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Editors' Notes

Community colleges and proprietary vocational schools (privately owned
postsecondary schools that operate for profit) are directly connected to
their communities. Both types of institutions depend on attracting local
students and placing them in jobs with local employers. Thus, commu-
nity colleges' and proprietary schools' links with students and employers
are of paramount importance. However, the communities served by these
colleges and schools are being reshaped by forces that are far removed
from the immediate concerns of administrators. Changing demographics,
new technologies, an increasingly competitive international economy,
and declining resources for education are factors that administrators must
now consider if they are to effectively navigate in this uncertain future.
As educational resources have shrunk, policy makers have begun to
demand that institutions become more productive and efficient. Such
demands have taken the form of performance contracting for job training,-

meaning that if trainees fail to get jobs, training agencies are not paid.
Thus, performance contracting for training under the federal Job Train-
ing Partnership Act and California's Employment Training Panel has
become of major interest to colleges and schools.

The theme of this volume is "Succeeding in a Changing Market."
In our view, successful administrators must be able to appeal to two
distinct and rapidly changing markets: students and employers. I ne open-
ing chapter, by Wellford W Wilms, provides an overview of the shifting
world economy and examines the forces that are reshaping both student
and employer markets. Wilms questions whether public institutions'
incentives, which have been purposely designed to provide them with
stability, will allow them to adapt successfully to a rapidly changing
environment. In the remainder of the volume, authors who are practi-
tioners and researchers discuss ways in which community colleges and
proprietary schools have been able to cope with changes in the employer
and student markets.

Employer Markets

The first half of this volume explores different aspects of employer
markets. Chapter Two, by Steve Duscha, questions the wisdom of spend-
ing public funds for job training unless jobs can be assured for trainees.
He shows how performance contracting ensures that public monies are
well spent by guaranteeing that training leads directly to employment.
Duscha also emphasizes the importance of job training as a tool for
economic development.
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Chapter Three, by Linda M. Thor, examines another aspect o:
performance contractingmanaging risk that is inherent in such con-
tracts. Thor compares results of training, under both the federal Job
Training Partnership Act and California's Employment Training Panel,
from the perspective of the college administrator. She details strategies
that colleges have used to manage risk under performance contracting.

Another way of managing risk in a changing environment is to
firmly link the school or college with local employers, so that shifting
demand for employees can be quickly translated into new programs. In
Chapter Four, Dean Johnston examines how a small proprietary college,
rooted in a community, can develop employer networks to place students

in jobs while tracking market changes.

Student Markets

The second half of this volume provides concrete steps adminis-
trators may take to effectively market their programs. It includes an anno-
tated bibliography (Chapter Ten) by Anita Y. Colby and Mary P. Hardy.

In Chapter Five, Michael K. Brannick describes how market
research concepts can be applied to job training and education. Brannick
takes readers step-by-step through ways his firm analyzes its markets and

does strategic planning.
In Chapter Six, Joyce Boatright and Jacquelin Crowley describe

how the Houston Community College District used marketing concepts
to increase its enrollments and its service to the local business community.

In Chapter Seven, Richard W. Moore discusses how schools have

used such specific market research techniques as focus groups, demogra-
phic studies, and consumer surveys to track student market trends.

Moore's chapter also includes an annotated bibliography of selected ref-

erences on market research in education.
In Chapter Eight, Daniel D. Savage shows the value of public

relations communicating with the larger public about changes in a col-
lege's local market. Savage also provides practical advice about how to
set up and organize a public relations office in a community college.

Conclusion

In Chapter Nine, the editors summarize highlights of the individ-
ual chapters and draw conclusions about how institutions can success-
fully cope with a rapidly changing environment.

We Ilford W. Wilms
Richard W. Moore
Editors

11
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Community colleges and proprietary institutions must stay
closely attuned to their markets.

Marching to the Market:
A New Tune for Training
Organizations

We Ilford W. Wilms

Anyone who thinks that the world is changing had better look againit
has already changed. As Drucker (1986) notes, the United States has
moved from a national to a world economy, in which the primary prod-
ucts economy (petroleum and steel, for example) has become uncoupk'd
from the traditional industrial economy because of new production pro-
cesses and new products. In turn, the industrial economy has become
uncoupled from employment, and the movement of capital (rather than
trade) has become the driving force.

Over the past few years, the center of the world economy has dra-
matically shifted, from Western Europe and the eastern United States to
the Pacific Rim nations. Twenty-five years ago, who would have thought
that today England would be on the economic scrap heap? Three years
ago, who would have thought that Korea would be manufacturing auto-
mobiles for sale in the United States and would boast the most advanced
steel production in the world? As recently as a year ago, who would have
thought that the People's Republic of China would be exporting food?

Because of these rapid changes in the world economy, even Japan
must scramble to compete with dte "Little Dragons" (Singapore, Hong

W. W. Wilms and R. W. Moore (eds). Marketing Strategies for Changing Tunes.
New Directions (or Community Colleges, no. 60. San Francisco: JosseyBau, Winter 1987. 5
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Kong, and Taiwan), which are investing heavily in their own assembly

plants and in the infrastructure necessary for world competition. The
impact of these shifts on U.S. foreign trade has been severe. It is estimated
that for every $1 billion lost in trade, 25,000 jobs are lost as well.

Not surprisingly, then, productivity has become a new national
preoccupation. Private firms, government agencies, and educational insti-
tutions are urged to be more productive. Because of their direct link to
the labor market, community colleges and proprietary vocational schools,
in particular, are asked to do more with less in an increasingly competi-

tive and unpredictable world.

Harbingers of Change

If they are to be successful in planning programs that will meet
contemporary demands and in attracting students who can benefit from
these programs, school and college administrators must be aware of these
rapid shifts in the economy, especially of changes in student demogra-
phics and technology.

Nationally, changing demographics affect both the supply and the
demand for job training and education. Most observers agree that the
labor force will grow steadily, from 110 million workers today to about
131 million in 1995. Women, who now constitute 39 percent of the labor
force, are expected to account for 47 percent in 1995. The proportion of
black workers is predicted to increase from 10 percent to 15 percent,
whereas the proportion of young adults (between sixteen and twenty-
four years of age) will drop from 22 percent to 8 percent (U.S. Bureau of
the Census, 1986). Obviously, student demographics will vary consider-
ably from one region to another, but few community colleges or propri-
etary schools can continue to bank on enrolling large numbers of white
eighteen-year-olds--the mainstay of their student bodies for the past two
decades. Instead, most institutions have begun to analyze alternative
markets (for example, older students, minority students) and to seek ways

of adjusting their programs to accommodate these students' needs.
Because of the press for productivity, employers, too, have changed

the way they do business. A growing number of U.S. firms are investing
in technology to boost productivity and to improve their competitiveness
in the world economy. Despite widespread agreement that new technolo-

gies affect the demand for education, opinions differ on just what those
effects are. One view holds that technology raises skill requirements in
upper-level jobs but reduces them in lower-level jobs. For example, a
study of New York City employers found no evidence that new technol-

ogy creates more jobs requiring advanced skills (Lynton, 1979). Indeed,
the number of lower-level jobs had increased in some of the industries
studied, widening the gap between skilled and unskilled workers.

14'
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Similarly, more than two-thirds of a sample of Los Angeles area
employers reported that improved technology had produced no change
in skill requirements (Wilms, 1984). The lower the job level, the smaller
the impact of technology. Thus, while changing technology had had
almost no effect on unskilled jobs and only a slight effect on clerical
jobs, it had led to increased skill requirements for about one-third of
professional, technical, managerial, and sales jobs. In support of this
view, -Le-virc,and--Rumberger (1983 observe that while more and more
jobs are affected by technology, most new equipment is very easy to
operate, and new skills can be learned on the job.

Likewise, some experts expect that robots will dramatically re-
shape work on the shop floor, and will thus affect education and train-
ing requirements, but as Levitan (1984) points out, this impact will
probably be limited, at least for the foreseeable future, because robots
cost so much. For example, General Electric was reported to have spent
$316 million in refitting a conventional locomotive plant with state-of-
the-art technology. Clearly, only the largest and healthiest U.S. firms
can afford such expensive technology. Further, in their study of manu-
facturing practices, Krafcik and Womack (1987) concluded that gains in
productivity derive not so much from technology alone as from its inte-
gration into a plant's social structure. In any event, most observers think
that work itself is not going to change very radically, despite the intro-
duction of new technologies.

In contrast, the occupational structure is expected to undergo sub-
stantial change, with nearly half the projected growth concentrated in
forty job classifications, most of which pay relatively little and require
little education or training. The ten job classifications expected to con-
tribute the largest number of jobs are building custodian, cashier, secretary,
clerk, nurse, waiter, teacher, truck driver, nursing aide/orderly, and sales
representative. In contrast, most of the jobs in the fastest-growing occupa-
tions (including computer service technician, legal assistant, computer
systems analyst, and programmer) pay relatively well and require more
education and training (U.S. Bureau of Labor Statistics, 1986) but, because
of their small base, contribute far fewer jobs to the overall economy.

Noting the disproportionate growth in low-level, low-paying jobs,
some observers characterize tomorrow's labor market as lacking a middle,
and they fear that it may polarize society into haves and have-nots. There
are some data to support this hypothesis. For example, according to
Bluestone (1983), between 1960 and 1975 the highest- and lowest-earning
classes increased as proportions of the total labor force, whereas the pro-
portion in the middle of the job distribution declined. Rumberger and
Levin (1984) believe that the number of low-skilled jobs will expand
much faster than the number of high-skilled jobs. Thus, the demand for
computer programmers is expected to reach 150,000 by 1990, whereas the
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demand for janitors is projected to be nearly nine times as large, reaching

1.3 million in the same year.
Evidence of sustained growth in the service sectorgrowth largely

attributable to shifts in demography and in student tastesalso supports
the hypothesis of a polarized labor force. Moreover, as two-income fami-
lies become more common, demand for such services as real estate sales,
insurance, housecleaning, daycare, and education will increase, and as
-the-population ages, increased health care services will be required.

Whatever the shape of the future job market, most observers agree

that major changes are occurring, and with increasing speed. The ques-
tion of how to adapt school and college programs to these unpredictable
shifts has thus become a central concern for educators.

Barriers to Change

In attempting to make these adaptations, educators face some for-
midable barriers. Chief among them are the current methods of financing
education, especially public education. Community colleges are financed

in large part through formulas that allocate funds on the basis of each
institution's average daily attendance. Thus, community colleges are moti-

vated to enroll as many students as possible, without much regard for
outcomes.

Public institutions also receive substantial funding through federal
job training legislation, the Job Training Partnership Act and the Per-
kins Vocational Education Act in particular. Until recently, however,
funding under these programs and their predecessors was based largely

on supply-side considerations, without much regard for demand. Between
World War II and the 1960s, an expanding economy and ample resources
for training obviated the need for much planning. Then, beginning in
the 1960s, the civil rights movement inspired various constituent groups
(blacks, Hispanics, Native Americans, women, lesbians and gays, the
disabled, and, more recently, displaced workers) to demand a share of
training resources: In response to these demands, job training legislation
provides that resources be distributed according to fixed formulas. For
example, the Perkins Vocational Education Act requires that funds be
allocated as follows: 10 percent for disabled students; 22 percent for stu-
dents from disadvantaged backgrounds, with 3 percent going to students
who speak only limited English; 12 percent for adults who need job
training; 8.5 percent for single parents; and so forth. Thus, constituents'
demands have become embedded in each piece of significant legislation,
limiting institutional ability to adapt to rapidly changing external
demands.

Another limitation on institutional flexibility is American tradi-
tion, which gives high priority to consumer demand for education and

16
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training. According to this tradition, those who attend public institutions
have the right to select the fields in which they want to be educated,
independent of whether or not a demand exists. In the words of Bolton
(1985), former head of California's Assembly Office of Research: "If 2,000
young people come to a community college to be trained as secretaries
and the funding is available to train them, then you'll train them because
they are taxpayers and they have the right to demand what they want."

current-methods.of allocating inn& for training are not
efficient in targeting them to where they are most needed and will do the
most good. For example, Title III of the Job Training Partnership Act
stipulates that 70 percent of all funds be spent on the retraining of dis-
placed workers, a substantial amount of which is done by community
colleges and proprietary vocational schools. As more and more studies
indicate, however, only about one in five of the workers displaced by
plant closures opts for training. According to a study of twenty-two Cal-
ifornia reemployment projects, only 19 percent of the nearly 20,000 per-
sons eligible to participate actually enrolled in retraining programs. The
majority needed income immediately, because of family obligations, and
simply could not afford to take the time required. Moreover, many dis-
placed workers lacked the basic reading, writing, and computational
abilities that are frequently prerequisites for formal training (California
Employment Development Department, 1983). In short, these factors
the allocation of funds through average-daily-attendance formulas, the
practice of reserving training funds for powerful constituentgroups, and
the American tradition of giving consumer choice a high priority even
though it may have little to do with market demandall operate to keep
public training institutions detached from changing labor market condi-
tions. Obviously, incentives are needed to strengthen the link.

Performance Contracting: Cash on Delivery

In response to growing demands for improved economic produc-
tivity, new policies are emerging. One significant aspect of these new
policies is the emphasis on linking job training to market demand by
paying training institutions only after trainees have been successful in
finding jobs. This approach, called performance training, is modeled after
educational experiments tried first in the early part of the nineteenth
century in Georgia and later in Ontario, Canada. Under these perfor-
mance contracts, schools were paid on the basis of how well their students
performed on standardized tests. According to research on the effects of
performance contracting in these educational settings, students' test scores
could be quickly raised if subject matter was narrowly defined and stu-
dents were intensively trained ("The Customers Pass the Testor Else,"
1970). The evidence further indicated that teachers, anxious to be paid,

1 7
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concentrated their efforts on the more able students, to the exclusion of
others. Not surprisingly, the public voiced opposition to the sacrifice of
broad eduCationaI values for narrow ends, and the approach was aban-
doned. Educational performance contracting was tried again under the
Nixon' administration. In 1969-1970,170 scha 1 districts contracted with
private firths to teach reading and math to high school dropouts. What-
ever enthusiasm the public may have had for the plan quickly waned,
however, when federal audits showed that students were being taught
specific answers to test questions.

Thus, experience with performance contracting suggests that it
may be inappropriate to educational settings. Tying payments to test
performance drives institutions to restrict subject matter to narrow topics,

to favor those students who are likely to succeed, and simply to drill
them on these narrow topics.

Although performance contracting may be inappropriate to edu-
cational purposes, it is better suited to the more straightforward and
measureable task of job training. Further, its built-in incentives for select-

ing trainees who are likely to succeed can only help when it comes to
targeting job training funds more efficiently and, ultimately, to improv-
ing industrial as well as educational productivity. The growing interest
in improving productivity by orienting training institutions to market
demand is reflected in the central role given to performance contracting
in both the federal Job Training Partnership Act (see Chapter Two) and
in California's Employment Training Panel (see Chapter Three).

Under performance contracts, trainers are not paid until trainees
have successfully completed training and are placed in private-sector
jobs. Consequently, community college and proprietary school adminis-
trators have powerful economic incentives to make sure that their pro-
grams are closely linked to the shifting demands of students and of the
labor market.

Institutional Incentives in a Changing Environment

While performance contracting dramatically changes the envi-

ronment in which some community colleges and proprietary schools
operate, institutions that do not enter into such contracts must find
other ways of adjusting their programs to the changing environment.
To what extent, can institutional administrators successfully alter the
course of their institutions?

The institutional incentives that drive community colleges differ
radically from those that drive proprietary vocational schools. An analysis
of these differences gives some clues to how the two types of institutions
are likely to behave in an environment marked by rapid and unpredict-
able fluctuations in supply and demand, stemming from worldwide eco-

nomic adjustments.
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In concept, community colleges and proprietary schools differ pri-
marily in their relationships to markets. Proprietary schools are best
described as market-oriented organizations, whose income depends on
whether customers buy their products or services. Such organizations
tend to have relatively simple goals and objectives. Because they base
their personnel decisions as well as their resource allocations on market
demands, managers must consider signals from output markets if the
organizations are to survive and operate profitably (Wilms, 1974).

The proprietary, school, industry is -heterogeneous, with schools
that offer instruction in diverse subjects, from accounting to zookeeping.
While their variety may seem endless, they fall into four main categories:
cosmetology and barber schools, trade (including aviation, industrial
arts, and allied health) schools, business and secretarial institutions, and
a handful of correspondence schools and others that cannot be easily
categorized.

The proprietary school industry is also the largest school-based
purveyor of vocational training (Wilms, 1987). Because they are busi-
nesses first and educational institutions second, proprietary schools are
aggressive in their marketing, advertising, and cost-management tech-
niques. They derive their income solely from student tuitions, and so
they must hold out the promise of successful job placement to attract
students. Consequently, as Johnston (Chapter Four) and Brannick (Chap-
ter Five) point out, successful school owners must pay attention not only
to student markets but also to signals from employers.

Proprietary school teachers are usually recruited from business
and industry. Generally, they are hired for their teaching ability; formal
educational credentials count for little. Faculty members are not union-
ized, nor do they receive tenure. They are evaluated frequently, and
promotions and pay raises are based heavily on these evaluations
(Wilms, 1984).

The typical proprietary school offers only two or three vocational
programs, adding or dropping one program every two years. School
owners report that their decisions to add new programs are most fre-
quently prompted by direct employer requests, whereas declining enroll-
ments and difficult job placements are chief reasons for dropping
programs (Wilms, 1984).

In contrast, many public organizations in capitalistic democracies
carry out social functions that cannot be entrusted solely to private inter-
ests: regulating air travel (the Civil Aeronautics Board), collecting taxes
(the Internal Revenue Service), and providing services that have indivisi-
ble benefits (public schools) (Downs, 1967). These organizations tend to
be large. They depend on full-time staffs, and they base their personnel
decisions on merit, with little regard for output markets.

While they must compete with other nonmarket organizations for
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resources, their products are not directly evaluated in output markets.
Thus, their income, and hence their survival, depend not on the market-
place but on their ability to deal with the political process that ultimately

governs them. For example, community colleges depend on federal, state,
and local political processes for their income and survival and are thus
subject to varied and often conflicting signals about their mission and
priorities. On the one hand, they provide the first two years of college
work to students planning to transfer to four-year institutions; on the
other, they offer vocational. training to another student clientele. Faculty
members are appointed largely on the basis of academic degrees and
previous teaching experience. Employment security is protected through

a tenure system, and community college faculties are typically unionized.
Lacking direct connections to output markets, nonmarket-oriented

organizations must use other devices to guide resource allocation. Proba-
bly the most common of these devices is last year's budget, of primary
importance in determining this year's budget, because it represents agree-

ment. Ensuring that community colleges, like most other public institu-
tions, are not directly dependent on output markets for their survival
also ensures their stability over time. Budget and program changes are
usually small and incremental. Most important, they may be unrelated to

new market needs. Once established, vocational programs tend to perpet-
uate themselves and are slow to adjust to new conditions (California
Commission on Industrial Innovations, 1982; Grubb and Jassaud, 1984).

Meeting the Challenge

There is little doubt that community colleges and proprietary
schools alike will be affected by demands for the increased productivity
that will enable the United States to compete more effectively in the
world economy. Further, simply by counting noses, one can see that far
fewer young whites and many more women, blacks, and Hispanics will
enroll in these institutions on their way to employment in the near
future. Thus, purveyors of vocational education must adapt their pro-
grams to appeal to these nontraditional students and to answer the needs
of a rapidly changing labor market.

Clearly, performance contracting represents a significant trend. By

tying payment to performance, this policy requires that community col-
leges and proprietary schools pay close attention to changing events.
Nevertheless, it is probably only one of many steps that successful insti-
tutions have already taken to stay ahead of the curve. As we have seen,
proprietary schools' dependence for survival on student tuitions keeps
them closely attuned to market shifts. Moreover, plunging enrollments at
many community colleges have forced them to jump many of the barriers
that keep them insulated from markets and to adopt aggressive marketing
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and advertising strategies. For instance, some of them have hired special-
ized marketing consultants to help them better position themselves in the
shrinking student market and to differentiate their programs from those
of their competitors.

Many college presidents who would have turned up their noses a
decade ago at the idea of advertising for students are now turning to the
mass media in order to survive. When Leslie Koltai, chancellor of the
Los Angeles Community College District, was suddenly faced with a 30
percent enrollment decline, he began cutting underenrolled programs
and expanding those in demand. The district invested in mass advertising
and direct mail, thus reversing the tide and registering an 11 percent
enrollment gain in the fall quarter of 1986.

It is clear that public institutions can overcome their built-in dis-
incentives for change. Only by staying closely attuned to their student
and employer markets can institutions hope to weather the storms of a
changing future.
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California's Employment Training Panel provides a model for
meeting the demands of the marketplace.

California's Employment
Training Panel: Creating
Incentives for Change

Steve Duscha

Training and education will play significant roles in regaining and main-
taining America's competitive economic advantage in the world economy.
The question for educators is whether traditional public and private
schools will lead these efforts or remain on the sidelines as business and
labor continue to build their own training systems in corporate and
union classrooms and schools.

As political, :orporate, and union attention is focused on the need
to improve the productivity of the American economy, there is growing
recognition of the importance of education and training. Smart, well-
trained labor, not cheap labor, will be America's key to international
competitiveness, which in turn is the key to maintaining domestic stan-
dards of living.

This chapter describes California's Employment Training Panel
and how the California program and the principles on which it is based
can be applied by public and private schools around the country to help
improve economic competitiveness. However, the task will not be easy,
because many traditional schools suffer from a competitiveness problem
themselves, and the prescriptions recommended here are for a greatly
W W. Wilms and R. W. Moore (eds.). Marketing Strategies for Clutnging Tunes.
New Directions for Community Colleges, no. 60. San Francisco: JosseyBass, Winter 1987.
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different philosophy of how training is managed and controlled and of
how its success is measured.

