FOREWARD

Evergreen is faced with a serious enrgllment problem., Full-time
enrollment has declined since fall 1974, and although headcount enrol-
lment increased steadily through 1976, fall 1977 brought a reduction in
total student enru]]ment.l Enrollment projections for the near future
fall far short of the figures in Evergreen's "enrollment contract" with
the Stata.2 Pressure is on the college from the State Legislature to
change its unique educational format to make it more "sellable". Con-
cern about future enrollment prospects has been voiced by virtually
every college administrator, and by many other members of the college
community: staff, faculty, students, and many individuals with a vested
interest in Evergreen. Although institutions of higher education in
Washington rely heavily upon high schools in their own, or neighboring
counties, for a source of new students, Fvergreen's rather dubious rep-
utation in its surrounding community has handicapped its ability to
attract high school graduates from Thurston nauntv.3

Enrollment shortages are threatening the viability of Evergreen's
alternative approach to education. Many potential changes the college
could make in response to market pressure and consumer demand would

undermine the intention to provide a unique educational product, Moves
towards a more "traditional" programmatic structure or specialized instrue-
tion could result in an FEvergreen much different than that envisioned by
its founders, or many individuals presently at TESC.

Evergreen is not, however, alome in facing Enrollmenf shortages.,
For a variety of reasons, colleges natiaﬁwide can expect a decline, or

at least a decreased growth, 'in the number of high school students




interested in college attendence.Iﬁ To confront, and hopefully overcome
these difficulties, an increasing number of colleges are adopting
concepts used in commercial marketing.5

It is the purpose of this paper to describe how the "marketing
concept" can be applied to higher educatiom, and to argue for its
usefulness in regards to Evergreen's enrollment situatiom. It will
not, however, provide an operational marketing scheme or a cookbook
solution to Ewvergreen's enrollment problems. Instead it will set forth
a model, or way of approaching the planning and implementation of a
college marketing program, and delineate the essential factors to be
considered in the design of a marketing plan for Evergreen or any

institution of higher education.




RESEARCH METHODOLOGY

To approach the subject of marketing higher education and its
potential application to TESC, a method of research akin to what is
known as "illuminative analysis" was employed. This methodology is
a relatively new evaluation tool, used primarily to investigate educa-
tional programs, teaching, and the educational milieu of a given insti-
tutiﬂn.ﬁ I1luminative analysis was used for basically two reasons:

1) it permits a "progressive focusing" on crucial issues, a factor
especially advantageous when dealing with a project of undetermined
scope, and 2) it relies more heavily upon qualitative rather than quan-
titative research skills, the latter of which the authors were unqual-
ified to use and which can prove costly and time-consuming.

The following discussion of the authors' application of illumina-
tive analysis will provide imsight both into the nature of this method-
ology and the evolution of this report.

Utilization of an illuminative analysis study design generally
entails three stages which functionally overlap: observation, focused
investigation and interpretation. At the outset of 2 study the research-
er plays a role similar to that of a social anthropologist; the purpose
is to become familiar with the activities, processes and communication
networks occcurdng in a given educational setting. There is no attempt
as in traditional research methodelogy to isoclate or control variables,
Instead, a basic understanding of a complex situation as it is encoun-
tered is sought.

The second phase of illuminative analysis entails the selection of

a number of reoccuring pheomena and opinions which, as a result of




preliminary observations, seem worthy of more sustained and intensive
inquiry., Analysls and interpretation of the vast amount of accumulated
Information comprises the final stage of illuminative analvsis. Alter-
native interpretations and thesis are weighed and much data weeded out,
There is an ebvious need at this point in the study to define the para-
meters of the final report without deleting important ideas and infor-
mation.g

The authors embarked upon this study with the self-devised mission
of exploring the marketing concept as applied to higher education in
general, and specifically in regards to Evergreen., The initial research
or "observation" entailed reviewing literature pertaining to commercial
marketing and marketing higher education; interviewing a variety of
people involved in the Evergreen community with a focus upon college
administrators; talking with people involved with higher education
throughout the state, especially those concerned with enrollment and
recruitment planning; and reading a variety of papers and documents avail-
able on Evergreen,

A lack of coordination and communication between individuals invel-
ved in enrollment planning and recruitment at Evergreen; the need for a
systematic approach to marketing; and the need for a common data base. to
be utilized by all of those invelved in the marketing effort were issues
selected for focused investigation. Consistent with the methodeology, the
research became more systematic and direct. A brief questionaire was
designed to assess the degree of coordination between a sample of admini-
strators, and other efforts were aimed tqwards developing a model for

marketing higher education and establishing the need for a research office.




