






















































































customer needs. What makes marketing so powerful is the market research, planning, and strategy

that is done before getting to the promotion stage.” (Ziegler, 2002:160).

It is not an uncommon perception of institutions that marketing equates to little more than two
factors — “many people think that marketing means selling or advertising” (Perreault and McCarthy,
2005:4). As a result, many administrators tend to use only the promotion elements of marketing like

public relations, advertising and personal selling to increase enrolments (Ivy, 2002).

Noble (1986) summarized research which indicated very little progress in the professional
management of the marketing programs of colleges and universities. He asserts that these
institutions may be promoting selling, but very few are actually practicing marketing. Such work
prompted institutions to heed this call and become more progressive. In turn, Buell (1996) noted
that many colleges and universities had begun to hire marketing professionals and Mackey (1994)
suggested that universities had started using many of the marketing techniques more commonly

associated with consumer product markets.

Schwartz (1993) and Rogers (1998) have detailed the aggressive efforts of some leading
universities, including Northwestern University and Cambridge University, to market themselves
using a variety of promotional tools such as advertising and direct marketing. However, Cetin
(2003) questions the extent to which progress has been made to date, instead asserting that tertiary

education institutions still suffer from too little marketing.

It would appear that this semi-passive stance by institutions toward adopting a comprehensive
marketing strategy, although effective to a degree at present, may have serious short-comings in the
future as the higher education industry becomes increasingly competitive (Zemsky et al, 2001).
Indeed, it is apparent that the rules of the game are being re-written — practices that have historically

achieved success have no guarantee of doing so in the future.

Part of the problem seems to emanate from the attitudes held by academics toward the marketing
discipline (Kirp, 2004). In this respect, Smith er a/ (1995) contend that few academics originate
from a marketing background and in most cases do not have a thorough understanding of the
discipline. For this reason, they hold a negative attitude toward marketing. Nonetheless, it appears
rather ironic that many institutions may preach the virtues of marketing to their business

management students, yet fail to realise the implications this has for their own institution.
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Johnson (1996:73) produced results that showed disengagement of academics from the process of
marketing. She concluded that “some academics will accept the market and with it marketing, albeit
perhaps in a rather limited way. Others in varying degrees may see marketing as incompatible with
their ideological perspective. Others may accept the pragmatic. Few if any see it as an activity to
which they should give any more than nominal attention. None saw it in the wider ‘relationship

marketing’ terms.”

Piyushi Kotecha, former CEO of the South African Vice-Chancellors Association (SAUVCA),
conducted research on the topic of branding activities of South African higher education
institutions. He concluded that “while many academic staff may understand this concept in theory,
branding smacks of something vulgar and market related. [...] The sustained myth that surrounds
institutions is that branding is not needed when the institution has a solid reputation and long
tradition.” (Kotecha, 2003:4). Kotecha subsequently suggests the notion that institutions that pro-
actively market themselves are seen as admitting to being deficient in some manner. This appears to

be a mindset that will need attention before lasting damage is affected.

Kotecha (2003:4) contends that “the roots of this perception can be traced back into the origins of
the university where it consciously established itself as an institution on the margins of society
without ever belonging entirely to that society. It continues to believe that for the university to
produce new kinds of knowledge through research, it could not afford to be compromised by
outside interests.” He does however acknowledge that the above may be a red herring with the real
reason being sheer arrogance on the institution’s behalf. That recognised, an alternate view, one
supported by the author, suggests that institutions are merely conservative by nature. In short, they

resist change and are therefore slow to adapt to market conditions.

It is also claimed that the adoption of the marketing concept into an unconventional sector, such as
higher education, can create problems, particularly if the meaning of marketing is misunderstood or
inappropriately applied. Carlson (1992), Fisk and Allen (1993), and Wonders and Gyuere (1991),
amongst others, have recognised the increasingly important role marketing is playing in higher
education institutions’ efforts to attract new students. Yet, they found that there was a general lack

of understanding as to what marketing actually meant.

McGrath (2002) points to further research to assess the marketing landscape in higher education.
Taylor and Darling (1991) surveyed 111 college deans from different academic fields concerning

their attitudes, finding that these professionals largely supported the need for marketing, but
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questioned what impact it had on improving the overall quality of their institutions. Michael et a/
(1993) interviewed 96 Canadian higher education officials and found that only a minority actively
engaged in marketing research and the development of marketing plans. Kittle (2000) surveyed
professionals at 59 institutions, focusing on their attitudes toward advertising-related issues such as

media usage and the relative importance of different target audience groups.

McGrath (2002:5) concluded that “there seems to be an opportunity to break new ground by
investigating which institutional functional area is responsible for marketing efforts in colleges and
universities, and then to attempt to measure the perceived effectiveness of these functional areas in

implementing marketing efforts™.

It may be argued that the primary function of the higher education marketing team is to build the
institutional brand. In this respect, it is thought that the image portrayed by institutions of higher
education plays a critical role in the attitudes of the institution’s publics toward itself (Landrum et
al, 1998; Yavas and Shemwell, 1996). According to Kirp (2004), the institutional brand is
synonymous with its reputation — regarded as a prize asset by most prestigious higher education

institutions.

Likewise, Paramewaran and Glowacka (1995) in their study of university image found that higher
education institutions need to maintain or develop a distinct image to create a competitive

advantage in an increasingly competitive market.

However, much of the institutional branding remains clichéd and highly unoriginal. Where branding
does exist, there are a number of common constructs which appear ad nauseam i.e. the ideas of
excellence, reputation and tradition. It is also quite expected for the imagery to predominantly

feature the physical space that the institution occupies (Kotecha, 2003).

Kotecha (2003) suggests that within South Africa, private institutions changed the branding
landscape during the 1990s by selling an ‘experience’ (even a lifestyle) as opposed to old buildings,
smiling student faces, and impressive library collections. The rationale behind this approach was to
market the institution as a place of both learning (perceived as work) and socializing (having fun). It
is thought that this balance became important to recruit students who may have been considering
tertiary education as a means to an end, rather than the start of an academic or professional career.
Other students may simply have been interested in engaging in tertiary studies to delay the

inevitable prospect of having to pursue a full-time job.
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Despite the differing viewpoints, it appears that contemporary views suggest that the need for
marketing in higher education definitely exists. Underscoring this is the extent to which higher
education is becoming commercialized in the literature. For example, Bay and Daniel (2001)
contend that universities with a large number of international students are referred to as ‘export
industries’ (Gatfield, 1998), courses are termed ‘educational products’ (Adler, 1998), new
instruction methods such as Internet courses are referred to as ‘distribution methods’ (Gatfield,
1998), and other institutions are referred to as ‘competitors’ (Landrum et al, 1998). Furthermore,
potential students are sometimes referred to as the ‘customer base’ (Browne e al, 1998; Licata and
Maxham, 1998), returning students are called ‘repeat business’ (Nichols et a/, 1998), and attempts
to determine to what extent the institution is meeting the students’ perceived needs are related to

‘customer satisfaction’ (Licata and Maxham, 1998).

Present attitudes toward marketing in higher education appear to be converging around a single idea
— the student is not to be taken for granted. This suggests that marketing can, and will, play a vital

role in creating appeal and subsequently recruiting students into the institution.

2.3 COMPETITIVE PRESSURES AND TRENDS IN
HIGHER EDUCATION

Institutions face a plethora of issues and challenges in the current era of higher education
endeavours. In this respect, institutions are “being urged to provide high quality education, exist as
a well-reputed university, achieve enrolment success, improve competitive positioning, provide
contemporary and well-designed academic programs, and maintain financial strength. Further,
strategic planning and media management for providing earnest information to internal markets,
stakeholders, supplier markets, prospective markets, national and international platforms, and to the

community at large have to be accurately designed and implemented.” (Cetin, 2003:57-58).

It appears that competition among academic institutions has escalated recently, particularly with the
emergence of financial and budgeting limitations, and a greater call for accountability among these
institutions (Daughdrill, 1994). This has forced administrators at institutions of higher education to
begin to recognize that they need to function more like a business and market their offerings

utilizing sound strategies (Hancock and McCormick, 1996).

Higher education around the world has experienced rapid growth and, under the pressure of

obtaining sufficient funds, it has had to become a “big business enterprise” (Liu, 1998:19). Zemsky
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et al (2001:1) concur with this sentiment: “People talk about markets, whether or not they
understand them. Most people are also uncomfortable with what they see, or think they see:
students using the power of their purchases to define what they need to learn, faculty and
departments overly sensitive to things that sell as opposed to ideas that matter, and administrations
adopting policies and practices of businesses in order to make a quintessentially messy endeavour
more efficient. Everywhere the byword is competition — competition for students, for faculty, for

research dollars, for donors, etc. The market now matters in higher education.”

This global situation is no different to that in South African. Here, public institutions are facing
changes in government funding methods, globalisation of higher education is bringing new
competitors into the fray, and applications from new students at some institutions is actually

declining (Tagwireyi, 2000).

Table 2.1 and figures 2.1 and 2.2 quantify and illustrate the competitive scenario in terms of

recruiting students into the South African higher education sector between 1996 and 2003.

Table 2.1: Matriculation statistics between 1996 and 2003

Year I:aunlg?;:t:: Pass Exemption
Number Percentage Number Percentage

1996 518 225 279 487 54 80 015 15
1997 559233 264 795 47 70 127 13
1998 552 862 272 501 49 69 861 13
1999 511474 249 831 49 63 725 12.5
2000 489 941 283 294 57.9 68 626 14
2001 449 371 277 206 61.7 67 707 15.1
2002 443 821 305 774 68.9 75 048 16.9
2003 440 267 322 492 73.3 82 010 18.6

Source: Department of Education (2004)
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Figure 2.1: Matric passes (1996-2003) Figure 2.2: Matric exemptions (1996-2003)
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The data reveals that the pass rate of matric candidates actually dropped between 1996 and 1999,
yet has been increasing phenomenally since these years. The pass rate has improved from 49% in

1999 to 73.3% in 2003.

Matric exemption candidates — those candidates eligible to apply to a South African university — in
1996 numbered 80 015, yet decreased year-on-year until 2000 when that output began to rise.
Between 1999 and 2003, this output rose from 63 725 to 82 010 students, marking an increase of

28.7% in the size of the pool of potential university students in only four years.
In student recruitment terms, this means that despite the shrinkage in the pool of potential students
between 1996 and 2000, the target market has grown somewhat impressively subsequent to this

period.

Table 2.2 and figures 2.3, 2.4 and 2.5 quantify and illustrate the number of students entering public

higher education institutions between 1999 and 2003.

Table 2.2: Students entering public higher education institutions between 1999 and 2003

Universities of | Percentage . oo Percentage Percentage
Universities Total

Technology change change change
1999 49 759 Unavail 52 307 Unavail 102 066 Unavail
2000 46 307 -6.94 60 291 15.26 106 598 4.44
2001 44 254 -4.43 68 528 13.66 112 782 5.80
2002 47 686 7.76 73 827 7.73 121 513 7.74
2003 53296 11.76 77 740 5.30 131 036 7.84

Source: Department of Education (2004)
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Figure 2.3: Entering students — Figure 2.4: Entering students —
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Figure 2.5: Public higher education sector:
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The data reveals that students entering traditional Universities has increased year-on-year (between
1999 and 2003) in real terms, yet the growth rate has slowed from 15.26% in 2000 to 5.3% in 2003.
In contrast, public Universities of Technology observed a decrease in the number of entering
students between 1999 and 2001, yet a reversal of this trend was initiated in 2002 and the growth
rate appears to be increasing impressively. This could indicate a trend, started in 2001, in favour of

Universities of Technology and against traditional Universities.

In terms of overall students entering public institutions, it appears that numbers and growth rates
have been tending upwards since 1999. The conclusion may therefore be drawn that, in recent
years, Universities of Technology have been driving growth whilst traditional Universities have

potentially been inhibiting growth.

Table 2.3 and figure 2.6, on the following page, summarise and illustrate the quantitative indicators

of secondary education output and tertiary education input, reveal telling trends.
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Table 2.3: A summary of secondary education output and tertiary education input

| I

Exemption Students entering public
Pass Output Candidates HE the following year
1996 279 487 80 015 Unavailable
1997 264 795 70 127 Unavailable
1998 272 501 69 861 102 066
| 1999 249 831 63 725 106 598
2000 283 294 68 626 112 782
2001 277 206 67 707 121 513
2002 305 774 75 048 131 036
2003 322 492 82 010 Unavailable

Source: Department of Education (2004)

Figure 2.6: Matric passes v.s. Exemption candidates v.s. Students entering higher education
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The data represented in table 2.3 and figure 2.6 reveals fluctuations in the output of matriculants
between 1996 and 2003, while the matriculation exemption output comprises a considerably
smoother trend. Both curves appear to be upward sloping from 1999 onwards. The trend concerning
students entering public higher education institutions is reflected here as a smooth, upward sloping
curve. It is therefore evident that the target market, and student bodies, of public higher education

institutions are both growing steadily.

International research suggests that these trends, in broad terms, are being reflected worldwide. The
trend to acquire a tertiary education has taken hold and minority groups, particularly, are being

enticed to enter the higher education market in a quest to empower themselves and better their lives

(Parvianinen, 2003).
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It would therefore appear that school leavers are rapidly realizing the need to acquire a tertiary
education if they are to lead comfortable lives in the future. Hence, emphasis is being placed on
continuing studies, as opposed to immediately entering the workplace, post matriculation. This is a
change in mindset from only a few decades ago when the mentality was that a tertiary education
was a bonus. Nowadays, a tertiary education is deemed as being essential if an individual aspires to

reach middle or upper level management (Parvianinen, 2003).

However, this demand is being met by an adequate supply of tertiary education providers in both
the public and private spheres. Mainstay educational providers, for example the larger public
institutions, are in fact expanding facilities to accommodate increasingly large intakes of students
(Kenyon, 2004), and new players in the higher education market are adopting sophisticated
marketing techniques to persuade matriculants to study at their institution instead of the
competition. Both sets of parties are effectively competing for the same pool of potential customers
and the marketing muscle of ‘for-profit’ institutions is forcing ‘non-profit’ institutions to respond
accordingly. For instance, Professor Colin Bundy, former Vice-Chancellor at the University of the
Witwatersrand, reports that the booming private higher education sector was responsible for the fact
that white enrolments at Universities and Universities of Technology fell in five years by

41 000, or 19%, in the mid nineties (Bundy, 2002).

Furthermore, Newsclip Media Monitoring (2002) reports that specialist education providers such as
cookery schools, bible colleges and film colleges are also making inroads into the market and are
now attracting interest from a growing number of top achievers. Historically, this would have been
an abnormal scenario as the upper end of the academic achiever spectrum was strongly assumed to

attend one of the elite public universities.

