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Abstract A

‘.;

) The paper demonstrates the use of an expectancy-value model,

¢ - common to consumer - marketlng studles, in analy21ng the @grket

position of an urban univer51ty. U51ng data gathered from l 850

respondents among Six dlfferent constltuent groups, it describes :

~

how various institutions of ‘higher educatlon are.pqs;tloned in

L 4
the minds of the public, as to important attributes of colleges’
and uniﬁersities’ Suehldata are then utilized to show how changes

€

P in perceptlons could lead to changes-.in’ postsecondary attendance‘

7l,' 'patterns among the populace surveyed
{ (o
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THE USE OF AN EXPECTANCY-VALUE MODEL .

IN STUDYING A UNIVERSITY'S 'IMAGE

, Introduction

.

In recent years, much attentlon within hlgher educatlon has

been focused on the d1sc1p11ne of marketlng, partlcularly as 1t
relates to the admission and retentlon of students. Educators'
‘adoptlon of relevant marketing methods has been h1ndered howeVer,A

by two major obstacles:: (l) their llmlted V1ew of marketlng as .
addressing only adverti51ng 1ssues,‘and (2) their lack of experlence‘
in adaptlng marketlng principles and. technlques to the hlgher educa-
tron env1ronment., The definitional problem of what const1tutes A‘
marketlng is frequently addressed by proponéents of 1ts use ,in col-

| leges and universltles, partlcularly when the .audience is composed M,
pr1mar11y of trustees, presidents, and other decrslon-maiers in o

rhlgher educatlon,; Thelr general approach is to ‘show that marketlng

is much broader than simply advert1s1ng, so that the marketing con-i

cept can be adapted to the academlc, non-proflt sector w1thout vio-

lat1ng the d1fferent underlying value systems in higher educatlon.
The adaptatlon of marketing pr1nc1ples and technlqués to hlgher

edlucation 1s necessarily a more step-by-step process..._Even the most

_ 5 , _ . o ,
marketing oriented decision-maker requires conceptual and.methodo-

P L

e
o .

loglcal tools to gulde the dec1slon process, and these must be

Y

adapted £rom other flelds and communicated. to. the managers (1nclud1ng
faculty and staff) in hlgher education. This study adds to the. body
of knowledge concerning marketlng in hlgher educatlon by demonstrat-

'1ng the use of an expectancy-value model in determlning the market
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Purpose

-

position of a particular university} The benefits and drawbacks

" of the use of such a ‘model in a university enV1ronment are dis-

cussed, as are methods of stimulating the impact on enroliment of

different policy decisions.

. 4

‘The purpose of the paper is to demonstrate the use offan ex-

.

pectancy-value model, common to marketlng studies, in analy21ng

the market p031tlon of an urban un:.vers:.tyr The paper focuses on

show;ng how consumer att;tude.concepts and methodologies can b%h

utjlized to aid an institution of higher education in developing

aﬁstrategic marketing plan. ‘
) , :

therature Rev1ew . ..“

.

1 ‘ ' o
Marketing is not new to non-profit organlzatlons such as col-
S
1eges and un1vers1t1es, but only recently has the term properly

.

‘been used to encompass the many components of marketlng thought.

Kotler s (1975) efforts at broadenlng the adoption of the marketlng

"concept to 1nst1tutlons ©of higher 1earn1ng, among other non-profit

organlzatlonsf_occurredwat*the same time that colleges and unlversl-

ties were faced with a shrlnklng market of students in the 18- =22

.

year-old range. The maturation and expanslon of the marketing dlS- :

c1p11ne has conveniently coincided with 1ts need in the postsecondary

sector, generatlng a great deal of attentlon from both marketers

and educators (Barton, 1978; thten, 1980; Lucas, 1979).- . .' )
To date, the majorlty of 11terature about marektlng in h1gher |

educatlon has been ‘of a general nature, descr1b1ng what 1t is, . and

what' it 'is not, .to-sometimes suspicious educators (Knlght and

Johnson, 198L). It is essent1a1 to inform these generalists and
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turbulent environments (e g. the 1980's). The conditions include-

policy makers as to the value of adopting a marketing orientation,
but for marketing to be useful in the day—to—day operation of

institutions, educators must go beyond generalities to specific

principles and methodologies. .

