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The American Quality Foundation, in conjunction with Ernst and Young, published a study in which they looked at 945 management practices over 580 organizations in the US, Japan, Canada, and Japan, and the best practices metrics that they used were market performance, operations (productivity), and financial performance.  

What they found was there were only three universally beneficial practices that had a significant impact on the metrics regardless of starting position (state of the company)
Strategic planning with good implementation practices
Business process improvement IF they are focused on customer
Continuous broadening of breadth and depth of leadership and management practices

Our session today focuses on helping institutions who are struggling to overcome decreases in enrollment because they look the same as 95% of all other institutions.  

To grow institutions

Holistic thinking that includes planning, positioning, and implementation which is focused on outcomes
Alignment of strategies, structures, and processes
Attunement of people to a shared vision


Market life cycle

Annual Sales Volume

» Time

[: Introduction II: Growth III: Maturity IV: Decline
or Stabilization
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The PLC is made up of four stages: introduction, growth, maturity, and decline. 
The introduction stage is characterized by the organization building brand awareness;
The growth stage is characterized by strong growth, and the organization building brand preference and increasing market share;
The maturity stage is characterized by strong growth diminishing as “competition” rise and competitors offer similar “products.” This results in multiple possible marketing strategies including cutting prices, rethinking positioning and branding, and market consolidation; and
The decline stage is characterized by sales significantly declining or having declined. In many cases, the product (or business) goes out of business or, as a last result, finds an acquirer (merger or acquisition).

Higher ed finds itself in the maturity to declining stages as characterized by declining enrollments, lack of differentiation in the higher ed marketplace, and an increase in market consolidation (M&A activity) and/or college closings. 



Welcome to the new normal

* Mature / declining markets for higher ed

*  Numbers of traditional college age students is decreasing

*  40% of the 17.5 million undergrad students attend 2-year colleges
» Students (and parents) believe there is less value in higher ed

*  95% of all institutions look alike / teach the same subjects / have the
same degrees and programs

* Distance from home has become a significant factor in college choice -
median distance from home for students*

» Publics: 18 miles
e Private NPs: 46 miles

« Community colleges: 8 miles

Education has become a commodity?

* Aslanian Market Research THE CHANGE
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A recent (2018) study published by the Babson Survey Research Group finds that 5 percent of institutions account for almost half of all distance-education students. 

A summary from one of the report's authors, Jeff Seaman says that “In good economic times distance enrollments went up, in bad economic times distance enrollments went up, when overall enrollment was growing, distance enrollments went up, and now, when overall enrollments are declining, distance enrollments are still going up.”




Attracting traditional age students:
The typical process

* Buy names of high school students from ACT, College
Board

* Send email to list

* Send introductory letter in the mail

* Send a second email to list (usually about financial aid)

* Send a third email to the list (usually inviting them to
campus)

* In each email, ask them to fill out the contact form

* Etc.
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So what do we mean when we talk about needing to reach students differently in the digital age. Well, a little history. Here’s the way that colleges and universities have typically attracted students. 


Attracting transfer students:
The typical process

» Set up a monthly booth at local community colleges
* Put an ad in the community college newspaper

» Hold a transfer open house on campus at noon on a
Wednesday

 After the open house, call all the students who attended
(and leave a message on their voicemail because they
didn’t answer their phones

» Send a follow-up brochure in the mail

* When they apply, wait six weeks to send them an
acceptance letter
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And how have institutions typically recruited transfer students?


o
Attracting post-traditional (adult) students:

The typical process

» Put up billboards on busy highways

» Take out ads in the local newspaper announcing your
open house

* Buy names of people likely to be interested in college
completion and send them letters

 Digital / SM advertising
» TV advertising
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And what about non-traditional students? Well, it’s harder to find these folks, because they’re not in high school or community college.
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Today's students are digitally savvy / digital natives

2008 2018
* 0% had a smartphone * 77% have a smart phone
* 25% used social media * 69% use social media
* The average adult spent0 e« The average adult spends
hours per day on mobile 4 hours per day on

devices mobile devices

Source: Pew Research Center
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77% of people have a smart phone 

FB – 300 feet of news feed every day

The fact is that today’s students are digital natives, and the post-traditionals are becoming very tech savvy. Today’s 17-year-old doesn’t really remember life before the smartphone, and that goes for many post-traditionalists (like me). 


