agencies and gain more students and therefore more funding and the students will in turn receive a higher level of education and greater career prospects as a result (Cunningham, 2016). The profile of the university will be raised and will demonstrate the inclusivity of the university education at UWTSD.
[bookmark: _Toc34039631]The 4 P’s of Innovation
Before starting any chosen innovation (see above), the core innovation theory behind it must be first identified (e.g.  positioning in the 4 P’s model) and what that is, and the process involved. This will be important for the report on the chosen innovation. The specific model critically evaluated within this innovation are the 4P’s of innovation: Product, Process, Position and Paradigm (Tidd, Bessant and Pavitt, 2005).
Tidd and Bessant, discuss Product innovation in terms of how an organisation changes the product or service they offer. Process innovation identifies the methods by which things are made and supplied. Position innovation considers the target or context of the product and how it is delivered (which has been chosen for this report). Paradigm innovation consists of reworking the model on which the product or organisation is based (Tidd and Bessant, 2018).
The lines between the 4P’s however are often indistinct and distorted as a change in one area often impacts on another (David, 2016).  
Turning now to the advantages and disadvantages of the 4p’s as the key innovation strategy we find that it simplifies the different marketing concepts, separates marketing from other company tasks and actions; it helps the marketing department focus their resources and finally it assists in the decisions made on the ‘marketing mix’ (Inacio, 2020).
The key disadvantages of the 4 p’s include how it rarely considers the behaviour of the client within the marketing mix and how the marketing mix does not take into consideration or build on consumer relations (Inacio, 2020).       
The 4 P’s of innovation for the University of Wales Trinity St David are unpacked as follows:
· Product Innovation – Different courses for different types of people.
· Process Innovation – Enrolment timetable, communication, more sympathetic towards culture and background of students and making it easier to access courses.
· Position Innovation – UWTSD could be more approachable and accessible (through student led recruitment). 
· Paradigm Innovation – People’s perception of the university, making it more approachable.

[bookmark: _Toc34039632]Position Innovation 
The chosen innovation can be best applied in the specific innovation by identifying what ‘position’ or positioning means (within the 4 P’s) in the main body of this report.  The key focus in this report will therefore be on identifying ‘positioning’ within the innovation strategy for UWTSD and what it is to position any innovation of this sort within student led recruitment as opposed to agency involvement.
Positioning according to Kostic (2019) considers what perception people have (in this report it will be returning students) of the University’s policy on supporting and admitting students from a diverse and inclusive background. It is a perception of the university as an inclusive organisation that trains its staff to be mindful of difference and inclusivity and which has an international reputation as a university that specialises in being a welcoming and supportive provider for students from very educationally diverse and varied backgrounds (Tidd & Bessant, 2016, p.47).
The decision to opt for ‘positioning’ or ‘position innovation’ over the other elements of the 4 p’s was due to the importance of how the university is perceived (perception) in the recruitment process by the prospective students or their choosing of UWTSD as their HE product of choice (Universities UK, 2018). Therefore, because the student’s perception of the university was the most important factor, ‘position innovation’ became the natural choice.

[bookmark: _Toc34039633]Risks/recommendations 
The risks that often attach to any change or innovation within an organisation are often ones of cost and expense, however this does not apply in this case as the using of student led recruitment is designed to make savings.  The risk that does apply here is one of surrounding uncertainty and/or where the student recruiter may not do as good a job as the agent. Therefore, some form of risk assessment is necessary within any innovation and looking ahead at the probability of ‘foreseeable risks’ (Nechaev, Ognev and Antipina, 2017); there are advantages in putting together a ‘risk assessment matrix’ to mitigate these risks and to identify uncertainty and ‘unknown unknowns’ (Tidd and Bessant, 2018).  However, it is believed that the chosen idea of replacing agencies with student led recruitment presents relatively low risks to the SME. The video content used in the recruitment would be assessed and only content suitable for public release would be made available: UWTSD would endorse content and the final cut. Finally, consent from participants for information and video content to be shared would be sought (Participant consent, 2020).

[bookmark: _Toc34039634]Attitudes common barriers – interview with Margaret Inman (Assistant Dean at UWTSD).
Q: How do you feel about students (student ambassadors) proposing innovations for the university?
It depends, who you go out to see because if it is lecturers fine but not ambassadors on their own. The ambassadors may not have all the necessary information whereas lecturers ought to know.
Q: In your opinion, what are the perceived barriers created by UWTSD towards innovation?
The size of the organisation could be a barrier and the processes too. Different people and different courses within the organisation are in charge so that could be a barrier because if they promote different agendas there could be unhelpful competition at the top.    
Q: Have you encountered barriers and resistance toward change in other institutions? 
Barriers have included poor communication. For example, flow of information across departments and between campuses has been poor in the past (Inman, 2020).  
[bookmark: _Toc34039635]The innovation life cycle 
The innovation life cycle, places an emphasis on innovation and innovation opportunities over time. For example, in the first phase in any innovation where the process is fluid, there is experimentation, exploration and some considerable uncertainty around the new product, which is often referred to as the ‘fluid phase’ or stage 1. There are often concerns over how to develop and ‘harness’ the product and market place. This is the point at which there may be failures in the business plan or stage 2. Over time, however the exploration and experiments begin to settle down and converge on what is often called the dominant phase or ‘dominant design’ (Tidd and Bessant, 2018). This phase in the innovation life cycle is often the most popular solution or development and not necessarily the most technologically advanced ideas. An example of this can be seen in the Betamax vs VHS ‘video wars’ where the more popular system won out over the more technologically advanced Betamax system (Smith, 2018).  We then arrive at what Tidd and Bessant (2018) describe as the ‘dominant design’ before moving on to stage 3 where we arrive at standardisation and where there is often ‘imitation’ and where there are pressures to reduce costs and improve quality.     
[bookmark: _Toc34039636]Relevance of Innovation Life Cycle to UWTSD
Innovation in the context of student led recruitment is a continuous process of discovery, creation and capturing value that can be reinvested into UWTSD. It therefore demonstrates the classical Innovation Life Cycle. These can be seen in the following:
Stage 1 – Fluid – where there would be emphasis on the new nature of student led recruitment within UWTSD and the innovation idea evolving through students and staff trying new methods and experimenting with new approaches (Henderson, 2017).
Stage 2 – Transitional or where opportunities are explored to create and identify other avenues (Harvard Business, 2008) to embrace student led recruitment at UWTSD whilst students begin and lead on the recruitment process themselves.
Stage 3 – Specific – as the emphasis settles on student led recruitment becoming an accepted and standardised process of recruitment it is anticipated that the barriers to acceptance (Garside, 2017) and the concerns identified above would disappear. 
It should be noted that some authors and sources have been critical of the innovation of the life cycle stages 1-3. These include, that the life cycle is too clean a picture, and the product’s sales might never rise beyond the introduction stage. It can also cause managers to be too rigid in their strategies and self-fulfilling, as each stage has a set of recommended actions (LaMarco, 2019).





[bookmark: _Toc34039637]Conclusion 
In conclusion this report has critically evaluated the key theories of innovation and more specifically has looked at unpacking an innovation at the chosen SME (UWTSD). It has reviewed how innovation is beneficial to business organisations; the process of selecting a suitable innovation has been considered. The chosen innovation model was the 4 p’s which has been looked at both generally and as it applies to the chosen innovation – student led recruitment via the student ambassadorial role.   
In particular, we have opted for the concept of ‘positioning’ within the chosen innovation and assessed the risks to the SME and how institutional barriers and attitudes can be overcome through this innovation and while finally working through its developmental stages in the ‘Innovation Life Cycle’. 
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