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Strategic Analysis of the National University Swimming Championship.
This report will assess the feasibility of hosting a National University Swimming Championship at the Welsh National Pool Swansea. The event intends to bring university swimming programmes from across the UK to Wales for a performance-based championship that places focus on programme excellence and pathway development, opposed to individual athletic achievement. Drawing upon established event management literature including the work of Bowdin et al. (2019), Masterman (2014), Getz (2008) and Parent and Smith-Swan (2013) this analysis will identify the events objectives, evaluate its operational feasibility and effectiveness, strategic alignment with Welsh and UK policy, and financial considerations 
The primary objective of the National University Swimming Championship is to provide a high-performance, competitive platform for university swimming programmes. Unlike individual focussed championships like British Universities and Colleges Sport (BUCS, n.d.) and the British Universities Swimming League (BUSL, n.d.) the event aims to spotlight the quality of university level coaches, development of programmes and institutional values, emphasising the importance of structured pathways in elite athlete performance progression as highlighted by De Bosscher et al., (2015). The concept reflects similarities with established models such as the NCAA Conference Championships in the United States, where rivalry between institutions operate on a programme-centred model, and team scoring are central to athlete motivation and spectator engagement (NCAA, 2023). Goff, B. (2000) also discusses institutional identity and rivalry in US college sport making it a key factor in this events structure. Goff also heavily implied that university sport provided significant institutional benefits to the universities identity, and this stance has been furthered in recent years by Barnes (2025) and Brunton and Mayne (2020) identifying university sport as a way to create belonging and community within university culture, rather than creating individualising athletes showing this is a long standing theory on university culture.
The event would be staged over three days, using a long course (50 metre) format aligned with national competition frameworks set by British Swimming (Aquatics GB, n.d.). Each university would enter a team, with performance measured through cumulative points rather than individual medals. This encourages programme quality and supports the university sport objectives for broad participation and talent development (BUCS, 2023). Spectators would include students, families, alumni and potential local supporters, but the key focus of the event is to showcase competitive excellence rather than mass tourism like the Olympics (Muller, M, 2023). As such, the concept fits within the bounds of a major competitor event, generating moderate but focused economic activity, rather than a high grossing mega event.
The Welsh National Pool Swansea is one of the UK’s most advanced aquatics facilities boasting a 50 metre Olympic pool, advanced time keeping technology, and high-quality spectator seating (Swansea University, 2022). Allen et al. (2011) emphasised that venue suitability is fundamental to determining feasibility. The facilities features have made it routine hosts of several Swim Wales events in recent years and with its existing operational routine, the National University Swimming Championships would not require substantial infrastructure adaptations to be made and falls well within its current operational capabilities. 
Swansea also champions a major railway station, large bus terminal and easy motorway access, providing extensive travel opportunities for spectators and teams travelling from across the UK (Swansea.gov, n.d.). Bowdin et al. (2019) note that transport access is often a critical factor in spectator and participant satisfaction, particularly for multiday events. Swansea also boasts a wide variety of accommodation options, including university halls and affordable hotels with close access to public transport links.
Parent and Smith-Swan (2013) argue that host cities with experienced personnel and organisational capacity significantly reduces operational risk and with focus on that, Swansea benefits from a long-standing cooperation between the Welsh National Pool, Swansea University Sport and Swim Wales. Officials with experience are already easily locatable within the region due to the frequency of competitive aquatic events hosted at the facility. The ability to seamlessly integrate these factors, as well as qualified first aiders for medical provision and safeguarding align with Masterman’s (2014) argument that using institutional knowledge and established processes is crucial to successful event delivery.
Hingam (1999) and Jago and Shaw (1998) emphasised that regions with established event portfolios, benefitted from knowledge and advanced stakeholder coordination. With Wales having hosted the 2017 UEFA Champions League Final, IPC competitions and the World Half Marathon, the country has demonstrated its strong event portfolio and ability to deliver various events.
Getz (2008) argues that events must be positioned within a regions strategic event portfolio to maximise long term value. The National University Swimming Championships aligns with multiple Government objectives, including some outlines in the Event Wales Strategy (2022) which are prioritising events that enhance wellbeing and developing skills. Swimming is also a priority within Welsh performance strategies and Sport Wales emphasises the importance of university partnerships around pathway development (Swansea University, 2023). The UK Sport Major Events Strategy (2023) also highlights significant need for events that reinforce high performance systems and the National University Swimming Championships clearly meet this demand.
Following Bowdin et al.’s (2019) framework for event budgeting, the included features of time keeping, local volunteers and spectator seating make this a strong case for financial viability. Because this event aligns with Westerbeek and Smith’s (2003) classification of a medium scale performance driven event, the cost for other factors like venue hire, technical staffing and general event management costs, should be moderate to low. Financing opportunities include university entry fees, funding from national governing bodies like Swim Wales or Sport Wales, sponsorship opportunities through swimwear brands like Speedo or Arena, and moderate spectator ticket revenue. Masterman (2014) argues that a diversified revenue portfolio enhances an events financial resilience, and in this case, a wide range of opportunities reduces financial risk.
In conclusion, the National University Swimming Championship demonstrates clear feasibility across all major areas, and is heavily sustainable and repeatable for years to come. Swansea offers the best infrastructure for an event of this capacity, and with the championships aligning with Welsh and UK policy frameworks, contributing to athlete development pathways and enriched sporting opportunities for university students, the event has a strong foundation in becoming a nationally recognised event.