One of the most w1dely known and useful marketing management pro-

e o

cesses to gain attention .in recent years has been that of strateguc

~

planning, which 1tself was bgfrowed from management planning andyits
antecedent"disciplines (Cope, 1981). As Cope summarizes 1t, strategic
planning 1s the process of focus1ng on six cqnditnons necessary to-

assure an entitity s (e ge. college s or unavers1ty s) v1tality in

. elY ’Centers of distinctive strength with 1nternal and
j . external links.
_/ (2) Pivotal locations —-- geographic and technological. :
(3)  Quality products. o
(4) Permeable boundaries related to segmented markets. .=t
(5) A majority of staff employed in substructures hav1ng
-~ adaptive functions. o
(6) Executive leyel encouragement to develgp new
products. (Cope, 1981, p- 1) S (

- Key elements of strategic planning as defined by Cope conse-~

quently 1nclude 1nstitut1onal'self-study, which is the traditional

e

‘ role of the institutional researcher, and’ what Young (1981) calls

the.- "empirical 1nvestigation of a changing env1ronment." In other

words, ‘one must determine what the educational product is and what
) . . [ o4 I
the pbtential consumers want, as. well as What they might wéfg in the

-* . . ~

future, as part of the strategic planning process. The in titu%ional

researcher is. one of. the obv1ous choices as the person capable of

-

'directing the marketing research effort needed to suppoft the stfa-

-
.

tegic planning of a co%}ege or.university.

4

A particuldrly{useﬁul model -for 'application to.higher education.

s 2

issues is the expectancy;value model which is frequently utilized
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.';:\aonsumer att1tude s udles‘(Kotler, 1975; Murphy, 19él).‘1Ther
ploneerlng work 1n ‘attitude modellng by Rosenberg (1956) and
Fishbein (1963) has been extended to include marketing appllcations
in profit and non-profit organizations (Wilkie and Pessem{er, i97§).

P

Attributes of products'(e'g. universities) are measured in terms
of: (1) the1r 1mportance to buyers {e g. potent1a1 students, other
constltuents) and (2) whether they are associated with spec1f1c
.-'products.(e;g. un1vers1t1es).g

. Application of the expectancy-value model in higher education
requires the specification.oﬁ a set of traits.deemed desirable or
'undeslrable of a un1vers1ty, such as good academlc reputat1on or

poor.soc1a1 life. Then, a potent1a1 student is asked ta rate the

importance of each trait to him‘or her individually on»an eleven-

e
s/

point sca1e =5 to +5). Next' the/respondent is asked to rate a
'group of colleges and un1vers1t1es, includjng the one sponsofing the
study, as to how much each 1nst1tut1on ig’ associated with ea&h trait.

' The resulting scores for‘each trait i.e. degree'of 1mportanc¥ timgs _

‘degree of assoc1at1on, are. added to compute each respondent's bverall

o %

1nst1tutlona1 score for each co11ege or un1vers1ty The insti ut1on
with the h1ghest score for a part1cu1ar respondent is the one :l
-which that-student is most likely to enroll, if adm1tted, The model
aas descrlbed here, 1s summarlzed in Kotler (1975, -pp. 146-149). i
The theory underlying the expectancy-value model is that the
way a ?roduct, such as a universlty, is percelved\can be measured,
b‘and that the student choice outcome can be predictedifrom a sumpation
score der;ved from those measures. Implicit alao is the idea that

perceptions of institutions can change, and sufficient change in

"perceptions can cause changes in student choice. 1If the desired’

. , ". . , 8 .° ’ .. .