As per Newsclip Media Monitoring (2002), figure 2.7, on the following page, indicates the
pressures that appear to be being exerted on conventional (typically public) academic institutions,

and the favourable market sentiment currently enjoyed by specialist institutions.
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Figure 2.7: Forces acting on higher education service providers

Traditional
Tertiary
Educational
Institutions

‘} ‘}
t4

Innovative (New) Tertiary —>
Educational Institutions

A A
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Figure 2.7 alludes to the syndrome whereby market forces are placing pressure on traditional
tertiary education institutions to adapt to the demands of the market. In some instances, as outlined
earlier in this chapter, this has equated to decreased enrolment at certain institutions. It is thought
that this may be attributed to an undesirable educational product, or bad marketing thereof. It would
appear that these institutions need to transform themselves in order to regain their previously held
favourable market status. On the other hand, some innovative tertiary educational institutions,
offering new educational products or those which the market has learned to appreciate, are

experiencing increased demand and are positively exerting themselves on the market.

Seemingly, it is no longer a foregone conclusion that students will apply to study at a specific
institution because there has always been demand in the past. Shifting demographics, fluctuating
student preferences and even changing requirements in the job market are fundamentally affecting
the status quo (Wilms and Moore, 1987). Similarly, government funding, research grants and
donations from alumni are no longer being taken for granted by institutions, as these are becoming

increasingly precious as the competition for such income streams intensifies.

Law (2002), analysing higher education marketing in South Africa, finds that there is large scope
for improvement in the marketing programmes being executed and that significant benefits will

accrue to those brave enough to be progressive on this front.

Levitt (1969) summarises the notion that many higher education marketers have believed for some

time. He maintains that the new competition is not between what educational institutions offer in
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the classroom, but between what they add to their standard offerings in the form of packaging,

services, advertising, financing, delivery arrangements, and other add-ons that consumers value.

Indeed, the higher education market in present times resembles a corporate environment where
demand and supply determine the winners and losers. Furthermore, no single factor is entirely
responsible for success, and institutions need to know where strengths, weaknesses, opportunities
and threats lie. Both national and international trends point in the same direction — there is an
ongoing battle for most institutions to survive — growth in the current competitive climate, it would

appear, is a luxury.

The following section considers interactions between institutions and their “customers’ with respect

to the possibility of building a sustainable competitive advantage by means of a relationship focus.

2.4 ESTABLISHING A LIFETIME VIEW OF THE
‘CUSTOMER’

As higher education institutions realise the merits of marketing, they gain a better appreciation that
students deserve attention over a longer timeframe than previously anticipated. This is congruent
with the view of several authors (e.g. Christopher et a/, 1991; Kotler and Fox, 1995; Peck et al,
1999) that a lifetime view of the individual should be adopted — ascending through the stages of

‘prospect’ to “partner’.

Kotler and Fox (1995) articulate the exchanges that occur between institutions and the various

markets they serve. This is represented in figure 2.8 on the following page.
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Figure 2.8: Exchanges between an educational institution and its various markets
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At the first level, an institution draws intellectual capacity from its environment (the market) and
delivers educational produce back to the market. At the second level, the institution collects tuition
fees from students and provides them with direct educational instruction in return. At a third level,
the institution accepts funds from donors and acknowledges this through expressions and tokens of
appreciation. At a fourth level, the institution interacts with companies (employers in the market)
and their employees to provide these individuals with further education, for which the respective
company foots the bill. The company receives human resource development and pays the institution
student fees in return. The employee, in turn, develops loyalty toward the company and may even
be incentivized by it to develop his/her skills through the provision of financial support covering the

duration of his/her studies.
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This framework provides a basic insight into the interactions which take place between an
institution and the various stakeholders it serves. Exchanges may be simple or complex, and
exchanges can occur with the same individual, in various capacities, throughout his/her lifetime. It
is therefore imperative that good relationships are developed whenever exchange occurs — this

facilitates, and maximises, the opportunity for future exchanges, possibly on a grander scale.
Another model, Oblinger’s (2003) student lifecycle model, involves viewing the student,

specifically, throughout his/her lifetime, from the cradle to the grave. This is depicted in figure 2.9

below.

Figure 2.9: Oblinger’s Student Lifecycle Model
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The earliest stage of an individual’s relationship with the institution may be as a prospect. This is
typically during the individual’s high school years, but may be even earlier in the case of a parent

working at the institution, for example.

The next stage of the lifecycle is the institution accommodating him/her as a student and ensuring
that (s)he graduates with the desired credentials and in the desired timeframe, whilst maximizing
positive experiences and minimizing negative experiences. This period is critical and is likely to

make or break the possibility of a long term relationship into the future.

The following stage of the lifecycle is post graduation, or the alumnus stage. In many cases, the
cycle becomes full circle through alumni because their children and grandchildren frequently

become prospects themselves.

The ultimate stage of the lifecycle may be to leverage alumni loyalty into financial income for the
institution through converting these alumni into donors as well. Although donors may not
exclusively be alumni, they also have a relationship with the institution — one that can often be

sustained and strengthened over time.
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It is important for institutions to recognize these specific stages of the lifecycle. Increasingly, the
key to institutional advantage is to optimize the relationship focus in each phase and ensure a long
term relationship develops. Similar to Oblinger’s (2003) model, BearingPoint (2003) advocates the

student-for-life relationship model.

BearingPoint (2003:2) maintains that “by creating effective student-for-life relationships, colleges

and universities can position themselves to build value with each of these interactions.”

The BearingPoint (2003) model illustrates the connection  Figure 2.10: BearingPoint’s
held between the institution and its stakeholders, listed Relationship Model
below: \NSTITUTIOY

1. Governments
Communities
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RELATIONSHIP MODEL
This is depicted in figure 2.10 to the right. Source: BearingPoint (2003:3)

All of these stakeholders are thought of as the institution’s customers — it is therefore important for
the institution to maintain good relationships with each and every party. “Their unique, collective
and interrelated perceptions of the institution, over the short and long terms, can prove critical in
enabling the institution to achieve its core mission of identifying, attracting and retaining students —

and of building lifetime relationships with them.” (BearingPoint, 2003:2).

As mentioned previously, it is highly likely that a number of individuals will fall into more than one
category. For instance, a student could become an alumnus and a donor, then send his/her children
to the institution, thereby being considered by the institution as a parent too. It is also highly
possible that an alumnus may obtain work in the government or at one of the institution’s partners —
thereby carrying forward a relationship. The interconnection between these parties therefore takes
on a critical dimension, whereby these relationships are essentially responsible for the success or

failure of the institution over the long term.
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BearingPoint (2003:7) suggests that a successful student lifetime management strategy may bring
about the following benefits:

¢ Increased tuition revenue and donations

o Decreased costs of student recruitment and fund raising

e Decreased number of complaints

e Increased efficiency

e Increased student and alumni satisfaction

These points would appear to be amongst the key concerns of higher education marketers and

therefore highly desirable benefits if they could indeed be achieved.

Collectively, the BearingPoint (2003), Kotler and Fox (1995), and Oblinger (2003) models all point
to competitive advantage being attained through establishing long term relationships with students
and other key stakeholders, with the intention of continuously creating positive experiences

throughout the course of their respective lifetimes.

2.5 CHAPTER SUMMARY

The primary findings within this chapter include the phenomena that the worldwide tertiary
education market is becoming increasingly competitive, prospective students appear to be more
accepting of new and unconventional types of learning institutions as viable alternatives to
mainstream institutions, marketing as a tool for success is increasingly being recognized and
adopted by institutions, and that institutions would be advised to consider students as ‘lifetime

customers’ and to view the relationship in the corresponding light.

Chapter three continues the discussion of the relationship between student and institution by
pursuing a theoretical and applied examination of the area of relationship marketing in the higher

education sector.
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CHAPTER THREE

RELATIONSHIP MARKETING
IN HIGHER EDUCATION




3.1 INTRODUCTION TO RELATIONSHIP MARKETING
IN HIGHER EDUCATION

It would appear that the majority of research to date on relationship marketing has focused on *for-
profit’ firms and their relationships with stakeholders. However, it may be argued that ‘non-profit’
organizations, notwithstanding higher education institutions, face similar competitive forces that

make relationship marketing an attractive strategy for many ‘for-profit® firms (Arnett et al, 2003b).

To this end, it seems likely that higher education fits the profile of organizations that can benefit
from relationship marketing. Relationship marketing can thus act as a facilitator for building long
term commitments to students, donors, grant-funders, and communities (Tomer, 1998). Supporting
this notion is the argument that public higher education institutions may best be classified as stable
service providers, as opposed to being primarily dependent upon opportunistic transactions to

operate (Gibbs and Knapp, 2002).

In a community context, relationship marketing can serve to enhance the local environment by
means of the institution becoming more aware of, and responsive to, community needs. This should
result in the honing of the offering to meet the needs of the constituency, and also lead to increased
and repeated exchanges with donors, as well as grant and contract funders (Gibbs and Knapp,

2002). In this respect, Gronroos (2004) contends that relationship marketing adds value to a service.

Similarly, Dirks (1998) contends that a relationship marketing approach focuses upon close
communication and interaction with the consumer over time in order to tailor the value in offerings
to suit customer needs. He reckons that institutions that adopt such an approach toward students, for
example, should exhibit reduced exit transfers, greater completion rates, and increased long term
student commitment. This is congruent with the themes of communication and interaction, as

asserted by Gronroos (2004), to be principle components of the thrust of relationship marketing.

In effect, it may be argued that each semester’s registration of students actually represents repeat
business from these individuals. Gibbs and Knapp (2002) contend that students have ‘mobility” in
terms of their ability to transport course credits from one institution to another. For this reason,
institutions need to be concerned about the retention issue and therefore ensure that student needs
are indeed adequately met. They therefore assert that relationship marketing is critical in the context
of increasing customer perceived value (a view echoed by Gronroos, 2004), as many institutions

become plagued with overly bureaucratic systems and higher than anticipated student fees.
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It would therefore appear that relationship marketing merits research as a possible means to enhance
the marketing efforts of a tertiary education institution. For this reason, the topic will be explored
and applied to a higher education environment. Additionally, relationship marketing will be

examined with respect to its possible integration into a student recruitment strategy.

3.2 AN OVERVIEW OF RELATIONSHIP MARKETING

Over the past decade, many organizations have come to realize that relationships with customers,
and even potential customers, are absolutely critical. This appears to be a clear mind shift away
from transactional marketing, which held the view that maximum benefit should be extracted from

the customer base in the short term.

Supporting the above sentiments, Boon and Kurtz (2005:164) define relationship marketing as “the
development, growth, and maintenance of cost-effective, high value relationships with individual
customers, suppliers, distributors, retailers and other partners for mutual benefit over time”. Kotler
(2004:13) adds that “relationship marketing builds strong economic, technical, and social ties
among the parties. It cuts down on transaction costs and time. In the most successful cases,

transactions move from being negotiated each time to being a matter of routine.”

Gronroos (1994:9), in a similar vein, states that “relationship marketing is to identify and establish,
maintain and enhance and when necessary also terminate relationships with customers and other
stakeholders, at a profit, so that the objectives of all parties are met, and that this is done by a

mutual exchange and fulfillment of promises™.

In the context of this dissertation, it is suggested that Gronroos’ (1994:9) definition is the more
suitable to be modified — as follows — for the student recruitment environment: Relationship
marketing is to identify, establish, maintain and enhance relationships with students — the lifeblood
of the institution — and other key constituents, so as to benefit the institution both financially and
intellectually, whilst simultaneously ensuring that the other parties’ objectives are met, and that this

is done by a mutual exchange and fulfillment of promises.

Berry (2002) echoes that relationship marketing is concerned with attracting, maintaining and
building customer relationships, and claims that it is regarded by many scholars as the paradigm
shift of the 1990°s (Ballantyne, 1994; Buttle, 1996; Gronroos, 1994; Juttner and Wehrli, 1994;

Sheth and Parvatiyar, 2002). Therefore, it is not surprising that relationship marketing is a strategy
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that has been examined intensively in the marketing literature and has been adopted by many

organizations (Armnett et al, 2003a).

Sheth and Parvatiyar (1995) suggest that relationship marketing is based on the view that many of
the exchanges involved in marketing are not of the discrete, arms-length, ‘transactional’ variety, but
rather are long in duration and reflect an ongoing relationship-development process. These
relational exchanges are increasingly being viewed by marketers as resources that can lead to long

term competitive advantages for organizations (Hunt, 1997; Hunt, 2000; Hunt et a/, 2002).

Relationship marketing also advocates a shift in focus from attracting new customers to retaining
current customers and fostering repeat business (Berry, 2002; Gronroos, 1994; Jackson, 1985;
Juttner and Wehrli, 1994; Sheth and Parvatiyar, 2002). Under this framework, attracting new
customers becomes a secondary objective (Berry, 2002), with the primary objective being to
maintain these long term relationships by encouraging customers to ascend through stages of
customer loyalty, from ‘prospect’ to ‘partner’ (Christopher er al, 1991; Peck et al, 1999).
Essentially, relationship marketing advocates a conscious effort to know the customer (Aijo, 1996)
and provide an incentive for the individual to remain with the service provider or give the individual

reasons not to change allegiance (Berry, 2002).

It may therefore be surmised that a goal of relationship marketing is to enhance customer
satisfaction over a period of time. Customer satisfaction is an output, which results from the
customer’s comparison of expected performance in pre-purchase phase with perceived performance
in the post-purchase phase (Churchill and Suprenant, 1982). The literature would suggest that
customer satisfaction may be viewed from two different perspectives: transaction-specific
satisfaction and overall, or relational, satisfaction (Yi, 1991). The transaction-specific satisfaction of
the concept concerns customer satisfaction as the assessment made by a choice after a specific
purchase occasion. Relational satisfaction refers to the customer’s overall satisfaction (or
dissatisfaction) with the brand based on all encounters and experiences with it (Johnson and Fornell,
1991). In fact, overall satisfaction can be viewed as a function of all previous transaction-specific
satisfactions (Jones and Suh, 2000). The overriding result of this is high customer loyalty (Brady
and Robertson, 2001). In this context, it may be assumed that the relationship between customer

satisfaction and customer loyalty is positive.

Oliver (1997) defines loyalty as a deeply held commitment to buy or repeatedly patronize a

preferred product/service consistently in the future, thereby causing repetitive same-brand or same
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brand-set purchasing, despite situational influences and marketing efforts having the potential to
cause switching behaviour. In order for a firm to create customer loyalty it should increase
customers’ satisfaction by raising service quality (Brady and Robertson, 2001; Fornell et al, 1996),
ensuring that customers trust the firm (Fournier, 1998; Lau and Lee, 1999; Morgan and Hunt, 1994)
and forming/enhancing switching costs, thereby making it relatively expensive for customers to

take their business elsewhere (Bloemer et a/, 1998; Burnham et al, 2003; Jones et al, 2002).