As Wilms (1986) has noted, the Employment Training Panel is
based on a clear separation between the provision of broad general edu-
cation as a foundation for learning and citizenship, on the one hand, and
the focused job training that provides survival skills necessary to obtain
or continue to hold a job on the other. Basic literacy skills and a general
education are the bases on which a thoughtful and compassionate society
and a sound economy are built. By the nature of such education, the
success of a school in leaving students with a genetal education is diffi-
cult to quantify, although some states are beginning to link students'
performance on tests to funding for schools. In contrast, job training has
a clear, simple, and measurable goal: a job. If training does not lead to a
new job or to mastery of a tangib,e skill necessary to maintain an existing
job, then it has failed both the student, whose economic goals are not
met, and the economy, which increasingly demands a changing set of
specific job skills to perform its work and successfully compete in the
world economy.

The California Employment Training Panel's legal charter is to
contract with public and private schools and with business for specific
job training. Its focus grows out of its funding from the state unemploy-
ment insurance system and out of the business and labor constituencies
of that system. Those constituencies demand clear results, as measured by
jobs for workers and increased productivity and lower costs for business,
but the principles on which the California program is based need not be
narrowly applied.

Wilms (1986) also argues that the evaluation of the success of
training should be separated from the provision of that training. Under
the California statute, the Employment Training Panel evaluates the
success of training and disburses funds for training, not on the basis of
internal evaluations of program effectiveness but on the basis of a simple
test of employment: Did the training pass the test of the marketplace and
result in the job (for which the training was designed) lasting for at least
a ninety-day probationary period? If it did, then the panel authorizes
payment for that student. If not, then he contractor is deemed to have
failed in its mission to prepare the student for the demands of work, and
no payment is authorized.

The Risks of Action and Inaction

Should a school enter into such an agreement, with the attendant
economic risks? Yes. The economic risks to the educational system, and
to the economy at large, of not acting are greater by several measures.

First, at a time when governments at all levels are searching for
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budgets to cut, schools need allies. Business and labor can and will be
effective advocates for the schools if they perceive tangible benefits from
them. The benefits business and labor seek are quite specific: Workers
need jobs; business needs skilled workers ready to go to work. If business
hires the product of a school's training program, that school is a success
in the eyes of business. It also is a success in the eyes of the student and
worker, who leaves with a job and income to support himself and his
family. Arguments about the intrinsic value of any education are of little
importance to workers, who need income, and employers, who need pro-
ductive employees. This is a marketplace test that some schools now
meet and that the rest can learn to meet.

Second, few workers now consider public or private vocational
schools as significant to their employment. According to the Bureau of
Labor Statistics (1985), working people do not report school vocational
or job training as important, either for qualifying for or maintaining
their present jobs. Asked where they obtained the skills necessary to qual-
ify for their jobs, twice as many workers said they qualified for their jobs
in corporate classrooms, through formal company training, as said they
qualified through community or technical college programs. Only 5 per-
cent of all those in the labor force cited high school vocational programs
as qualifying them for their job.: 2 percent cited private postsecondary
vocational programs; 2 percent cited public post-high school vocational
programs; and 5 percent listed community or technical colleges. In the
growing field of skill - improvement training for working people, the tra-
ditional schools finished even farther behind. Only 5 percent of all work-
ers said they had received skill-improvement training from any vocational
program, while 11 percent said they had received such training through
formal, company-provided classes. The only schools that play a signifi-
cant role are four-year colleges, which provide significant amounts of
management and professional training.

Third, and most important, a healthy American economy requires
high-quality, job-specific training. The new rules of international and
domestic competition and the new imperatives of technological change
mean that skill requirements to get a job and keep it are changing and
will continue to change. Too often, the private sector's solution to chang-
ing technology and changing skill requirements is to fire existing workers
and hire new ones. Educators understand the importance of education
and training to job performance, but many employers do not. Skills am
perceived by many firms as commodities to buy on the outside labor
market, not as resources to develop from within. Training is considered
overhead, not investment, and is viewed as a direct drain on profits. The
Personnel Policies Forum of the Bureau of National Affairs (1985) found
that only 15 percent of the companies participating in its study reported
retraining workers whose jobs were to be eliminated because of techno-
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logical change. This study also reported that training represented only
six-tenths of 1 percent of payroll for the average firm participating in the

study, and that the average firm invested only $250 per person trained.
Creative, flexible leadership from public and private schools can

help demonstrate to business the importance of training to the economy,

to employers' profits, and to workers' paychecks. It is crucial that educa-

tors understand the business market for training and how it differs from

traditional educational markets, or else they will not be able to compete

in those business markets.
Traditional academic systems air generally authoritarian. Teachers

teach, and the consumer-students listen and learn. Teachers, with limited
administrative supervision, decide what to teach and how to do it and set

the standards for measuring achievement and the calendar for delivering

instruction.
Serving the business market means shifting to a cooperative model,

in which schools share control over education with business and labor.

In this marketplace, the consumer is not the student, but nvt:er the firm
where the student works or will go to work. Businesswith labor's par-
ticipation, in some circumstancesdecides what skills are necessary.
Schools can advise and suggest, but they cannot decide. The standards

for measuring achievement are not academic, but job-specific. ,kcademic
calendars are irrelevant; job schedules are paramount. A cooperative
model means schools must share control over training with employers
and workers, not by the establishment of advisor), councils that meet
once a semester, but by an honest sharing of decision-making authority.

The California Experience

The Employment Training Panel's contracting history yields some

insights into what kinds of training business and labor are concerned
about today (Employment Training Panel, 1986).

From January 1, 1983, to mid-1987, the panel allocated almost

$250 million to business and labor training contracts. All funds allocated

by the panel are transferred from the state unemployment insurance sys-

tem. Each contract is employment-based. The panel begins with employ-

ers who want to hire new workers or who want to retrain existing
workers in order to avoid laying them off. Each training contract is
designed for a specific employer or group of employers. The panel can

contract directly with an employer, an employer group, or a public or

private school. In any case, employers may select the trainees, the trainers,

the curriculum, the method of training, and the standards for successful
completion of training. The panel negotiates a fixed fee to be paid for
each person trained, hired, and retained on the job for at least ninety
days after the end of training. The average contract is ix- 373 hours of
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training, at a cost of $2,409 for every person trained, hired, and retained
on the job. The panel handles most of the paperwork and monitors the
terms of the contract. The following are some general observations drawn
from the panel's experience.

Business Seeks Retraining for Existing Employees. Contrary to the
orientation of most vocational schools, business is more interested in
retraining existing workers than in training new employees. Only one-
third of the contracts entered into by the panel are for training the unem-
ployed for new jobs. The remainder are for retraining existing employees
who are in danger of layoff because of changing technology, changing
competitive forces, or sweeping changes in company work processes and
systems. Retraining can be necessary for coping with overall reductions
of employment within a firm, closure of an office or a plant, or substan-
tial changes in the job duties workers must perform in order to remain
on the payroll.

Training for New Workers. Training the unemployed for new jobs
is important to employers in limited circumstances, in which there is a
genuine shortage of skilled labor. Successful entry-level training contracts
have been operated by public and private schools for certain aerospace
occupations, for machinist apprentices, and for office automation occu-
pations. The success of each contract depends on the circumstances of
the local labor market in which the training is offered and on the timing
and quality of the training itself.

Training Is Varied. Training demands are as variable as the econ-
omy and as changeable as business conditions. For example, in one month
the Employment Training Panel reviewed proposals from the following:

A large bank that wished to retrain a group of back-office work-
ers in a new automated system
Two small banks seeking to prevent layoffs as they merged
into one
A haircutting franchiser seeking to professionalize its manage-
ment staff
A department store retraining salespeople in customer-service
skills
Several manufacturing firms retraining people in a variety of
job classifications to operate automated scheduling, procure-
ment, and shipping systems
A cannery seeking to retrain workers to maintain and operate
new equipment being installed to meet government safety
standards
A medical laboratory that wanted to retrain employees of
another laboratory that was being merged with it
An expanding drugstore chain that needed new warehouse and
supervisory employees
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A medium-sized manufacturer retraining workers in statistical

quality control
A savings and loan association sharpening its focus on cus-
tomer service and seeking to prevent layoffs

A nursing home chain retraining office workers to operate a
new automated accounting system
A group of aerospace firms and a group of small machine shops
working with a community college district to retrain workers

it -.1:e operation of computerized machine tools
A group of machine shops training new apprentice machinists
A bank retraining computer programmers and analysts to oper-
ate and maintain a new computer system
A commercial bakery retraining workers to operate new auto-
mated machinery
An aerospace firm retraining workers in the operation of new
procurement and computer-assisted drafting systems
A private school teaching computer-assisted drafting and design
for a group of firms.

Corporate Classrooms Are Preferred. When offered a choice of train-
ers, business often will select its own training department or consultants,
who traditionally are viewed as business training vendors, over public or
private training institutions. Organized labor generally backs these busi-
ness decisions. As Eurich (1985) explains, firms are even building their
own internal educational institutions, rather than relying on existing
public and private schools. Such developments mean increased competi-

tion for public and private schools.
7Iaining for Small and Medium-Sized Firms. An important function

for schools in the training marketplace is to bIng together groups of
small and medium-sized employers with similar training needs and to
provide training for them. Successful contracts have been operated to train
workers in such firms to operate personal computers, computer-assisted

drafting terminals, and computer-controlled machine tools. Similar train-
ing could be offered to groups of small firms in techniques of statistical
quality control and in Japanese, team-style production methods.

The Importance of Training. A key challenge is raising the impor-

tance of training within firms, large and small. In too many businesses,
training is seen as a luxury to be cut back whenever there is a squeeze on

quarterly profits. Corporate accountants are not accustomed to weighing
the economic benefits against the costs of training, and educators have a
responsibility to help demonstrate to business the practical financial ben-

efits of effective training.

Cooperation

Cooperation among educators, business, and workers is the key to
improving America's competitive standing in the world and to maintain-
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ing standards of living at home. Some will protest that if this is strictly
an economic bargain, government entities like the California Employ-
ment Training Panel and public educational institutions have no legiti-
mate role. If training is necessary for business, it is argued, then business
will invest in training. If training benefits an individual, he or she should
Seek it out and pay for it, without government intervention.

Perhaps such a narrow view of public responsibility was true a
generation ago, when the only competition the American economy faced
was domestic. The United States is now part of a world economy in
which domestic economic well-being increasingly depends on the eco-
nomic decisions of Brazil, Mexico, India, Saudi Arabia, and a host of
other countries. To maintain our standard of living in this country, in
the face of global economic change, necessarily means a larger role for
government in economic affairs. Training is a natural focus for a portion
of that new government role.

Government already acknowledges its responsibility to provide
basic education as the foundation of future learning. The base of reading,
writing, mathematics, and thinking skills must be maintained and
strengthened as the schools work cooperatively with business and labor
to meet the demands of the workplace.

Such a foundation of basic education is crucial to economic sur-
vival and prosperity, but it is no longer sufficient. As international com-
petition grows, America's competitive advantage will depend on how
well the knowledge and skills of people are applied to the challenges of
the economic marketplace. In California, the Employment Training
Panel demonstrates one model for such cooperative programs.
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In performance contracting, a community college's ability to
make a profit depends on its ability to manage risk.

Performance Contracting:
Successfully
Managing the Risk

Linda M. Thor

Millions of dollars, available through federal and state initiatives
designed to address the gap between the skills of individuals and the
requirements of the workplace, are being distributed nationally each year
in employment training contracts. These initiatives are making employ-
ment training one of the largest growth areas in education. Community
colleges, as the primary provider of vocational education to adults, should
be major recipients of employment training dollars. However, the intro-
duction of performance contracts into employment training has discour-
aged some community colleges from participation.

Performance contracting is a financing mechanism in which the
provider of services agrees to a payment schedule based on the successful
completion and placement of trainees in jobs for a specific period of
time. Failure to perform results in nonpayment. Performance contracting
thus involves the risk that expenditures will exceed income and that
general-fund monies will have to be used to make up the deficit.

Performance contracting is a relatively new practice in employ-
ment training. Usually such training providers as community colleges
are reimbursed for programs on a cost-recovery or cost-reimbursement

W W. Wilms and R. W Moore (eds.). Marketing Strategies for Changing Times.
New Directions for Community Colleges, no 60. San Francisco: Jossey.Bass, Winter 1987. 23
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basis. Such methods cover the direct and, in most cases, the excess cost of
instruction and do not place the ability to recover the investment in
employment training at risk, as does performance contracting. Perfor-
mance contracting is a response to continuing concern from Congress
and state legislatures for accountability in employment training.
Through rewarding good performance and penalizing poor performance,
it is believed, the overall success of employment training programs will
improve.

Nationally, the major funding source using performance contracts
is the federal Job Training Partnership Act (JTPA), which is designed to

create a public/private partnership to provide employment and training
activities to economically disadvantaged youth and adults, dislocated
workers, and people with special barriers to employment. JTPA itself is
performance-driven, meaning the law requires local service delivery areas
(SDAs) to produce measured results for trainees in terms of actual jobs at
the end of training, increased earnings, and reduced welfare dependency.
Because of this pressure, many SDAs are utilizing performance contracts:
If trainees do not get jobs at the end of training, the training provider
does not get full payment.

State-funded employment training programs are also utilizing per-
formance contracts, a primary example being California's Employment
Training Panel (ETP). The California legislature's intent that all funded
training result in jobs for those who successfully complete the training
dictates performance contracts.

The financial risk involved in performance contracts varies by
funding source. Typically, a JTPA performance contract will allow for
progress payments to be paid and earned on interim performance mea-
sures, such as enrollment or completion of part or all of the training.
Final payment is usually received after the trainee has been placed in a
training-related job and retained thirty days. ETP, on the other hand,
may make progress payments, but payment is not considered to have
been earned until the trainee has been retained in employment for ninety
consecutive days with a single employer. Progress payments made to
trainees not placed and retained must be returned to ETP. This places
the contractor at considerable financial risk.

Advantages of Perfonnance Contracts

Why, then, would a community college want to enter into a per-
formance contract? According to the National Alliance of Business (1984,

pp. 5-8), advantages to performance contracts, from a contractor's point
of view, include the following.

Relief From Cost Limitations. Performance contracting allows the
contractor higher costs in certain categories than are permitted under a
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cost-reimbursement contract. For example, JTPA limits administrative
costs to 15 percent in a cost-reimbursement contract. No breakout of
administrative costs is required in a performance contract.

Opportunity for Profit. In performance contracts, there are penal-
ties for poor performante and incentives for good performance. Com-
monly a contractor will estimate programmatic costs and ensure that
those costs will be recovered if performance is reasonable or to some
standard. Performance that is either better than reasonable or superior
will result in a profit.

Limited Red Tape. Performance contracting reduces reporting and
record-keeping requirements. Since line-item budgets are not part of the
contract, costs do not have to be tracked for the funding agency and are
not subject to financial audits.

Focus on Results. Cost-reimbursement contracts place the emphasis
on managing the budget. The financial incentives in performance con-
tracting encourage contractors to focus on results.

In California, by contrast, fifty-eight community colleges that
reported having entered into pertormance contracts indicated that their
primary motivations were to strengthen ties to the private sector, to build
new student clienteles, and to purchase equipment (Thor, 1986, p. 93).

The primary disadvantage of performance contracting is that if a
contractor fails to reach its performance goal, it will be unable to recover
its costs, even if the college is not at fault and has operated with integrity
and good intentions. In other words, performance contracting places a
community college's ability to recover its investment at risk. Whether the
college breaks even, makes a profit, or loses money depends on its ability
to manage that risk, and a lot can go wrong.

Problems and Pitfalls

A review by this author of the financial outcome of 129 completed
performance contracts funded by JTPA and ETP in California revealed
that 36 percent resulted in profit, 43 percent in cost recovery, and 21
percent in loss (Thor, 1986, pp. 73-74). Table 1 presents the financial
outcomes of complete JTP contracts as a total and broken down by title.
Table 2 presents the financial outcome of complete ETP contracts, as a
total and by purpose.

Given that a contractor does not set out to lose money, what goes
wrong so that performance contracting can result in such significant
losses or in minimal cost recovery?

Contractors can readily identify several dozen common problems
encountered in performance contracts that ultimately affect financial out-
comes. While some problems are evident, regardless of the funding
source, others are more prevalent in specific programs. For example,

f s
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Table 1. Financial Outcome of Completed JTPA Contracts

Profit
Number (%)

Cost Recovery
Number (%)

Loss
Number (7)

Total
Number

JTPA IIA 33(41) 35(44) 12(15) 80
JTPA HI 6(43) 8(57) 0(0) 14

TOTAL 39(41) 43(46) 12(13) 94

Source: Thor, 1986.

Table 2. Financial Outcome of Completed ETP Contracts

Profit
Number (%)

Cost Recozery
Number (%)

Loss
Number (%)

Total
Number

ETP 4(19) 8(38) 9(43) 21

New Hire
ETP 4(28.5) 4(28.5) 6(43) 14

Retraining
TOTAL 8(23) 12(34) 15(43) 35

Source: Thor, 1986.

while student-related problems (difficulty with recruitment, underenroll-
ment, and higher than anticipated attrition) are among the top-ranked
problems, regardless of funding source, employer-related problems are
more common in such programs as ETP, because JTPA typically does
not have up-front employer participation; rather, individuals are being
trained while job developers seek positions for them. ETP, in contrast,
requires identification of employers who will hire or retain trainees at
the time the contract is approved.

Program- and planning-related problems include inadequate
screening and assessment of trainees, schedules that are too long or too
short, lack of such support services as counseling, and placing of trainees
into ineligible jobs. Other internal problems are inadequate institutional
commitment, lack of institutional flexibility, insufficient staff to support
the needs of the project, staff changes, and lack of qualified instructors.

Trainee-related problems include difficulty finding an adequate
number of eligible participants, higher than anticipated attrition, lack of
student commitment, very low reading/writing levels, personal problems,
transportation difficulties, and trainees' refusal to be placed in jobs.

Funding source/contract problems are abundant. They include
delays in contract execution, minimum contractual wage levels that are
too high for successful placement, misunderstandings about the terms
and conditions of the performance contract, cash flow/payment prob-
lems, changes by the funding source of policies and procedures in mid-
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project, poor working relationships between organizations, and interfer-
ence by the funding source.

Other problems, beyond the contractor's control and external to
the college, include inadequate employer commitment to hire/retain,
changes in the employer's needs, union problems, changes in the labor
market, and employers' failure to fulfill agreements.

The lack of shared risk is cited as a problem by many contractors,
while others comment on carrying the risk without control. "Think
twice," one contractor advises. "The problem is [that] the high-risk
parameters are all beyond our control and have little or no bearing on
the college's performance as an educational institution." "Be wary,"
advises another. "Where you cannot hold either employers or trainees
accountable, you may well have made expenditures that will not be cov-
ered" (Thor, 1986). Finally, simple lack of experience with performance
contracting is a major problem in itself.

Managing the Risk

How does an inexperienced contractor avoid or minimize these
problems? Current literature identifies some basic characteristics of suc-
cessful employment training programs.

"Knowledge is power," assert Gonzales and Nisenfeld (1985, p. 7).
This includes mastering the politics, learning the funding sources' plans
and priorities, and knowing the actors.

Successful interorganizational collaboration is key, according to
Beder (1984, p. 90). Such collaboration is built around four elements:
flexible, adaptive structures; a posture of openness to the external envi-
ronment; a sense of commitment that engenders trust; and adherence to
the principles of reciprocal benefit.

Institutional and top-level commitment are endorsed by Kaplan
(1984, p. 83) as characteristics of successful programs. "An extensive pro-
gram of business and industry training requires support from the college
president, board of trustees, administration, and faculty. To maintain
this support, the college must establish a community network that
includes all constituencies in order to foster a team concept and to ensure
that the program has knowledgeable spokespersons and supporters
throughout the institution."

However, a successful program needs an identified leader. Accord-
ing to Lapin (1980, p. 10), the leader should be chosen for his or her
credibility in academe and skills in program planning, implementation,
administration, and evaluation. He or she must be given authority to act
and be credible in the eyes of the funding source.

Flexibility and quick response to needs are attributes that must be
developed if a college is to be successful in training, according to Kaplan

34



28

(1984, pp. 85-86). Beder (1984, pp. 89) agrees: "Organizations that col-
laborate effectively generally adopt fluid and flexible structures that can
adapt well to those of their partners."

A Planning Process Model

Rose and Nyre (n.d., p. 10) believe that "proper planning and
organization guided by both educational and management principles are
of utmost importance to the success of employment training programs."
They have developed a planning process model that includes seven com-

ponents: planning, program design, recruitment/identification, screen-
ing, program delivery, hiring/retaining/upgrading, and evaluation.

Planning. The first phase of the process is feasibility planning.
Here, the needs of the employer and the extent of the demand must be
defined, and the number of potential participants must be identified.
Current information on the labor market is crucial. The second phase is
initial planning, during which roles, responsibilities, and relationships
are detailed.

Program Design. According to Rose and Nyre, "The best starting
point for designing a new training program is to determine why current
programs are unable to meet the identified need" (p. 4). Then, the basic
educational principles of program design should guide the remainder of

the work.
Recruitment /Identification. A combination of strategies is usually

appropriate, ranging from newspaper advertisements to announcements
in union halls and referrals from state agencies. Regardless of the meth-
ods, material to be circulated must be clear, complete, and accurate to
avoid misinformation or misunderstanding.