. ’ .7, '.

change from the institution’'s point of view is increased applications , ;3
and/or enrollment ’/then/the expectancy-value model holds both theo-

.retical and practical promise. o .-
L : : ' ; :

-

o
Methodology and Data Sources

The design of the study was similar to those used to measure
purchase preferences among consumers, though its aim was broader in
scope than many consumer.studies. The intent of the study was to
measyre-the image.and resulting market position of.Cleveland State '}
University among its various constituencies, not . just those who are .
potential students. Since the student enrollment decision process
is influenced by a variety of indiViduals, it was deemed important _ ff
.to know how. other key people perceive .the university. In addition,
at an urban commuter institution such as Cleveland State, it is dif-i
ficult to identify the population of all potential students due to '_‘v"#

the wide range of age and other demographics represented in the

student body.

Six populations were identified as constituting groups important
to the university and its future.' The following samples werevdrawn ’
randomly from the populations identified° . general population f£rom | |
a six county area, - weighted by county (1, 050) undergraduate students
at Cleveland State University (C.s.U.) (200), those accepted for |
graduate school at C. S u. (100),'parents of undergraduate scudents |
at C S. U. (200), college-bound high school seniors (100), and high '

_is\hool teachers and counselors (200) . All data were gathered via
telephone surveys, conducted by a marketing research firm. The average
‘telephone call lasted between 20 and 25 minutes.

Although each constitutent group had its own questionnaire, some
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.
questlons were common to a11 while other questlons were common to

'two or more. The questlonnalres cons1sted of three types of ques-

" tions: those involving awareness, attrfputes, and demographlcs.,

The awareness questions asked respondents.to name local colleges
~ .

mand un1vers1t1es that came to mind. The purpose of these queétions'

’
Ve .

was to determlne the degree of unaided awaréness that respondents
/have of c.s.U. Inst1tut1on awareness also serves as\a\gulde for
compar1ng schools based on attrlﬂhte ratings. In 6thernwords, 1t
po1nts up top—of-nlnd, compet1t1ve sets of schools among the various
respondents,‘ . ;
..The attribute questions were the mostvcriticaluto-the_study.“
They were developed bylsoliciting important attributes of a college
or university from ‘faculty, administrators, and- students. The exhaus-
t1ve list was reduced by e11m1nat1ng most of the dup11cate quest1ons,
though a few wh1ch were worded dlfferently were kept to check for ‘

re11ab111ty. Spe01f1c attr1bute quest1ons most 1mportant to the

spec1f1c group responding were then 1ncorpofated 1nto each quest1on-

PR

naire.1 v

The'demographic portion of the surveys consisted of fairly o
standard questions about age, sex, race,~and income. Each survey |
1nstrument was pretested w1th samples of ten respondents before the

actual data co}lectlon began. University personnel were involved in

every stage of sample selection and survey construction.

o

,Results

Two types of results were found to be most helpful to the

university in analy21ng its current market pOSItlon. The internal

o

approach looked at the importance of certain attributes and how well |

4

-t
=R
&
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».charg1ng relatlvely low tultlon offerlng a varlety of courses and

. ?

";s acceptable for an ‘urban, state un1vers1ty.

. o -
. . .
.

c.S. U. is assoc1ated with those attr1butes.~ The external“analysls

-~

examined C S.v. v?rsus other local colleges and universities,- based
on the derlved attltude ‘scores (1mportance X attrlbute assoc1at1onL\A .
Many of the strengths of the un1vers1ty, as percelved by the " .

varlous groups,'came as llttle surprlse to those long fam111ar w1th

. ‘

C. S U. It is percelved as, hav1ng a convenlent downtown locatlon, .

» . 3

- . . _— R
ptograms, uav1ng modern fac1llﬁaes and offerﬁng ‘a w1de range Qfa :

° .

degrees.' Some of 1ts strengths are also percelved as weaknesses., e

For exaMple, the downtown locat&bn 1s assoc1ated w1th cr1me,_a com~

»

muter college w1th llttle dorm1tory<§pace is seen as- a detr1ment by

many, and the urban envxronment makes parklng more d1ff1cult The

»

more qualltatlve questlpns concernlng faculty and programs gener-

ated responses of an adequate abut ‘not outstandlng nature. In other
xr (/ . ’
.words, thoSe surveyed felt that the unlverslty s quallty of educatlon