In summary, Arnett et al (2003b) contend that characteristics that have contributed to relationship
marketing success include commitment (Anderson and Weitz, 1992; Ganesan, 1994; Morgan and
Hunt, 1994), trust (Moorman et al, 1993; Moorman et al, 1992; Morgan and Hunt 1994),
communication (Anderson and Narus, 1990; Mohr and Nevin, 1990), co-operation (Anderson and
Narus, 1990; Morgan and Hunt, 1994; Stern and El-Ansary, 1992), mutual goals (Heide and John,
1992; Morgan and Hunt, 1994), shared value and norms (Heide and John, 1992; Morgan and Hunt,
1994), social bonds (Han et al, 1993; Wilson, 1995), adaptation (Hakansson, 1982; Hallen er al,
1991) and satisfaction (Dwyer et al, 1987; Mohr and Spekman, 1994; Wilson 1995).

The following section of this dissertation examines a number of frameworks to build upon the

elementary relationship marketing theory introduced above.

3.3 FRAMEWORKS FOR ARTICULATING
RELATIONSHIP MARKETING THEORY

Relationship Marketing is further explored by Schriver (1997), who maintains that customers are

less loyal than in the past due to six major forces:

o The abundance of choice
Consumer demand has created a wide variety and deep assortment of products across the
board.

o Availability of information
Modern technology such as cellular telephones and the Internet has made it easy for
consumers to compare goods and services prior to purchase.

o Entitlement
Consumers believe they are entitled to the best deal and are not prepared to settle for what

they perceive to be inferior value.
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o  Commoditization
There is a limited number of significant differentiating characteristics between certain
products. Furthermore, consumers are often confused by the intricate, and often technical,
nuances between products, instead seeing these as being relatively similar.

e [nsecurity
Customer financial problems can induce brand switching and therefore reduce loyalty.

e Time scarcity
There is often inadequate time to be loyal, therefore the most convenient option is often

chosen.
Schriver (1997) advocates that these six forces result in consumer defections, complaints, cynicism,
reduced affiliation, greater price sensitivity, and litigiousness. Building customer relationships

provides the marketer with a means of combating these potential threats.

Strauss et al’s (2006) contrast below (see table 3.1) articulates the finer differences between ‘mass

marketing” and ‘relationship marketing’:

Table 3.1: Continuum of Mass Marketing to Relationship Marketing

Mass Marketing Relationship Marketing
Discrete transactions Continuing transactions
Short-term emphasis Long-term emphasis
One-way communication Two-way communication and collaboration
Acquisition focus Retention focus
Share of market Share of mind
Product differentiation Customer differentiation

Source: Strauss et al (2006:360)

However, a more sophisticated view is purported by Terblanche (2003). In his view, the work by
Harker (1999) is the most comprehensive to date, listing 26 definitions of relationship marketing.
The result of applying a content-analysis-based methodology to these definitions suggests that
seven relationship marketing constructs enjoy general support (Terblanche, 2003). Table 3.2 on the

following page contains these constructs.
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Table 3.2: Seven conceptual categories of Relationship Marketing

Primary construct Other common constructs
Creation Attracting, establish, getting
Development Enhancing, strengthening, enhance
Maintenance Sustainable, stable, keeping
Interactive Exchange, mutually, co-operative
Long term Lasting, permanent, retaining
Emotional content Commitment, trust, promises
Output Profitable, rewarding, efficiency

Source: Terblanche (2003:3)

These constructs may be interpreted as follows:

The creation construct refers to initiating the relationship. This entails being noticed by the
target market, and the marketer subsequently judging the receptiveness to the prospect of
entering into a relationship. This may involve some degree of persuasion and enticement
from these quarters. Furthermore, members of the target market must be willing to dedicate
the necessary time and energy to the relationship. In short, there should be sufficient

commitment from both parties.

The development construct refers to enhancing and nurturing the relationship, so as to
strengthen it over time. Here, the proposer should stress the benefits of having mutual goals

aligned in the form of a partnership.

The maintenance construct refers to maintaining ongoing relations and dialogue. In this
respect, ‘radio silence’ (non correspondence for a length of time) may threaten to
prematurely end the relationship. The two parties should be as tightly integrated as possible
to ensure that outside parties do not possess the ability to prematurely terminate the

relationship.

The interactive construct refers to making and delivering promises, particularly on the
proposer’s behalf. This may entail making special offers, giving preference to the needs of

the other party, hosting special functions to refresh the relationship, etc.
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o The long term construct refers to planning for the future. Relationships should, preferably,
be lifetime affairs. Relationship plans should be mapped out, in advance, to create space in
which the relationship can grow. This ensures that the relationship does not deteriorate as
time progresses and interest and enthusiasm inevitably wanes. The plan should ensure that
the relationship stays invigorated and that there are always obvious incentives for both

parties. Thus, the road ahead should be cleared of obstacles.

o The emotional content construct refers to the presence of a soul within the relationship. The
relationship should ideally mimic a classic friendship — both parties should share a passion
for common goals and should invest some personal capacity into it. It should be more than

just a business arrangement; it should be a mutual commitment to face the future together.

o The output construct refers to the benefits of the relationship. This would primarily consist

of the satisfaction and security accrued to each party by participating in the relationship.

By employing a relationship marketing strategy, a company therefore becomes less product-
orientated and instead focuses on the quality of customer relations and customer service. It reverses
the role adopted by most firms today — it looks at the means in which the company can cater for the

customer’s needs, not the means in which the company can take advantage of the customer (Levitt,

1960).

In some versions of the relationship marketing concept, the marketing focus is entirely on the
relationship and not on the product (Grénroos, 1996). A firm may therefore find competing on the
core business alone to be insufficient, thereby registering the need to compete on the total offering,
of which the product itself is simply one element. All elements of the offering are then examined for
their value-producing aspects, and those which do not provide consumer value are minimised or
eliminated. Firms develop strategies to bring to bear those resources that maintain a continuing
satisfactory relationship with the individual consumer. A strong relationship with the consumer

allows the producers to shape the benefits to meet consumer need, hence increasing the net value
(Dirks, 1998).

Indeed, recent conceptualizations of marketing as being the integration of a customer orientation,
competitor orientation and inter-functional co-ordination (Narver and Slater, 1990) stress the key

features of a relationship marketing philosophy: using all employees of an organization to profitably
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meet the lifetime needs of targeted customers in an improved manner than is currently being

achieved by the competition (a view echoed by McKenna, 1991).

Exploring relationship marketing at a deeper level, Palmer (1996), building on Berry’s (1995)
conceptualization of three levels of relationship marketing, contends that relationship marketing can

be classified into three broad approaches:

At a tactical level, relationship marketing can be used as a sales tool. Developments in technology
have spawned many short term loyalty schemes (Treacy and Wiersema, 1993). However, the
implementation of such schemes has often been opportunistic, leading to expensive loyalty
programmes which create loyalty to the incentive rather than the supplier (Barnes, 1994). In a
student recruitment context, this may manifest itself in the form of prospective students being
attracted to an institution through short term incentives sought in the recruitment campaign, as
opposed to more meaningful criteria and benefits. This could also lead to a prospective student’s
pretence to intend to join an institution, thus experiencing the benefits of social incentives (e.g.
invitations to special events), or benefiting from acquiring merchandise as gifts, without any serious

intention to eventually enrol at the institution.

At a more strategic level, relationship marketing has been seen as a process by which suppliers seek
to “tie-in’ customers through legal, economic, technological, geographic and time bonds (Liljander
and Strandvik, 1995). Although it has been contended that such bonds may, in fact, lead to customer
detention rather than retention (Dick and Basu, 1994), an institution that has not developed a deep-
seated relationship with its customers may be unable to sustain the relationship if the legal or
technological environment changes. A relationship is therefore sometimes misconstrued as an
asymmetric association based on inequalities of knowledge, power and resources, rather than
mutual trust and empathy (Barnes, 1994). Where tying-in is achieved through mutually rewarding
co-operation, mutual dependence and shared risk, the relationship is likely to show greater stability
and endurance (Han ef al, 1993). In a student recruitment context, this may be found in the form of
a loan, bursary or scholarship to study at a specific institution, thus persuading the prospective

student to choose an institution that (s)he would otherwise not have chosen.

At a more philosophical level, relationship marketing may be argued as being the heart, or core, of
the marketing philosophy. Traditional definitions of marketing focus on the primacy of customer
needs and, in this respect, relationship marketing as a philosophy refocuses marketing strategy away

from products and toward winning over the customer with a superior overall package. It would
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appear that this has yet to be fully achieved in higher education in South Africa, yet is a notion that

is considered favourable by the academic institutions themselves.

3.4 ENHANCING RELATIONSHIP MARKETING
THROUGH MODERN TECHNOLOGY

Whilst relationship marketing theory provides the conceptual framework, Customer Relationship
Management (CRM) provides the tools for the organization to achieve relational benefits. In this
respect, Strauss ef al (2006) contend that CRM evolved from the relationship marketing concept
after the advent of the Internet and other related technologies (e.g. database marketing). Boon and
Kurtz (2005:164) agree: “Emerging from and closely linked to relationship marketing, Customer
Relationship Management (CRM) is the combination of strategies and tools that drive relationship

programmes, reorienting the entire organization to a concentrated focus on satisfying customers”.

A broad overview suggests that CRM elevates relationship marketing to the next level by
introducing twenty-first century technology through the utilization of dynamic databases, data
mining techniques and, correspondingly, advanced marketing skills. Hence, it appears that CRM
provides a platform for the active management of relationships, and subsequently allows for
performance measurement. Thus, Greenberg (2001:4) asserts that “technology is an enabler of the
process required to turn strategy into business results”. This sentiment is further echoed by Zineldin
(2000:13): “The relationship between the rate of effective Information Technology use and

relationship effectiveness would be positive.”

Similarly, Bannon (2001) contends that CRM automates and centralizes customer contacts, allows
the development of products and services by better understanding underlying customer behaviour,
provides a way to handle customer questions and complaints, and provides direct immediate

information to sales, marketing, and employees as needed to better serve the customer.

However, Galbreath and Rogers (1999:162) provide a more definitive definition of Customer
Relationship Management. They express CRM as the “activities a business performs to identify,
qualify, acquire, develop and retain increasingly loyal and profitable customers by delivering the
right product or service, to the right customer, through the right channel, at the right time and the
right cost. CRM integrates sales, marketing, service, enterprise resource planning and supply-chain

management functions through business process automation, technology solutions, and information
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resources to maximize each customer contact. CRM facilitates relationships among enterprises,

their customers, business partners, suppliers, and employees.”

Ryals (2000) explains that value should be derived from the investment in technology. To this end,
he asserts that despite the focus on the technology, the most significant part of CRM is actually the
human aspect. Thus, without the correct management, significant investment in technology is likely

to be wasted.

Considering the customer relationship, Blattberg and Deighton (1996) advocate that these
relationships are quantifiable, and may be evaluated in terms of the expected Life Time Value (L'TV)
of the customer. The LTV is calculated by adding the incremental amounts of profit that each
customer will generate for the company, due to repeat business, over their lifetime. Based on their
LTV scores, customers may be ranked, relative to each other, with the more valuable customers
being earmarked for preferential treatment. Positive LTV customers should be acquired and

retained, whilst negative LTV customers should be discarded as quickly as possible.

It is suggested that the concept of Life Time Value is not directly applicable to public higher
education student recruitment, as the educational product is, arguably, not frequently purchased by a
single individual, and most institutions are more concerned about assessing academic qualifying
characteristics than the monetary LTV of the customer. However, institutions may well favour
candidates who are not reliant on institutional funding (i.e. able to pay some or all of their own
academic fees, as there is often a limited budget for financial assistance), are likely to graduate and
continue their studies as postgraduate students, or even those students likely to become loyal alumni
and serve as donors in the future. These factors, inter alia, may all be alternative criteria to influence

the LTV of the prospective student, rather than pure profit considerations.

Discriminating between customers is made possible by using accurate data, collected in databases
and/or data warehouses. In this regard, database marketing involves “collecting, analysing, and
disseminating electronic information about customers, prospects, and products [in order] to increase
profits” (Strauss er al, 2006:32), as well as to “assist in forming long term relationships and brand
loyalty” (Reedy and Schullo, 2004:295). Similarly, DeTienne and Thompson (1996:13) view
database marketing as “the process of systematically collecting. in electronic format or optical
format. data about past, current and/or potential customers, maintaining the integrity of the data by
continually monitoring customer purchases and/or by inquiring about changing status and using the

data to formulate marketing strategy and foster personalised relationships with customers™. To this
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end, it appears that database marketing allows a company or organization to target specific
customers — preferably through relationship orientated means — with tailored products, arguably to

the benefit of both these parties.

It is reported that “marketing databases have become an integral asset to businesses, largely due to
the evolution of relationship marketing and the realization that in order to be competitive,

companies need to build a relationship with their customers which is based on more than just price”

(Schoenbachler ef al, 1997:5).

Cooke (1994) proposes that organizations adopt either of two approaches to database marketing.
The first approach is database marketing as a strategy. In this situation the database is central to the
company’s marketing activity and can fit only with a corporate strategy embracing
‘customerization”. Thus, customer service, customer-orientated quality, and customer focus are
elements of a business strategy with the database at its core. Increasingly, companies are embracing
this customer-focused approach and many observers see it as an inevitable result of technological

advances and consumer sophistication (Cooke, 1994).

The alternative approach is to view the database as a tactical tool. This does not necessarily mean
that database marketing is interpreted as less important. Here, it is thought that marketers too often
ignore tactical and practical considerations when developing strategies (Cooke, 1994). The database
as a tactical tool allows the isolation of customer groups, analysis of their profiles, and close
targeting of corresponding promotions. This is the most common approach, since a company can
create the database and use it as a sales tool. Organizational structure and strategic orientation do
not need much consideration. The promotional activity merely follows traditional production-

oriented business strategies, albeit in a more targeted and cost-effective manner (Cooke, 1994).

It is suggested, although unproven as yet, that database marketing in a higher education context is
presently, at best, used as a tactical tool. This is primarily due to the seemingly ad-hoc usage of
database marketing, and the relatively weak linkages between many internal departments. In order
to increase institutional effectiveness, it may be advisable for institutions to switch to the use of

database marketing as a strategy.

Once the necessary data has been collected, data mining becomes possible. According to
O’Connor ef al (2004:125) data mining constitutes the “process of extracting hidden or previously
unknown, comprehensible and actionable information from large databases”. Although there

appears to be no agreed classification scheme for data mining techniques, “tasks solved by data
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mining include predicting, classifying, detecting relationships, and market basket analysis” (Strauss
et al, 2006:166). Fortunately, many companies have recognized data mining as an important

technique that will have an impact on the performance of their business (Lee and Siau, 2001).

Owing to the fact that data mining is useful in identifying hidden patterns, or trends, that exist in
customer records, this technique may be used to shed some insight on consumer behaviour. For
example, in a higher education context, an institution may find that demand for certain degrees (e.g.
accounting) fluctuates with conditions in the employment market, whilst demand for other degrees
(e.g. English literature) stays relatively constant over time. Furthermore. the institution may find,
for example, that the instability of the fluctuations in demand may actually come from scholars in

only a few geographic regions.