Screening. "The screening of applicants is one of the most critical

components of an educational or training program," state Rose and Nyre
(p. 6). Gonzales and Nisenfeld (1985, p. 69) agree that "the most elusive,
and yet the most significant variable affecting program success . . . is the
client." A comprehensive assessment program should be included. "No
person should be admitted to a program who does not have at least a
reasonable opportunity to complete it," assert Rose and Nyre (pp. 6-7).
"This makes good economic sense, but equally, if not even more impor-

tant, it is only fair to those being considered for the training program."
Program Delivery. If all the preceding steps have been effectively

carried out, according to Rose and Nyre, success in implementing a train-
ing program is "almost a certainty" (p. 8). However, they do admit that
problems occur in even the best-planned programs, but that clarity of
roles and responsibilities, as well as open and effective lines of communi-
cation, can assist in quickly resolving problems.

Hiring/Retaining/Upgrading. "The best laid plans and an educa-
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tionally sound program with a high percentage of completers can fail in
the end if the participants are not hired or upgraded," warn Rose and
Nyre (p. 8). Sometimes there are defensible reasons for this situation.
However, it is incumbent on the program administrators to do everything
possible to place completers.

Evaluation. Evaluation should begin as early as possible and be
ongoing throughout the program. One purpose of evaluation is to deter-
mine the program's degree of effectiveness. Another is to monitor the
program as it is operating, so that necessary changes can make the pro-
gram more effective.

Noting that not all programs succeed for exactly the same reasons,
Long (1985, p. 40) cites six characteristics common to all good programs.

1. The program meets the needs of the private sector and the
clients. Good program; grow out of heavy involvement on the
part of private industry and a thorough assessment of the com-
munity's needs. They treat each trainee as an individual and
thoroughly assess all clients to determine what education and
training they need the most.

2. The curriculum of the program is based on employers' input,
so that graduates are equ'pped to meet employers' needs.

3. The program selects participants according to who is best suited
to training.

4. Training is as close to real-world situations as possible.
5. Instructors are highly experienced.
6. The program includes counselors' involvement and follow-

through. Clients who are having trouble adjusting to the curric-
ulum, the course, or fellow students receive immediate assistance.

"The bottom line, of course," states Long (1985, p. 40), "is job
placement. The best training results in jobs."

Survey responses and interviews with experienced contractors pro-
vide some specific insight into risk management. As with problems, some
of the most common risk-management strategies are present, regardless
of funding source, while others are more prevalent in specific programs.
Some of the most frequent strategies, regardless of funding source, relate
to the presence of a strong project leader, the experience of the instructors
and staff, and planning. These are important elements of any program,
whether or not it is under a performance contract.

Some risk-management strategies can be implemented before a
contract is even executed: planning for attrition, listing multiple job
titlo.) to establish training-related occupations, having firm employer com-
mitment to hire/retain, working with multiple employers instead of a
single employer, seeking employer input on the curriculum, ana plan-
ning a short intensive training program. Most important is to make sure
everyone involved understands the performance basis of the contract.
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"Budget carefully" is the recommendation made most frequently
by experienced contractors. "Be sure that steps are taken to ensure that
the college gets paid for providing training and services," advises one
contractor. "Those costs need to be covered sc'nehow. If a funding agen-
cy's performance contracting system does not accommodate this, then
perhaps it is not wise to enter into that contract. The key is to avoid a
situation where all income is dependent on placement and/or retention
on the job, both of which are beyond the college's control."

Other budget-related advice includes budgeting for contingencies,
building in,a large cushion for noncompleters and employment in non-
training-related fields, budgeting breakeven at the minimum expected
completion level, and having a nest egg for adequate cash flow until
payments are received.

How the contract is negotiated offers several opportunities for
successful risk management. Contractors advise colleges to be sure that
contract language, conditions, and responsibilities are clear to all parties,
to put all promises in writing, to establish realistic goals, to control
performance measures as much as possible and set them at comfortable
levels, to get the maximum amount of time possible at the end of training
to place the trainees, and to contract for superior performance, which
allows payment for placement above the goal (if costs are covered by
meeting the goal, superior performance placements are all profit). Above
all, one must negotiate well and carefully.

How a contractor implements and runs a program can also reduce
the risk. For example, overenrolling, assessing applicants and selecting
only those most likely to succeed, asking employers to screen participants
before they enter training to determine their employability, providing
support services and accommodating trainees, and conducting self-moni-
toring all contribute to successful risk management.

Establishing and publicizing goals was cited by one contractor as
the only identifiable variable related to his program's 30 percent improve-
ment in both actual and planned performance in a one-year period. This
administrator displays the goals and the current performance statistics
throughout the work area, including the classrooms. "The staff always
had responsibility for meeting goals," he said, "but before, they didn't
have the knowledge of how they were doing" (Thor, 1986).

Contract and financial management is also important. Helpful
strategies include combining the project with another funding source,
such as apportionment or Vocational Education Act funds, if allowed;
withholding nonessential expenditures until cost recovery is certain; mak-
ing certain that the college's fiscal services unit is capable of meeting the
billing and record-keeping requirements; and negotiating contract modi-
fications, as needed.

Passing some financial liability on to employers is a little-used



31

but sound strategy. One contractor indicated that the only reason an
ETP contract, which terminated before completion, resulted in cost recov-
ery was that the college had a contract with the employer that called for
the employer to cover the actual costs if the project fell apart. An alterna-
tive to passing on financial liability is for the employer to be the contrac-
tor (in other words, the risk-taker) and the college to be a subcontractor.

Some contractors recommend taking a "total package" perspective
before entering into a performance contract. Do an assessment of the
culture of the college to see if performance contracting is viable. Is there
an affinity for nontraditional education? How attuned is the college to
change? What is the relationship between the academic and vocational
education programs, and between vocational education and job training?
Decide if the college wants to be in the business. Next, determine the
advantage of an employment training program to the college. Then look
at the practical aspects: Is the staff reasonably tolerant of ambiguity and
risk-takers? Is it achievement oriented? If yes, jump in.

Call experienced contractors for advice first. Proceed with caution.
Have a good, strong staff. Obtain internal institutional support. Do good
planning, preparation, and supervision of the operation. Pay attention
to details. Be knowledgeable of the funding source and the employment
picture. Ensure commitment of all parties. Expect unreasonable time-
lines, inconsistencies, and harassment.

In spite of the warnings given by contractors, com.nents of a more
positive nature about performance contracting are heard as well: "With
performance contracting, you produce a better product: one you are sure
you can place." "In this financially strained time, these contracts are the
only way to go to buy equipment and build new programs." " Perfor-
mance contracting is exciting. It's like being in business. Things happen
more quickly than in other college programs" (Thor, 1986).

The Future

In addition to being a source of revenue, performance contracts
appear to provide benefits to the community college beyond the term of
the contracts: strengthened ties to the private sector, identification of a
new student clientele, revised curriculum, updated faculty, and new equip-
ment. Perhaps this explains why contractors, in spite of previous losses,
generally indicate that they would enter into new performance contracts.

Given this inclination, experienced and new contractors need to
improve their risk-management abilities in order to avoid future losses
and enhance the possibility of cost recovery and profit. At a minimum,
the following steps should be taken.

I. Contractors should be prepared to address problems that are
beyond the control of the college and that affect performance, such as an
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inadequate recruitment pool, changes in the economy, and failure of
employers to keep commitments.

2. Contractors should anticipate the burden of serving two mas-
ters, the college and the funding source, and the difficulty of addressing
dual sets of rules, regulations, and procedures.

3. Contractors should be realistic in their projections of enroll-
ment, completion, placement, employer commitment, and time required
for implementation of a contract.

4. Colleges should not rush into performance contracts. Consulta-
tion with experienced contractors, adequate planning and careful budget-
ing, and ensuring the commitment and common understanding of all
parties is essential before proceeding.

Above all, remember that the operative word in performance con-
tracting is performance. When it comes to determining the bottom line,
nothing else is considered.
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This chapter describes elements essential to the success of
career-training institutions.

Maintaining Links with
Local Employers: The Key
to Proprietary School Success

Dean Johnston

As president of Santa Barbara Business College (SBBC)a highly suc-
cessful school with four campuses serving four very different markets
from affluent Santa Barbara to blue-collar FremontI am often asked to
explain how private (proprietary) career-training institutions have sur-
vived in the face of increasing financial support for public higher educa-
tion, especially the community colleges, our chief rival as providers of
postsecondary vocational education. In my opinion, the secret of institu-
tional survival lies in knowing the students and their expectations, knowl-
edge that can be derived by means of professionally developed surveys.
According to the surveys we have conducted, our students zre motivated
by a desire to find adequate employment. They choose S1133C became of
its excellent reputation for placement, a reputation that rezults direcL!y
from the relationship we have established with private employers
Because of this relationship, which is characteristic of all private caleer-
training schools, we are able to link students with employers.

Our primary goal is to produce graduates who are able to find
and keep the kinds of jobs they want. All our programs, placement activ-
ities, and other efforts are directed toward this goal. Successful placement

W. IA. Wilms and R.. W. Moore (eds.). Maketing Shategiee for ClionOg Times.
New Directions for Community Callers. no. 60. San Francisco: JosseyBass. Winter 1961.
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not only strengthens our relationship with local employers but also
increases our appeal to prospective students.

In preparing students to achieve their objective of employment,
we expose them to an educational environment essentially the same,
physically and psychologically, as that of the workplace. Take, for exam-
ple, the matter of time. Time is viewed from the employer's perspective,
as an economic resource. Our programs are shorter but much more con-
centrated than those offered by community colleges. Typically, propri-
etary school students attend class for thirty hours a week over a period of
six months. !n contrast, community college students usually take from
twelve to fifteen hours of c'asses per week, over a period of two years.
The longer hours the proprietary school student spends in the classroom
constitute a pattern that closely resembles actual job conditions. In addi-
tion, attendance is required at SBBC and may be a consideration when
the final grade is assigned. Students are also expected to maintain a
professional appearance. In short, we make the same demands on our
students as employers typically make on their workers.

Role of the Placement Director

Employment of a full-time placement director is essential to the
success of a private career-training school. The placement director should
have the following qualifications:

Counseling background, with the placement director expected
to help students formulate their goals and accept their
limitations
Ability to motivate students
Teaching ability
Research skills
Public relations skills
Communication (writing and public speaking) skills
Ability to follow through on activities
Interpersonal skills.

The last item is very important, for the placement director is expected to

serve as a liaison among the various constituent groups: employers, stu-
dents, school administrators and teachers, and the community at large.
Above all else, the position requires a high degree of dedication and a
heavy commitment of time and effort. Ubviously, the director's chief
objective is the successful job placement of every graduate. To achieve
this objective, he or she must be familiar with the local job market, the
school's program offerings, and its current students. Each of these respon-
sibilities entails a different set of activities, although many activities serve
more than one purpose.

In many schools, for instance, the placement director teaches a
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professional development course, in which students learn about job inter-
views, resumes, office politics, and professional attitudes. This classroom
contact gives the director an excellent opportunity to learn about current
studentstheir needs, expectations, desires, strengths, and weaknesses.
At the same time, students not only master useful employment skills but
also see a role model in action. The enthusiasm of the instructor can
motivate them in their pursuit of employment goals and can give them
the self-confidence they need to reach those goals. Moreover, by inviting
employers and graduates to class to speak on real-life work situations,
the placement director fulfills the liaison function: Employers get a
chance to look over the current crop of prospective employees and to
make known their own needs and expectations, while students in turn
get a better sense of the kinds of jobs available.

Building an Employer Network

As mentioned previously, the placement director is responsible for
familiarizing himself or hers(f with the local job market and for making
school policymakers aware of employers' needs with respect to training
and education. Thus, continual research is an essential activity.

To build a healthy rapport with and establish a network of pro-
spective employers, more active outreach is also necessary. Placement
directors have a repertoire of techniques on which to draw. Cold-calling,
or simply knocking on doors, is one such technique, especially important
when a new school is being introduced to the community. This technique
can be broken down into the following steps:

1. Decide what companies to visit by searching the Yellow Pages,
the classified want-ads, and business directories.

2. Assemble information about the school and its programs that
is appropriate for those businesses (accounting brochures for
banks, fashion brochures for retailers).

3. Choose a day when your office workload is light and you can
expect to find the appropriate personnel available at each
business.

4. When introducing yourself to a new business, be sure that its
employees understand the purpose of yOur visit and that you
are talking to the right person.

5. If a position is available, take the necessary information and
assure the employer that you will send a satisfactory employee
for the job.

6. If no jobs are available at the time, leave the appropriate bro-
chures along with your business card.

7. Follow up every visit with a phone call within a week, and
continue to contact each employer on a monthly basis.
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Telemarketing has proved to be a useful means of getting job
orders from previous employers. This technique involves six steps:

I. Determine which businesses to contact by searching the Yellow
Pages, classified want-ads and business directories.

2. Be prepared for every conversation and be sure you have infor-
mation available to answer any questions that may arise.

3. Introduce yourself and your organization immediately, but
make sure that you are talking to the right person before
expanding on the purpose of your call.

4. First explain your institution and its programs, then discuss
the success of your graduates at other community businesses.
Follow this explanation by asking if the employer needs your
assistance in filling any positions.

5. If a position is available, make an appointment to meet with
the employer to discuss the position and present any possible
applicants' resumers.

6. If no jobs are available, try to make an appointment to meet
the employer and offer to bring written material about the
school and its programs.

Mass mailings can also be helpful, especially in large cities. The
placement director should develop an appropriate mailing list. Brochures
highlighting the school's various programs should be sent out first and
should be followed up with more personal letters, as well as with testi-

monials from past employers.
More informal contracts also serve to acquaint local employers

and the community at large with the school and its programs. Thus, the
placement director should attend chamber of commerce meetings, join

personnel associations, and participate in various employer-sponsored
activities, such as job fairs and training seminars. In addition, a strong
affiliation between the school and local employment agencies is beneficial

to both parties: The agencies can supply the schools with potential stu-
dents who require training, and the school can supply the agency with

well-trained job applicants.
The placement director should also develop on-campus activities

designed to expose employers to the school and its students. For instance,

open houses allow employers to observe at first hand the training facili-
ties, equipment, and faculty of the institution. Workshops and seminars

give them a chance to demonstrate working methods in their particular
fields. Invitations to speak in class or at graduation ceremonies are
another way of introducing employers to the educational process. Again,
all these activities serve more than one purpose. Through them, students

can learn more about work opportunities and about specific employers,
and school staff can gain some insight into what employers expect from
their workers and can thus make any necessary adjustments in program

content and teaching methods.
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The school's connections with potential employers can also be
strengthened by exposing students to the workplacefor instance,
through company tours. A more prolonged and complex kind of expo-
sure can be achieved through the development of a work-experience or
cooperative education program, whereby current students receive credit
for part-time or temporary employment with participating employers.
This arrangement is another example of an activity that benefits all
parties concerned. Many employers occasionally find themselves in need
of part-time or temporary employees but are unable to attract dependable
people with appropriate skills. Through the work-experience program,
they can fill these otherwise unfillable positions with young people
eager to learn and to satisfy. They also get a chance to sample students'
abilities. If a temporary worker proves satisfactory, he or she is often
hired on full-time basis after graduation. Students are afforded the
opportunity t find out more about the requirements and rewards of
specific jobs, to test their own abilities in the crucible of reality, to earn
some extra money, and perhaps to secure long-range employment. In
most cases, their exposure to the workplace leads to renewed enthusiasm
and increased motivation to complete their programs. Thus, the school
itself benefits because its retention rate is improved. Moreover, the stu-
dent who is financially secure is more likely to fulfill his or her obliga-
tion to the school.

The Placement Process

To carry out his or her primary function of placing graduates in
appropriate jobs, the placement director must be knowledgeable about
every program offered by the school and must develop appropriate con-
tacts for placing the graduates of these programs. He or she must also be
familiar with each open position and its requirements and must be able
to choose the graduate best suited to both the job and the employer. The
specifics of the placement process are the following:

1. When an employer calls seeking to fill a position, the job
should be recorded on a placement form and filed according to
requirements.

2. Job descriptions should be compared with a list of current grad-
uates and their resumes.

3. The employer should be notified of those graduates the place-
ment director feels are suitable for the position.

4. The employer then determines who is appropriate, and the stu-
dent is responsible for contacting the employer personally.

5. Hiring is the employer's decision, and he or she should notify
the placement director of the choice.

6. The graduate is responsible for contacting the placement direc-
tor after being hired.

4 4



38

--:

Once graduates have been successfully placed, they should be fol-
lowed up within thirty days by means of a written form, which allows
the employer to evaluate them and to make comments. If the employer is
satisfied, the school is assured of the suitability of its training. If the
employer is dissatisfied, the school can use the employer's input to mod-
ify and upgrade its programs. Favorable comments can be used in further
job solicitations and in advertising. The placement director can also take
advantage of this contact with employers to solicit additional job orders
from them. Similarly, the graduates themselves should be asked for their
opinions. They are, after all, in the best position to judge the adequacy
of their training. Moreover, such follow-up assures them that the school
is truly concerned about their success in the workplace.

Recruitment Devices

Testimonials from employers and from graduates constitute effec-
tive advertisements for the school and its programs, but such testimonials
must be authentic. Employer testimonials give prospective students some
sense of where graduates are placed and what kinds of positions are avail-
able to them. The placement director can also use them to solicit further
job openings. (See Figure 1 for an example of an employer testimonial.)

Graduate testimonials are an even better recruitment device, since
potential students will identify themselves more directly with this group.
Successful graduates, presented as qualified and reliable employees, are
the best evidence of the school's ability to perform its function. Typically,
such graduates take a great deal of pride in their training and in the
institution that provided it. Testimonial ads can be very simple. The
graduate's name and program appear along with a photo and the name

Figure 1. Employer Testimonial
Dear Santa Barbara Business College:

It seems your courses have covered all the basics necessary for the
business world. If we are using Sheila Cruz as an example of this, you have
done a great job!

Sheila is an exceptional self starter and her skills and attitude will bring
her a long way in business. We place great value on the following skills that
Sheila demonstrates: typing, business machines, filing, accounts receivable,
accounts payable, business math, telephone procedures, and accounting.

I asked Sheila how she felt about the whole learning process at Santa
Barbara Business College. She said, "It was very informative, easily understood,
and, best of all, they made learning fun!"

Thanks,

Kathy Dyer, Operations Manager
Central Coast Respiratory Services/Medical Supply
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cf the position and place of employment. Such ads give further exposure
to both the graduate and the employer. Often these graduates eventually
advance to managerial positions and hire other graduates, to be used in
testimonials themselves.

Perhaps the best recruitment device is the school's placement rec-
ord, which the placement office should make available to the admissions
office. After all, students attend career-training schools as a means of
gaining employment, and so they have a vital interest in the school's
record of finding jobs for its graduates. The placement record also reflects
the school's relationship with local employers, many of whom will be
familiar to the prospective student. Knowing that the school has linkages
with well-known and stable local employers may be the decisive factor in
convincing potential students (and their parents) that they should indeed
apply.

Keeping Programs Relevant

The successful private career-training school remains responsive
to market changes. This means that its current programs must be kept
up to date and that new programs must be developed as the need for
them arises.

One excellent way to keep in touch with community needs is to
appoint a standing committee to evaluate programs, advise on changes,
and assist in the placement of graduates. This advisory committee shot .ad
consist of employers and graduates who are well acquainted with the
school and its philosophy. Every type of employer who might hire the
school's graduates should be representedon the committee, which should
meet regularly on campus. To be effective, members of the committee
must feel that the school values their recommendations and that they are
directly involved in the success of its students. Whereas employer
members can help the school remain aware of the community's employ-
ment needs, the graduate members can bring their experience to bear in
evaluating proposed program revisions.

Another way of keeping programs up to date is to make sure that
faculty and staff are also kept up to date. It is important to bring employ-
ers to the campus, and it is also important to send teachers and adminis-
trators into the field. Visits to the sites of the businesses for which the
school trains future employees will help educators become aware of what
changes have occurred in their fields of expertise and of what employers
expect of program graduates. Faculty members can learn about new meth-
ods of office management, advances in equipment use, and procedural
revisions. They will also have the opportunity to discuss program content
with employers. Through these contacts, they can gather course material
and recruit business experts for guest lectures. Regular site visits will
assure employers that the institution is fully committed to providing the
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best training possible to potential employees. Such visits can also lead to

increased enrollments, because employers who want to update the skills
of their current workers will be more likely to enroll them in a school
that has proved its concern with quality training.

Trade shows, which are designed to introduce new technologies to
the business world, are another resource to be considered in keeping
programs up to date. Schools that continually familiarize themselves
with the latest advances will be best prepared to provide the training
required by the new technologies. Thus, they will be able to develop
programs aimed both at the current employees of companies adopting
the newest equipment and at students just entering the field. Therefore,
faculty, staff, and even students should be encouraged to attend trade
shows whenever possible.

In many cases, updating an existing program is not enough. To
answer market demand, the school may have to develop new programs.
Santa Barbara Business College recently added two new programs, in
direct response to community need. The first, in law enforcement/security
management, is offered on the Fremont campus, to meet the high security
needs of Silicon Valley. Created with input from well-qualified security
professionals, and supervised by a former police officer and past owner

of a security firm, the program trains managerial personnel for the secu-

rity field. The second new program, in hotel/motel management, reflects

a recent shift toward the service industries in the Bakersfield area and a
corresponding demand for management personnel. After deciding that
hotel/motel management offered the greatest opportunities for our grad-

uates, we invited experts to the Bakersfield campus for consultation on

program development. Faculty and staff regularly attend meetings of the
Bakersfield Innkeepers Association, to make sure that the program
remains current in its material and to establish the necessary contacts for
placement. Both programs have been well received in their communities,
and we anticipate no difficulty in placing program graduates.

Summary

Santa Barbara Business College is approaching its hundredth anni-

versary. Its longevity can be attributed to its placement record and to its
reputation as a provider of quality training, both of which are results of
its continued efforts to maintain close ties with private employers. With-
out this relationship, we could not fulfill our purpose. Such a relation-
ship must serve as the foundation for all career-training institutions.
Also essential are appropriate programs, a dedicatiA faculty and staff,

and a qualified and committed placement director.