- , . . -

P Interestlngly, the perceptlons of the six groups surveyed Were

a

- Figure 1, for example, it appears that the groups all place a‘heavy-

o . - .
. X K
. . . . . .« . .
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e T ey

similar as to the importance-diven to various attrlbutes, but quite K

different in,thé;r degree cf. association with C;$.U:' In examining,

k]

I

St e ' e ’ . T ’e

;emphasis on high quality profeSsors. In the, general~population and

among college-bound hlgh school sen1ors, however, less than half of LT
] R .

vthe people surveyed assqc1ated that tralt with C*S Y., Current

students, on the oth r hand ,are generally pos1t1ve concern1ng the ' oo

- -

h1gh qual;ty of faculty. Whj}e some would argue that current

v
\

students feel th1s way because ‘they are self-selected and are try1ng
to lower what marketers call "post-purchase d1ssonance" (Glst, l971 : T

P. 438), these results suggest ‘a gap that’ m1ght be shrunk to the
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; benefit of the univer;ityr
. ) . ) \ . .
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- Another atrribute 1mportan* to the groups studied is academic

+
.

e | reputation. As can be seen in Figure 2, there are substantial.gaps
between those'who know the university well and those who do'not;l o ‘ 7£
Figures 3 and 4 show . less dramatic differences regarding thﬁ two k2

.L' traits: _numerous course offerings and range of degrees offered. , o

R FigurecQ demonstrates that campus safety produces greater discrepf.. |

"ancies among the group ratings'thanianyIOther trait, gain with those

least Iikely to know the university well associating it less with S

c

,gpersonal'safety. Figure 6 shows that college-bound high school

‘groups-concerning the 1mportance-offa e

seniors differifrom.the other
collége‘or*university being close'to home. o
. | : ) . V‘ ! . = // \'\‘ ' . . R
I\‘h' — PLACE:FIGURES,3 Tjé(HERE - - -

\ | . "

"' To sqmmarize, the university is generalJy perceived as being

geographically’and/economically convenient, offering an adequate . \

educationf/ﬁut lacking in safety, academic stature, and the social

J F »"

UK PSR W

/benefits of 'living away from home. There are substantial differences,

T

'however, between those who‘know it best and°hhose who know it least, ;

- A &
.

with the former group ‘being’ much more pos1t1ve than ;the latter.

..« o, v

The data concerning other local dolleges and universities were‘h"-

¢

similar, in ‘many respects, to the data concerning C S. u. However, S fﬁ

o . ]

the older, more established private 1nst1tutions are seen as being

~

of higher academic quality, and the community colleges are perceivea
'as less prestigious. Safety is measured by distapce from downtown, s

with the suburban campuses being rated asrsafest The institutions

’ 3 .

o

. Y : .
. » .
e . ~e
¥ . .
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"whose profiles‘are clqsest tc'that of C.S.U., the "competition," are ’

: not;too-distant}state'universities'with residential facilities and
‘ . | w )
local private ihstitutions with moderate admissions standards and

s - o :

tuition costs. ‘

'~

s
Discussion : . . .

The publicfﬁerceptions of C.S.U. were not, unexpected, but there

*

were some surprises. The fact that current students and thelr par-

ents v1ew the un1vers1ty in a positive way is encouraglng. Many
admlt that they attend C.S.U. for convenience reasons, 1nc1uding'the Py
ab111ty to work and attend college s1mu1taneous1y, but they also ‘seem

to be pos1t1ve’regard1ng-the quallty of edueatlon recelved once th-=y

matriculate. Even ,in lightxgg\the’caveats mentioned above, these
. &‘ o

findiﬁbs suggest that thete is a gap™ ween the university's product

and its perception among many constltuents, es ially the general *

publlc and potent1a1 students, that might be lessened t5- the benefit
of the uniVersity. The safety issue is an anti-downtown blas\6§>x\
which the university is well aware,vend the viéws of current students
suggest“that past efforts in this area have lesseneq the concerns of -
those who are familiar with the campus.