In summation, Rigby and Ledingham (2004:129) argue that “by setting priorities for their
information requirements carefully, making sure they’re guided by overall customer strategy,
companies can launch highly disciplined CRM efforts that will have a greater impact with lower
investment and risk. CRM, in other words, is coming to resemble any other valuable management

tool. [...] No longer a black hole, CRM is becoming a basic building block of corporate success.”

3.5 SHORT-COMINGS OF RELATIONSHIP MARKETING
AND CUSTOMER RELATIONSHIP MANAGEMENT

Relationship marketing and CRM has not, however, simply been adopted without question as the
pinnacle of the marketing discipline. In fact, critics have argued that such an approach may only be
suitable in a select number of scenarios and that the costs can often outweigh the benefits. This was
highlighted by Fournier er al (1998:50) with the surprise conclusion that “relationship marketing as
it is currently practiced has not brought us closer to customers. It has sent us farther afield”. This is
due to a number of misconceptions about the nature of relationship marketing. Some of these

factors are summarized below.

Firstly, in terms of relationship desire, not all customers aspire toward a relationship with an
organization (Newell, 2003; Verhoef and Langerak, 2002). In fact, some consumers are more likely
than others to form relationships, which are of varying types and intensity depending upon the
service context (Barnes, 1994). This was further substantiated in research by Reinartz and Kumar
(2002) wherein they concluded that loyalty did not constitute a strong indicator that customers

would market the company. Instead, they found attitude to be considerably more important.
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Secondly, the nature of the relationship may be misunderstood. It is argued that parties to an
exchange may have no expectation of ongoing relationships (Palmer, 1996). One of the defining
characteristics of relational exchange, identified by Macneil (1980), is a time orientation within
which exchange occurs. However, it may be naive to assume that time is a continuous construct in
which a longer time orientation implies a greater relational orientation (Palmer, 1996). A second
argument against time orientation being synonymous with relational exchange is the observation
that frequency of transactions between a buyer and seller does not necessarily imply any long term

loyalty from one to the other (O’Brien and Jones, 1995).

Thirdly, relationship marketing can serve to increase costs, as well as revenues (Newell, 2003). For
firms, the most rewarding relationships with customers result from continued investment to create
effective loyalty, rather than financially based incentives (Barnes, 1994; Kanter, 1994). The
excessive use of financial incentives to create loyalty may place a firm at a cost disadvantage in a
market where cost leadership is important (Porter, 1998), while securing little underlying loyalty.
While pioneers in a sector may introduce schemes and gain additional profitable business from
competitors, incentives for loyalty can rapidly become a sector norm which customers expect in the

future (Palmer, 1996).

Despite Reichfeld and Sasser’s (1990) protestations that satisfied customers are less price sensitive
and more inclined to spend a greater amount on tried-and-trusted products, Reinartz and Kumar
(2002) provided results suggesting that loyal customers do not always cost less to serve and that
loyal customers are often not prepared to pay more for the same product or service. In fact, in many
instances. loyal customers were found to be more price sensitive than intransigent customers. To
this end, Verhoef and Langerak (2002) agree. They contend that long-lasting relationships have not

been proved to be more profitable than dealings with intransigent customers.

Fourthly, external opportunities may be overlooked due to the closeness of the parties. In this
respect, a non-consensual relationship where one superior party is able to exercise authority over a
subordinate party may be classified as qualitatively inferior to a relationship based on bilateral
governance mechanisms (Heide, 1994). One specific outcome of symmetric dependence is that
parties will have a joint motivation to show forbearance (Buckley and Casson, 1988) or flexibility
in response to changing circumstances. In the absence of symmetrical dependence, an individual
party will have little incentive to show flexibility, because no guarantee exists that such actions will

be reciprocated.
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These concerns highlight the fact that a relationship marketing strategy is not necessarily a solution
for all companies and organizations. In essence, there are almost certainly instances in which a
relationship marketing approach may hamper success by increasing costs and creating unnecessary
and counterproductive barriers to the adoption of more favourable alternatives. Whilst these are
acknowledged to be possible concerns in the context of higher education student recruitment, the

empirical research is likely to ascertain the relevance of such assertions.

3.6 CHAPTER SUMMARY

This chapter discussed the various nuances of relationship marketing in higher education. It was
contended that ‘non-profit’ organizations, notwithstanding higher education institutions, face
similar competitive forces that make relationship marketing an attractive strategy for many ‘for-
profit’ firms. Specifically, it was argued that relationship marketing is concerned with attracting,
maintaining and building customer relationships, and is regarded by many academic scholars as the

paradigm shift of the twenty-first century.

Customer Relationship Management, a combination of relationship marketing amalgamated with
modern Information and Communications Technology. was introduced and its technological

facilitators (e.g. database marketing, data mining, etc.) discussed.

However, relationship marketing was also considered to be an imperfect solution for a host of
reasons. These reasons include the fact that some customers deliberately avoid relationships,
relationships are subjective in nature and may relatively easily be misunderstood, relationships may
not necessarily be cost effective, and that relationships may even be counterproductive if future

possibilities (beyond the realm of the relationship) are merely discarded without due consideration.

The following chapter considers additional means which lend themselves to the advancement of the
student recruitment function. In the context of this study, brand management. youth marketing, and
Information and Communications Technology are identified as three prominent themes in the

literature. Each is considered in terms of potential positive impact on the recruitment programme.
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CHAPTER FOUR

EXPLORING THE STUDENT
RECRUITMENT DOMAIN




4.1 INTRODUCTION TO EXPLORING THE STUDENT
RECRUITMENT DOMAIN

A number of prominent themes emerged in the literature with respect to the possible optimization of
the student recruitment function. These issues were subsequently explored, and the importance of
which confirmed. in the series of experience interviews conducted. In the context of this
dissertation, three such themes have been reviewed: brand management (as suggested by Bulotaite,
2003; Moogan and Baron, 2003; Rolfe, 2003; etc.), youth marketing (as suggested by Goldgehn,
2004: Stump, 2003; Terhanian and Geraci, 2004; etc.) and Information and Communications
Technology (as suggested by Adams et al, 2002; Gomes and Murphy, 2003; Schindler-Ender, 2001;

etc.)

This chapter of the dissertation has therefore been dedicated. and segmented according, to exploring
the relevant theoretical underpinning and examining the manner in which each component can add

benetit to enhancing a relationship orientated approach to student recruitment.

4.2 THE FIRST THEME: BRAND MANAGEMENT

It would appear that marketers often suffer from the delusion that customers or potential customers
actually want to be in a relationship with the organization. In fact, not all customers desire a
relationship with an organization, with some individuals more likely than others to form
relationships (Barnes, 1994). Deborah Wiltrout of the Admissions Marketing Department at the
University of Maryland notes that building a strong institutional brand is, in fact, key to enticing
customers into a relationship (Pulley, 2003). This theory is further underscored by De Chernatony
and McDonald (2003), who claim that a brand is an imperative relationship lubricant. If customers
can be enticed to become passionate about the brand, and if they want to actively be associated with
it, they are more inclined to enter into a relationship with the organization. Hence. ideally, the brand
should act as a magnet — supplementing relationship marketing efforts and drawing all constituents

closer together.

The strategic importance of brand management within the student recruitment function was
highlighted by Cosser (2002) in a recent Human Sciences Research Council study. wherein he
found the reputation of the institution and/or programme of study to be the most important
assessment criterion when a scholar is choosing a place of study. Furthermore, several other authors

(e.g. Bulotaite, 2003; Moogan and Baron, 2003; Rolfe. 2003; etc.) have strongly associated the
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function of brand management with that of student recruitment. If indeed student recruitment is to
be optimized through a relationship focus (as advocated by Tapp ef al. 2004; Yuille. n.d.), brand

management will certainly require investigation.

4.2.1 AN OVERVIEW OF BRAND MANAGEMENT IN HIGHER
EDUCATION

The American Marketing Association describes a brand as “a name, term, symbol or design or a
combination of these items intended to identify the goods and services of one seller or a group of
sellers, and to differentiate them from those of the competition™ (Keller. 2003:3). *Brands embody
dimensions such as the logo, design, smell, shape, sound. colour and communication — these factors
all differentiate the brand, although some are often more prominent than others™ (Van der Walt,

1995:130).

Achenbaum (1993) differentiates between a product and a brand. In his words. “what distinguishes
a brand from its unbranded commodity counterpart and gives it equity is the sum total of
consumers’ perceptions and feelings about the products’ attributes and how they perform, about the
brand name and what it stands for, and about the company associated with the brand”. This is
similarly viewed by Siguaw (1999:49) who proposes the view that a brand gives the consumer
something to relate to that is vivid, alive, and more complete than what is conveved by the general
offering. In this sense. “a well-established brand personality can result in increased preference and

usage. higher emotional ties to the brand, and trust and loyalty™.

Keller (2003:9) advocates that consumers benefit from brands in a number of noteworthy manners,
namely:

e Brands identify the source of the product

e Brands represent an assignment of responsibility to the producer/manufacturer

¢ Brands reduce risk

e Brands reduce search costs

e Brands contain a promise, bond or pact with the maker of the product

e Brands are a signal of quality

In particular, higher education brands may be used to send a strong signal to potential students
about the quality and credibility of the institution (Thomson, 2002). Potential students may then use

these cues to assess the attractiveness of a number of institutions (Utley. 2002). To this end, it is

Recruiting undergraduate students in South Africa — towards a relationship orientation — 47 —



likely that strong higher education brands hold a significant amount of appeal to senior high school

scholars, who may aspire to be associated with these brands in the near future.

On the other hand. Keller (2003:9) also advocates that producers/manufacturers benefit from brands
in a variety of noteworthy manners, namely:

e Brands are a means of identifying products in the marketplace, and easing their passage

through the supply channel

e Brands are a means of legally protecting unique features

¢ Brands are a signal of quality level to satisfied customers

¢ Brands are a means of endowing products with unique association

e Brands are a source of competitive advantage

e Brands are a source of financial returns

Relating such a framework to the higher education sector, brands appear to be a means of labeling
the quality of graduates (in effect, a seal of approval). establishing pulling power in recruiting
students, endorsing the legitimacy of research products. and legally protecting advertising features
(e.g. the use of a mountainous backdrop set against the main hall on campus. as used in one

institution’s brand imagery).

The remainder of this section is dedicated to researching the benefits of building a strong
institutional brand, the manner in which this practice can mitigate perceived risk, as well as the

challenges and dangers inherent in brand management.

4.2.2 BRANDING DEVELOPMENTS IN HIGHER EDUCATION

Higher education institutions appear to be extremely concerned about their standing and image in
the marketplace. To this end, their ‘name’ or reputation often underpins their existence. Recently,
administrators at educational institutions are becoming challenged to view the development and
execution of marketing and advertising programs as a means of building an institution into a brand,
as well as to recognize the implications of branding for the recruitment process (Cook and Fennell,
2001; Rosen et al. 1998a; Rosen et al, 1998b; Sevier. 2002). This necessitates an overview and

analysis of the practices in higher education branding.
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McNally and Speak (2002:4) define a higher education brand as “perception or emotion maintained
by a buyer or a prospective buyer describing the experience related to doing business with an

academic institution with its product and service™.

Renelle Shampeny. Director of Marketing, SUNY Empire State College, adds that “if the institution
has an awareness problem, either being misunderstood or unfamiliar in the marketplace. a good
brand will capture the imagination, illustrating its mission with eye-catching visuals and an
unforgettable tagline or slogan™ She contends that “the brand should be reflected through
publications, ads. billboards, web sites, logo, colour palette. etc. to unify the programs and integrate
the communications”. Furthermore, she proposes that a good brand should not only resonate with
external audiences (thereby burnishing the institution’s image). but should also speak to internal
audiences (i.e. faculty. staff, students, donors, etc.) and instil pride in the institution (Shampeny.

2003:1).

In marketing terms. the institutional name equates to the brand. and the goal becomes to optimize
brand equity. In this respect, Fombrun (1996) introduces the notion of “reputational capital’, which
he defines as a form of intangible wealth that is closely related to the concepts of goodwill
(accounting terms) or brand equity (marketing terms). Fombrun (1996) asserts that an institution
stands at a competitive advantage against its rivals if it has a relatively large amount of ‘reputational

capital”.

Sevier (2001) considers branding in higher education in terms of brand image and brand loyalty. In
this respect, brand image describes the desire of students, donors. and others to use brands as signs
of status and success. He cites the example of students placing stickers on their cars to advertise the
fact that they are proud to be associated with their specific institution. Brand loyalty, on the other
hand. indicates a preference for familiar brands and a distinct favouritism toward certain
institutional brands. Here. he cites evidence which may be found at sporting events where students
are most likely to cheer for their institution’s side. even if they are unfamiliar with the team and/or

the sport being played.

Thus. it would appear that brand image entails a uni-directional orientation whereby a student
obtains benefits with little, or no, direct contributive effort. However. brand loyalty appears to be
more actionable and closer to bi-directional in nature. The latter may therefore be argued to tend

toward a relationship of sorts.
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4.2.3 PERCEIVED RISK IN HIGHER EDUCATION BRAND
MANAGEMENT

In higher education. prominent institutions appear to be understandably proud of their brands and
leverage these in the marketplace to attract financial and intellectual capital. In a nutshell, it seems
that these brands are promoted by institutions in the expectation that they will provide a level of

certainty to reduce risk for buyers of the educational offerings (i.e. the students themselves).

Stone and Gronhaug (1993) advocate that consumers are receptive to brands due to the fact that
they reduce perceived risk. This may manifest itself in six forms: functional risk, physical risk,

financial risk. social risk. psychological risk, and time risk.

The risks. as stated in the above framework, may be applied to student recruitment as follows:

The functional risk may be interpreted as whether the quality of the services of the institution meets
the expectation of the student. Essentially, this concerns the issue of standards and hence the
credibility of the educational service. The student may therefore ask him/herself, “are the academic
and administrative standards higher or lower than that anticipated prior to registration?” This
question may only be answered after the student has enrolled at the institution and attended classes
for a reasonable period of time. However, in the case of academic standards, comprehensive

answers may only be made available when the individual begins his/her search for employment.

In a study by Warwick and Mansfield (2003), several authors (Admissions Marketing Group, 1985;
Krukowski, 1985; Sekely and Yates. 1991; Shank and Beasley. 1998; Widdows and Hilton, 1990)
found the quality of academic staff, quality of majors of interest, and overall academic reputation as
being the most important factors when prospective students and their parents engage in the process

of assessing functional risk.

The physical risk may be expressed as the level of safety on campus. For example, is the campus
well protected by security forces? Are the lives of students endangered by those individuals who
may wish to disrupt academic proceedings and cause instability on campus? This still appears to be
a prominent issue in South Africa, even ten years after the advent of democracy, with disruptions at
tertiary education institutions occurring country-wide (News24.com. 2005; News24.com, 2004a;

News24.com, 2004b; News24.com, 2003c; News24.com, 2003d).
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According to Warwick and Mansfield (2003)., Broekemier and Seshadri (1999) suggest that
elements of the institution such as size, location and even weather are significant in terms of

physical risk.