Dean Johnston is the president of Santa Barbara Business College.
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The marketing concept can increase enrollments.

Increasing Enrollments:
A Marketing Perspective

Michael K. Brannick

The environment in which our schools and colleges operate is constantly
changing. Consider, for example, the impact of computers on American
society. Just a few short years ago, bank tellers did the necessary paper-
work manually and returned paper receipts. Today computers, activated
by credit cards, complete transactions, update accounts, and issue reports
with all debits and credits recorded. Transactions are frequently carried
out at locations remote from the bank itself. Scanners prepare grocery
receipts, and home computers keep track of household budgets. Such
terms as electronic spreadsheet, program code, and input/output stream
have entered the lexicon of most business managers. In short, computer
technology has invaded virtually every aspect of our lives.

Postsecondary education is no exception. The number of degrees
awarded in computer science increased tenfold over the 1970s. Not only
are students taught how to program, operate, and repair computers, but
computers have also evolved as an instructional tool, allowing teachers
to spend more time on individualized instruction. They are used to keep
enrollment statistics, calculate profitability, and distributepayrolls. Com-
puter technology has forever changed the way schools and colleges do
business.

Most if not all long-lasting business concerns have found ways to

W. W. Wilms and R. W. Moore (eds). Marketing Strategies for Changing Times.
New Directions for Community Colleges, no. 60. San Francisco: JosserBass, Winter 1987. 41
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forecast and respond to impending change. Adherence to the principles
of marketing can make such change less painful and in many instances
can create new opportunities for growth. Just as management practices
have been modified to allow for developments in computer technology,
so must schools allow for the changing needs of their customers, the
students.

The Marketing Concept

Operating a school according to th, market concept is simple:
Since a school's sole purpose is to attract and keep students, curricula
and services that satisfy student needs are successful, while those that do
not must fall by the wayside. The essence of marketing is to influence
consumers so that they will buy more of the product. For postsecondary
education, the challenge is to widen the appeal of the product offered.
The focus is sharp, and the customer's needs are paramount.

Complexity is introduced in two ways. First, schools differ in their
ability to identify customer needs and to satisfy those needs. For instance,
some institutions have attempted to become more market-responsive by
shifting to occupational programs, night classes, and extension courses.
Second, the number of competing programs designed to meet the same
set of customer needs has increased, creating business risk. In 1983, the
Council on Postsecondary Accreditation recognized 4,620 institutions,
which enrolled over 12 million students and had revenues accounting for
approximately 3 percent of the gross national product. Clearly, education
is big business, and more players are entering the competitive arena every
year.

One useful by-product of adherence to the marketing concept is
constant market awareness. The successful marketer makes sure that this
awareness is diffused throughout the institution. Because they are con-
tinually 'monitoring the needs of their students, schools and colleges that
adopt the marketing approach are able to respond quickly to impending
changes and thus to promote enrollment growth. This ability differen-
tiates winners from losers, profitable schools from marginal producers.

Education as a Product In applying the marketing concept to
schools and colleges, one must be willing to view the training or curricu-
lum as a product, in the traditional sense. Most of the marketing litera-
ture recognizes that good marketing manifests itself in higher sales,
greater operational efficiency, or both. In education, this translates to
increased enrollments and lower per-student costs for product delivery.

Selling education as a product differs from selling, say, soap, in
that the value of education to the customer is not always readily apparent.
Clearly, the customer's need to feel clean and smell good drives his or her
willingness to purchase a bar of soap, but what drives customers to pur-
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chase training or education? Surveys indicate that customers pursue
schooling for a variety of reasons: the need to get jobs, to change jobs, or
simply to better themselves. The challenge to educators lies in identifying
and satisfying these diverse needs.

According to Levitt (1983), there are four kinds of products:
generic, expected, augmented, and potential. In education, the generic
product is the unadorned curriculum, which differs from other curricula
solely on the basis of its subject matter. Thus, courses in computer science
satisfy different customer needs than do liberal arts courses. The expected
product is the generic course, plus the customer's minimal expectations
(the right price, school location, class schedule, and time required to
complete the course). The augmented product is the expected product,
plus the additional services offered by a school or college (extracurricular
activities, job placement, such campus services as cafeterias and book-
stores). The potential product comprises everything that is feasible and
that might attract and hold customers: what might be done, as opposed
to what is being done. 1.1Or example, a school may determine that trans-
portation services, special payment plans, daycare, and the like will help
to differentiate its product from that of its competitors. All these services
fall in the realm of potential product, if they are not currently offered.

By identifying the curriculum as a product, educators can more
easily adapt it to the changing needs of their customers. Products
designed in this manner are more likely to sell, and this consideration
should determine what is taught and how it is taught. If a part of the
curriculum or an accompanying service does not satisfy a customer need,
then it adds needless cost to the product, without any compensating
benefit. Prospective students turn to the more customer-directed products
of competitors, and enrollment is reduced. For example, because of the
general education t equirements of two- and four-year college programs,
many students enroll instead in the shorter-term specialized programs
offered b' proprietary schools. The general education requirements are
not customer-directed. As a result two- and four-year colleges suffer lower
enrollments or higher costs than would otherwise be the case.

Implementing the Concept. Marketing conceptualists are attuned
to the environrc.rnt and dedicated to identifying the organization's role
and the specific customers it serves. Essential to this process is the prepa-
ration of a mission statement, which establishes the organization's opera-
tional philosophy and outlines its goals and objectives (achieving
profitable returns, increasing enrollments, fulfilling a responsibility to
society).

The two basic methods for achieving ever-increasing rates of
return while fostering growth are low-cost produLtion and differentiated
products to establish high-profit market niches. In the sphere of post-
secondary education, low-cost praluLtion might entail developing a core



44

curriculum appropriate to several programs, cross-training employees to
reduce labor costs, and centralizing purchasing. Organizing to establish
market niches might involve offering seminars to business executives
during nonpeak instruction hours, targeting high-growth industries for
special training programs, and developing curricula with more than one
customer application.

According to Kane and Kelley (1983), the implementation of the
marketing concept requires seven disttact steps:

1. Determine the marketplace environment.
2. Decide the nature of the business.
3. Identify customer needs.
4. Determine the product and sales strategies.
5. Organize and apply resources.
6. Monitor and measure results.
7. Build feedback loops and reestablish objectives.
As a first step toward achieving profitable increases in enrollments,

a school or college must familiarize itself with the environment in which
it operates. It must take into account the potential market, the local and
national economies, the nature and strength of the competition, and any
legal or governmental requirements that may affect it.

The second step involves specification of the institution's objec-
tives (enrollment projections, increase in market share, addition of new
curricula, elimination of unprofitable curricula) in formal operational
terms and in light of the environmental assessment carried out in the
first step. The third stepa detailed examination of the customerentails
identification of need characteristics, buyer behavior, and purchase
influencers, as well as an assessment of the school's resources and its
ability to affect the customer. In accordance with the objectives outlined
in the second step, target customer markets are defined.

After customer needs have been identified, basic sales policy and
product strategy must be set. In the context of postsecondary education,
this means establishing or modifying curricula; integrating curricula,
services, and communications; updating long-range strategy; deciding on
sale tactics; and selecting the media to be used to communicate with
customers. While it is often assumed that this fourth step, which includes
personal selling and advertising, constitutes the whole of marketing, the
other steps involved in implementing the overall marketing concept
deserve equal attention.

The fifth step, the organization and application of resources, com-
prises the actions taken by management to ensure that its marketing
objectives are metfor example, recruiting and training marketing staff,

committing sales support, and selecting channels of distribution. The
sixth step recognizes that no organization should institute policies that it
cannot measure in terms of cost and benefit. Defining key measures of
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success, developing a marketing information system, and monitoring its
output are necessary activities if a school or a college is to determine the
cost-effectiveness of its marketing efforts.

Given the constantly changing environment (including customers
and competitors), the plan established in the second step must be con-
stantly fine-tuned and modified. Therefore, the final step involves a com-
mitment to continual review of the marketing plan, in order to determine
what needs to be changed. This step also brings the marketing concept
full-circle, so that its implementation constitutes a continuous loop in
the way the institution does business.

The Marketing Mix

The decision to operate a school or a college according to the
marketing concept necessitates management of the marketing mix, gener-
ally referred to as "the four p's": product, promotion, price, and place.
The elements in each of these four variables define its use in creating and
keeping customers:

Product elements: brand, design, product line variety, service,
style, and warranty
Promotion elements: probably the most complex of the vari-
ables: advertising, catalogues, displays, merchandising, per-
sonal selling, persuasion, publicity, sales promotion, and
public relations
Pricing elements: list price, additional charges (books, usage
fees, parking charges), and discounts and allowances (including
monthly payment plans and payments by the course)
Place distribution elements: physical distribution (handling,
inventory, warehouse storage, transportation), the distribution
channels utilized, and the need to evaluate to ensure that they
mesh with the customer's arid the institution's needs.

While marketing-mix theory applies to all organizations involved
in selling goods and services, some variablesand, more important, some
elements within those variablesare given more emphasis than others
from one industry to another. Educational institutions have typically
emphasized product and promotion variables as the way to get customers.

Cu lley and Lazer (1983, p. 79) contend that the development ofan
effective marketing mix calls for two basic decisions: Specific target
markets must be determined, and the mix of marketing variables that
will best serve each must be specified. Market research plays an important
role in the latter decision, which should be based on empirical data
about variations in customer response to each of the mix variables.

Product Mix. The differences among traditional four-year colleges,
community colleges, and accredited proprietary vocational schools are
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narrowing. It is estimated that almost half the programs offered at the
postsecondary level are in vocational fields. As customers seek out the
types of institutions that best fit their particular need, loyalty to one
"bland" of education over another has shrunk.

In order to compete successfully, an institution must find the
appropriate product line variety, accompanied by myriad customer ser-
vices and backed by an implicit warranty of quality. Thus, some four-
year colleges have begun to offer alternatives (executive seminars, contin-
uing education courses) to their traditional baccalaureate programs, while
many community colleges and vocational schools are providing services
to corporations that have periodic job-training needs, or to government
agencies that require assistance in the administration of their training
programs.

Changing demographics also affect the product mix. Older people,
women, and minorities are enrolling in postsecondary education at in-
creasing rates, and their varying abilities to absorb course content must
be taken into account. Traditional curricula and instructional methods
are often inappropriate. Consider the ramifications involved in designing
a product to meet the needs of three disparate clientelesinner-city dis-
advantaged youth, Hispanic immigrants, and older womenall of whom
require training to move into, or upward within, the workforce. Clearly,
succinct definition of customer needs, and efficient organization to meet
those needs, are necessary to ensure that the right products are developed
for sale to the customer.

Promotion Mix. As customer needs change, fewer and fewer
schools find themselves in the enviable position of turning down appli-
cations for admission, and the postsecondary education industry in
general spends more and more of its resources on recruiting. Ten years
ago, only proprietary schools saw fit to advertise on television. Today,
community colleges and, in special instances, four-year colleges are using
commercials to get their sales messages across to a generation of high
school graduates who grew up with television and who are constantly
bombarded with advertising messages of increasing visual and subliminal
sophistication.

If it is to be effectively positioned vis-à-vis other products that
compete for the customer's discretionary income, education must also be
sold through sophisticated means. Thus, the marketing-based school
must concern itself with designing communications materials that suc-
cinctly describe course content, with promoting the school in the com-
munity, and with persuading potential customers that it is superior to
the competition.

The purpose of the sales process is to differentiate the product from
competing products in terms of its ability to satisfy the customer's needs.
Thus, the sales message should be carefully crafted to address the custom-
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er's concerns (a requirement that presumes familiarity with the back-
ground, educational history, and life experiences of potential customers),
and the sales process must be standardized, while still flexible enough to
appeal to the uniqueness of each prospective buyer. Sales materials, dis-
plays, and merchandising techniques should be integrally designed to
avoid confusion and give customers no opportunity for refusal.

Good management of the promotion mix demands that the school
be able to monitor the effectiveness of these activities. Advertising is an
expensive semivariable cost, and sales staff represent an even more expen-
sive fixed labor cost. Often these constitute new costs of doing business
for the school and must be offset by higher enrollments. The goal should
be profitable growth, not growth at any cost. Thus, the school must have
a marketing information system that shows the costs involved in attract-
ing new students. Ineffective activities should be discontinued. Strong
management and quick decision making are also essential to minimize
overspending. The school that emphasizes periodic testing of the promo-
tion mix, analysis of results, and rapid procedural changes will find that
its marketing costs stay constant or, in some cases, decrease as new effi-
ciencies are identified.

Price Mix. Charging what the market will bear and pricing at the
margin are simple phrases that describe a very complex marketing activ-
ity. Schools and colleges are moving quickly toward an appreciation of
how pricing can be used to motivate sales.

One uncommon pricing strategy that has gained acceptance at
some four-year colleges is prepayment of tuition at a guaranteed cost,
whereby the college attempts to lock the customer in by guaraiitzring a
certain list price. What is unusual about this practice is the time ).1pse
between the ipurci,se and the actual receipt of goodsin some cases, as
long as eighteen years. A more common practice, utilized by many indus-
trial goods manufacturers, is to preannounce future price increa:_ .,,
thereby stimulating immediate demand as consumers scramble to buy at
the lower price. Announcing tuition hikes a year or a semester in advance
may stimulate some latent demand.

Another pricing technique designed to create customers is unbun-
dled pricing: the separate pricing of elements of the product and its accom-
panying services. Examples from the sphere of postsecondary educaticzi
are pricing programs by the course and allowing for service-use fees.

Customer funding is another critical aspect of the pricing mix.
Postsecondary students typically rely on loans, grants, or employer reim-
bursement to help finance education. In setting prices, schools and col-
leges should be aware of which funding sources their students use. They
should aim at enrolling students across a broad spectrum of funding
sources, thereby allowing for greater pricing flexibility and reducing the
risks associated with overdependence on a single source.
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Distribution Mix. Innovations in computer-bz3ed training have
radically altered distribution of the educational product. Gone are the
days of reliance on teacher and chalkboard. Today's instructional methods
allow the subject matter to be delivered to customer at a pace that max-
imizes value and retention. Schools and colleges that innovate in this
area are bound to realize benefits in higher matriculation rates and hap-
pier graduates.

Distribution channels are also evolving, as evidenced by the move-
ment toward branch campuses and campus extensions. As more and more
older people with job and family responsibilities pursue postsecondary
education, it has become important to locate educational facilities close
to the customer's workplace or home, thereby facilitating access and pro-
viding greater customer convenience. In deciding where to place its satel-
lite facilities, the school or college must know the needs of the local
market, its transportation habits, and its training requirements. This
knowledge should guide specific location, selection of curricula, and
ultimately the design of the facility itself. By ensuring that all such deci-
sions are targeted to specific customer needs, the school can maximize
the benefits inherent in this mix variable.

Integration of Mix Elements. No single mix variable can by itself
foster enrollment growth. All four variables must work together in a
unique combination that satisfies both organizational objectives and cus-
tomer needs. Management must constantly monitor sales results to ensure
that the marketing variables are being used efficiently and effectively. By
building feedback loops and encouraging consumer research, schools
and colleges can modify the mix as necessary to lower the cost of attract-
ing and keeping customers. As marketing-driven organizations, they must
regularly review and revise advertising budgets, train and upgrade their
sales forces, and add new products and services.

In such an environment, marketing information systems, which pro-
vide all the data necessary for analysis and decision making, represent a
cost of doing business. Resources must be committed to assessing customer
needs and modifying management strategies. The cost-benefit element of
such systems in organizations today proves that schools and colleges can
expect to increase their enrollments in excess of these higher operating
costs. If no such increase is realized, the institution should assess its current
measurement .systems before deciding to pursue a non-marketing-based
approach. Often a revised measurement system is appropriate to account
for changes in the way the institution is marketing itself.

The Strategic Plan

The strategic plan, which serves as the focal point of an institu-
tion's marketing efforts, must be customer-oriented. The crucial question
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is whether the planning document discusses the particular clienteles to
be addressed through each curriculum, the unfulfilled needs of those
customers, and the marketing strategy for attracting and keeping them in
school. All too many plans present sales forecasts and profit objectives,
without adequately considering the customers who will play a role in the
achievement of those objectives. The more effective plans recognize that
a thorough analysis of organizational, environmental, and customer objec-
tives is necessary for goal achievement.

Organizational goals are the easiest to identify. Their achievement
is also easily measured through the balance sheet. Typical objectives of
schools and colleges include enrollment growth, increases in key ratios,
and greater operational efficiencies. Unfortunately, these goals often lack
the customer orientation necessary for long-term success.

Environmental or societal goals present a greater difficulty. The
institution's role in society must be defined, and key measures of success
must be identified. It is here that questions on the overall role of educa-
tion arise: What standards should be used in assessing whether ..graduate
is educated? Is a certain skill level or job competency enough, or should
overall literacy be considered? Which is the better measure of success,
placement statistics or test scores? These questions touch on some deep
philosophical issues. Each institution's strategic plan must outline the
direction to be pursued toward the greater benefit of the society in which
the institution operates. Measures of these environmental objectives must
be predetermined and fair to all competing institutions.

With respect to customer objectives, no school or college should
assume that it already knows why its students seek further education. As
pointed out earlier, their reasons are diverse and may change over time.
Surveys, focus groups, panel discussions, and other well-tested market
research Methods should be employed periodically, and various clienteles
should be compared on their reasons for enrolling, plans and goals, and
perceptions of the quality of the education received. Such surveys should
be made available to all departments in the school or college, so that
each department can be sure that its particular area of responsibility is
customer-responsive. When the efforts of all an institution's departments
are driven by the same enginethe customer's needcommunication
among departments can be improved, integration can be achieved, and
organizational efficiency can be enhanced.

When a school or a college changes in response to a customer
need, the customer should be informed of this change. Students like to
know that they are being listened to and that what they say has an
impact on the institution. Such feedback can lead to enrolinient
increases through current customer referrals and a better reputation in
the community.
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Summary

Schools and colleges have diverse objectives, and students differ in

their reasons for pursuing postsecondary education. By focusing on cus-

tomers' needs, the marketing approach can help educational institutions
achieve organizational, societal, and customer goals and objectives. By
providing a common set of assumptions, which all departments can use

in their action plans, it can improve organizational efficiency and lower

the cost of product delivery.
The most successful business organizations in today's global econ-

omy are customer-oriented; they understand that what benefits their cus-
tomers will also benefit themselves in the long run. Postsecondary
educational institutions can similarly benefit by employing the time-
tested principles of the marketing concept in their daily operations. Ins-
tutions that fail to listen to their customers face a tough future, fraught
with shrinking enrollments and declining educational quality. In con-
trast, market-driven schools will find that the only thing shrinking is
space in their classrooms.
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The Houston Community College System has used marketing
research in developing professional training seminars.

A 1980s Approach
to Planning: The Houston
Community College System

Joyce Boatright, Jacquelin Crowley

The Houston Community College System (HCCS) has operated in Hous-
ton since 1971, providing a full spectrum of educational offerings. With
thirty-seven locations throughout the greater metropolitan area and an
emphasis on affordable education, HCCS fills a special need as a com-
munity agency with capabilities for providing a substantial share of
skilled employees for the local economy.

By design, HCCS always has had strong ties with the local busi-
ness corh:nunity. Since its inception, the college's primary objective has
been to provide occupational and technical programs that prepared indi-
viduals for immediate employment in skilled and semiskilled occupa-
tions and to provide supplementary training to upgrade present job
skills, Not surprisingly, the majority of students who attend HCCS have
as their primary objective to improve existing job skills or to prepare
for new jobs.

In the early 1980s, in response to the changes in the Houston
work environmenta more mobile society, the demands of more sophis-
ticated technology, and the influx of minority groups and displaced work-
ers into the Houston areaHCCS began expanding, not only to provide
W. W. Wilms and R. W. Moore (eds.). Marketing Strategies for Changing Times.
New Directions for Community Colleges, no. 60. San Francisco:JosseyBass, Winter 1987.

58
51



52

entry-level occupational training but also to make retraining and upgrad-
ing programs available to current employees of local companies.

The expansion was timely. From a national perspective, the need

for retraining and upgrading America's workforce was evident. In its
publication history up to 1982, Newsweek had taken editorial positions
only four times on national issues. These were race, Vietnam, energy,
and unemployment. "Unemployment is at 10.1 percent," Newsweek wrote

in its October 18, 1982, issue"but it's due only partly to the recession.
A revolution is under way: the smokestack industries are shrinking
leaving millions without the skills to compete in the emerging high-tech
economy" ("Jobs .. .," 1982, p. 78).

The college's challenge was to develop a sound marketing plan,
so that HCCS could meet employers' changing needs, and to ensure its
ability to improve the quality of its services. In the past, HCCS and other
educaticnal institutions had been content to let programs sell themselves.

In 1983, because of changes in the environment, there was a need for
marketing principles to guide the redefinition of institutional goals and

program objectives.
As a group, educators did not seem to understand marketing. To

some, marketing education conjured up visions of promoters and slick
closers who were after sales and easy dollars. To others, marketing was a
confusing concept, replete with buzz words like target segmentation,
market share, position, and media mix. In Murphy and McGarrity's (1978)

survey of college administrators whose institutions were in trouble
because of declining enrollments and spiraling costs, most of the respon-
dents defined marketing as one of their institutions' functions, and 61
percent said marketing was a combination of selling, advertising, and
public relations. Only a small percentage described marketing as having

to do with needs assessment, market research, product development, pric-
ing, and distribution. In actuality, marketing is a goal-setting, problem-
solving process that consists of the same general steps educators are
encouraged to follow in any other kind of program: assessment, product

(or program) development, promotion, delivery, and evaluation. These
are similar to the steps described in contemporary program development
by Boyle (1981), Houle (1972), and Knowles (1980).