One of the.host ditficult‘issues for the university.to adéress
is the desire.of many 18-22vyean old students to live away from
home yhile attending college. With limited dormitery space (roughly
210 sésces for over 19,000 students) and little chance of major ex-
. pansioh 4in the near future,_there appears to be a limited attraction
of C.S.U. to students who wish to liveiaway from hpme. The impor-

tance of this attrlbute may change for some students in light of the 1

, current .economic environment,lbut this is difficult to predict.

~ \--.‘/ - ° . - ’ . . . .
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The gap between external perception and internal reaiity as to
academic environment is suggested by the data'concerning other insti-
tutions as well. C.S.U.'s faculty is at least'as qualified,'and\in
ﬂsome cases more qualified;according to traditional academic criteria,

than other local colleges and universities, yet the external publics

--. seem unaware of. the facts. While this discovery suggests needed pér-

CEE -

ceptual improvements in +the future, it causes difficulties and frustrg-’f

tions in competing for students in the present it-appears that'a
1ong history and high tuition costs create an aura of higher quality

around the 1ocal private institutions than around the public ones,

including C.S.U. 1In addition, high admission standards suggest quality.

to the public; easy entry is identified with easy exit, regardless of
the realities. | o |

In light of these results, practical action can be guided by the
expectancy-value model. The greatest increases in total institutional
or product score are generated by increas1ng the public s perception
of'those attributes cons1dered to be most important, in this case
quality of faculty, acadenic reputation, and campus safety, especially
if gaps appear:betﬁeen public perception and institutional reality.
Increasing %wareness of the university is not the problem, since most
of those suryeyed are aware of its existence. What is needed is a
concentrated\effort aimed at informing the university's constituencies
as to its underrated strengths. ' ‘

A major drawback to the use of the expectancy-value in higher
education has to do with its underlying assumptions. The.model is
adapted from studies of consumer buying which usually concentratz on
items which are purchased’frequently.‘ Although it has been used for

-

studies of major purchases, such as homes: (Park, Hughes, Thukral, and

~_ ’
™~
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?riedmann, 1981), it is-more difficult to)predict the consumer behavior

‘of major purchases because of the emot;énalism involved/ Attending
a college or“univers1ty is more liRé/huying an automobile than tooth-
‘paste‘or jelly, so similar restrictions apply to the use of the model
in postsecondary education. - |
A more tundamental criticism of the model as described here’has

to do with validation. In an ideal Situation, attribute importance
and association are measured prior to a purchase, then purchase dec1-
' sions are matched to the behavior predicted by the‘model. The study
described aboye did not, by its nature, allow for testing the hypoth-
esis that a shift in.perception would lead to a change in purchase,

e.?enrollmenéjwhehauior.' Usefulness‘of the results is further com-
plicated by the fact that many of those surveyed were not potential
- students. One must therefore question the benefit of shifting”their
. perceptions unless they are potential influencers. In’short, this
study did not provide information to determine whether ot not changing
the public image‘on the important attribhtesrwill in factoaffect en-
rollment. Nevertheless, these results do suggest a direction in which

the university might proceed regarding the elements of its marketing

program.

Conclusion

The expectancy-value model, despite its limitations for -use in
higher education \proved to be quite useful at one urban, public'
univers1ty. Its use ha% pointed up discrepanc1es between perceptione
of those closest to the university and those least familiar with it

that give direction to the university's overall marketing effort.

Application and:enrollment gains can‘possibly'result from a better

o
N
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understahding in the community at large as to the high quality of

¢

..the universityJSWundqrrated”'aCUity“aﬁa“prograﬁs. Aﬁ”édaéa”Bbﬁﬁs

o,

is that such an effort, if properly done, would be appealing to the

faculty, staff, and students.
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