Implications

Reaching today’s prospective college students has
implications for:

* Brand promise / positioning (Who we are)

* Brand messaging (What we say)

» Marketing tactics (What we do)

» Staffing (Who we need)
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The change in the way today’s prospective students – whether they are traditional age freshmen, transfer students, or adult students – has implications across all aspects of marketing and recruiting. 

Despite the fact that today’s students, and especially high school students, search for and pay attention to information in a completely different way, many institutions continue to try to reach them in the same ways that we did 20 years ago. And the fact is, they don’t read the mail. 

For those of you who have teenagers, do they routinely look for the mail when they come home from school? The internet has changed the way we all do business. And it means that the old way of attracting students, by getting them to give you their name and address and then pulling them through the process, is over. 

For the typical college, more than 50% of their applications now come from people they never knew existed before. Because they can find information themselves. They don’t need you to send it to them.



Positioning / Brand Promise
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So we’re going to ask a poll question now. 

Which of the following best describes your institution?  We:
Did a brand strategy during our strategic planning process
Did a brand strategy separate from our planning process
Have a brand strategy but no strategic plan
Have a strategic plan but no brand strategy
Don't have a strategic plan / brand strategy / don't know

In most institutions, brand strategy is completely separate from the institutional strategic planning process. Often, brand strategy is something that marketing does with little involvement across the university. But if you think about the brand promise as the promise you are making to the world about what you offer, then the two must be linked. 

At The Change Leader, defining the brand promise comes at the very beginning of the process – it is integral to the Ideal Future Vision which is defined by the Vision, Mission, and Values of the institution, and is the foundation of how you position your institution (brand mess).


Defining positioning / brand promise

*  What is your mission?

*  What makes your institution unique?

*  Whois your “customer”?

*  Who does your “customer” say you are?

*  Why do student come to your institution?

*  Why do faculty want to teach at your institution?
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We could spend a whole hour just talking about brand strategy and six months creating one, but in defining the brand promise, these are some of the questions your institution needs to answer.

What is the mission – how are you executing it
When was the last time to asked faculty / students/ graduates who we are and what makes us unique?
Branding is mostly an outside research


Positioning / brand promise

Also called Driving Force - Grand Strategy - Competitive Edge —
Competitive Advantage - Strategic Intent - Image - Reputation —
Identity - Value Proposition - Value — Brand Promise — Brand Identity

Positioning / Brand Promise

* Defines our Driving Force (s) as “the way we differentiate
ourselves ”“vs. the competition.

» Sometimes called “the mother of all Core Strategies ”

* It is the main way we achieve a sustained competitive advantage
vs. the competition over time
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Competitive advantage and positioning

Positioning is answer the question, “What is one thing that:
* is unique, different and better about us
* in the eyes of the customer
* vs. the competition in the higher ed marketplace

e that has them hiring our graduates / wanting to attend our

institution?

The Corollary

Can we be competitive in all the other customer wants?
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o
Competitive advantage and positioning

Personal Choice

Customer Perception
Responsiveness Service
Brand

Promise
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Defining brand promise

\ STARBUCKS COFFEE H
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Here’s an example of a brand that thinks about the brand promise holistically. Starbucks has figured out where it wants to be on every aspect of that star. Everything that Starbucks does – the cup, the store design, the barista training – reflects the Starbucks brand promise.


The importance of brand authenticity

* Your brand must reflect reality
* Nowhere to hide
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Why does the fact that today’s students were raised in the digital age affect the brand positioning itself? 

Because there is nowhere to hide. If you pretend to be something that you’re not – if your marketing doesn’t reflect the actual experience at your school – the world will know in an instant. Today’s students can smell fake a mile away.


Brand Messaging
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The next implication of the digital age that we’re going to talk about is brand messaging. So what are the implications for brand messaging with today’s students? 


E_}&nglilly.