Kotler (1975) defines the term as follows: "Marketing is the anal-
ysis, planning, implementation, and control of carefully formulated pro-

grams designed to bring about voluntary exchanges of values with target
markets for the purpose of achieving organizational objectives. It relies

heavily on designing the organization's offering in terms of the target
markets' needs and desires, and on using effective pricing, communica-
tion, and distribution to inform, motivate, and service the markets"

(p. 5).
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A Case in Point

Higher education is now confronted with changing enrollment
patterns and with changing needs of students. In addition, most institu-
tions face dwindling budgets and increasing costs. Competition among
educational institutions for students and financing is intense. These are
classic marketing problems. Sound marketini, principles can help solve
these problems or at least put institutions in a proactive stance in dealing
with them.

Despite the focus by HCCS on serving the needs of business and
industry, no formal marketing research study sought to bridge the gap
that existed between the needs of business and industry and the programs,
of the community college. Specifically, the study focused on a needs
analysis of the Houston business community for professional develop-
ment seminars.

The overall objectives were the following.
To identify major companies in the community that could be
potential users of professional development seminars
To determine the image of HCCS as a provider of professional
development seminars
To identify specific professional development seminars that had
the greatest potential for successful marketing by HCCS
To identify ways to communicate the availability and benefits
of HCCS professional development seminars.

By 1982, a national push for community colleges to work more
closely with business and industry had emerged. The Association of Com-
munity College Trustees created the national Business-Industry-Com-
munity College Coalition, and the American Association of Community
and Junior Colleges initiated its "Put America Back to Work" project.
These organizations provided an impetus as well as models for commu-
nity colleges to address the educational and training needs of business
and industry on a local level. For example, nine Texas community col-
leges, including HCCS, formed the Gulf Coast Consortium. The initial
project of the consortium was to inventory its capabilities and publish
them in booklet form. While this was a worthwhile project, it followed
the traditional approach of putting out the information and letting the
programs sell themselves. By 1983, HCCS administrators felt that more
contemporary strategies were needed.

The goal for the initial research project was to develop strategies
for marketing professional development seminars to Houston companies.
The intent of the plan was to demonstrate in an exemplary manner the
positive benefits a marketing orientationcreates for an institution. Accord-
ing to Kotler and Goldgehn (1981), the benefits should include sensitivity
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to community educational and training needs, expertise in developing
and launching successful programs, capability of creating more effective
systems of distributing and delivering programs, awareness of competitive
programming, and an ability to create more student, faculty, and admin-
istrative satisfaction. The approach would be advantageous for all
involved and would reinforce points made by Jackman and Mahoney
(1982). Companies in the Houston area would receive high-quality, affor-
dable seminars. HCCS would gain public relations and revenue benefits.

Participants would get hands-on training in marketable skills. The larger
community would use the business-industry-education cooperative efforts

to attract new companies to the region.

The HCCS Study

HCCS limited its initial marketing plan to developing strategies
for marketing professional development seminars from within the sales,
marketing, and management division of the Houston Community Col-
lege System. Business and industry categories were identified for this
research by the seminar program specialist, the division chair, and the
occupational/technical dean. Business and industry categories were lim-

ited to financial, manufacturing, petroleum, retail, service, and wholesale.
Companies included in this study were those that indicated they
employed 100 or more people. The study did not include companies out-
side the service area of HCCS.

Data for the initial research were gathered from a telephone survey
of 127 Houston-area companies. The telephone survey was conducted by
Gelb Consulting Group, Inc., a marketing and management research
consulting firm in Houston. The survey, requested and funded by the
Houston Community College System, provided the data from which to
identify needs among selected Houston companies for professional devel-

opment seminars and to determine the role for which HCCS was best
suited to meet those needs.

The population used for this research was the 1 188 companies

listed in the Executive Service Directory, a Greater Houston-area business
guide, as employers of 100 or more people and as being within the service

area of HCCS. They were listed in the directory in the categories of
financial, manufacturing, petroleum, retail service, and wholesale com-
panies. Primary contact persons responsible for purchasing and/or rec-
ommending employee training seminars were identified for each firm. A
precall letter was sent to all potential respondents on the primary list,
along with a Better Business Buieau enclosure, to assure potential respon-
dents that Gelb Consulting Group, Inc., was not soliciting business.

The questionnaire for the survey was developed by Joyce Boat-
right, director of community relations for Houston Community College
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System, with assistance from Judy Jones, project direct, i fo Gelb Con-
sulting Group, Inc.

The survey instrument, composed of twenty-nine questions, was
designed to yield data from which qualitative and quantitative analysis
would lead to development of strategies for marketing professional devel-
opment seminars. A pretest of the questionnaire was conducted to deter-
mine possible working problems and to ensure clarity. Minor revisions
were made. Telephone interviews were conducted from July 8 to July
21, 1983.

Completed' interviews were edited, coded, and tabulated. When
questions were open-ended, response categories were created through qual-
itative analysis of the data.

Answers to HCCS's Questions

Responses to the survey were analyzed to answer four research
questions.

1. Which companies in the community are potential users of profes-
sional development seminars? Only 30 percent of the companies surveyed
said they would not consider HCCS for company training, revealing 70
percent as potential users of HCCS professional development seminars.
In addition, six of every ten companies had changed how they planned
or provided managerial and supervisory training because of the recent
recession.

2. What is the image of HCCS as a provider of professional develop-
ment seminars? Almost half the companies considered to be potential
users of HCCS seminars had no opinion about HCCS's ability to provide
employee training. One-fourth said they thought HCCS was best suited
for general management training, while one in ten felt HCCS had strong
technical expertise. Of the same group, 62 percent had no opinion regard-
ing types of training for which HCCS was not suited, while 13 percent
stated that they felt HCCS was limited in its ability to deliver general
management training and was incapable of corporate training. Among
the total sample population, only 17 percent perceived HCCS as a second-
rate institution, in comparison with its sister universities and four-year
colleges. It was surprising to discover, however, that more than half the
companies had no opinion about HCCS, because they had no idea of
what was available at the college.

3. What professional development seminars have the greatest poten-
tial for successful marketing by HCCS? General management was the pro-
gram area most often cited as needed in 1984 by Houston companies.
Companies that had sought outside training over the previous two years
had contracted most often for programs in general management. Human
relations, communication, general management, and leadership were the
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programs most often cited by firms that might seek outside resources for
previously provided in-house training. If they could cu3tomize with an
outside provider, at least one in five, and up to 38 percent of the compa-
nies, chose communication, general management, and human relations.

4. In what ways can the availability and benefits of HCCS profes-
sional development seminars best be communicated? Companies depended

on informal communication lines, or the grapevine, as an important
source of information about training resources. The value of such infor-
mation was ranked on a five-point scale. Recommendations from other
members of one's company were ranked highest, followed by recommen-
dations from other trainers, brochures, and personal calls. No company
ranked newspaper ads as very important.

Overall, in considering professional development seminars, com-
panies valued instructors' qualifications, recommendations of others
about training programs, and course content as important features. A
few firms cited flexibility in scheduling and low cost as benefits they
considered most important in choosing outside resources. Since most
companies paid all costs directly and in advance for supervisors and
managers, flexible payment plans were assumed not to be an important
benefit. On-site managerial and supervisory training that could be held
during company time appealed to the majority of companies. Neverthe-
less, 44 percent preferred the benefit of time formats customized to fit
individual company needs.

New Marketing Strategies

Conclusions from the study provided the framework necessary for
HCCS to construct new marketing strategies aimed at the business com-
munity. The coordinator of seminar programs and her staff assisted all
instructional divisions in designing company-specific seminars in super-
visory training, time management, coaching and counseling, effective
presentations, corporate grammar, and effective writing. Company repre-
sentatives' responses to HCCS's flexible options were so positive that the
college decided to extend its strategies to offer professional development
seminars to the general working public. Once a marketing plan and
courses had been developed. HCCS was ready to begin its promotional
and sales efforts to carve out a market niche and aggressively communi-
cate what the college had to offer. A folder was designed that provided
basic information about the seminars. HCCS began a quarterly newsletter
and, with a local mailing house, developed target markets, which became
the basis on which to build an in-house mailing list.

In addition to promotional materials, HCCS began to network
with organizations and associations. Key groups were targeted for active
memberships. These included the Houston Chamber of Commerce (with
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active participation on its International and Domestic Businezis Commit-
tee), Houston Economic Development Council, Houston Committee for
Private Sector Initiatives, computer-user groups, American Society of
Training and Development, Houston Federation of Professional Women
(an organization oi -professional women's organizations), and Houston
Pe.-sonnel Association, to name a few. Working with these groups not
only helped HCCS become better known but also helped the college
continue to understand the changing needs of the business community.

During 1984-1985, HCCS opened a new campus, with a business
focus. The location for the campus, in the midst of Houston's Galleria
area, was chosen because there were over 17,000 companies in the imme-
diate vicinity, and relationships had already been developed with several
companies by the director of business/industry development. The focus
of the Galleria Area Center is on office automation (particularly in micro-
computer applications for business), word processing, technical writing,
data processing, and computerized accounting. Because of the array of
specialized hardware to support such training, some companies have
chosen the center's site for company-specific programs, in addition to
their own on-site requests.

The success of HCCS's marketing approach can be seen in enroll-
ments. The Galleria Area Center increased its enrollment by 30 percent
in just one year. Systemwide, the number of seminars being conducted
for professional training and development has increased, from 14 in
1982-1983 to 178 in 1985-1986. It should also be noted that these seminars
do not get state reimbursement; hence, they are "gravy" to an institution
in which occupational-technical education is its "meat and potatoes."

Further Study

In 1986, HCCS conducted another telephone survey of Houston-
area companies. Because of the economic downturn and employee layoffs
in Houston, the college included companies that had fifty or more
employees. Nearly two-thirds of the companies interviewed (63 percent)
had between 50 and 199 employees. These are some of the salient findings.

1. Of the companies surveyed, 64 percent were interested in having
their employees take courses, seminars, or training programs. Almost
half of them currently provide training for their employees, using outside
vendors (organizations outside the company). Conclusion: No single out-
side provider dominates; the market is still wide open.

2. Of the companies that wanted to provide training to their
employees, 38 percent were interested in college credit, 17 percent were
not interested in credit, and 45 percent had no preference. Conclusion:
Make credit optional. (Also, understand that college credit is not a sales
factor to 72 percent of the companies interested in employee training.)
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3. Of the companies that wanted employee training, there was
diversity regarding format, with 50 percent interested in on-site company-
specific training, 73 percent interested in on- campus company-specific
training, 33 percent interested in on-campus day classes, 89 percent inter-
ested in college placement services, and 84 percent interested in continu-
ing education. Conclusion: Be flexible enough to fit the unique needs of
each company.

4. Of the companies interested in employee training, 94 percent
provided tuition reimbursement, 64 percent allowed employees to attend
classes or seminars on company time, and 28 percent required continuing
education and/or professional development for advancement. Conclu-
sion: Companies are willing to pay the bill for employee training.

5. Companies were asked specifically to name the colleges, com-
munity colleges, and organizations in the Houston area that could best
meet their employees' needs. A follow-up question was used: "What other
schools come to mind?" Of those who responded, 26 percent named
HCCS first (19 percent named HCCS in the follow-up), and 13 percent
named one of the other eight community college districts in the Gulf
Coast Consortium. Conclusion: More and more Houston-area companies
think of community colleges first as a "best fit" when they are choosing
continuing education for credit or noncredit.

As a result of the initial marketing study, HCCS now has a
planned approach to developing its services to the business community.
The Office of Business-Industry Development has been organized, and
human resources have been reassigned to create the staff support services
for a total marketing effort. The Office of Business-Industry Development
coordinates seminar program activities, cooperative education, and small-
business programs, working particularly with occupational-technical pro-
gram areas to market and coordinate all activities with business and
industry. The Office of Business-Industry Development is assisted by a
strong advisory committee composed of Houston company representa-
tives, and it is developing an overall strategic marketing plan for each
instructional program area. The advisory committee is representative of
the sectors that are the backbone of Houston, including city government,
the economic development council, energy companies, banks, and small
businesses.

HCCS has found that professional training and development sem-
inars att. a valid way to approach new learning opportunities for the
adult business community. Networking within organizations and associ-
ations has proved to be a valuable way to build credibility in the training
community and to identify key resources to assist in accomplishing objec-
tives. It is also very important to know one's marketsnot only to iden-
tify them on paper, but also to meet with representatives and discuss
their needs. Finally it is essential to do what one says one is going to do.
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Market resea)ch allows educators to follow the student market
and respond to !rends.

Student Recruitment:
A Market Research Primer

Richard W. Moore

Demographic change is -eshaping the markets served by community col-
leges and proprietary schools. The number of traditional students coming
to institutions directly out of high st-hool is already in steep decline. In
the 1980s, for the first time in American, history, less than 30 percent of
the population will be under twenty years old. As a result, the number of
high school graduates will decline, from 3 million in 1980 to 2.4 million
in 1990. This trend will continue until 1998, when the children of the
Baby Boomers begin to graduate. Meanwhile, the 70 million people who
make up the Baby Boom generation are reaching middle age, creating a
tremendous demand for retraining and continuing education.

Other trends further complicate the picture. While the general
population is aging, the ethnic mix of youth is changing radically as the
result of varying fertility rates among different ethnic groups. Minorities
now account for half the public school enrollments in California and for
46 percent in Texas. Half the states have public school enrollments that
are at least 24 percent minority. After increasing steadily for thirty years,
high school graduation rates have dropped, from 79 percent in 1980 to 73
percent in 1985. The impact of these trends will vary significantly from
region to region and city to city, but most colleges can expect continued
change in their communities for the next decade.

W. W. Wilms and R. W. Moore WO. Mal/wing Strategies for Changing Times.
New Directions for Community CoUeges. no. 60. San Francisco: JosseyBass, Winter 1987.
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These demographic changes are already creating two consequen-
ces for two-year institutions: increased competition for students, and
shifting educational needs. To cope with this new environment, admin-
istrators need to think about potential students as consumers with an
increasing number of options in the postsecondary educational market.
Community colleges and proprietary schools now compete not solely
with other accredited two-year institutions but also with university exten-
sions, weekend colleges, the military, and a host of unaccredited or non-
formal institutions.

To survive in this competitive market, institutions must begin to
think in market terms. To understand the market and your position
within it, you must be able to answer the following key market questions:

Who are our current students?
How can they be described in terms of the market?
What is the potential of our entire market?
Which segments of the market are we reaching successfuily?
Which segments are we not reaching?
With which institutions do we compete?
How do potential students view our institutions?

The purpose of this chapter is to illustrate how proprietary schools
and community colleges around the country hr., used market research
techniques, previously restricted to the business world, to answer these
questions and to make innovations to respond to market changes.

Identifying Marketing Problems

The first step is to begin thinking -,:bout the institution's service
areas in marketing terms. A good wag to start is with a marketing prob-
lem inventory. To conduct a marketing pscblem inventory simply means
to have representatives from different departments (admissions, financial
aid, academics, and so on) develop a list of problems, as they perceive
them. Many of these problems may not be stated in marketing terms. For
example, financial aid administrators may note that slow turnaround on
loan applications discourages applicants. Others may note parking prob-
lems or a lack of sections in popular courses.

Correlating these lists will allow the institution to identify poten-
tial problem areas. The second step, after identifying problem areas, is
to determine what information is needed to measure the extent of the
problem and ultimately to solve the problem. For example, one com-
munity college faculty member observe' that, despite the fact that the
college served an area with a large number of single parents, few single
parents seemed to be enrolling. Obviously, information was needed on
how many single parents were actually enrolled in the institution, com-
pared to the number in the community, to determine if this observation
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was valid. More in-depth data on how single parents perceived the col-
lege, and on why they did or did not enroll, were also needed to under-
stand the phenomenon.

The following sections will identify some market research strate-
gies that have been used to answer these types of questions and many
more like them.

Know Whom You Have

A suburban community college carefully tracked its enrollment
each term. It recognized that evening and part-time enrollment was
growing rapidly, but that full-time day enrollment was declining. A
committee was formed to see what could be done to increase full-time
day enrollment. The committee recognized immediately that although
it had some general perceptions about day studentsthey were younger
and more likely to take academic programsthere was incomplete under-
standing of what separated them from the evening students. A survey
was conducted to compare full-time day and part-time evening students.
The results identified a number of key differences. Full-time day students
were likely to have recently left four-year institutions or two-year col-
leges. They were far more dependent on financial aid to cover their costs
avid had less specific goals for education. With these differences in mind,
the college began actively recruiting, sending direct-mail pieces to young
people who had graduated from local high schools one to three years
before. The college streamlined its financial aid processing and provided
additional time for counseling these applicants when they visited the
campus for admissions interviews. The results were increased full-time
day enrollments.

The most basic market information that every institution should
have is a comprehensive database that provides complete descriptions of
the current student body and of important subgroups within it. Most
institutions collect reams of data on students. Financial aid departments
have data on students' financial situations. The registrar has information
on grades, other schools attended, and academic standing. Unfortunately,
these data are often collected for accounting purposes, or to comply with
government regulations. As a result, institutions are often unable to
merge what they have into one effective research database.

Few institutions can empirically describe how the demographics
of students vary from program to program. Further, very few institutions
track data on the students' behavior as consumers of postsecondary edu-
cation. Could your institution answer these questions?

How did your students learn about your institution?
Do older students learn about your institution from different
sources than younger students do?
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How do the demographics of students in you. ional programs
compare to those of students in academic programs?
Did students consider other institutions before enrolling at your
college? Which ones?
Why did students select your institution and particular pro-
grams over competing institutions?

To compensate for the limits of existing systems, many institutions
periodically survey their student bodies to gather these types of marketing
data. These surveys typically include items on student demographics,
previous education, media habits, reasons for selecting school and pro-
gram, perceptions of competing institutions, commuting- patterns, meth-
ods of financing education, satisfaction with college and program, and
academic standing.

Other institutions use one of two national services that conduct
student surveys to gather this type of information: the Cooperative Insti-
tutional Research Program's (CIRP) Freshman Survey, which annually
surveys entering freshmen and compares an institution's data to national
norms for similar institutions; and the Proprietary Market Information
System (ProMIS), which is specifically designed as a market research
survey for proprietary schools.

A key to analyzing descriptive data on current students is to seg-
ment your student body into a number of logical subgroups and then
compare them. Segments should be constructed to isolate groups that
logic and experience indicate will behave differently as consumers. For
example, one proprietary business college conducted a survey of its cur-
rent student body and decided to segment the population into four age-
sex groups: men under twenty-five, men twenty-five and older, women
under twenty-five, and women twenty-five and older. This comparison
revealed that each of these four groups chose programs for very different
reasons. unger men and women chose programs because of intrinsic
interest in the field and because the field offered long-term career oppor-
tunities. Older men and women chose programs because of immediate
opportunities for employment and high wages. Onre the college under-
stood these differences, it designed publications that were aimed at each

age-sex segment. Admissions representatives were trained to respond to
the unique interests of each group. Student populations can also be seg-
mented by ethnicity, income categories, previous educational experience,
or geography, depending on the problem that is being studied. Access to
complete data on the current student population is the key first step to
more sophisticated market research.

Know Whom You Do Not Have

Most community college, and proprietary schools serve limited
geographical markets. This makes understanding the market relatively
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simple. The easiest way to describe an institution's market is to analyze
the U.S. Census data for that area. Census data provide information on
most demographic variables, such as age, sex, ethnicity, income, and
education, as well as home ownership, distance commuted to work, and
other information. Often these data are available from city or county
planning departments.

Two companiesDonnely Marketing, a Division of Dun & Brad-
street, and National Decisions Systemsoffer census data that have been
enhanced by taking the 1980 U.S. Census data and estimating figures for
the current year, and then projecting trends forward for five years.

At the most basic level, these data will show you the characteris-
tics of people in your market. For example, they reveal how many peo-
ple are in the traditional college-age population and what percent of
the population earns less than $10,000 a year. By looking at different
geographical areas within the market, it is possible to identify where
different segments are.

Measuring Market Penetration. These types of data become more
Useful when merged with data on existing students, to identify areas in
the market where the institution is successfully reaching students.

Figure 1 shows the type of analysis that can be produced when
U.S. Census data are merged with data from a student survey. In this
case, a student survey had identified the characteristics of students and
their home zip codes. The number of women students aged eighteen to
twenty-four from each zip-code area was identified. Then, from the U.S.
Census data, the number of women aged eighteen to twenty-four in the
general population from each zip-code area was calculated. To measure
market penetration, the number of students was divided by the total
population aged eighteen to twenty-four in each zip-code area. The
results were plotted on a map clearly depicting the pattern of penetration
with the city.

The next step in this particular study was to match the levels of
penetration with the demographic characteristics of the zip-code area to
identify which segments of the market the college was reaching or miss-
ing. The analysis showed that the college had high levels of penetration
in low-income, predominantly white areas, with lower penetration in
middle-class and minority areas.

Ultimately, analysis was used to target direct-mail advertising and
other recruitment resources on areas where penetration was low, but
where there were large numbers of people in the target market segment
women aged eighteen to twenty-four. By targeting its marketing resources
accurately, the college increased enrollments and reached areas of the
community it had not served in the past.

Moving from Description to Prediction. Once an institution under-
stands its current market penetration, it can use that information to make
predictions that address such key questions as these:
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Figure 1. Market Penetration by Ethnic Background and Zip Code
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How many students will enroll next year? In five years?
How will the characteristics of the community around the cam-
pus change?
What would be the best location for a branch campus?
How many students are likely to enroll at that campus?

The databases described previously take the 1980 U.S. Census data,
update them for the current year, and project them forward for five years.
These updated and projected data can be combined with data on current
market penetration to make predictions.