In interpreting the information collected, the focus of the study
was narrowed to concentrate primarily on those aspects of the "market-
ing model" which were deemed crucial to Evergreen's marketing effort.

A decision further was made to exclude a discussion of commercial market-
ing theory, as it was not essential to a presentation of the central
thesis, Finally, a major portion of the authors burden was relieved by
a somewhat self-gratifying coincidence: the need for an argument
supporting establishment of a research office was eliminated by the move
on the part of Evergreen's budget planners to include a provision for

an Office of Institutional Research in the 1978-79 budget.

MARKETING HIGHER EDUCATION

Application of certain basic principles of commercial marketing
to enrollment and recruitment planning is gaining credence among college
administrators. Although educational institutions have leong utilized
business theories and practices related to finance, accounting, corporate
strategy, and more recently organizational behavior and management science,
marketing has been neglected.g This rejection of the "marketing concept"
is attributable to basically two factors: 1) Postsecondary education has
traditionally enjoved an assured supply of "educational consumers"”, thus
negating the need for sales tactics; and 2) marketing, regarded as a
"hard sell™ tactic has been held in disdain by most Educatnrs.lﬂ

During the 1970's, however, a variety of factors have contributed
to the increased popularity, or at least.acceptance of marketing tech-

niques among college administrators. Concern for institutional viability




in the face of a shrinking pool of high school graduates has forced
consideration of strategies for battling declining enrollment. Espe-
clally for private schools and those lacking an established reputation,

operating in a competitive market has raised the question of "selling"
the institution to potential students.

While the high school graduate population is expected to decline,
many new types of educational consumers are emerging. Adults, community
college transfers, minorities, women, individuals in the lower income
brackets, and those traditionally underqualified academically for a
college education are gaining increasing recognition as potential stu-
denta.ll Successful attraction of these segments of the population has,
and will to a greater extent in the future, force schools to assume a
greater consumer orientation and develop programs responsive to the
needs and desires of these individuals,

A better understanding of, and appreciation for, the principles
underlying the marketing concept has facilitated its acceptance among
educators. Negative connotations attached to marketing due to a per-
celved emphasis upon "creating needs" or the "hard sell" are gradually
fading as approaches stressing the development of educational products
and services which meet the needs of the consumer are developed.l2 While
the term "marketing" still meets with some resistance, many of the con-
cepts it embodies are widely accepted, if net practiced.13

0f the many commercial marketing prinéiplea adopted bv educators, the
following will be discussed in the belief that they form a fundamental
basis for enrollment planning and the development of recrultment strate-
gies. While many of these concepts may appear simplistic, each is

erucial to a sound approach to marketing, and as will be argued in regards
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to Evergreen, are often neglected in college marketing strategies,

Consumer Orientation and the Exchange Process

Central to the marketing concept is a focus upon consumer needs
and the process of exchange. A consumer orientation implies, in the
case of higher education, that an institution is sensitive to what stu-
dents need and desire. This set of expectancies held by students about
an "educational package" must be responded to, or an institution's in-
ability to do so acknowledged., To effectively conmunicate such a response,
the college must discover the best means of relaying information regard-
ing its educational milieu to potential students. This in turn requires
an understanding of the factors influencing a student's college choice
decision-making process.lﬁ Vital questions include: What do students
desire in an educational experience? 1Is the school able to fill those
needs? How does the school best communicate its true image?

In addition to a consumer orientation, a marketing approach further
recognizes an "exchange process" undertaken by the student and college
to satisfy mutual needs.ls Hence, the needs, limits and resources of
the institution must be as clearly understood as those of the potential
students, On one hand, the college offers an educational program, ser-
vices, faculty, location, reputation, student body, entertainment style -
all of those factors comprising the educational milieu. On the other,
the potential student presents a curriculum vitae and other attributes
communicated during preliminary contacts with the school. The purpose
of marketing is to attract those students most suitable to the educa-
tional program and ambient character of the campus.,

Dr. Roger Campbell, Director of Undergraduate Admissions, Northwestern




University, attributes much of the antagonism towards marketing to a
misunderstanding of this process of "give and take". He maintains
marketing is regarded as "one dimensional', emphasizing, "bringing stu-
dents to the institution, playing down ... the legitimate question of
whether those you bring there should be there in the first place.”" Con-
slderation of an exchange process, however, challenges these assump-

16

tions.

" from the exchange process,

To ensure optimal "mutual satisfactiom
the marketing approach thus makes two demands upon a college. First,
those involved in the marketing effort must have a clear understanding
not only of the educational programs offered, but the nature of the
total college milieu, HNext, the marketing activities must be of an
informative nature, facilitating a student's understanding of the assets

and limitations of the school.