The financial risk entails whether the student, accommodation and/or club/society fees are deemed
to be worth the fees charged. In South Africa, each institution sets its own fees — these are not
directly prescribed by the national government. Due to the fact that tertiary education in South
Africa is generally considered to be expensive, it is essential that the prospective student perceives
the fees to be "value for money" or else ensures that these are discounted by bursaries, scholarships,
etc. so that their financial input is deemed acceptable. Some students may also be forced into
applying for, and accepting. a student loan. Here, the interest of the loan needs to be settled on a
monthly basis whilst the student is still studying, and the capital repayment of which begins
immediately after the student has graduated. This places a greater burden on these individuals and

heightens the importance of the perceived financial risk.

According to Warwick and Manstfield (2003), Chapman (1993) and Shank and Beasley (1998)
found cost to be one of the most important factors in the college selection process. Similarly.
Freeman (1984) found that financial aid also influenced this process, with the exception of high

income (i.e. low to no need) students.

Furthermore, Krukowski (1985) advocates that parents may be willing to pay high fees in return for
better career opportunities for their children upon graduation, and Koshal and Koshal (1994) deem a

religious environment (needed in order to fulfill beliefs) as worthy of a fees premium.

The social risk entails choosing the right institution or the right type of institution. For instance, it
may be socially undesirable for exceptionally intellectual individuals to study at a University of
Technology, as opposed to a traditional University. This may cause embarrassment with reference
to peers and family members, and may be ill advisable for this reason. Owing to the fact that many
institutions in South Africa are still classified by some as “previously black™ or “previously white’, it

may even be a social taboo for certain students to cross this unofficial ethnic divide.

According to Warwick and Mansfield (2003). Clark and Crawford (1992) propose two concepts —
academic integration and social integration. The former relates to the degree to which the student
achieves academic success, whereas the latter refers to the student’s personal and social success.

They maintain that both types of integration are important for the student, since the greater the
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compatibility between the student and institution, the higher the probability that the student will

complete the academic programme.

The psychological risk may mean moving away from friends to study in a different city, or may
even be interpreted as choosing a particularly demanding degree. which may prove to be too

mentally challenging for the student.

According to Warwick and Mansfield (2003), other authors such as Conard and Conard (2000) and
Murphy (1981) advocate that an institution’s reputation is, arguably, the most prominent influence
in terms of minimizing psychological risk However, Conard and Conard’s argument appears to lack
the required depth and consideration of actual psychological risk factors. Instead, it is proposed that

reputation is most important in mitigating functional risk.

The time risk may be expressed as the student being unable to easily transfer between institutions if
the chosen option is found to be undesirable. This is due to the fact that the tuition periods of
institutions largely coincide with each other. In this respect. time risk may also be considered as an
opportunity cost. Thus, instead of studying, the student could alternatively be employed in a full-
time position earning a regular income. Thus, a student’s lifestyle and life stage are also likely to

have an influence on the concept of time risk.

4.2.4 CHALLENGES AND PITFALLS IN HIGHER EDUCATION BRAND
MANAGEMENT

Unifying and accentuating the brand is often a challenge, as due to its multifaceted nature it is
inherently difficult to manage. According to Wileman and Jary (1997). this is considered to be the

‘multiplicity effect” and creates an instability which requires ongoing attention.

De Chernatony and McDonald (2003) acknowledge the challenge of services branding and the
notion that the principles of goods branding do not necessarily apply equally to services branding.

In essence, they contend that this is too simplistic an approach.

In terms of higher education, “student life is a web of interconnected experiences which overlap and
influence student satisfaction” (Elliott and Healy, 2001:2). Sevier (1996). similarly. contends that
an institution’s product is the sum of the student’s academic. social, physical, and even spiritual

experiences. However, this inevitably makes the educational offering somewhat difficult to brand.
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Kotecha (2003:4) proposes that branding is made more complex by the fact that it is difficult to
determine what exactly the higher education institution sells. “Does it sell graduates, research or
something else?” Figure 4.1, depicted below, illustrates Kotecha's view on the influences various

people. products and impressions have on the institutional brand.

Figure 4.1: The multifaceted nature of the institutional brand

Corporate Identity Research Output .
Signage
Public Relations
Staff Appearance and Attitude

Community Involvement
Brand Graduate throughput

Advertisin _
& Student reputation

Student Support ) o
Physical Buildings

Sponsorships and Partnerships

Source: Kotecha (2003:3)

It is immediately evident. upon consulting figure 4.1, that the institutional brand is indeed extremely
multifaceted and. for this reason, may prove difficult to manage. Those elements affecting the brand
include corporate identity. public relations, community involvement. advertising, student support,
sponsors and partnerships, research output, signage, staff appearance and attitude, graduate

throughput, student reputation and physical buildings.

Thus. it may be argued that when considering a traditional University or University of Technology
in South Africa. the following factors, inter alia, have a direct affect on the brand:
¢ the behaviour of thousands of students and staff members
e the research output by hundreds of academics, scattered over a large range of different
disciplines
o the state of the buildings and facilities on campus, as well as the signage thereof (usually

controlled by maintenance departments, and therefore not marketing departments)
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o the advertising efforts of different sections of the institution. as well as the institution as a
whole (this is often varied across different academic departments with their own web sites,
independent public relations exercises, etc.)

o cvents and exhibitions staged by different departments (these may include conferences,
student competitions. community outreach programmes. etc.)

o student service levels and facilities in different faculties (these often vary significantly
according to faculty size and corresponding budgetary constraints)

¢ graduate throughput may also be influenced by factors such as the interest from prospective
students in certain areas of study, the ability of students to pay their fees timeously, the

institution’s equity and skills development policies. etc.

Cetin (2003) proposes a list of positive image determinants which build the institutional brand. and
negative image determinants which detract from the institutional brand. These were developed for
use within the Turkish academic sector, but the vast majority of which appear to be universally

applicable. This list is depicted in table 4.1 below.

Table 4.1: Positive and negative brand determinants

POSITIVE IMAGE DETERMINANTS NEGATIVE IMAGE DETERMINANTS

e Students and their conduct

e Faculty

e Administration

¢ Graduates

e University and industry relations

o Satisfaction of internal and external
stakeholders

e Mediatic rector / Leader

e Rules on the campus

e Difference in education and curriculum

e Alumni associations

¢ Membership to national and international
associations

¢ National and international exchange
programs

¢ Joint ventures and projects

e Research and publications

e Significant building, physical and social
facilities

¢ History of the University

Source: Cetin (2003:68)

Bureaucracy and centralization in
educational institutions

Some education policies and rules
governed by the HEC

Higher education policy in Turkey
regarding public and foundation
Universities

Tuition fee policy for public and
foundation Universities

Being newly founded

Economical issues

Budget policy

Media attacks on foundation Universities
and its ancillary services and entities
Unsatisfied internal and external
stakeholders

Deficient resources and facilities
Quality degradation

Decrease in research and publications
Restriction in administrators mobility
and planning

Uncertainty
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However. whilst this list certainly provides a large number of attributes affecting the brand, the
distinction between positive and negative brand determinants appears to be very much specific to
the institution. For example, if one considers “students and their conduct’. one institution might
have a reputation for attracting diligent students. whilst another may have a reputation for attracting
less conscientious students. A further example may be ‘rules of campus® — whilst one institution
may be respected for the level of discipline instilled in. and practiced by. its students. another
institution may be perceived as being too stringent (i.e. not allowing its students the necessary
freedom of expression) and thus allowing its rules to add toward its detriment. It is therefore almost
impossible to determine, in general terms, into which category an attribute is likely to fall.
Nonetheless. Cetin does put forward a comprehensive set of factors that influence the institutional

brand.

Another challenge faced by brand marketers in higher education is that pertaining to commercial
advertising. To this end, advertising may, in fact, be potentially dangerous when the institution is
already well established and respected in the market. Although advertising is generally perceived to
be a brand building activity (De Chernatony and McDonald, 2003; Keller, 2003), it may be seen to
be counterproductive in the realm of higher education. In this respect, there appears to be
considerable scepticism concerning what strong brands have to gain by advertising themselves. This
is seen as self-defeating in many circles. The question is then often posed. particularly by academics
within the institution itself, “why is it that we need to advertise?” Pulley (2003:31) identifies much
resistance within the institutions themselves: “There is a lot of natural resistance, particularly from
the faculty who don’t want to become too business-focused at the expense of things that make a

university unique. There continues to be a debate about how commercial we should be.”
In summation. it appears that brand management has a role to play in relationship construction and

development in the student recruitment context. The next section addresses the second theme (i.e.

youth marketing) and the positive influences it is likely to have in the same context.

4.3 THE SECOND THEME: YOUTH MARKETING

Practitioners of youth marketing recognize that generations don’t think, speak and behave in the
same manner. Youth marketing therefore researches the inner thoughts of young consumers and
attempts to determine what shapes their world, what is currently topical and what will appeal to
them in the future (Cohen, 2001). In this respect, Donnell (2002:17) reports that “researching their

[young individuals] lifestyles, attitudes and preferences on a continual basis is not only vital, but a
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marketing buck well spent. It will increase your knowledge base. and allow the market to feel that

its voice is being heard — a crucial factor in a market that likes to co-create brand meaning.”

In a relationship marketing context, it may be argued that the underlying construct is one of
partnership. Youth marketing therefore appears to be a prominent theme for an institution to pursue
if it hopes to facilitate a deep, meaningful relationship with individuals in the identified target
market. The remainder of this section examines research conducted both locally and abroad in order
to discover how effective and constructive relationships. based on an understanding of youth
culture, may be fostered between an institution and prospective students. Thus, in the context of this
dissertation, youth marketing is explored as the second theme to assist in the formation a

relationship orientation to student recruitment strategy.

Furthermore, several authors (e.g. Goldgehn, 2004; Stump. 2003; Terhanian and Geraci, 2004; etc.)
have associated the function of youth marketing with that of student recruitment. If indeed student
recruitment is to be optimized through a relationship focus (as advocated by Tapp et al, 2004;

Yuille, n.d.). youth marketing will certainly require investigation.

4.3.1 KEY INSIGHTS INTO YOUTH MARKETING

There are a number of prominent issues which have been identified within the literature.

Firstly, it is vital that marketers keep pace with change. and adapt and grow their brand with the
consumer. Crucially, the communication and marketing of an applicable brand should reflect the
youth culture and lifestyle of the consumers it hopes to target. or else it will be immediately
identified as a pretender and shunned by the market. In this respect. open, honest and original
messages seem to work best, as it appears that this market is saturated with advertising, and the
truth seems to be the best breakthrough mechanism (Donnell, 2002). Hence, this market seems to
crave “legitimacy. authenticity [...] The real thing.” (Du Plessis. 2003:21) and marketers would be

foolhardy to ignore such a powerful message.

Secondly. the teenage segment of the youth market brings vastly different dynamics into the
marketing mix. as issues such as peer group pressure and the need for acceptance start to affect
purchasing decisions. As Craig Sims, Atoll Media publisher, aptly claims: “It’s the peer groups who

decide what's hot and what’s not, and it all filters down from there.”™ (Donnell, 2002:18).
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However. this is not a universally accepted view. There is a raging debate in the literature
concerning whether youth marketers should appeal to the trendsetting subset of the market in the
hope that the remainder of the market will follow suit or, alternatively. whether to target the
majority of the market even if the message is perceived as unoriginal. thereby losing any exclusivity

appeal.

The pyramid theory holds that “trends are set at the top of the demographic pyramid, and through
peer pressure. they filter down™ (Du Plessis, 2003:19). This view is supported by Sims. who claims
that “there is no point in talking to 200 000 dorks when you can talk to 20 000 trendsetters. The
dorks are at the bottom of the pyramid. nothing filters up. it’s a filter-down effect™. Sims argues that

this approach “could save your brand from a future destined for dork-dom™ (Du Plessis, 2003:19).

Nonetheless. this view is disputed by Bateleur research director. Gordon Hooper. Hooper disagrees
with Sims. firmly stating that “appealing to the youth market is about appealing to the masses. [...]
The masses are the “dorks’. and it doesn’t take genius to realise that the money lies in the masses.”
(Du Plessis. 2003:21). Despite this, Sims argues vehemently that there is indeed an inverse

relationship between the mainstream acceptance of a phenomena and the perceived ‘coolness’ of it.

Thirdly. an aptitude for interactive media has meant that instant messaging technology (most
prominently, SMS technology) has been successfully applied to a large number of youth marketing
campaigns across the board. “The innovations around SMS marketing. polling and competition
entries have ignited a fire in the inquisitive nature of our youth, providing marketers with a real

database and a real platform from which to begin or end campaigns.™ (Du Plessis. 2003:21).

Fourthly. a “brand personality that exudes a carefree, sociable. outgoing, physical, energetic, and
outdoor attitude is actually far more likely to attract the eye of a teen or "young adult’ (16-24
years)” (Du Plessis, 2003:21). In this respect, Hooper warns that subtlety is the key. A brand that is
too obviously trying to look cool, be cool, or say cool things is. strangely enough, immediately

labelled uncool.™ (Du Plessis, 2003:21).

An interesting notion is advocated by Lopiano-Misdom and De Luca (1998). They found that in the
youth market. marketers should avoid the trying-to-be-cool approach and rather switch to reverse
marketing, making their brands underdogs and lacking confidence. This was executed in the Sprite

soft drinks campaign, with the tagline ‘Image is nothing, thirst is evervthing...’
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However. Lopiano-Misdom and De Luca’s advice may have unintended consequences in the higher
education sector where a strong, respected, and confident brand is thought to be of critical
importance. Their view may. though, serve as a word of warning to marketers that arrogance is a

potential brand wrecker.

The contrasting views expressed above are indictment of the dynamic and subjective nature of the
youth market. It would appear that there is widespread agreement that the youth market is a
powerful. yet under researched one. However, the specifics of this market seem to be highly

debatable and very much open to interpretation.

4.3.2 INSIGHTS INTO SOUTH AFRICAN YOUTH MARKETING
THROUGH THE TREND YOUTH I AND II STUDIES

Two recent studies, Trend Youth I (UISM, 2002) and Trend Youth II (UISM, 2003b) shed some
valuable insights into the mindsets of young South Africans and the marketing practices in place to
encourage them to spend their money. The former study considers youth in the age bracket of
eighteen to twenty-four, whilst the latter study includes youth in the age bracket seven to seventeen.
It may be contended that the target market of the student recruitment marketer surrounds the
intersection of the age brackets of these two studies. For this reason. both studies have been

consulted and considered in the context of this dissertation.