Marketing of a Major Competitor Event like NUSC
The successful organisation of the National University Swimming Championship (NUSC) depends not only on operational feasibility, but also the ability to attract and satisfy spectators and competitors. Sports events are experiences and are shaped by emotion and social impact (Mullin, Hardy and Sutton, 2014). As such, the marketing strategy for NUSC should be grounded in marketing frameworks that lend themselves to enhancing and utilising the social impact of university sport. This section will therefore draw on ideas like segmentation, targeting and positioning (Kotler and Armstrong, 2021), alongside service marketing and sport event research, to form a coherent strategy for audience engagement.
Market segmentation is a fundamental principle and is required to understand the diverse groups that may attend the NUSC. Segmentation theory suggests that consumers should be grouped according to shared characteristics that meaningfully influence behaviour and preference (Kotler and Armstrong, 2021). In a sporting context, this is important because motivations vary significantly across demographics (Shilbury et al., 2014). The primary demographic of this event is university students aged eighteen to twenty-five, and research suggests that students respond positively to events that foster social identity and campus belonging, which are significant drivers in the consumption of sports (Brunton and Mayne, 2020). Families and Alumni are another two key segments within the predicted attendees of a university centred event (Clopton, 2011). 
Psychographic segmentation further differentiates the audience by considering the lifestyles, values and attitudes of attendees. Funk and James’ (2001) Psychological Continuum Model highlights how sport consumers progress for awareness to allegiance through emotional connection and identity. Performance oriented spectators, fitness focussed individuals, and socially driven students represent some segments expected to be in attendance, however these groups do not consume sport for entertainment, but their engagement is based on concepts like belonging and aspiration. Furthering this notion, behavioural segmentation is also particularly valuable due to its predictive strength within sporting contexts. Pitts and Stotlar (20213) observe that previous engagement with univesrity sport, digital consumption of aquatic events, and membership within a university or club strongly influence future attendance likelihood. By examining patterns like regular participation, social media activity around performance swimming and attendance at competitions, organisers can develop targeted campaigns that respond to these behaviours. Due to geography, this event appeals to a layered audience that includes residents of Swansea and South Wales, students from Welsh universities, and teams from academic institutions from across the UK. Due to the variety of potential attendees, different levels of proximity, familiarity with the venue and location, as well as travel expectations must be considered when developing promotional materials.
The targeting strategy for the National University Swimming Championships must therefore adopt a differentiated approach. Smith’s (1956) principles of segmentation can be used as a basis to understand the strategic value of marketing strategies. In a recent case study, Soto et al. (2024) used the same principles as Smith; demographic, behavioural and psychographic segmentation, to identify distinct customer groups and proposed marketing tactics for each. This evidence reinforces the notion that event organisers should prioritise segments to achieve the highest responsiveness and strategic value.
Keller (2013) argues that brand position must create a clear, unique and desirable image in the mind of consumers, and the National University Swimming Championships should therefore be positioned as the premier showcase of university swimming in the UK, with emphasis on its role as a celebration of programme excellence rather than individual achievement. This distinction in vital because it differentiates the event from existing competitor events like BUCS and BUSL (BUCS, n.d.; BUSL, n.d.) and aligns with the broader institutional and cultural values of university sports as laid out by Goff (2000). The positioning strategy should highlight the events atmosphere and the intensity of inter-university rivalry. This approach resonates with Getz’s (2008) argument that events gain strategic advantage when aligned with audience motivations. 
When applying the extended marketing mix, the product being offered by the National University Swimming Championships extends beyond the races themselves. Sporting events are multi-layered experiential products promoting atmosphere, social interaction and symbolic meaning (Shilbury et al. 2014). Theodorakis et al. (2019) highlight that the quality of event experience, particularly the emotional and social elements play a significant role in satisfaction and repeat attendance. 
Pricing must reflect the student demographic and the events objectives. Mullin, Hardy and Sutton (2014) emphasis that affordability is essential for student sports and its consumption, as financial barriers have the potential to significantly reduce participation and attendance. A value-based pricing model, where student spectators and competitors, as well as families and local attendees can attend without financial strain, supporting the events aim to build long term loyalty and engagement.
Distribution strategy must identify and acknowledge the digital behaviours of student audiences. Ticketing should be delivered primarily online, with purchasing options integrated into university systems, club networks and event websites. Shonk and Chelladurai (2008) emphasise that facility accessibility, transport information and venue navigation must be clearly signposted to reduce uncertainty over the event and enhance the overall experience of all attendees. Promotion must embrace integrated marketing communications (Fill and Turnbull, 2019), ensuring consistency across social media, campus marketing and partnerships with national governing bodies like Swim Wales and Swim England. Another unique aspect of promotion is storytelling. Crow and Hoek (2003) suggest that athlete narratives, institutional rivalry and behind the scenes content is particularly effective at engaging student audience, who respond well to emotional and identity driven messages.
Service personnel play a significant role in shaping the perception of an event. Bitner (1992) unscored the significance of interpersonal interactions within service environments, and this was further underpinned by Yiğit and Soyer (2023) discussing how customer interaction quality directly correlates to customer loyalty. Brady and Cronin (2001) also note that responsiveness and reliable communication directly influence satisfaction, furthered by Biscaia et al. (2024) that responsiveness and support influences consumer behaviour in sport consumption. Volunteers should therefore be well prepared to create a welcoming environment. Zeithaml et al (2018) argues that effective service processes enhance trust and repeat attendance, so ticketing, entry management and customer assistance should be streamlined.
Overall, the marketing strategy for the National University Swimming Championships should combine identify driven positioning and utilise the marketing mix to create a compelling and sustainable spectator experience. By aligning segmentation, targeting and experience with established sports marketing theory, the National University Swimming Championships is well placed to attract a strong audience and establish itself as a flagship event within university competitive sports.
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