Marketing as a Total Organizational Effort

Just as the marketing department of a commercial enterprise cannot
function efficiently in a vacuum neither can the admissions office of
a college plan and execute marketing activities without coordination
with other depart%ents or "subsystems" in the college community.

This "truism" heolds two major implications: 1) responsiveness
to the student market requires the institution to orient planning and
development from the Board of Trustees "on down" around student needs,
and 2) all of those activities undertaken by members of the college com-
munity which impact the decisions of students te attend the schoel must
be coordinated., Implementation of a marketing scheme with benign ne-
glect of coordination will result in inefficient utilization of a school's

resources, and perhaps have a negative or "demarketing" effect upon




college recruitment.

As noted by Philip Kotler, "the marketing concept calls for inte-
grated marketing, This means that the separate marketing tactics must
be balanced and orchestrated for maximum and consistent Iimpact on the
target audience. There is nothing worse than contradictory messages
and signals coming from a given college. The various components of the
marketing effort must present a harmonicus picture to the 1:a'teu:iceI:pl:eu*_-e.‘."I

Systematic Organizational Planning

Marketing requires a systematic organizational planning effort, in-
cluding the statement of broad missions and goals and their policy im—
plications.l8 If marketing is to encompass wirtually the entire scope
of an Drganizatiun's-relatiuns with its markets, then activities of the
various departments, offices and individuals involved must be guided by
common goals and coordinated poliecies, While the contributions made by
various subsystems to the total institutional marketing effort are nec-
essarily quite diverse (for example at Evergreen, poliecy establishment
by the Board of Trustees, academic program planning by the Deans and
faculty, high school visitations by the Admissions staff), to realize
any synergistic common goal their activities must be directed towards
that goal and guided by a common plan.

Institutional goals and strategies for achieving them must further
make sense in light of the nature of the student market.lg If the pool
of potential students from which a college has traditionally drawm is
changing, then its missions and plans may have to be suitable adjusted.
Hence, planning recruitment strategies around high school visitations
when high school graduates are scarce and adults are expressing interest

in 1life-long learning experiences may impede the effectiveness of the
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college in servicing market needs and attracting new students., Offering
a strict liberal arts curriculum when a majority of applicants express
interest in more career-oriented academic programs (what is often termed
the "new vocationalism") can have a similar effect.

Finally, even rationally developed goals and plans designed to tie
a common thread through the entire institution's marketing efforts can
be ineffective if not adequatly communicated and understood. Strategies
intended to be followed through and aected upon must be placed in opera-
tional terms, In the case of Evergreen's Admissions Office goals, "Con-
tinue to offer the best services we can before and after the students en-
roll", while admirable, is too ambiguous. Vague generalities carry dif-
ferent implications for individuals involved in devising policies and
implementing strategies, and hence can hamper coordinatiomn.

Marketing: Two Approaches

Two approaches to marketing are commonly recognized. One is to
geek out markets for an existing producti the other to design products
in repsonse to the demands of a recognized market.zﬂ

In higher education, as in commercial enterprise, a balanced approach
is optimal. A college stubbornly clinging to a rigid curriculum and edu-
cational format will likely have difficulties attracting students. Con-

versely, major changes in response to every "popular" educational trend

may be detrimental to the institution's reputationm.

A MODEL FOR MARFETING HIGHER EDUCATION

As evidenced by the foregoing discussion of marketing higher educa-

tion, the marketing effort is an endeavor embracing the planning and
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functional activities of the entire institution, The scope is much
broader than those activities falling direectly under the responsibility
of the Admissions Office. Marketing requires a total systems approach
to enrollment and recruitment planning, and involves the coordinated
efforts of all involved.

Although such an integrated approach to marketing is wvital to a
program's effectiveness, few models for developing a marketing strategy
which embrace a systematic approach are available to college admini-
strators.zl Much of the treatment given to marketing in publications
pertaining to higher education deal only with specific aspects of the
marketing prnblem.z2 Hence, there is much material available on design-
ing student questionnaires or "tried and true" recruitment strategies.
There are, however, a few notable exceptions to this rule (See, for ex—
ample, Kotler, 1976) which provide a framework for a marketing approach
applicable to any institution.

Utilizing components of a number of models and supplementary mater-
ial on marketing higher education, a model for developing a college
marketing plan was constructed by the authors. The model presented
here is comprised of seven basic "steps'": Market research, institutional
positioning, applicant development and portfolic planning, applicant eval-
vation and notification, recruitment effort evaluation, college improve-
ment planning and alumni loyalty development, and comprehensive marketing
effort evaluation.