A database capable of making predictions can be created by extract-
ing the U.S. Census database predicted population demographics for
each unit (zip-code area, census tract, and so on) in the college's market.
When these data are merged with data on current enrollments, a database
capable of making a variety, of predictions is created. The two examples
below illustrate how such a catabase can be put to work.

The Case of UR Business College. The business college in the
example illustrated by Figure 1 needed an estimate of its future enroll-
ments in order to develop a long-range organizational plan. The college
knew that its primary market was women aged eighteen to twenty-four.
From its previous study, it also knew what its current market penetration
was in each zip-code area in the market. To predict what its enrollments
would be in five years if its market penetration remained the same, it
applied the current penetration figures (in enrollments per thousand
women aged eighteen to twenty-four) to the five-year population projec-
tions. This analysis produced a predicted enrollment figure for each zip-
code area and a predicted enrollment figure for the entire market. The
results showed that if the college maintained its current market penetra-
tion, enrollments would fall 8 percent in the next five years.

The cause of the decline was simply that the number of women in
the targeted age group was decreasing rapidly. Further analysis showed that
the p ttern was not uniform. The number of these women would decline
more .eply in some zip codes and actually increase in others. Overlaying
the changes in the number of these women with the predicted ethnic mix
of the zip codes made it clear that the decline would be in predominantly
white and black zip codes, and that there would be increases in the areas
within this market that had hrge numbers of Hispanics.

After reviewing the research, the college realized that to grow or
even maintain its current size, it would have to either increase market
penetration or reach new markets. The school chose to begin recruiting
students more aggressively in the growing Hispanic community and to
add evening programs designed to appeal to women over twenty-five, a
market segment predicted to grow substantially in the next five years.

Once these decisions were made, planners needed to estimate how
many students these new programs would produce. To estimate enroll-
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ments for these programs that did not yet exist, researchers developed
three scenarios, each assuming a different level of market penetration
(measured in enrollments per thousandwomen aged twenty-five to
forty-five). These three scenarios created low, medium, and high enroll-
ment estimates, which the planners then used in estimating costs, devel-
oping materials, and ultimately marketing programs. Since the analysis
was done on a zip code-by-zip code basis, it also allowed the planners to
identify high-potential areas within the market for intensive recruitment.

The Case of City Junior College. City Junior College was a rapidly
growing junior college on the north side of a large city. By plotting the
location of enrollments on a zip-code map, the president of the college
realized that he was drawing a substantial number of students from the
relatively distant south side of the city. His immediate response was to
call a real-estate agent and begin to look for a site for a south-side branch
campus. The real-estate agent found two potential sites. The president
was then faced with the problem of choosing between the sites. At the
same time, the dean of admissions raised the issue that the south-side
branch campus might "cannibalise" the main campus by competing
with it for students.

To decide whether to go forward with the new branch, the presi-
dent needed to predict what the enrollment consequences of opening the
branch campus would be. A study was designed to meas. .e the market
potential of each site and to estimate the degree to which the new branch
campus would compete with the main campus for students.

First, the markets for the two proposed campuses were defined as
two groups of zip codes. The demographic data, including five-year pro-
jections, were gathered for each zip code in each of the two potential
markets. Then, on the basis of penetration rates around the existing
school site, which were substantially higher than the current, relatively
low-penetration rates in the branch market, enrollment estimates were
made for each site. As the final step, the number of students currently
enrolled from each of the two proposed branch markets was identified
and matched with corresponding U.S. Census data to estimate current
market penetration. If these students all went to the new branch, the
number of students that would be lost to the main campus over the next
five years could be estimated.

The results of the analysis found that one site clearly had more
potential. By opening the new branch, the college would experience a 27
percent net increase in enrollments over five years. The enrollment at the
main campus, however, would decline about 4 percent, as the college lost
students from the south-side market to the branch campus. With this
information, planners were able to develop programs and facilities based
on realistic estimates of future enrollments at both sites.
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Know Your Competition

You need to understand your market position. This requires up-
to-date information on competing institutions and an understanding of
how your students perceive your institution in comparison with cora-
petint_ institutions. To develop a sophisticated understanding of your
market position, you need three types of data: a list of institutions with
which you compete; the hard facts on competitors' enrollments, program
offerings, and facilities; and an understanding of competitors' marketing
strategies.

Competing Institutions. simply identifying the institutions with
which you compete can be eye-opening. One community college had
always assumed it competed primarily with other community colleges in
the area and with local proprietary schools. To gain a better understand-
ing of its competition, the college asked new applicants one fall to name
the other institutions they had considered. To the surprise of the entire
admissions department, the most common responses were the local four-
year state university and the military.

Hard Facts. Once an institution has a dear idea of whom it com-
petes with, it needs to develop an annual profile of the competition.
There is an abundance of publicly available data on most educational
institutions, particularly on public institutions, which must submit large
amounts of information to state and federal agencies. Certainly, for most
institutions, basic facts on enrollment, program offerings, accreditation,
and facilities are available in the institution's catalogue or in college
directories. Keeping this type of data on each competing institution will
provide both a basic overview of the market and a handy resource for
planning and marketing.

Competition's Marketing Strategies. Developing a qualitative under-
standing of your competition's market strategies is an important part of
market research. A variety of methods can help you gather qualitative
data on your competition. The most direct way is to visit competing
institutions, collect their publications, and review them. A more subtle
strategy, called the "mystery shopper" strategy in business, is to have a
staff member of your instiLution go through the recruitment. and applica-
tion process at the competition and report the experience.

This type of qualitative data will help you find out how the com-
petition is presenting itself to the potential student. What comparisons,
if any, are they drawing between themselves and your institution? It will
give you first-hand experience with how they treat their applicants. Are
they friendly and concerned, or distant and bureaucratic? Are applications
processed promptly? What aspects of their offerings do they emphasize?
How good are their publications?
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Understanding Applicants' Perceptions

In student recruitment, applicants' perceptions of your institution
are often more important than the facts. Focus groups and applicant
surveys provide two research methods for getting systematic data on how
your institution is perceived in comparison with others.

Focus groups are part of a qualitative market research method
that involves conducting open-ended interviews with groups of eight to
twelve participants. Each focus group is usually homogeneous, repre-
senting one market segment, such as recent male high school graduates
or employed women over twenty-five. The group should be led by an
experienced facilitator who has prepared a short list of questions to guide
the session. Focus groups are often held in specially designed facilities
with one-way mirrors, so that representatives of the institution can
observe the group. Often audio- or video-tapes of the session are made, to
be analyzed after the session.

Calder (1977) identified three purposes for which focus groups can
be used: to generate hypotheses for further research, to help researchers
understand the causes behind behaviors or attitudes that have been iden-
tified in quantitative research, and simply to help researchers develop
intuitive understanding of groups' experiences and opinions.

The Case of BB College. BB College, a private two-year college in
the suburbs of a major metropolitan area, had attempted to learn more
about its market position by conducting an extensive survey of its exist-
ing students. Through the survey, it identified two questions needing
additional study: Why did few older women choose to attend, and why
did applicants who were racnt high school graduates choose to attend
other, similar two -year colleges in the area?

To get data to answer these questions, the college hired a research
firm to conduct four focus groups. Two groups were made up of older
women who were considering returning to school, and two groups were
made up of recent high school graduates who had chosen competing
institutions. Each group met for two hours. The research firm provided
an experienced facilitator, who led the groups' discussion of the guiding
questions, which were developed jointly by BB College's admissions staff
and the research firm. The research firm analyzed the audiotape of the
sessions and provided policy recommendations in a report.

Analysis of the groups' comments found that older women viewed
the college as being of high quality and as an appropriate place for
someone right out of high school, but as a place where an older student
would be uncomfortable. Despite aggressive marketing of a part-time
evening program, the participants also believed the college offered only
full-time day programs.

Younger students who chose other colleges did so because they
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viewed BB College as a high-quality institution, but too difficult for
them, as well as expensive. They. were drawn to competing institutions
that offered more personalized attention in the admissions process and
that were perceived as less expensive.

Given the results of these focus groups, the college repositioned
itself in the market as an institution prepared to meet the unique needs
of order working women, by creating an evening institute with a name
and identity separate from that of the more traditional day program.

To compete more effectively for full-time day students, the college
provided retraining for admissions staff, to make sure that t:rey gave
personal attention to each applicant. In reality, the college was no more
expensive than similar competing private institutions. This point was
emphasized in admisiions presentations and in publications, to combat
the image of an expensive college.

Surveys of applicants who do not enroll are another method for
developing an understanding of your market position.

The Case of CMR College. CMR is a large two-year business col-
lege in the downtown section of a large city. Aggressive recruitment and
-marketing had increased the number of applicants to the college dramat-
ically, but the increased applications had not led to increased enrollments.
To understand what was behind this phenomenon, CMR decided to con-
duct a phone survey of a sample of applicants who had not enrolled.

An analysis of the survey's results showed that 71 percent of the
applicants who did not enroll at CMR enrolled at other institutions,
most often at local community colleges. Smaller groups chose other pri-
vate two-year colleges and public four-year colleges. The reasons they did
not select CMR varied from group to group. Blacks did not select CMR
because they perceived it as too expensive, while whites did not enroll
because they disliked the downtown location.

To increase the proportion of applicants who would enroll, the
college developed strategies to meet these two objectives. A special pub-
lication that feures the advantages of a downtown location, with infor-
mation about how to commute, was developed and distributed to
applicants from outside the central city. Applicants were also given addi-
tional information about the availability of financial aid, to reduce the
shock experienced by applicants upon their being confronted with tui-
tion costs.

Conclusion

Demographic change, shifting student preferences, and increased
competition will be affecting all two-year colleges, public and private
alike. To succeed in this shifting environment, institutions must respond
quickly to the changing student market. Market research techniques,
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which have traditionally been used by business, provide educators with
tools, that allow them to systematically follow the market and respond
promptly to changes as they emerge.

Selected Bibliography of Market Research in Education

Constantine, K. K. An Annotated sad Extended Bibliography of Higher
Education Marketing. Chicago: American Marketing Association, 1986.

This lengthy bibliography includes 218 items published between
1980 and 1985. Annotations are included fo: 169 of the citations. Entries
are cross-indexed and cover all aspects of marketing and student recruit-
ment. There are 74 entries in the area of "Market Research and Informa-
tion Systems."

Kotler, P., and Fox, K. F. Strategic Marketing for Educational Institutions.
Englewood Cliffs, N.J.: Prentice-Hall, 1985.

This book covers the basics of marketing for all types of educa-
tional institutions: public and private, elementary, secondary, and post-
secondary. Material :3 presented in six sections: understanding marketing,
the elements of marketing, planning marketing, establishing the market-
ing mix, applying marketing, and evaluating marketing. The focus of
the book is theoretical, but it does include numerous examples.

Lay, R. S., and Endo, J. J. Designing and Using Market Research. New
Directions for Institutional Research, no. 54. San Francisco: Jossey-
Bass, 1987.

This sourcebook includes chapters on institutional images, assess-
ing the market for new programs, describing patterns of competition,
market positioning, balancing price and value, market segmentation,
and developing a marketing plan. Most of the focus is on traditional
four-year colleges and on national and regional markets, but many chap-
ters provide detailed descriptions of how various market research tech-
niques can be applied to higher education.

Topor, R. Marketing Higher Education: A Practical Guide. Washington,
D.C.: Council for the Advancement and Support of Education, 1983.

This is a brief and excellent hands-on guide to all aspects of mar-
keting a postsecondary institution. The focus is on traditional four-year
colleges. The book includes brief case studies that help explain the con-
cepts. Worksheets to help the readers assess their own institution are
available in each chapter.
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Calder, B. J. "Focus Groups and the Nature of Qualitative Marketing Res _irch."
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Public relations can win community support for the college.

Public Relations
and Marketing

Daniel D. Savage

In the decades ahead, postsecondary educational institutions face life-
threatening challenges as they vie with one another for enrollments and
for public support. The position of the community college is especially
tenuous. Its vocational programs have been criticize) on the grounds
that they fail to meet the current needs of students and employers. They
are accused of having lost touch with local labor markets and of lacking
the capacity to respond quickly to market forces. In many cases, funding
for community colleges has been reduced, and some institutions have
been forced to raise tuition or to impose it for the first time.

Given recent cuts in federal student aid (and talk of even deeper
cuts in the future), prospective students have become more careful
shoppers. Substantial numbers who would previously have enrolled in
community colleges are attracted by the shorter, more focused programs
of proprietary vocational schools. These schoolsdriven by the profit
motive, and free of the bureaucratic inertia that characterizes too many
community collegestend to maintain close contact with local markets
and thus to be aware of changes in employers' needs and job require-
ments. They have curricular flexibility, allowing them to add or drop
courses as necessary. Many of them also have good reputations for suc-
cessful job placement. In short, proprietary vocational schools seem to be

W W Wilms and R. W Moore (eds.). Marketing Strategies for Changing Tunes.
New Directions for Community Colleges, no. 60. an Fra.wisco: Winter 1987.
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strong in the very areas where community colleges are viewed as weak.
Thus, they have become formidable contenders in the postsecondary voca-
tional arena.

Survival in an increasingly competitive environment requires, first
of all, that providers of vocational education recognize that the world in
which they exist is not static. The character of the local school district
changes: Groups of people move into or out of the district; new busi-
nesses are established, and some older businesses go under or drastically
alter their operations; rival institutions open up, close down, or modify
their programs. At the same time, other kinds of changes are taking
place: New generations of high school graduates, with different values
and different aspirations, enter the labor market; nontraditional groups
(for example, Hispanics, single mothers) seek training that will help
them improve occupational status; technological advances affect the
nature of work itself, resulting in new skill requirements.

In view of the dynamics of the situation, the mort successful voca-
tionnl institutions will be those that, through market research, monitor
changes in students' and employers' needs as they occur. They must also
be prepared to respond to those needs, introducing new curricula in
accordance with student and employer demand and eliminating pro-
grams that no longer serve specific functions. But awareness and
response are not by themselves enough. The institution must also make
the community aware of the relevance of its vocational programs and
must garner the community support required if it is to remain finan-
cially sound and educationally flexible. It is here that public relations
can make a contribution.

Developing an effective public relations component has long been
an instinctive concern of community college leaders, who realize that
close ties to the surrounding community are a distinctive feature of their
institutions. All too often, however, the public relations effort amounts
to little more than conveying such information about the institution's
mission, goals, and programs as the chief executive officer (CEO) deems
appropriate. The starting point of the institution's conversation with the
public is the ethos of the institution itselfusually a reflection of the
CEO's own deeply held values and beliefs. The effectiveness of the public
relations effort is measured in terms of the quantity and quality of the
activi:ils undertaken. Little attention is given to the question of whether
these at.u.izies have indeed increased understanding and won support for
the commur

A new ,goach to public relations is required. The starting point
of the conversation must be the attitudes and values of the institution's
constituencies, including prospective students and local employers. Assess-
ment must focus on changes in those attitudes and values. A carefully
crafted strategy, based on an accurate reading of current public interests

'81.



77

and understanding, is the key to creating an effective public relations
program. The role of the public information officer (PIO) must be clearly
defined, institutional resources must be organized and mobilized, and a
long-term plan must be developed. In the remainder of this chapter, each
of these points is discussed in turn, and examples of proactive public
relations are given.

The Role of the PIO

With the growth of public relations programs at the baccalaureate
and master's levels, more and more young people who take jobs as college
PIOs are professionals whose experience is limited to the field of public
relations. In contrast, older Pi Os tyl ally have degrees in journalism,
plus several years of experience working as reporters or editors for daily
newspapers. Many of them have very successful careers in public rela-
tions. Undeniably, an understanding of the day-to-day operations of the
print media and a feeling for the routine of the journalist are useful to a
PIO. Nonetheless, public relations professionals differ from journalists
in rrsonality, motivation, training, and orientation.

Good reporters are distinguished by their intelligence, their curi-
osity and storytelling sense (their "nose for news"), their belief that they
are engaged in an honorable profession, their skepticism, and their fond
ness for a lively argument. They are somewhat indifferent to money,
since only the top people in the profession make high salaries. They tend
to be independent and to value autonomy. They often work in solitude,
spending a great deal of time gathering facts and writing.

Public relations professionals, in contrast, are oriented primarily
toward business. In essence, they are salespeople, selling an image rather
than a product. They choose public relations knowing that the field
offers more substantial salaries and benefits than journalism does. They
avoid the limelight, preferring to work behind the scenes, but they are
capable of managing the public relations effort with a strong and steady
hand. They are likely to be uncomfortable with the tensions and conflicts
associated with investigative reporting, preferring the casual collegiality
of the public relations office. They are not ideologues but are willing to
embrace and espouse someone else's philosophy: the college president's.

This last point is important. Only one person can define the mis-
sion and goals of an organization, and that is the chief executive officer
of that organization, whose primary duty it is to explain and interpret
the role of the college to the community. An effective public information
officer assists the CEO in performing this duty.

A corollary of the latter proposition is that the PIO tnust report
directly or indirectly to the CEO and must over tim' d.velop a close
working relationship with him or her. Only under sucit conditions can
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the PIO internalize the CEO's values, and only then can the CEO trust
the PIO to communicate those values to the public. This process cannot
be bypassed or shortcut. Some colleges may be flexible enough to allow
the PIO to report to a deat. butinformally, at leastthe PIO must
have free and regular access to the CEO. Otherwise, the needed level of
trust cannot be established.

In the absence of such access, the college's public relations effort is
likely to be reactive, rather than proactive, and amount to little more
than the churning out of press releases that describe campus events. An
even greater risk is that the PIO will convey the wrong messages to the

community.

Organizing for Action

In mounting an effective public relations effort, the community
college draws on a variety of resources. Any such effort must be coordi-
nated with the college's overall marketing activities and must make opti-
mal use of the public relations office staff.

Coordination with Marketing Activities. College marketing effn
are performed in a wide variety of settings by individuals with wicitiy
varying job titles. In many cases, the director of admissions, whose back-
ground is in counseling and student services, is expected to have market-
ing expertise. In other cases, the PIO is regarded as the in-house
marketing expert. Some colleges, typically larger institutions, assign the
marketing function to a specialist with a background in business and
marketing. However organized, public relations must be viewed as an
integral part of the college's total marketing effort. The PIO must work
closely with whomever is in charge of the overall marketing effort and
must be familiar with the long-range marketing plan in order to present

consistent vision of the college. Close coordination is of critical impor-
tance, since a college that sends out mixed messages to the community
loses both credibility and public support.

The PIO must carefully review all brochures, advertisements, and
other forms of communication to make sure that a clear and consistent
message is being sent. If, for example, faculty and administrators have
decided that the college's instructiunal future lies in industrial robotics
and that its allied health programs should be phased out, then the col-
lege's brochures and viewbooks should not emphasize the strength and
prestige of its allied health programs. Similarly, the PIO may conduct an
impressive campaignusing mobile registration vans, booths at the
county fair, balloons, and other hard-sell devicesto promote the col-
lege's image of homeyness and accessibility. lie or she may even succeed
in attracting large numbers of students through these efforts, but if the

83



79

college's long-term plan calls for the development of its transfer func-
tionwith an emphasis on university-parallel programs, honors pro-
grams, and no-need scholarshipsthen this kind of promotional
campaign is inappropriate and even counterproductive.

The Public Relations Office. An effective public relations program
is a team effort, requiring at least three individuals: a director (the PIO),
a writer, and an assistant/secretary. In addition to having significant
managerial experience involving communications, the director should
have writing and editing skills. since he or she is responsible for the
quality of the office's output. As mentioned, the director should either
report directly to the CEO or should meet with the CEO regularly to
plan and implement the public relations strategy. The director is also
responsible for making contact with the media and, at the request of the
CEO, serves as the college's spokesperson.

With an experienced manager in place, the addition of a writer
magnifies the office's effectiveness. A good writer should be able to pro-
duce about 5,000 words per week of news releases or similar material.
The assistant/secretary is assigned such tasks as maintaining media con-
tact lists, preparing releases and photos for distribution, maintaining
such services as a speakers' bureau, editing the college's in-house news-
letter, and keeping up with correspondence.

If possible, the college should provide each member of the public
relations team with a networked personal computer or a word processor.
The use of this technology greatly speeds the editing process and may
significantly reduce typesetting costs. Moreover, the current trend is to
distribute news releases computer to computer, thereby gaining im-
mediacy and obviating the need to rekeyboard copy at the newspaper
office.

Relations with the Media. The college president should implement
a policy requiring that the media make initial contact with the college
through the public relations office. While such a restriction may be mis-
interpreted, most faculty members and administrators will welcome it,
since it serves to protect them from embarrassment and other unfortunate
consequences of misstatement. After establishing a reporter's intent, the
PIO may well recommend that college employee talk with the reporter.
This procedure also gives the PIO an opportunity to prepare the
employee for the interview.

Needless to say, the PIO should maintain cordial and amicable
relations with the various news media. In that way, the public relations
office can take advantage of the many opportunities offered for free com-
munications. The college will not have to devote any large portion of its
fiscal resources to paid forms of advertising and promotion if it uses
these available free channels to the fullest.
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The Public Relations Plan

As a first step in establishing an effective proactive public relations
program, a comprehensive plan should be developed. It should address
the following questions.

1. What long -term image does the college wish to project? What
characteristics (low cost, accessibil..y, high-tech programs, high
standards) does it want to emphasize?

2. What image does the college currently project?
3. How can the college's long-range plan be advanced through

increased public understanding?
4. What are the specific goals of the public relations program?
5. What tactics should be used to achieve these goals?
6. How. can the effectiveness of the public relations program be

evaluated? What specific measures should be used?
The plan should be developed by a task force of senior-level admin-

istrators and Eculty members. It should be reviewed and endorsed by _

college president,: Research must be undertaken to determine the college's
current image in the community. Such research should employ quantita-
tive methods (for example, opinion surveys) as well as qualitative tech-
niques (for example, "focus group" panels).