Consulting the findings of the Trend Youth I (UISM, 2002) study. one of the trends highlighted in
the research is that children are growing up faster., a phenomenon dubbed ‘kids getting older
younger'. This sentiment is echoed by Donnell (2002:18): “Up-aging is very much the norm in this
respect. as young teens emulate and look up to their older peers, often mimicking their choices of
lifestyle, brands, and media™. This means that these individuals are starting to plan ahead and are
thinking about their careers, lifestyles, families, etc. at an earlier age than previous generations. This
proactive stance is particularly interesting to youth marketers as they can now address young
individuals about serious issues sooner. Furthermore, this increased maturity at a relatively early
age appears to suggest that young people are assuming a significant degree of responsibility for
themselves and are therefore relying less on their elders for guidance and support. Thus, the
implication appears to be that communicating directly with the youth, as opposed to utilizing elders

as infomediaries, is a potentially wise approach for marketers to adopt.

Geraci et al (2000) agree with the sentiment expressed above. They believe that young individuals

may in fact be counted on to behave more rationally than their older counterparts. This, it is
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claimed, is primarily due to the fact that these individuals are often required to justify the reasons

for their decisions to their parents and peers.

This phenomenon could prove to be a new window of opportunity for higher education marketers as
the youth appear to be becoming more receptive to planning their own future. To this end, this
cohort should therefore be more responsive to an institution’s direct marketing efforts. It may thus
be possible to bypass parents who previously may have acted as “information gatekeepers”
(Schiffman and Kanuk, 2004:355) and therefore, in part, would have played a key role in
determining the “evoked set” (Schiffman and Kanuk, 2004:559) — i.e. the refined batch of
acceptable options — of institutions at which their children could study. This means that if a
scholar’s parents have a strong preference where their child should study, an opportunity now exists
to bypass this impediment and persuade the scholar that they may in fact be happier elsewhere.
Nothing should be deemed a foregone conclusion in this respect. Alternatively stated, the idea of
direct marketing in this context returns the power of choice to the scholar — something that appears

to be most desirable in the youth market.

The ‘impact’ or ‘blender’ model (UISM, 2002) is an attempt to describe the forces shaping the
environment in which the youth exist. It provides a useful framework with which to analyze this

market segment. The model is depicted in figure 4.2.

Figure 4.2: The Blender/Impact Model
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The model points to a generation of youth who are increasingly demanding, empowered by

technology. and show a strong desire for money and status as facilitators of the ‘good life’.

The Trend Youth I (UISM, 2002) report concludes that “the new generation of young adults in
South Africa changes faster than any previous generation. hence it is essential to keep abreast of
their shifting attitudes and behaviour” (Schutz, 2004:21). Sturman (2005). through independent
research, shares this view and contends that an ever-changing mindset makes the landscape of the

youth market an explosion one in which to navigate.

The Trend Youth [ (UISM, 2002) report, and the blender/impact model specifically, point to a more
competitive future in student recruitment where effective communication with, and a deep

understanding of, the target market are key factors for success.

The Trend Youth II study (UISM, 2003b) sheds further insights into the South African youth
market by researching those individuals in the seven to seventeen age bracket. Owing to the fact
that student recruitment marketers are most interested in individuals in the sixteen to seventeen age
bracket (classified within the Trend Youth II study as the “age of differentiation’), this discussion is

focused on that subset of the research.

The Trend Youth II research report (UISM, 2003b) considers "age of differentiation” individuals in

terms of the “end of childhood’, “new media mindsets’. ‘fame” and “maximum respect’.

The “end of childhood™ signifies the final stage of childhood and the entrance into adulthood. Here,
the young adult relies less on what (s)he is told by his/her “superiors® and more on his/her own
findings and experiences. In a higher education context, the implication may be that young adults

are becoming less reliant on their parents to choose a course and place of study for them.

The "end of childhood™ concept is closely linked to the concept of “maximum respect’. The latter
entails communicating with the young individual as a *peer’, as opposed to as a “child’. In a higher
education context, this may entail the institution having respect for the scholar in terms of

willingness to engage with him/her directly.

The concept of “new media mindsets’ reiterates that technology holds little fear for this generation
and that the power of interactive communication channels is most appealing. This view is

supplemented by Donnell (2002), wherein it is claimed that students are particularly sensitive
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regarding media. being easily irritated by flyers and radio ads and preferring instead to be targeted

by television and the Internet.

This orientation should be heeded in the context of higher education — institutions would do well to
interface with prospective students using the media of their choice. This media, often bi-directional,
could serve as a communications bridge in a relationship driven student recruitment campaign. It
would appear that interactive media such as web sites, SMS, etc. may be a crucial component of

successtul youth-orientated communication systems.

The concept of “fame’ suggests that brands need to go the extra mile to stand out in the clutter and
achieve an identity worth aspiring toward. In this respect. the institutional brand may need an extra
dimension to distinguish itself from competing brands. In order to achieve this, some institutions
have chosen to promote the association between themselves and certain graduates who have
achieved greatness or ‘fame’. This links with the idea of celebrity endorsement used in many
advertisements. However. a more frequently utilized means of expressing this is for institutions to
punt the intellectual talent in their arsenal (for example, the number of A-rated scientists). It should
also be stressed that this finding underscores the earlier argument that an institutional brand should

be considered special if it is to actively compete in a demanding marketplace.

The above findings point to a generation of young individuals who are more in control and more
demanding than those youths of previous years. Thus, marketers in both the corporate and academic
sectors need to respond to this through means that communicate with this generation as individuals,
using maximum respect. sensitivity and sophistication, on more advanced communication

platforms.

Finally, Geraci et al (2000) add further credence by offering the advice that marketers consider
‘tried-and-true” advertising positionings, avoid applying subset truths to the entire market, treat the
youth market with the respect they deserve, be humorous in their communications, create a strong
element of brand linkage in advertisements, and conduct thorough marketing research. This appears

to underscore the contributions of the other authors.

The next section, discussing /nformation and Communications Technology (1CT), builds on this
discussion by suggesting the manner in which an electronic orientation may facilitate effective

youth marketing communications, as well as assisting in the youth marketing research process
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through enhanced data collection. Thus, ICT will be reviewed as the third theme in the goal toward

developing a quintessential relationship orientated student recruitment programme.

4.4 THE THIRD THEME: INFORMATION AND
COMMUNICATIONS TECHNOLOGY

Information and Communications Technology (ICT) is widely regarded as being paramount in the
modern economy to initiate, maintain and develop relations. [t also thought to be essential in

reducing the communication and human management costs involved in this process.

To this end, this section analyses the viability of cellular and Internet communication platforms as a
means for institutions to eliminate unnecessary communications expenditure in student recruitment

activities, as well as proposing a means to satisfy the technological demand of the target market.

A general overview of the deployment of Information and Communications Technology in higher
education is firstly reviewed. followed by a discussion of web-based marketing strategies, and the
usage of other electronic messaging tools. Finally, the penetration levels of cellular and Internet
technologies in the South African marketplace are discussed so as to ascertain the feasibility of

deploying these communication technologies within the field of student recruitment.

Several authors (e.g. Adams et al, 2002; Gomes and Murphy, 2003; Schindler-Ender, 2001; etc.)
have strongly associated the function of Information and Communications Technology with that of
student recruitment. If indeed student recruitment is to be optimized through a relationship focus (as

advocated by Tapp et al. 2004; Yuille, n.d.), this function will certainly require investigation.

4.4.1 AN OVERVIEW OF THE DEPLOYMENT OF INFORMATION AND
COMMUNICATIONS TECHNOLOGY IN HIGHER EDUCATION

“In the midst of [some of the most] rapid technological changes ever seen in the history of
marketing, it remains advantageous for even the most sophisticated interactive organizations to
accomplish two time-tested goals of successful direct marketing. namely, quality service and quick
fulfilment. This is no less true for colleges and universities who increasingly rely on their web sites
to create demand for enrolment information about their institutions, and who depend on their direct

marketing systems to meet this demand.” (Klaasen and Sitzman. 2000:44).
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Indeed. “technology has become a critical productivity tool for enrolment management
professionals [...] Productivity gains are being achieved by shifting more applications, financial
aid. and registrar activities to the web; by using predictive models to improve the yields of
recruiting and admissions activities; and by using database and enterprise resource planning systems

to automate previously paper- and labour- intensive processes.” (Eduventures. 2004:4).

4.4.2 WEB-BASED MARKETING STRATEGIES IN HIGHER EDUCATION

In response to student needs, institutions of higher education have begun the process of
‘virtualisation’. Providing visual images, online admissions, as well as access to publications.
course information and other aspects of student life are important aspects of the process which uses

the web as a marketing tool (Columbia University, 1995, as cited in Kittle and Ciba, 2001).

The importance of the web in an overall marketing effort has been demonstrated by many colleges
and universities (Conn and Shupp, 1998: Snyder er al. 1998). The cost effectiveness of the media is
considered a ‘great equaliser’, thereby permitting institutions of higher education, no matter how
different in their entrance selectivity and overall academic standards. the ability to effectively

market their products and services to prospective students (Klaasen et al, 1998).

In the United States, as access to both computers and the Internet has become nearly universal
amongst college-bound students, overcoming previously significant barriers of race and income.
college web sites are now a major factor in both the decision to apply and the decision to attend (Art

and Science Group, 2001).

Dessimoz and Milkowski (2002) claim that hosting online events is a new way to reach potential
students who may not be able to take advantage of on-campus events. such as ‘open days’ (the
concept of which is discussed later). This includes providing chat rooms and interactive activities.
with experienced advisors on the other end of the connection. in order to provide prospective

students with the necessary advice they are seeking.

This type of electronic event also allows institutions to relatively easily collect personal and contact
information from prospective students. This may be done. for example, through a simple
registration process before the user is allowed to participate in the online event. This data may then

be stored in a database and used for direct marketing purposes at a later date.
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Dessimoz and Milkowski (2002:163) maintain that “every campaign should have a two-pronged
approach — a combination of well-timed print and electronic media, working together as primary
and secondary thrusts to targeted audiences™. It would appear. according to Klaasen and Sitzman
(2000:45). that institutions across the board have heeded this call. “Small colleges and large
universities. unknown institutions clamouring for attention and established ones snobbishly
shunning it — all have dutifully created web sites in hopes of attracting more of the decreasing

population of today’s college students.”

Commenting on the advent of web-based instant messaging and chat, Sickler (2003:2) claims that
“this is how kids communicate in 2003, and if youre not using it to communicate with them, you're
out of touch... in more ways that one”. Whilst this may be a somewhat extremist view concerning
the merits of new communications technology, it certainly demonstrates the extent to which the

youth expect organizations to embrace technology and to use it to communicate with them.

The impact that web strategies may have on relationships with prospective students has also been

granted some coverage in the literature.

As college-bound students who are members of the “Net-Generation™ (Kotler and Armstrong,
2004:116) turn to the Internet, they are looking to do more than surf and browse. According to
Tapscott (1998). they are seeking exchanges and deeper impressions that characterize a relationship
between individual and organization. Hence, N-Geners (i.e. members of the Net-Generation) don’t
want to be treated as statistics, they want to be treated as individuals — that is, as customers or
people. Tapscott therefore concludes that new-economy marketers will consider the relationship,
not the sale or deal. For this reason, it is argued that relationship marketing should take on added

significance.

Marketers therefore need to build one-to-one relationships with customers through customized
promotional material, avoid glitzy marketing gimmicks, and devote more attention to straight,
information-based messages (Long et al, 1998; Middleton ef al, 1999; Rust and Varki, 1996).
Interest in ‘info over expo’ is reflected in a study of college-bound high scholars who, when asked
what they most needed from a website, mentioned information on costs. admission, and available
majors (Anderson and Reid. 1999). Visual images of the campus and student life are important, but
these are assigned secondary importance to the nuts and bolts of admission logistics, e-mail

directories, and campus maps (DeMello, 1996).
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Kittle and Ciba’s (2001:34) research in the United States of America reveals that “the web sites of
colleges and universities are evolving to the level of participatory and convenient sites with many
institutions beginning to take full advantage of the interactive potential of the World Wide Web.
Providing multiple opportunities for two-way symmetrical communication and building pre-
transactional relationships are in evidence at an increasing number of sites. Forms for requesting
videos and CDs; e-mail contact with faculty, alumni, admissions of current students by degree
and/or major; online loan counselling; and online subscriptions to campus news are evidence of

increasing interactivity.”

Kittle and Ciba (2001) conclude their study by stating that as institutions of higher education
continue the process of virtualisation, relationship marketing strategies are likely to become more
evident. While it may be true that the mere presence of a web site guarantees no measurable effect
on the marketing success of any organization (Klassen et al, 1998). the Internet will continue to be
“as subtle, as flexible. as pertinent and as persuasive as one-on-one dialogue™ (Harvard Business
School, 1997:1). promising an attractive interactive future for the recruitment marketing strategies

of educational institutions.

4.4.3 ELECTRONIC MESSAGING AS A DELIVERY CHANNEL

SMS (Short Messaging Service) and MMS (Multimedia Messaging Service) are two cellular
technologies which may be used to reach one’s target market. SMS consists exclusively of plain
text and is limited to 160 characters per message. MMS is the next generation of messaging and

allows users to send multimedia messages containing text, images. sound and even video clips.

This form of communication is currently being investigated by retailers. entertainment providers,
banks, etc. throughout the world and in many cases SMS/MMS programmes have already been
deployed. Grant Baker, freshaMedia director, claims that in Europe, marketers have already adopted
SMS advertising as their preferred channel to market for tactical customer communication. He also
claims that in South Africa, the early adopters have already seen the benefits and are increasingly

using this direct-to-customer channel (ITWeb, 2002).

Furthermore, in a study conducted by MediaBytes (Marketing Mix. 2003), 128 companies were
asked to rate the importance of their marketing plans. The use of e-mail, web sites, search engine
marketing, SMS and CD-ROM/DVD as marketing tools were rated from most effective to least

effective, respectively. Based on this research, it may be concluded that Internet based applications
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(e-mail. web sites and search engine marketing) still dominate electronic marketing plans, although
this may be attributed to the relative newness of the commercial adoption of SMS. As adoption of
messaging rapidly increases (Senne, 2006), it is anticipated that in the near future. SMS (or rather
MMS as a next generation version of SMS) is likely to significantly rise in popularity with

marketers in terms of facilitating their communication objectives.

In the context of student recruitment, it is suggested that some of the main reasons for using
SMS/MMS technology include the following:
o Cost effectiveness — the cost is minimal compared to other forms of communication such as
conventional mail (i.e. mail sent through the postal system)
e [mmediate delivery — the technology delivers the content from the source to the recipient in
a matter of seconds. A ‘delivery report” function allows confirmation that the message has
arrived intact.
e High readership rate — these messages tend to be read as this is effectively equivalent to
answering a telephone call for many cellular users
o Spill over effect — due to cellular phones being transported with their users. these devices
have a large ‘presence’. The message may therefore be read and/or heard by more than just
the recipient when received at any form of social gathering. For example, friends sometimes
allow each other to peruse through their SMS/MMS inboxes — this is typically not the case

with postal mail or e-mail.