TRADITIONALIST

Generations in the workplace

BABY BOOMER GENERATION X

GENERATION Y

GENERATION Z

Disciplinal Factual Practical Experiential Creational
INFLUENCES Authority Experts Professionals Peers Forums
Formal Logical Casual Visual Active
LEARNING STYLE Instructive Structured Interactive Multimodal Engaging
Military Style Classroom Roundtable Cafe Lounge
TRAINING Hierarchical Technical Applicable Collaborative Interactive
Face-to-Face Data-Driven Examples Stories “Why"” Driven
MARKETING Trust Based Brand Loyal Skeptical Accessibility Brand Connection
Print & Radio Mass Media Targeted Channels Social Media Conversational
COMMUNICATION In Person Phone Call E-Mail Text Social Networks
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When we look at the generations of people who are in college, or who are going to enter college, we’re really focusing on the millennials and the group that comes after them, here called Gen 2020, but sometimes referred to as Gen Z or the Post Gens.

Today’s students operate differently. They are influenced by different things, they communicate in different ways than the generations that went before. This is a slide about generations in the workplace, but it works for higher education as well. 


Brand messaging

» Use simple messages that sound like people talk
* Example:
* Tell them what’s in it for them (WIIFM)
* Example:
» Use lots of visuals
* Example:
* Tell stories to make an emotional connection
* Example:
* Make it practical

* What kind of job will I get?
* Example:

THE CHANGE
Copyright © 2019 The Change Leader LEADER, INC


Presenter
Presentation Notes

Well first, we need to use simple messages. Loyola Marymount is a good example of this. In higher ed, we love to use big long words in big long paragraphs. But we need to sound like people actually talk. 
Next, attribute language vs. tell them what’s in it for them  the benefit. We like to talk about how many buildings we have, and how many tenured professors, but those things in and of themselves don’t mean anything. DePaul University is a good example of a school that does this. 
Next, visuals make a strong emotional connection.  Use compelling videos that will connect with people. Two examples here are UNCSA and LMU. 
Tell stories. Oberlin example. People ID people they look like
Make it practical. American University.


http://www.lmu.edu/
http://www.depaul.edu/
http://www.uncsa.edu/
http://stories.oberlin.edu/
http://www.american.edu/

Marketing Tactics



Digital advertising

Makes it possible to advertise without spending a lot of
money
* It’s very targeted
* It’s very efficient
* It’s easily measurable
* You only pay for what you get
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Does your institution include digital advertising (other than paid search) as part of the marketing mix?
Yes
No

Advertising used to be fairly cost-prohibitive for colleges and universities. Maybe print advertising, some radio, but it was all local. The reason it was cost-prohibitive was that it was based on eyeballs. You had to pay for the eyeballs regardless of whether the people seeing the ad were interested in higher education. So there was a tremendous amount of waste. 

Digital advertising changed all that. It’s highly targeted. If you want to reach affluent 17-year-olds in Des Moines who are interested in theatre, you can do that. It allows you to define very, very narrow targets. It’s also highly efficient, because you only pay when someone actually clicks on the ad. And it’s easily measurable



Types of digital advertising

* Paid search
* Google Ad Words, etc.

» Display advertising
» Static ads, dynamic ads, video ads
* Remarketing

* Social media advertising

 Ads
* Native content
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Marketing tactics — Some ideas

» Add digital advertising to the mix

* Supplement search messages

* Reach more prospective students
* Chat
* Add texting (but make sure they can opt out)
* Content marketing
* Make sure you can measure what you do
 Start with a pilot

THE CHANGE
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Staffing



Staffing

Digital advertising
* Beyond social media

Digital design capability
Writers
Content-first vs. organizational structure
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Wrapping Up



Wrapping up

Reaching today’s prospective college students has
implications for:

* Brand promise / Positioning (Who we are)

* Brand messaging (What we say)

» Marketing tactics (What we do)

» Staffing (Who we need)
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Competitive advantage and positioning

Positioning is answer the question, “What is one thing that:
* is unique, different and better about us
* in the eyes of the customer
* vs. the competition in the higher ed marketplace

e that has them hiring our graduates / wanting to attend our

institution?
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Questions?



Thank you for your participation

Drumm McNaughton, PhD
The Change Leader, Inc.
(505) 369-1159 (O)

(760) 740-0200 (M)
inquiry@thechangeleader.com
http://thechangeleader.com
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