Once approved, the plan should serve io guide the college's public
relations effort over the long run. It should be reviewed annually, by
means of a formal assessment of its effectiveness. Any decision to change
its long-term strategic direction should be made only after the most care-
ful consideration and deliberation. Building a college's public image
takes time, and that image cannot be revised overnight.

Proactive Public Relations in Practice

Public relations professionals are evaluated on their ability to
attract coverage for events and ideas that otherwise would have been
overlooked. Obviously, a certain amount of media manipulation is
involved; just how much is a matter of ethical judgment. Recently, for
example, a nationally televised beauty contest was reportedly almost can-
celled at the last moment because the host, an animal-rights advocate,
claimed that he would not appear if the contestants wore fur coats, as
they were supposed to do in one of the events. The problem was resolved
with the decision that they would wear fake fur instead. Meanwhile, the
national news media ga the controversy (and the beauty pageant) sev-
eral million dollars' worth of free coverage. On a radio talk show devoted
to a debate on the issue of real versus artificial fur, one caller, who said
he worked in public relations, labeled the entire incident a public rela-
tions gimmick. If so, it seems to have been effective, although most peo-
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ple would probably regard it as unethical, because it manufactured news.
To the extent that it aroused widespread public suspicion about the host's
motives and evoked a cynical response ("It's just a lot of hype"), this
particular example must be viewed as unsuccessful. When practiced suc-
cessfully, proactive public relations is difficult to spot, because it seems
to appear naturally-in the news environment.

An excellent example of proactive public relations comes from St.
Petersburg Junior College, which offers what is calls the Alternative
Learning Program, a remedial program for underprepared students. Such
programs pose an image problem for many colleges. They fear the impli-
cation that some of their students are less than academically able. There-
fore, they ignore these programs in their news releases or hide them
under the euphemism developmental education. St. Petersburg, however,
took a more positive approach, presenting its remedial program as a
possible solution to some of the social problems described by current
critics of American education. The Alternative Learning Program became
the subject of a T.V. news feature, which treated it as a community service
of the highest quality and merit. Colleges whose long range plans call
for projecting the image of a solver of social problems ' ould do well to
emulate this example.

Another example of proactive public relations is t, e handling of
enrollment reports at the American Association of Comm nity and Jun-
ior Colleges (AACJC). Knowing that the public is concerned over the
high cost of college education and that such concern is likely to continue
in ..he face of federal and state reductions in support, AACJC uses its
aews releases to link data on enrollment increases with information on
low tuition in the community, technical, and junior college segments of
postsecondary education. By making this link explicit, rather than wait-
ing for the media to make the connection, AACJC is able to project an
image of its member institutions as low-cost and accessible.

In summary, a proactive public relations program involves a delib-
erate effort to project a desired image of the college and thereby to change
public attitudes and win community support for the college. By contrast,
reactive public relations is characterized by an emphasis on events, with-
out reference to any long-range set of objectives. Such efforts may result
in media coverage, but they represent opportunities squandered.

Daniel D. Savage is vice-president for communications
services at the American Association of Community
and Junior Colleges.
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Educators who combine vision with ethics are ready to meet
the demands of the changing environment.

Summary and Conclusions

We llford W. Wilms, Richard W. Moore

World conditions can be likened to Chicago's weather: The only certainty
is that they will change. Spurred by demands for increased economic
productivity to maintain competitiveness in an unpredictable world
market, America's training and educational institutions have now begun
to respond. Although no one yet knows how new technologies, which
are designed to boost productivity, will affect emplor demand, most
observers agree that thanges are coming with increasing rapidity. Also,
older females and minorities will comprise an increasing share of the
typical community college and proprietary school, as more of them move
into the labor market. Although public community colleges are burdened
with incentives to resist change for the. sake of stability, many are finding
it necessary to adopt agressive marketing techniques from proprietary
schools and business. Just how successful they will be in weathering the
turbulent times ahead remains an open question.

Duscha points to the increasing importance of job training in
fostering economic productivity and explores the potential of perfor-
mance contracting to better link employers' demands for skilled labor
with supply. He notes that while most large employers prefer to do their
own training (although an increasing ar.munt of it is being subsidized by
California's Employment Training Panel), community colleges and pro-
prietary schools may have a unique niche in providing training for
mediuM-size and small firms. Duscha also describes the need in times of

W W Wilms and R. W Moore (eds.). Marka.ng Strategies for Changing Timer.
New Directions for,Community Colleges, no 60. San Francisco: JosseyBass, Winter 1967.
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shrinking resources for cooperation across educational and training insti-
tutions to ensure that future workers are not only skilled but have solid
educational backgrounds as well.

Thor describes how performance contracting works in the com-
munity college setting. While she is quick to point out its strong points.
(chiefly providing a new link with the world around the college, induct=
ing employers), she also describes the risks publicly funded colleges run
when they contract for training under California's Employment Training
Panel or the federal Job Training Partnership Act. Of particular interest
to community college administrators is Thor's description of specific
steps that can betaken to manage that risk.

Similarly, Johnston's case study of a proprietary school gives other
proprietary school owners and community college administrators new
ways of linking their programs witI the larger community. In particular,
he pays close attention to ways his college forged links with local employ-
ersan important means of quickly transmitting changes in the labor,
market to the school for inclusion in the curriculum.

Brannick, Boatright and Crowley, and Moore shift the discussion
to what one converted community college administrator calls the three
keys to survival in today's worldmarketing, marketing, and more mar=
keting! Brannick describes how his large corporation regards students as
consumers with choices, a vision that ten years ago would have eluded
most educators and offended the rest. Brannick writes globally about
marketing yet gives the reader important insights into the nuts and !ilts
of moving educational products to the marketplace.

Boatright and Crowley show how marketing concepts were suc-
cessfully used in the Houston Community College District to boost enroll-
ments and connect the college more directly to changing labor conditioni
in the market.

Moore, in contrast, discusses how proprietary schools and com-
munity colleges have used market research tools to respond to market
changes. He shows the school owner or administrator how to analyze the
college's student clientelestheir demographics, media habits, shopping
behavior, commuting patterns, and satisfaction with educational pro-
grams. Moore takes the reader through ways of gaining detailed knowl-
edge about. the student markets and uses U.S. Census data to penetrate
them further.

Finally, Savage discusses the need for public relations to align
market signals with public perceptions of the community college. In
discussing the importance of market research to the community college,
Savage shows specific steps administrators can take to build or strengthen
their own public information offices.

In conclusion, as they search for reliable, trained workers, it is
becoming increasingly clear that employers' expectations for training
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institutions haVe changed: Re Source shortages have brought on demands
for results. SiMilarlY, as educational and training resources have shrunk,
the state and federal governments have demanded that trainers do more
with less. Thus, performance contracting has been embraced by the fed-
eral. Job Training Partnership Act, as well as by the California:Employ-
Thent Training Panel. Preliminary' resultS indicate that the California
Employment Training Panel ,gets results. Without doubt, demands for
economic 'productivity, whiCh have become policy, require successful
schools and colleges to form working links -with employers toensure that
jobs lie at the end.oltraining..

So 'fat,,the evidence points to-the fact that some institutions have
-beeri able 'to adapt -to this new ; environment quite well and to prosper,
While others have not and are rapidly failing behind. What seems to
make the-differenceis visionof owners, managers, and administrators
1010,,ate willing to look at the world in a new way and can see the
impact of external' events before-they happen. When events do happen,
Successful school owners and administrators are ready, having put to
work marketing and-management "techniques formerly reserved for the
-buSiness world akine.

AlthOughnany educator: have-begun to accept the need for effec-
tive marketing techniques, care must betaken to ensure that demands for
students do not overshadow ethical judgment: Particularly with respect
to the prOvisiorrof such human Services as education and training, many
student&are drawn from the lower rungs of the socioeconomic ladder. To
them, an .investment of'tiine and money represents a once-in-a-lifetime
chance to beCorne productive workers and citizens. Thus, it is incumbent
upon educators -to ensure that ,marketing is done within ethical limits
and that the claims of-advertising are. substantiated.

Wellford .W. `Wilms is associate professor and assistant dean of
students in the'Giaduate'School of Education at the
finiveriityOf LPs Angeles.

Richaid VV:Moore is the executive director of Training
'Research'CorPoration.



This chapter offers an annotated bibliography of ERIC
documents and articles.

Sources and Information:
Reaching Employer
and Student Markets

Anita Y. Colby, Mary P. Hardy

This chapter provides an annotated bibliography of recent ERIC docu-
ments and journal articles dealing with approaches taken by two-year
colleges to assess and reach employer and student markets. The ERIC
documents and journal articles in the bibliography were selected from
additions to the ERIC database since 1980. Marketing the Program, New
Directions for Community Colleges, no. 86, provides a review of ERIC
materials published prior to that time.

The bibliography is presented in three sections. The first section
looks at ways in which two-year colleges have assessed the educational
needs and interests of their service areas, focusing on environmental scan-
ning studies, community surveys Id employer needs assessments. The
second section highlights descriptions of community college programs
for local employers, including those funded under the Job Training Part-
nership Act. The final section includes both descriptions of and guide-
lines for the marketing efforts of community colleges and proprietary
schools.

Unless otherwise indicated, the ERIC documents listed in this
bibliography are available in re;crofiche or paper copy from the ERIC

W W Wilms and R. W. Moore (eds.). Marketing Strategies for Chaniong Times.
New Directions for Community Colleges, no. 60. San Francisco: JosserEass. Winter 1987. 87
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Document Reproduction Service (EDRS), 3900 Wheeler Ave., Alexandria,
Va. 22304-5110 (1-800 227-3742). The microfiche price for documents
under 481 pages is $0.78. Prices for paper copies are 1-25, $1.85; 25-50
pages, $3.70; for each additional 25 pages, add $1.85. These prices are
subject to change. Postage must be added to all orders. The journal
articles included in this bibliography are not available from EDRS and
must be obtained through regular library channels.

Needs Ass-ssment

Banerdt, J. Needs Assessment for a Labor Studies Program in Cooperation
with Gateway Technical and the University of Wisconsin
Parkside. Kenosha, Wisc.: Gateway Technical Institute, 1980. 20 pp.
(ED 192 859)

Reports on a survey of the leaders of the 124 union locals in south-
eastern Wisconsin. The survey was conducted to identify the need for a
structured, associate degree program in labor studies. The survey solicited
information on membership size, the practice of hiring an education
director, the types of educational programs that union members partici-
pate in, the willingness of local officials to serve on an advisory commit-
tee for the labor studies prc,g,ram, and the level of interest in such a
program and in seventeen labor studies topics. Data tables and the ques-
tionnaire are included.

Benne, L. L. Vocational Outreaciz Program. Ottumwa, Iowa: Indian Hills
Community College, 1984. 30 pp. (ED 246 966)

Describes a manpower study conducted by Indian Hills Commu-
nity College to gather local labor-market information, determine training
needs, and assess the effectiveness of the college's vocational programs.
Explains study methodology, which involved instructors from 20 voca-
tional programs visiting and conducting interviews with 347 private and
public sector employers.

Clagett, C. A. ENSCAN 87:, environmental Scanning Report for Fiscal
Year 1987. Vol. 1: The County. Report PB87-1. Largo, Md.: Prince
George's Community College, 1986. 49 pp. (ED 280 530)

A result of a comprehensive environmental scan conducted by
Prince George's Community College. This report reviews population
trends and forecasts in Prince George's County, county and metropolitan
area economic trends and forecasts, and college credit enrollment projec-
tions. Includes data displays covering national trends in workforce demo-
graphics, economic conditions, job outlook, changing age distribution,
and educational consequences.
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Clagett, C. A. ENSCAN 87: Environmental Scanning Report for Fiscal
Year 1987. Vol. 2: The College. Report PB87-1. Largo, Md.: Prince
George's Community College, 1986. 40 pp. (ED 280 531)

A second component of Prince George's Community College's
comprehensive environmental s .an. This report focuses on trends in the
college's market share, student recruitment and retention, and enroll-
ments. Includes data displays and findings from a statewide studentreten-
tion study, providing information on 1980, 1981, and 1982 cohorts.

Cuyahoga Community College. Planning for the 80s: Workforce Educa-
tional Development Project Report. Cleveland, Ohio: Cuyahoga Com-
munity College, 1980. 94 pp. (ED 197 796)

Describes a needs assessment and a cooperative planning process
used by Cuyahoga Community College to determine the best way of
meeting the training and educational needs of the employed adults in its
service district. Includes reports by apprenticeship, banking, health, insur-
ance, and investment organizations; nonprofit agencies; and preretire-
ment, public relations and communications, skills training in industry,
and small-business task forces.

Engleberg, I. N., and Leach, E. R. (eds.). Prince George's Community
College Marketing Plan, 1981-1982. Largo, Md.: Prince George's Com-
munity College, 1981. 178 pp. (ED 207 625)

Developed by the Marketing Task Force at Prince George's
Community College in 1981. This report presents a plan that identi-
fies educational service needs, recommends strategies for responding to
those needs, and suggests a marketing approach. It ranks a total of
ninety-six marketing tactics by priority under specific strategy catego-
ries, indicating the target market, office responsible, and planned com-
pletion date.

Glenn, F!. W. A Review of Present and Proposed Occupational and Degree
Programs Offered by the Saddleback Community College District and the
Labor Market in Orange County. Mission Viejo, Calif.: Saddleback Com-
munity College District, 1985. 74 pp. (ED 265 896)

Designed to assist in determining the need for the present and
proposed occupational and degree programs offered by Saddleback Com-
munity College District (SCCD). This report examines selected demogra-
phic and labor-market data related to industrial and occupational trends
in Orange County, California, and employment opportunities for SCCD
program graduates. It includes comparisons of SCCD's current occupa-
tional programs and certificate options with projected job openings it
Orange County by 1990.
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Griffin, D. J. Survey Report of Occupational and Training Needs Within
Service Delivery Area-I. Blountville, Tenn.: Tri-Cities State Technical

Institute, 1984. 133 pp. (ED 266 836)
Describes a coniprehensive study of service and manufacturing

industries within the five-county planning area of Tri-Cities Technical
Institute, conducted in order to obtain information regarding employ-
ment arid training needs and to increase awareness and utilization of
the on-the-job training and targeted job tax credit programs available
through the Job Training Partnership Act (JTPA). It includes on -site
interview schedules, as well as samples of mailed questionnaires.

Johnson, B. E. The De Kalb County Business-Industry-Labor-Student
(BILS) Needs Assessment. Clarkston, Ga.: De Kalb Area Vocational-Tech-
nical School, 1985. 74 pp. (ED 257 493)

Presents findings of a study conducted to investigate the educa-
tional and training needs of the community served by De Kalb Community
College (DKCC) and De Kalb Area Technical School. It reports on results
of interviews with 387 employers and in-class surveys of 512 part-time
students, focusing on community awareness of DKCC and Deka lb Tech,
the short-term educational/training needs of De Kalb employers and stu-
dents, and the DKCC and De Kalb Tech units that would best fulfill the
needs of employers and students. The survey instrument is included.

Klinman, D. G. Employer Needs Assessment Project: Final Report. 'hen-
ton, N.J.: Mercer County Community College, 1981. 75 pp.

(ED 203 911)
Pregents findings of a large-scale employer needs assessment, dur-

ing which 1,140 Mercer County employers were contacted in order to
assess employers' practices and preferences in recruitment of personnel;
determine employer satisfaction with the college's ability to educate stu-
dents far meaningful employment; analyze current and future manpower
demands; assess employer needs and attitudes in relation to providing
employees with additional skill training; and strengthen the college's
relationship with the community by encouraging productive two-way
communication. The survey instrument and an explanation of coding
formats used for data analysis are included.

Kumar, V., and Tradewell, M.D.J. Employer Needs Survey Report: A

Report on Employer Needs and Thoughts about Programs, Courses, and
Services. Shell Lake, Wisc.: Indianhead Vocational, Technical, and
Adult Education District, 1980. 171 pp. (ED 242 346)

Reports on an employer needs assessment conducted in the Wis-

consin Indianhead Vocational, Technical, and Adult Education District
to develop a profile of local employers' roles in training and determine
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employers' perceptions of Wisconsin Indianhazd Technical Institute. The
33-item questionnaire is included.

Lyons, D. "Humboldt County Emp')yer Survey." Prepared as part of
the Humboldt County Labor Market Information Project and
financed under the provisions of Title VII of the Comprehensive
Employment and Training Act of 1973. Unpublished report, 1981.
139 pp. (ED 223 276)

Describes a project undertaken in Humboldt County, California,
to collect information from 451 small and large businesses in the areas of
agriculture, mining, manufacturing, transportation, wholesale and retail,
finance, services, and public information, with respect to their require-
ments and needs for employees. Employer responses to open-ended ques-
dons, additional respondent comments, manufacturing firms' responses
to economic questions, and the questionnaire are provided.

McCarty, L. Transportation and Educational Needs of Industrial Airport
Businesses. Overland Park, Kans.: Johnson County Community Col-
lege, 1980. 29 pp. (ED 215 715)

Presents the results of a survey conducted by Johnson County
Community Colleste to identify the education and transportation needs
of Johnson County Industrial Airport employees and to determine
employer educational requirements for employees and interest in courses.
Information on company characteristics, employee education require-
ments, in-house training programs, subjects of interest, and preferred
location for courses is included.

Marlette, J. M. Facilitating Economic Development Thrc.:gh Linkages
Between Vocational Education, CETA, and Small Businesses: Final
Report. Eau Claire, Wisc.: Wisconsin Vocational, Technical, and Adult
Education District 1, 1981. 103 pp. (ED 220 168)

Describes a project undertaken by the Wisconsin Vocational,
Technical, and Adult Education District 1 to determine the training and
development needs of new small businesses and to establish vocational
educational linkages between Comprehensive Employment and Training
Act programs and these businesses. The project involved a survey of
915 business representatives, interviews witl- 525 small-business owners/
operators, conferences on resources to assist small businesses, and a video-
tape presentation depicting the services available to businesses. Proce-
dural recommendati'ns and the survey instrument are included.

Mid-Florida Research and Business Center. Excerpts from Daytona Beach
Community College Institutional Audit. Daytona Beach, Fla.: Daytona
Beach Community College, 1985. 24 pp. (ED 269 060)
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Presents the findings of a study that gathered information from
county residents, educators, employers, and high school juniors and
seniors to determine the market for the educational services that fall
within the mission of Daytona Beach Community College, to identify
target populations within that market, explore educational needs and
perceived desires, and examine community opinions of the college and
its academic services. Recommendations concerning marketing and insti-
tutional promotion are provided.

Moore, C. "An Assessment of the Attitudes and Program Needs of Com-
mercial, Industrial, and Service Agencies from the Service Area of Wor-
thington Community College." Unpublished Ed.D. dissertation, Nova
University, 1980. 121 pp. (ED 198 889)

After providing a review of relevant literature, describes methodol-
ogy and procedures, details findings, and presents summary recommen-
dations for a study of 299 businesses representirg a stratified random
sample of service, commercial, and industrial employers in southwestern
Minnesota. The study sought to determine the attitude of business execu-
tives toward Worthington Community College and to identify their post-
secondary program needs. A bibliography, pilot-tested and final survey
instruments, and a pilot study report are appended.

Muraski, E. J. A Needs Assessment to Determine Employment Needs in
Monroe County, Florida. Key West, Fla.: Florida Keys Community Col-
lege, 1982. 71 pp. (ED 223 272)

Describes a studs conducted to determine the employment needs
in Monroe County as the basis for planning and revising programs at
Florida Keys Community College (FKCC). Surveys sent to a random
sample of employers requested information on the firm; the importance
of programs offered in Monroe County by high schools, adult and
employment programs, and FKCC in relation to employers' needs; the
current number of workers employed and their job categories; and pro-
jected changes in employers' needs over the next five years. The survey
instrument is included.

Nasman, L. 0. A Model Package to Assess the Education and Training
Needs of Business, Industry, and Labor. Columbus, Ohio: National Post-
secondary Alliance, 1981. 63 pp. (ED 237 139)

Designed for community colleges and technical institutes, this man-
ual presents a systematic approach to the process of reviewing employer
and employee education training needs utilizing the Business, Industry,
and Labor Needs Assessment Model. It details sixteen procedures, delin-
eates the responsibilities of the assessment team, and provides materiLis
illustrating various data-gathering strategies. Included are background
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information related to the development of the model and a review of its
pilot testing in Orangeburg, South Carolina; Dallas, Texas; and Wausau,
Wisconsin.

Otis, L. L. Vocational Learning Centers: A Link to Business and Industry.
Ashland: Wisconsin Indianhead Technical Institute, 1980. 16 pp.
(ED 192 842)

Presents the findings of a survey of 100 businesses and industries
in Ashland ; Wisconsin, conducted to determine the perceived need for a
shared informational media center to be used for workshops, training
sessions, and in-service meetings. It describes the materials and facilities
of Wisconsin Indianhead Technical Institute's Learning Resource Center
that could be used in developing the shared center.

Poort, S. M., and Williamson, T. Indian Hills Community College Voca-
tional Outreach Program: Business/Industry and Indian Hills . . . Part-
ners in Progress. Ottumwa, Iowa: Indian Hills Community College,
1982. 32 pp. (ED 221 254)

Describes a study that utilized structured interviews to determine
current and projected employment and training needs of private sector
businesses with 200 or fewer employees and to assess opinions of Indian
Hills Community College's programs. The survey instrument and study
timetables are included.