It may therefore be contended that SMS/MMS platforms represent an opportunity to communicate
with adolescents and young adults (i.e. the target market when recruiting students). MMS, through
its multimedia capability. appears to represent an opportunity in the near future to extend the

institutional brand even closer into prospective students’ lives.

4.4.4 THE ROLLOUT OF CELLULAR AND INTERNET ACCESS IN
SOUTH AFRICA

There are approximately 25 million cellular users in South Africa (Cellular News, 2005). Whilst it
is acknowledged that there is some debate as to the accuracy of the numbers of cellular users
serviced by the cellular networks (World Wide Worx, 2005), it may be conservatively estimated

that between a third and a half of the population has access to a cellular telephone.

In terms of the age groups of the population using cellular phones. figure 4.3 on the following page

shows the percentage split and compares this over the period 1999 to 2004.
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Figure 4.3: Cellular phone usage by age group
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It may therefore be ascertained that although the age group 25-34 consistently comprises the
majority of users, the 16-24 group has shown very promising growth over the period 1999 to 2004.
In 1999, only 19% of cellular users were in the age group 16-24. In 2004, 30% of cellular users fell
into this age group. This is encouraging and may be a motivator toward justifying the use of

SMS/MMS as a communications medium for student recruitment marketers.

Unfortunately, the deployment of Internet access in South Africa doesn’t enjoy a similar success
story. Since the commercial adoption of Internet services in the mid 1990s, Internet growth in South
Africa has been hampered by a number of factors including high computer and Internet subscription
costs, poor telecommunications infrastructure, as well as a distrust and fear of the technology

(UISM, 2003a).

Nonetheless, the Trend Youth II report (UISM, 2003b) indicates that young adults are the least
likely to be afraid to venture online. In fact, they often form the technological experts in the
household. This is underscored by figure 4.4, on the following page, indicating that members of
Generation Y (those individuals born between 1979 and 1994) are considerably more likely to
browse the World Wide Web than their older counterparts. Despite this, the Trend Youth II report
advises that economic barriers still pose a significant problem in terms of connecting youths from

disadvantaged communities.
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Figure 4.4: Web usage by age profile

Source: Unilever Institute of Strategic Marketing (2003b)

The Goldstuck Internet Access report, the barometer for Internet user statistics in South Africa,
claims that there were 3.6 million active South African Internet users at the end of 2005, 95 000 of
which were scholars (Goldstuck, 2005). However, it should be noted that the figures under review
exclude scholars without access at school, but either direct access through home Internet accounts
or indirect access through parents at their place of work. For this reason, the number of scholars
with direct and/or indirect access to the Internet may actually be considerably higher than reported.

Furthermore, it is thought that if the advent of various government and NGO initiatives (e.g.
GautengOnline, SchoolNet SA, etc.) to connect schools are successful, this figure is likely to

increase significantly over the following few years (Goldstuck, 2005).

In summation, the statistics reveal that Information and Communications Technology tools are
likely to be accessible to many thousands of South African scholars in the case of Internet access,
and millions in the case of cellular access. These tools appear to be being used by the youth to
empower themselves in a quest to achieve their potential. Educational institutions would be wise to
take cognizance of this phenomenon and factor technology into their marketing programmes, most

notably those relating to student recruitment.
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4.5 CHAPTER SUMMARY

This chapter addressed the themes of brand management. youth marketing, and Information and

Communications Technology in the context of student recruitment.

Brand management was argued to be pillar on which a relationship orientated student recruitment
programme may be built. Specifically, it was noted that building a strong institutional brand is key
to enticing customers into a relationship, as there is not always a natural tendency of consumers to
willfully enter into relationships. Furthermore, a key benefit of a strong brand is that it exhibits a

signal of quality and thereby mitigates perceived risk.

Youth marketing was mooted to be a pertinent issue in student recruitment. Key findings within the
literature include that individuals within this age bracket are more mature and confident than their
predecessors. more embracing of technology, yet yearn for honest (i.e. non-manipulative)
communication from marketers. In this respect, it is thought that marketers and scholars need to be
on the same ‘wavelength’ in order to fully understand each other. Youth marketing is therefore

considered to be an aid in bridging this mental impasse.

Information and Communications Technology was reported to be an effective and efficient means
through which to recruit students. The web and e-mail, particularly, have already been successfully
deployed in electronic student recruitment campaigns elsewhere in the world. Mobile messaging
systems, particularly SMS and MMS, are argued to also boast potential in this respect. The South
African market appears to exhibit encouraging cellular and Internet penetration statistics when
considering youth in the medium to upper L.SM brackets. This suggests that electronic marketing in

terms of student recruitment may indeed prove worthwhile.

The content within the dissertation, until this point, has focused on the exploration of literature
relevant to the topic of student recruitment marketing. The majority of the discussion within
remainder of this document is dedicated to considering empirical research directed at determining
the feasibility, and desirable functionality, of a relationship orientation to student recruitment within

the South African higher education sector.
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CHAPTER HVE

A QUALITATIVE OVERVIEW
OF STUDENT RECRUITMENT
PHILOSOPHIES & PRACTICES
IN SOUTH AFRICA




5.1 INTRODUCTION AND METHODOLOGY EMPLOYED

In the course of this dissertation, both mass marketing and relationship marketing orientations to
student recruitment have been brought to light. The former was found to constitute the mainstay
method of student recruitment in the literature, whilst the latter, together with three areas for
advancing the student recruitment function, have subsequently been explored in a quest to establish
a forward thinking paradigm. This approach to the structure of the dissertation was necessitated by
the scarce amount of relationship marketing literature specifically dedicated to the topic of student

recruitment.

This chapter aims to present a qualitative overview of current student recruitment philosophies and
practices in South Africa. This is necessary to obtain a situational analysis of the status quo in the
local higher education sector, as well as to gain knowledge of the relationships which exist between
the key stakeholders in this respect. This information is likely to assist in shaping the design of the
quantitative component of this research and. hence, ultimately determining whether relationship

marketing could prove to be a viable means of recruiting highly desirable students.

The first component of this chapter details an overview of the student recruitment marketing
scenario in South Africa, whilst the second component introduces the institutions’ perspective on
interactions between themselves and prospective students during the higher education consideration
and application process. The latter component represents a forerunner to the quantitative analysis

which considers the students’ viewpoint on such issues.

5.1.1 MOTIVATION OF THE METHODOLOGY

As mentioned above, it appears that minimal material has been published on the core aspects of this
study, particularly that pertaining to the status quo of student recruitment in South Africa. To this
end, emphasis has been placed on acquiring empirical information about the local market through a
series of experience interviews and a comprehensive student survey (the latter to be discussed in
chapter six). This two-pronged approach was important to assimilate the two views — those held by
professionals with the responsibilities of recruiting students into their respective institutions, and the
views held by scholars themselves as to the approach they prefer and the areas wherein they pursue

personal benefits.

Recruiting undergraduate students in South Africa — towards a relationship orientation — 71 —



In terms of experience interviews, student recruitment professionals at various institutions
throughout South Africa were interviewed. This was necessary to avoid a strong regional bias.
Additionally. two experts were consulted in the functional area responsible for deploying

Information and Communications Technology solutions in the higher education market.

In this respect, Perreault and McCarthy (2005:223) assert that this approach allows for
comprehensive coverage of the issues at hand. “The depth of the qualitative research approach gets

at the details - even if the researcher needs a lot of judgment to summarize it all.”

5.1.2 EXPERIENCE INTERVIEWS CONDUCTED

As mentioned above, a number of knowledgeable individuals were selected for experience
interviewing. Several declined, citing confidentiality reasons and time constraints for not agreeing
to participate in this process. Those individuals who accepted the invitation were interviewed

between June and November 2004 (unless otherwise stated). These people are listed below.

e Mr Royston Pillay, Director of Admissions Office, University of Cape Town (2003/4)

e Mr Carl Herman, Head: Student Recruitment. Admissions Oftice, University of Cape
Town (2003/4)

e Mr Richard van Huyssteen, Integrated Student Information Systems (ISIS) Project Manager,
University of Cape Town (2004)

e Ms Megan Brown, Independent Higher Education ERP/CRM Software Consultant (2004)

e Mr Theodore Messiah, Manager, Cape Technikon (formerly) Applications Office (2004)

e Ms Willemien Law, Head of Operations, Stellenbosch University Business School (2003)

e Ms Louise Banks, Western Cape Head, Varsity College (2003)

e Mr Jakkie Erasmus, Student Advisor, Rand Afrikaans University (formerly) (2004)

e Mr Paul van der Berg, Senior Student Advisor, Rand Afrikaans University (formerly) (2004)

e  Mr Wallace [saacs, Student Recruitment Manager, University of Pretoria (2004)

e Mr Nicholas Massingo, Senior Recruitment Officer, Pretoria Technikon (formerly) (2004)

e Mr Dirk Venter. Recruitment Officer, Pretoria Technikon (formerly) (2004)

e Ms Carol Crosley. Deputy Registrar, Student Enrolment Centre, University of the
Witwatersrand (2004)
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A semi-structured interview process was undertaken. To this end, a copy of the discussion guide

used for interviewing admissions staff is attached as Appendix 1.

In order to record the views expressed by the parties concerned. concise notes were taken during the
experience interviews. Directly after the relevant sessions, more comprehensive notes were
recorded as to the proceedings of the discussion. The various views were then assimilated, and

contrasted. after the series of experience interviews was completed.

A word-for-word transcription was decided against as some of the respondents felt uncomfortable
with the usage of a dictaphone to audibly record the interview. Furthermore, due to a single
interviewer, it was not possible to capture every word spoken. Thus, in order to put the interviewees
at ease and extract the maximum amount of information from the session, this request was honoured

and written notes were taken.

5.2 THE STUDENT RECRUITMENT MARKETING
ENVIRONMENT

This component of the chapter considers diftering professional mindsets, perceived competition in
the higher education sector, the multitude of student recruitment practices employed, and
relationships between three critical parties in the recruitment process. Hence. it serves to provide an

overview of the environment in which the student recruitment function is executed.

5.2.1 THE ADVENT OF MARKETING IN HIGHER EDUCATION -
THREE DIFFERING MINDSETS

The notion of marketing in higher education elicited mixed responses from the student recruitment
professionals interviewed. It was found that although some institutions resist the idea that they
should sell their services or engage in open competition. others have accepted the challenge of
competitive enterprise and have recognised that future success is dependent on sustained marketing

etfort.

In terms of attitudes toward marketing in the field of student recruitment, three cohorts emerged,

each featuring a different mindset. These are detailed on the following page.
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The first mindset perceives the idea of marketing to be a foreign and unwanted component of the
student admissions process. These institutions shun such terms as ‘recruitment’, ‘selling’, and
‘marketing’. Instead, they claim to exist ‘in the name of science’ and understand it to be their duty
to educate the population without wanting, or needing, to enrich themselves in the process. These
institutions tend to be the larger and most preferred institutions that receive an abundance of
applications each year and grant a place to a mere portion of the applicants. They derive quality of
students through the quantity of applications received. These institutions appear to be extremely
satisfied with the status quo and perceive there to be no need to change their practices in the
foreseeable future. Furthermore, these institutions regard direct marketing as unnecessary and

wasteful. This profile lends itself to the most prestigious public universities in the country.

The second mindset perceives the idea of marketing to be necessary in the foreseeable future, but
not at present. These institutions are typically medium to large in size and hold a respected
reputation in the marketplace. Although performing well at student recruitment at present. such
institutions are investigating how marketing can help improve the calibre of the applicants. Here,
the quantity of applications is deemed to be sufficient and the goal is therefore to optimize quality.
These institutions realise that competition is intensifying and that they need to be more proactive in
the future. However, the situation is interpreted as being far from crisis point at present and no
drastic recruitment changes are therefore anticipated in the short term. They are, however, presently
investigating the possibilities of direct marketing. This profile lends itself to medium sized
institutions in the country that are considering, in the medium term, expanding their institution and

growing the student body.

The third mindset perceives the idea of marketing to be a fundamental building block, and therefore
integral to their recruitment strategy. These institutions generally enjoy a favourable reputation in
the market, yet are still building their brand and feel they have much to prove. They place a
premium on the team of recruitment ofticers who visit schools, and also place emphasis on ensuring
that all members of their institution are effectively marketers themselves. Furthermore, they are
typically proactive — yet not excessive — in terms of advertising their service. produce high quality
paraphernalia to attract prospective students, and have made considerable investments in technology
and intellectual capital to drive their direct marketing campaign. They place emphasis on
measurable results and see the outcome of their efforts as “performance’. This profile lends itself to

the developing private higher education institutions in the country.
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These findings suggest that the three classes of institutions are therefore at different levels of
readiness to adopt a relationship (or at least, direct) marketing student recruitment approach. The
third mindset cohort is likely to commit in the short term, the second mindset in the medium term,

whilst the first mindset is likely to either only commit in the long term or not at all.

The three mindsets detailed above point to alarmingly different perceptions, and responses, toward
competition to attract students in the higher education sector. To this end, a relationship marketing
stance may be viewed with varying degrees of urgency. Attention is now drawn to the manner in

which the dynamics, and nuances, of competition are perceived.

5.2.2 PERCEIVED COMPETITION IN THE HIGHER EDUCATION
SECTOR

The vast majority of institutions interviewed seem to acknowledge the notion that student
recruitment in the higher education sector is becoming increasingly competitive. As noted
previously, universities are most aware that the pool (supply) of Matriculation exemption
candidates has until recently been contracting, and feel that competition to attract the most talented
of these individuals has become rather fierce indeed. Universities of Technology appear to be less
concerned — these institutions seem to be relatively content with the pool from which they have to
draw students. These attitudes are largely within keeping of recent statistics (as discussed in chapter
two of this dissertation) highlighting growing numbers of students entering Universities of
Technology. but less favourable intakes for traditional Universities. The relevant levels of
complacency and determinism that were found to exist are also congruent with the findings pointing

to three mindsets (as discussed in the previous section).

However. there appears to be a significant degree of co-operative competition within the higher
education sector. Somewhat surprisingly, many institutions don’t view the prospective student
solely as a customer in the conventional sense, but rather as an individual whose future needs
shaping. In this respect, many institutions exhibit a significant degree of ethical behaviour.
Accordingly, several institutions claim that it is not their intention to “sell” the prospective student
an undesired product, but rather to advise him/her of the best skills training required in order to

realise his/her career ambitions.

This would initially seem to be a contradiction in terms as spurning the advances of a customer is,

in many circles. thought to be detrimental to the organization. However, at a deeper level, this
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transforms the function of student recruitment from a ‘sales orientation’ toward a ‘market
orientation’. Thus, this endorses the notion of marketing as responsibly satisfying a customer’s
needs and wants. and not superficially convincing the individual to believe that (s)he has latent

needs which, in fact, (s)he don’t posses.