Rosen, M. I., Schwab, D. P., Strang, W. A., and Nowrasteh, D. M.
Employment and Training Expectations of Employers in Area Vocational,
Technical, and Aduit Education District 4. Madison, Wisc.: Madison
Area Technical College, 1982. 102 pp. (ED 238 503)

Describes a study that sought to provide information on how Area
Vocational Technical and Adult Education District 4 could more effec-
tively serve the needs of area employers. It assesses potential growth or
decline industries, occupations, and skill areas with implications for cur-
rent and future vocational training programs and reports on the extent
to which employers make use of District 4 graduates, as well as their
views of graduates' work habits and occupational preparation. Survey
instruments are included.

Saskatchewan Department of Advanced Education and Manpower. Part-
ners in Economic Growth: High Technology Industry and Postsecondary
Education. The Report of the Task Force on High Technology. Saskatoon,
Saskatchewan, Canada. ..tskatche Nan Department of Advanced Edu-
cation and Manpower, 1983. 38 pp. (ED 254 261)

Presents an analysis of the adequacy of Saskatchewan's technical
institutes to satisfy the skilled labor needs of the emergent high-
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technology industry. The report offers recommendations and guiding
principles for the development of the industry in the province and pre-
sents results of a survey of high-technology firms, indicating current
industry characteristics, rates of growth and future needs, and high-
technflogy employment growth. It outlines the educational require-
ments for entry-level employment and for continuing education and
assesses current high-technology programs in Saskatchewan's technical
institute system.

Stoehr, K. W., and Banerdt, J. Walworth County Employer Needs Assess-
ment Study. Kenosha, Wisc.: Gateway Technical Institute, 1983. 43 pp.
(ED 229 097)

Presents an overview of a study conducted to assist Gateway Tech-
nical Institute (Gil) in providing programs and services to meet employ-
ers' manpower needs. The study's survey requested information from
businesses, industries, and agencies in Walworth County concerning their
characteristics, special high-technology training needs, plans for expan-
sion, on-site ,provisions, interest in cooperative training programs with
GTI, and evaluation of GTI-trained personnel. Survey results, recom-
mendations, and the questionnaire are included.

University of Hawaii, Office of the Chancellor for Community Colleges.
Interreliance: An Energy Awareness Project for Community Colleges. A
Report of the Task Force on Energy Education. Honolulu, Hawaii: Uni-
versity of Hawaii, 1982. 51 pp. (ED 214 587)

Describes the activities and recommendations of the Chancellor's
Energy Task Force, which was established to give emphasis and direction
to systemwide energy education efforts within the Hawaii community
colleges. The document co!. tains a local manpower and feasibility study
report, which identifies alternative energy sources and considers findings
in industry growth plans and potential, industry's labor needs over a
five-year period, and requisite employee skills.

Young, D. A. The Markets of the 1980s. Canton, Ohio: Stark Technical
College, 1980. 125 pp. (ED 190 174)

Analyzes findings and provides resultant recommendations con-
cerning future curriculum development at Stark Technical College (STC),
based on surveys of selected employers (private businesses, government,
healthcare institutions, professional services, and communications farms)
and high school seniors from five high schools representing urban, sub-
urban, rural, public, and private institutions. It discusses the occupa-
tional outlook of STC's service district on the basis of government,
demographic, enrollment, and workforce data. The questionnaires and a
bibliography are appended.
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Reaching Out to Employer Markets

American Association of Community and Junior Colleges. Responding
to the Challenge of a Changing American Economy: 1985 Progress
Report on the Sears Partnership Development Fund. Washington, D.C.:
American Association of Community and Junior Colleges, 1986. 20 pp.
(ED 270 144)

Describes the activities undertaken by the American Association of
Community and Junior Colleges and the Association of Community
College Trustees to enhance collaboration among community, technical,
and junior colleges and business, industry, and labor; public employers;
small businesses; and high schools. It highlights the awarding of twenty-
nine partnership development minigrants to colleges; research and pub-
lication efforts; a collaborative project undertaken with the National
Telecommunications Education Committee to help colleges develop cur-
ricula for the telecommunications industry; and program conferences
and workshops.

Burger, L. T. "The Progress of Partners." Community and Junior College
Journal, 1984, 55 (3), 36-39.

Looks at the Illinois community colleges' involvement in eco-
nomic development through a network of business centers operated by
all of the state's thirty-nine districts. It describes the programs and services
offered by the colleges in such areas as customized job training, training
for small businesses, contract procurement assistance, and Job Training
Partnership Act involvement.

Duscha, S. "Retooling for Productivity." Community and Junior College
Journal, 1984, 55 (3), 40-42.

Describes California's Employment Training Panel, which, with
the assistance of progressive community colleges, has established unusual
partnerships with businesses and workers to help foster job training and
a more productive economy. The article looks at program qualifications
and activities at the participating colleges.

Edge, B., and MacDonald, W. J. "Profitable Partnerships: Public-Private
Partners in Economic Development." Paper presented at the third
annual conference of the Council for the Advancement and Support of
Education, Alexandria, Va., December 9-11, 1986. 45 pp. (ED 278 436)

Presents four case studies to demonstrate the economic develop-
ment potential of partnerships between community colleges and public
and private sectors, focusing on programs that targeted specific areas of
need in Oregon's economic base and raised significant funds for program
implementation. The paper includes detailed descriptions of Clatsop

, .
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Community College's Fisherman Technalogy Program; the Cascadt. Busi-

ness Center Corporation, a business incubator operated by Portland Com-
munity College; the 2 + 2 + 2 Cooperative Honors Program in Electrical
Engineering and Computer Engineering offered by Portland ' immunity
College, the University of Portland, and the Oregon Graduate Center;
and EDNET, a statewide instructional television fixed-service microwave

system developed by fiftecn Oregon community colleges.

Fifield, M. L., and Sakamoto, C. M. (eds.). The Next Challenge: Balancing
International Competition and Cooperation. Washington, D.C.: Ameri-

can Association for Community and Junior Colleges, 1987. 104 pp.
(ED 280 548)

(Also available from AACJC Publications, 80 S. Early St., Alexandria Va.
22034; $9.40 for members, $12.50 for nonmembers)

Presents sixteen essays addressing various aspects of the role of
community colleges in international relations and trade. It offers descrip-

tions of curriculum development efforts, community and information
resources, sister-city projects, and consortial efforts to enable small com-
munity colleges to participate in international business education.

Jackman, M.J.G., and Mahoney, J. R. Shoulders to the Wheel: Energy-
Related College/Business Cooperative Agreements. Washington, D.C.:
American Association of Community and Junior Colleges, Energy
Communications Center, 1982. 70 pp. (ED 214 584)

(Also available from AACJC Publications, 80 S. Early St., Alexandria,
Va. 22034; $6.00)

Provides information on cooperative agreements between college

and industry, focusing special attention on such agreements in energy-
related fields. The document offers a full case study of a cooperative
agreement between Edmonds Community College and the Public Utility
District Number I of Snohomish County, Washington, as well as brief
descriptions of thirty-seven cooperative programs involving community
colleges in twenty-one states. An analysis of cooperative agreements, some
of their special features, and benefits and problems associated with their
implementation are included.

Jellison, H. M. (ed.). Small Business Training: A Guide forProgram Build-
ing. Washington, D.C.: American Association of Community and Jun-
ior Colleges, 1983. 68 pp. (ED 229 072)

(Also available from AACJ Publications, 80 S. Early St., Alexandria,
Va. 22034; $10.00)

Explains how communit, Tleges can organize and deliver high-
quality small-business training in a cot -rective manner. The document
outlines steps for starting a small-busine ',ling program, describes
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the types of programs offered by two-year institutions (credit programs,
noncredit certificate programs, freestanding continuing education pro-
grams, alternative delivery systems, and special projects), and discusses
such future directions as standardized training, contract education, and
microcomputer instruction.

Jellison, H. M. (ed.). Small Business Training Models for Community
Growth. Washington, D.C.: American Association of Community and
Junior Colleges, 1983. 66 pp. (ED 229 062)

(Also available from AACJC Publications, 80 S. Early St., Alexandria;
Va. 22034; $10.00)

Describes nine successful community college programs for small-
bUsiness management training, focusing on college and economic con-
texts, purpose, offerings, delivery modes, operating and marketing
strategies, community outreach, support services, faculty and staff, eval-
uation, and future directions. It includes descriptions of programs
involving individual assistance to businesses, workshops, full degree
programs, on-site consultation services, business conferences, and skills
training.

Linthicum, D. S. Economic Development Through Education at Mary-
land's Community Colleges. Annapolis: Maryland State Board for Com-
munity Colleges, 1985. 73 pp. (ED 259 803)

Describes a study conducted to identify the role community col-
leges have played in developing Maryland's economic resources. The
study methodology included a college survey requesting information on
courses, programs, economic development activities, and relations with
community businesses and agencies; interviews with personnel from eight
community colleges; and a literature review and follow-up contacts to
assess activities in other states. The survey instrument is included.

Ludwig, T., Crist, D. G., and Shoup, B. Admiral Corporation and Carl
Sandburg Community College Score Through JTPA. Galesburg, Ill.:
Carl Sandburg Community College, 1984. 7 pp. (ED 243 536)

Describes a joint project involving the Admiral Corporation, the
Illinois Department of Commerce and Community Affairs, the Illinois
State Board of Education, the Job Training Partnership Act, and Carl
Sandburg Community College, in their effort to provide training and
jobs for unemployed workers in Galesburg, Illinois. Steps taken in the
joint project, which resulted in the training and employment of 138
workers, are explained.

Mahoney, J. R. Community College Centers for Contracted Programs: A
Sequel to Shoulders to the Wheel. Washington, D.C.: American Associa-

1 0 0
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tion of Community and Junior Colleges, 1982. 77 pp. (ED 229 061)
(Also available from AACJC Publications, 80 S. Early St., Alexandria,

Va. 22034;46.00)
Provides a summary of the characteristics of special community

college centers that contract educational services to business, industry,
government. and other groups in the local community. The document
outlines factors that have influences the creation of college and commu-
nity centers and offers a composite profile of the centers' goals, objectives,
services, contact and linkage approaches, program development proce-
dures, and administrative details. It discusses problems experienced by
existing centers and offers advice on initiating or expanding involvement
in contracted educational services. Brief case studies of centers at fifteen
colleges are included.

Mahoney, J. R., and Sakamoto, C. (eds.). International Trade and Educa-
tion: Issues and Programs. AACJC Issues Series, no. 2. Washington,
D.C.: American Association of Community and Junior Colleges, 1985.
90 pp. (ED 261 723)

(Also available from AACJC Publications, 80 S. Early St., Alexandria,
Va. 22034; $10.00)

Contains seventeen articles designed to give college officials
insights into international trade education programs and services offered
by a number of postsecondary institutions; to identify problems experi-
enced by program administrators; and to share the perspectives of leaders
in international trade education. The articles consider such aspects of
international trade education as intercultural training, cultural awareness
training, foreign language needs, research needs, business and education
cooperation, and faculty upgrading.

The Use of Marketing Techniques in Public Relations,
Student Recruitment, and Image Enhancement

Ash, B. F. "Marketing Continuing Education Programs in the Public-
Supported Community College." Paper presented to Phi Delta Kappa,
Boston University, 1986. 27 pp. (ED 270 143)

Describes the marketing philosophy and strategies of Bunker Hill
Community College. The paper highlights the following participant moti-
vation and marketing strategies: working with business and industry to
provide skill upgrading and retraining for blue-collar workers; teaching
in a variety of instructional modes designed to match the learning styles
of older adults and students of lower socioeconomic status; involving
adult students in the planning, organization, and implementation of the
curriculum; utilizing personal contacts as a means of disseminating infor-
mation on programs to low-income workers; and utilizing media for
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recruitment of white-collar workers. The college's mathematical model
for arriving at fees for its continuing education offerings is presented.

Blanchard, B. Applying Marketing Concepts to Higher Education: Devel-
opment of an Enrollment Management Plan for the Off-Campus Pro-
gram. Warwick: Community College of Rhode Island, 1985. 78 pp.
(ED 271 151)

Provides a comprehensive enrollment management plan for the
Off-Campus Program offered by the Community College of Rhode
Island. The document offers specific recommendations for institutional
research needs, the creation of advisory boards, the development of flex-
ible course schedules, the provision of incentive and recognition awards,
the expansion of the high school enrichment program and business/
industry linkages, and the improvement of television services. It also
looks at ways to improve off-campus student services and methods of
promoting the program and recruiting students.

Bogart, Q. J. "Four Structures for Marketing in the American Public
Community College." Paper presented at the 64th annual national
convention of the American Association of Community and Junior
Colleges, Washington, D.C., April 1-4, 1984. 24 pp. (ED 253 279)

Examines the distinctive marketing practices of four geographi-
cally separated, public community college districts: California's Coast-
line Community College's central administration-dominated structure;
Missouri's Metropolitan Community College District's marketing com-
mittee-dominated structure; Illinois's Triton College's marketing div-
ision-dominated structure; and Prince George's Community College's
student services-dominated structure. The paper describes and assesses
the main advantages and disadvantages of each structure.

Burdick, R. "Streamlining Student Search Materials: Developing a
Plan." Paper presented at the third annual conference of the Council
for the Advancement and Support of Education, Alexandria, Va.,
December 9-11, 1986. 23 pp. (ED 278 439)

Offers an overview of the factors to be considered in assessing and
improving the quality and effectiveness of a college's recruitment mate-
rials. The paper compares various methods of conducting studies of
stuilchis' perceptions of college publications and looks at the steps
involved in creating and implementing a publications plan, including
recommendations on the use of consultants and a discussion of cost
considerations.

Desiderio, J. Bringing Recruitment On-Line. Scottville, Mich.: West
Shore Community College, 1985. 15 pp. (ED 255 252)

() 2



Describes West Shore Community College's Prospective Student
Contact System (PSCS), an on-line recruitment and student information
system that provides a systematic process of communicating with pro-
spective students, the mechanism and data to measure the effectiveness
of recruitment efforts, a database of information on the curricular
interests and demographic characteristics of applicants and prospective
students, and information indicating which member of the college com-
munity has made contact with a prospective student, when, and where.
Information on the computer configuration used to operate the PSCS is

included.

Donsky, A. P., Karian, C., and Weeks, A. Impact Measures for a Marketing
Intervention Strategy at a Two -Year College. Poughkeepsie, N.Y.: Dut-
chess Community College, 1986. 20 pp. (ED 272 242)

Describes and assesses the effectiveness of a marketing strategy
implemented by Dutchess Community College in the summer of 1985.
The project involved sending personalized letters to students who had
been attending college elsewhere, encouraging them to enroll at their
low-cost neighborhood community college during the upcoming sum-
mer and transfer the course credits back to their present institutions. A
review of the literature on educational marketing is included.

Fonte, R., and Leach, E. (eds.). Triton College Marketing Plan 1985-1986.
River Grove, Ill.: Triton College, 1985. 65 pp. (ED 263 931)

Provides an in-depth analysis of environmental conditions faced
by Triton College and a specific marketing plan developed in response
to the identified trends. The document focuses on trends related to
general enrollment patterns, shifts within program categories, changes
within the high school graduate pool, age shifts, minority student
population growth, and occupational trends. Using detailed program
objectives as a base, it presents specific plans for reaching new markets,
developing or changing services and products, and improving institu-
tional image.

Gehrung, F., Johnson, J., Petrizzo, D. R., and Stub ler, M. "How Can
Community Colleges Work with the Media to Improve Their Public
Image?" Community, Junior, and Technical College Journal, 1986, 57

(1), 32-35.
Essays by four public relations specialists discuss how community

colleges can increase their coverage in the media and improve their
public image. The article considers reasons community colleges may
not have received media coverage in the past and suggests ways in which
institutions can improve their relations with the press and bring news-
worthy stories to the media's attention.
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Hamilton, J., and Hartstein, R. "Media and the Trustee." In G. F. Petty
(ed.), Active Trusteeship for a Changing Era. New Directions for Com-
munity Colleges, no. 51. San Francisco: Jossey-Bass, 1935.

Underscores the importance of community college trustees' work-
ing effectively with the news media. The article discusses ways of
protecting the institution's image, variables affecting image, public rela-
tions policies- the role of the board chair, marketing responsibilities,
and trustee actions that can strain media relations. Offers guidelines for
dealing with the media.

Kleinman, A. "Marketing and Sales for Proprietary Schools." Career
Training, 1986, 2 (4), 8-11.

Provides several tips for marketing a proprietary school. The article
offers suggestions related to newspaper and television advertising, direct
mail, high school marketing, and the timing of promotional mailings.

Osborn, F. P. Recap of Marketing Information Available to Monroe Com-
munity College, 1984-1985. Rochester, N.Y.: Monroe Community Col-
lege, 1985. 12 pp. (ED 269 063)

Provides an overview of the perceptions of the major constituen-
cies of Monroe Community College about the college and of the internal
and external marketing strategies being considered to promote the insti-
tution. The document presents research findings concerning the way the
college is viewed by the community, faculty, and students. It discusses
marketing and promotion issues in relation to the image the college
wishes to project and identifies the information that should be dissemin-
ated to parents, high school students, adult women, the student body,
faculty and staff, and student leaders.

Pi land, W. E. "Beyond Needs Assessments: Marketing as Change Agent."
Community' Junior College Quarterly of Research and Practice, 1984, 8
(1-4), 93-102.

Views marketing techniques as agents of change that can provide
valuable assistance to community college decision makers. The article
discusses the importance of a balance among the four p's of marketing
promotion, price, place, and productand outlines seven procedural
steps in developing a sound marketing strategy.

Pitt Community College. A Model for Recruiting the New Community
College Student. Greenville, N.C.: Pitt Community College, 1985.
159 pp. (ED 267 187)

Offers a proposal for revitalizing traditional recruitment practices
and for establishing a new recruitment model for attracting the nontra-
ditional student to North Carolina's two-year colleges. The document
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presents recommendations concerning internal and external population
mapping; targeting such populations as senior citizens, occupationally
mobile individuals, displaced homemakers, and dislocated workers; uti-
lizing a market assessment index; and developing a marketing plan.

Silberg, C. A. What Is the Relationship between the Effectiveness of
Nonprofit Organizations' Marketing Techniques and Type of Audience
Approached? Largo, Md.: Prince George's Community College, 1984.
56 pp. (ED 254 287)

Reports on the methods and findings of a study conducted at Prince
George's Community College (PGCC) to determine which marketing tech-
niques used by the college were most effective in student recruitment, and
whether the ways in which students heard about the college were related
to the reasons they came to PGCC and their selections of majors. The
report indicates that high school teachers had a greater than expected
influence on transfer students, while mailed publications were less effective
for transfer students and more effective than anticipated for students attend-
ing college to prepare for new careers or for self-enrichment. A literature
review on marketing for nonprofit organizations is included.

Tatro, J. O. "Recruiting and Retaining Students from the Corporate
Sector." Community Services Catalyst, 1986, 16 (1), 8-13.

Sees the corporate sector as a major potential market for colleges
while warning of difficulties in recruiting and retaining corporate stu-
dents. The author recommends that educators analyze the nature of their
markets, determine what they are marketing, assess the degree to which
administrative systems and policies support retention, and develop activ-
ities for strengthening support systems for corporate students.

Waltz, F. C., Arrington, L. R., Cheek, J. G., and Deeman, C. E. A
Recruitment Package for Postsecondary Vocational Education. From
August 1, 1983 to August 31, 1984. Final Report. Gainesville: Institute of
Food and Agricultural Sciences, University of Florida, 1984. 145 pp.
(ED 247 450)

Offers seven instructional units and a how-to guide to assist in the
establishment and implementation of a recruitment program for postsec-
ondary vocati, ,nal education programs. The units focus on such topics as
the nature of and rationale for recruitment; marketing; recruitment activ-
ities; the role of career information and counseling in recruitment; and
evaluation methods. The guide deals with such aspects of recruitment as
conducting a needs assessment; preparing marketing materials; writing
advertising copy; planning a career awareness program; and developing
a public relations proposal outline. Samples of recruitment materials are
appended.
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Warfield, D. Florida Keys Community College's College Reach-Out Pro-
gram. Key West, Fla.: Florida Keys Community College, 1985. 24 pp.
(ED 272 259)

Describes Florida Keys Community College's efforts to recruit
black high school students through such programs as its Eighth Grade
Visitation Program, High School Recruitment Program, Financial Aid
Awareness Seminar, and College Visitation Day. A summary of the
1984-1985 activities of the College Reach-Out Program is provided.

Wilhelmi, C., Bradley, J. L., Burke, K. S., Grizzard, E. S., Miginnis, W.,
Mustachio, J., Palumbo, L. L., Rossmeier, J. G., and Witter, R. M.
Marketing Plan 1983-1989. Annandale: Northern Virginia Community
College, 1983. 86 pp. (ED 234 839)

Presents Northern Virginia Community College's 1983-1984 mar-
keting plan, which was designed to maximize the effective use of shrink-
ing resources to meet the needs of the college's clientele. The authors
offer information on the development of the marketing plan and guide-
lines for twenty-eight specific marketing activities, which indicate the
target audience for the marketing activity, strategies and tactics, evalua-
tion criteria, and cost estimates.

Wilms, W. W. "Proprietary Schools: Strangers in Their Own Land."
Change, 1987,19 (1), 10-22.

Looks at the growing role played by proprietary schools in Amer-
ican postsecondary education. The article considers key factors that set
them apart from traditional colleges and universities, focusing on aggres-
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From the Editors' Notes

"The theme of this volume of. New Directions for
Community Colleges is "Succeeding in a Changing
Market." In our view, successful administrators must
able to appeal to two distinct and rapidly changing
markets: students and employers. After examining the
forces that are reshaping both student and employer
markets, this sourcebook discusses ways in which
community colleges and proprietary schools have been
able to cope with change.

Xi61WACAtXiOAXSWitiqVXSWWW4t..WX4NWZag

ERIC Clearinghouse for
Junior Colleges

FEB 0 5 1989