Nonetheless, analysing this stance further, the above may actually be an internally motivated, as
opposed to a noble, response. Public institutions were found to be most concerned with throughput
rates due to the pressure placed on them, by the government and community, to ensure that their
students graduated in the prescribed timeframe. If students are unsuited to their course of study, it is
thought to be likely that they will either deregister from the diploma/degree at some point, or else
require one or more additional years of study before graduating. Furthermore, lower throughput
rates negatively affect an institution’s reputation (or brand, in marketing terms). The phenomenon
of students staying longer in the system is also associated with an increased workload on student
advisors and counselling services. Owing to the fact that a significant number of public institutions
receive more applicants than there are academic places available, it seems logical for them to be
honest with prospective students if there is deemed to be a mismatch between the individual’s

desired course of study and the educational services that the institution offers.

Another finding revealed that traditional Universities and Universities of Technology generally
perceive themselves to be competing in different market segments. These institutions therefore
appear to be orientated toward recruiting fundamentally different ‘customers’. For example,
traditional Universities tend to view their target market as scholars who are more theoretically or
analytically orientated, whilst the ideal University of Technology candidate is likely to be more
practically inclined. Whilst there is certainly an area of overlap, many institutions feel that their
student bodies (and therefore their target market) are fundamentally different in stature. It is
therefore thought that the two classes of institutions, to a large extent, may be competing in

different market segments.

One seemingly unorthodox stance was reported by a University of Technology that believed a
prominent (and rapidly growing) private college in the area to be an insignificant threat in terms of
competition. Rather, it saw the college as a consort, thereby serving the function of supplying it
with prospective students. This notion is motivated by the fact that many scholars who have passed
their matriculation exams, yet not qualified to enter the University of Technology, will choose to
spend a year or two at the private college, upgrading and enhancing their skills, and subsequently

apply and be accepted into the University of Technology. However, due to the fact that the private
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college is expanding at an alarming rate, it was acknowledged that this phenomenon may at least be
cause for concern in the foreseeable future. This anomaly does however illustrate how a skewed

view of competition may be adopted in a seemingly unconventional higher education market.

The advent of international institutions competing in the local market also prompted debate. One
particular senior recruitment officer felt that the ‘real competition™ in the higher education sector
will be generated by the international institutions in the near future. It is thought that these players
hold considerable credibility, as well as an international recognition status that is most desirable to
many South African students. In effect, this system provides students with an internationally
accredited diploma/degree. although obtainable through local study. This also has an element of
exclusivity attached to it, which is thought to enhance the status of these students and graduates.

However, this may simply be a minority view, due to its limited support at this point in time.

In summation, competition in the higher education market seems to contradict the norms of a classic
market in certain respects. However, the general consensus appears to be that competition amongst
public institutions is relatively subtle at present, yet competition from private institutions is
becoming considerably fiercer. Public institutions, on the whole. tend to exhibit minimal concern
regarding competition, although it is acknowledged that this stance may need to be reviewed in the
medium to long term. In contrast, it would appear that private colleges, as always, are determined to
fight for their survival by continuing to push boundaries and by being assertive with respect to their
marketing campaigns. Again, the results suggest that different classes of institutions are at different

stages of readiness to escalate their marketing efforts to a relationship orientation.

The specific means by which students are currently recruited are explored in the following section.

5.2.3 STUDENT RECRUITMENT ACTIVITIES

The majority of the literature reviewed focused on the recruitment marketing activities of
institutions in foreign markets. The series of experience interviews focused on the local market and
yielded a similar scenario, albeit with a number of differences. Table 5.1 (on the following page)
summarizes the recruitment marketing practices employed by institutions in South Africa, and
distinguishes between mass marketing techniques and direct marketing techniques. It should

however be noted that it is debatable as to the manner in which certain activities are classified.
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Furthermore, some of these practices are undertaken voluntarily and enthusiastically, others are
undertaken reluctantly due to coercion, and therefore somewhat against the will of the institutions

themselves. These concerns are addressed in the ensuing discussion.

Table 5.1: Mass and semi-direct/direct marketing practices employed by student recruiters

Mass Marketing Practices Semi-direct and Direct Marketing Practices

(5.2.3.1) Radio, television and print advertising | (5.2.3.3) In-school presentations

(5.2.3.2) Outdoor sponsorship (5.2.3.4) Careers evenings at schools

(5.2.3.5) Career exhibitions for grade 11 and

grade 12 scholars

(5.2.3.6) Open days at the actual institutions

(5.2.3.7) Print sponsorship of school products

and publications

(5.2.3.8) Recruitment via an institution’s alumni

(5.2.3.9) Database/direct marketing to senior

scholars identified as prospects

5.2.3.1 RADIO, TELEVISION AND PRINT ADVERTISING

Advertising in the mass media appears to hold minimal favour amongst the institutions surveyed.
However, reasons for running advertising campaigns are plentiful. These range from simplistic
brand building exercises to focused campaigns aimed at stimulating a desired response from a
segment of prospective applicants. More typically though, advertising in the mass media is claimed
to be used to convey information regarding certain events and exhibitions e.g. open days and career
evenings (the concepts of which are explained later). Advertising is also said to be used to promote

specific programmes that are new and unknown, and therefore likely to be undersubscribed.

Most of the institutions surveyed prefer to utilize other communication options, and claimed
minimal advertising in the mass media. Furthermore. advertising objectives were cited as being
typically tactical rather than strategic in nature. For example. advertising is intended to heighten
awareness of the institution at critical times rather than being used to secure favouritism within the
target market. Institutions appear to realise that their reputation (brand) is unlikely to be
significantly developed through a mass media campaign — credibility building exercises, and not

general advertising, is thought to be required for this purpose.
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Contrary to the apparent short-comings of mass media advertising as an effective marketing tool,
one institution highlighted a very effective radio campaign, and another institution reported a
successful television advertising campaign. However, the objectives of each campaign were said to
be tactical. The radio campaign was aimed at increasing awareness of the institution around its
applications window. and the television campaign was primarily focused on stimulating a more
geographically widespread source of applications. Both campaigns were aired before and during
their respective institutions’ applications window. Furthermore, it is interesting to note that both
campaigns were conducted on a national basis, and that both institutions tend to attract a significant
number of scholars from outside of their respective provinces. The conclusion may therefore be
drawn that radio and television campaigns are most effective if conducted on a large scale basis.
This seems plausible due to the advertising production costs involved and the spill-over effect of
these media (i.e. there are no regional television stations, and many popular youth radio stations are

broadcast nationwide).

Print advertising is generally undertaken to promote specific courses (for example, adult education
courses) or to create an awareness of new diplomas/degrees introduced. Furthermore, this form of
advertising is claimed to be the most viable mass media for publicising special events. However,

this is typically confined to commercial newspapers.

5.2.3.2 OUTDOOR SPONSORSHIP

Outdoor sponsorship was not found to be particularly common. although a few institutions reported
that pressure was placed on them by local schools to assist with the funding of certain projects. This
form of sponsorship appears to be in the same format as that undertaken by corporate sponsors (e.g.
Coca-Cola). whose logos may be found on scoreboards on school sports fields, or alternatively on

school fences so as to create a display for passing traffic.

5.2.3.3 IN-SCHOOL PRESENTATIONS

This is seen, across the board, to be the most effective and efficient forum for accessing the target
market and hence the ultimate component of the student recruitment drive. It is perceived to be the
most direct route in accessing prospective students. However, these presentations are otten
conducted in a short space of time (30-60 minutes) as schools face pressure from a variety of

institutions to allow them a time slot to present to their senior scholars. A number of institutions
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highlighted the need to conduct presentations at the top hundred schools across the country — not

always feasible, but a goal nonetheless.

In the case of an extended time slot being granted to the institution, this opportunity is then taken to
allow a panel of speakers to address the audience. The panel may include members of the Student
Representative Council, senior students at the institution, or even representatives from certain

taculties who may wish to publicise undersubscribed academic programmes.

The content of these presentations focuses primarily on the academic aspects of the institution, yet
is extended to cover social aspects as a secondary concern. The main topics surround the specific
diplomas/degrees on offer, entrance requirements, application procedures, and the likelihood of
graduates finding employment (both within and outside of South Africa) after completion of
studies. Schools often place pressure on the presenters to advise students on their career path as
opposed to merely presenting a sales pitch for their specific institution. However, it is accepted that
the merits of the specific institution will be highlighted, yet direct comparisons with other

institutions are strictly forbidden in an unwritten, yet seemingly well understood. code of conduct.

The presentation is normally concluded with a question-and-answer session. Common questions
include those regarding the specifics of academic programmes offered; the international recognition

status the institution holds; tuition fees; bursaries and scholarships; etc.

Student recruitment marketers warn that although in-school presentations typically comprise the
best opportunity to ‘sell’ the institution to the target market. confidence displayed by recruiters
should not be perceived as arrogance, as this is considered detrimental to the recruitment
programme. It would appear that institutions seen to be unfriendly toward prospective students are

shunned, and in some instances discarded completely.

5.2.3.4 CAREER EVENINGS AT SCHOOLS

Career evenings are usually held to advise parents of the future study options available to their
children. Parents of scholars who are in, or entering, their senior years of high school are

encouraged to attend these sessions.

Career evenings — also known as parent evenings in certain circles — are typically organized at a

host school, and representatives from several institutions (primarily from surrounding areas) are
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then invited to address these parents and answer their questions. For the institution, this forum
serves the dual purpose of informing parents about the career path possibilities for their children (in
terms of subject choice at high school, future career options, etc.) and also allowing the institution
to ‘sow the seed” and endear themselves to individuals who may have an influence on the scholar’s

future decision of a place of further study.

These events are usually publicized through word of mouth. via school newsletters, in community

and regional newspapers, through churches, etc.

5.2.3.5 CAREER EXHIBITIONS FOR GRADE 11 AND GRADE 12
SCHOLARS

These exhibitions are managed by the Career Exhibition and Information Association and attract an
estimated 120 000 to 150 000 scholars per annum. The events are typically held at a central location
in a district, or may even be held at a specific tertiary institution if the event is a small-scale one.
Many institutions are represented at stalls containing both academic advisors and promotional

literature. Schools often organize trips for classes or entire grades to attend these events.

Institutions, however, describe many of the scholars that attend, particularly those in their
penultimate year of high school study (i.e. grade 11), as ‘vacuum cleaners’ that collect all the
material yet are not particularly serious about their tertiary education studies. Nonetheless, it is
noted that those scholars who take the trouble to converse and engage with the advisors are usually
the serious prospects. In this respect, it is claimed that if an advisor manages to effectively
communicate with a serious prospective student, this scholar will encourage his/her peers to join the
fray. Therefore, following a successful interaction between the two parties, the scholar will
invariably return after a short period of time with his/her fellow scholars (who have been found to
be of a similar academic desirability) for further consultation. Thus, it may be argued that this

personal interaction and the word-of-mouth exposure is where the true benefit of this event lies.

Due to the large numbers of scholars involved, as well as the limited contact with prospective
students. this forum is argued to be a semi-direct marketing strategy at best. That said, little research
has actually been performed on the effectiveness of the paraphernalia distributed at these events.
For this reason. considerable benefit may actually be obtained through the mass dissemination of
promotional literature. Due to these ambiguities. it is somewhat debatable over whether this should

be classified as a mass or semi-direct marketing forum.
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5.2.3.6 OPEN DAYS AT THE ACTUAL INSTITUTIONS

All institutions reported that they hold open days (organized and run by themselves) whereby
prospective students can visit the campus on specific days in order to attend informative
presentations. collect paraphernalia, and engage with administrative and academic staff on a face-
to-face basis. Here, the various departments and faculties are represented and provide the scholar
with an opportunity to enquire about his/her intended course of study, often through engaging with
current students and learning about their own experiences. Additional stalls, promoting
scholarships, bursaries, and financial aid are also included in the mix. It is claimed that this event

offers enormous benefit to prospective students.

Furthermore, institutions often use these events to “whet the appetite” of prospective students by
organizing practical demonstrations, showcasing student facilities (e.g. computer labs, library

collections, etc.) and even arranging corresponding social events.

5.2.3.7 PRINT SPONSORSHIP OF SCHOOL PRODUCTS AND
PUBLICATIONS

It would appear that where institutions do engage in school media advertising, this is frequently
done under a state of duress. In order to maintain relationships with key feeder schools, many
institutions are coerced into paying for advertising space in school year books, sponsoring school
sports kits, etc. This is thought to be similar in nature to outdoor sponsorship, except aimed toward
an internal - rather than an external — audience. Although this is deemed to be unlikely to yield
benefits matching or exceeding the monies paid. this is often agreed to as a token of good faith and
a means to strengthen the relationship. It is, however, argued by the schools that effectiveness of
this form of advertising is maximized through exposure to the core target market for student

recruitment marketers.

5.2.3.8 RECRUITMENT VIA AN INSTITUTION’S ALUMNI

A largely unexplored avenue in the local market is recruitment through an institution’s alumni. In
this respect, alumni may be viewed as more than a source of funding, and thereby also seen as a
valuable source of leads for prospective students. Furthermore, if a strong and prosperous
relationship exists between an alma mater and her alumni, referrals and personal recommendations

are bound to follow as a matter of course.
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It is thought that alumni are likely to be connected (either through the workplace, or alternatively
through friend and/or family social networks) to the individuals that institutions consider desirable
prospects. This method of recruitment is generally used by smaller institutions where the personal
connection is imperative, and is an avenue used comparatively more frequently outside of South
Africa (particularly in the United States of America). For this reason, it appears that there is

unlocked potential in this approach.

5.2.3.9 DATABASE/DIRECT MARKETING TO SENIOR SCHOLARS
IDENTIFIED AS PROSPECTS

This form of direct marketing entails obtaining a list (or database) of prospects — typically grade
eleven and grade twelve scholars — and then communicating with these individuals on a one-to-one
basis in the hope that they will develop an infinity toward the specific institution. The institution’s
aim is therefore to elevate itself above the competition, with the intention of subsequently becoming

the scholar’s favourite choice of a place of further study.

Database/direct marketing elicited mixed responses from the institutions surveyed. Most institutions
concede that they are not practicing this form of marketing at present. Some institutions claim to
have tried the practice unsuccessfully in the past. and either terminated the programme due to the
high costs involved and/or the perceived ineffectiveness thereof. Other student recruitment ofticers
feel that the mechanics surrounding the implementation of a database/direct marketing strategy are
quite daunting. In essence, they regard the process as being too technical and/or complicated, and
feel that it is not easily manageable for this reason. Instead, they appear to be more concerned with
stimulating awareness and creating mass appeal for their institution, and then focusing on the

processing and effective handling of applications received.

Additionally. it is claimed that schools are often wary about releasing the personal and academic
details of their scholars to tertiary institutions. However, this support is imperative to the success of
the operation as a lack of data would cause the programme to grind to an abrupt halt. Furthermore,
private schools are mentioned as being particularly cautious about releasing, or even co-operating in
the release of, details of their scholars to institutions — irrespective of the relationship between

school and institution. In essence, this is cited as an invasion of privacy.

Many renowned institutions are also cautious about emulating direct marketing strategies similar to

those employed by private colleges. In this respect, institutions appear to be concerned about
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