The following discussion of the model will include first a basic
description of the purpose and significance of each step. WNext there will
be a more detailed explanation of market.research and institutional posi=-

tioning, These first two steps will be given a more comprehensive treatment
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because, 1) they form the essential foundation upon which a systematic
marketing plan can be constructed, and 2) in the case of Evergreen, as

is true with many colleges, they are being inadequately addressed, Fin-
ally, a number of important considerations presented in these two steps
will be discussed in relatiom to Evergreen, Other considerations, due

to the format of the model, will be left as suggestions for future action.

I. Market Research. Purpose: To develop an understanding of the

competitive marketplace In which the college operates. Consideration of
demand factors entails assessing the potential student market and under-
standing the student college choice decision-making process. Considera-
tion of supply factors involves familiarization with the status of com-
peting institutions and studies of exemplary marketing programs. A real-
istic perception of the educational marketplace sérves as the foundation
for a systematic marketing plan.

ITI, Institutional Positioning, Purpose: Make an institutional

commitment to provide optimal service to some viable segment(s) of the
student market, and establish an attractive and unique niche for the col-
lege. Positioning is based largely upon market research, an understanding
of the college's current position in the market, and its position as per-
ceived by potential students, Institutional positioning facilitates not
only the recruitment process, but gives synergistic directions to all
developmental and planning efforts undertaken by the college,

ITI. Portfolio Planning and Applicant Development. Purpose: Devise

programs attractive to segments of the potential student market or seek
a sufficient pool of applicants desiring the college's existing educational
programs or undertake some combination of both. These activities must

be based upon market research and the institutional position, and be aimed
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towards realizing the optimal "exchange process". Underlying the alter-
native strategies presented in this step is a recognition of the two
approaches to marketing.

IV. Applicant Evaluation and Notification. Purpose: Select those

individuals from the pool of applicants best suited for the institution
in 1light of its present offerings and established position. Admissions
eriteria must be developed and reviewed often to ensure they are producing
the desired student class size and mix, Purther, as many students will
be admitted to more than one college, a notification proceedure must be
developed which will increase the student's preference for the college.

V. Recruitment Effort Evaluation, Purpose: To assess the strengths

and weaknesses of the annual recruitment effort and pinpoint manners in
which 1t could be improved. This should entail not only a macro evalua-
tion of the enrollment results, but also a micro analysis of individual
activities contributing to the total marketing effort.

VI. College Improvement Planning and Alumni Loyalty Development.

Purpose: Identify key dimensions of student satisfaction (for example,
quality of academic programs, social activities, residential facilities,
etc.), evaluate student satisfaction along these dimensions, and based
upon this evaluation, develop plans for improvement. In addition, devise
programs which will enable alumni to participate in the marketing effort.
This step is based on the premise that students, past and present, are

a college's most effective advertisers.

VII., Comprehensive Marketing Effort Evaluation. Purpose: Evaluate

the effectiveness of the entire marketing effort, comprehensively and
on an on-going basis, along lines similar to the annual evaluation of

the recruitment effort.
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Market Research = A Closer Look

Every college has different information needs, so a laundry list of
data to be collected would be fruitless, The model presented above does
suggest, however, pgeneral aspects of the competitive marketplace to be
explored.

I. Demographic information and population trends can help a col-
lege assess present and future demand for its educational product, Of
interest are birth rates, numbers of high school graduates, college par-
ticipation rates of high school graduates and other segments of the stu-
dent market, general college eﬁrullment rates, the economic climate, and
characteristics of high school graduates: aptitude, economic background,
geographic location, ethnic origin and educational aspirations,

Balanced consideration of all of these variables is necessary to
develop an accurate portrait of the student market. TIn Washington, as
well as nationwide, postsecondary education is facing a substantial de-
cline in its traditional student market: the 18 - 24 year old high
school graduate. The end of the impact of the post World War II baby boom,
and the rise of birth control, female participation in the work force, and
new attitudes towards child bearing are producing substantial shifts in
the age distribution among the nation's population. These factors, coupled
with increased 1life expectancies will lead to a population of an older
average age than in the past.23 Translation of these developments into
enrollment projections, however, necessitates consideration of college
participation rates among various age groups, socio-economic conditions,
migration, attrition rates, Etc.zﬁ Will increased adult interest in
education counter balance an under-supply of high school graduates? Will

a contraction in the market for educated labor further reduce the demand for
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a college education?

II. If the aim of marketing is to attract students to college,
then requisite to an effective marketing effort is an understanding of
how students decide to attend college, and what factors influence their
decision to attend a given institution, While sophisticated models of
the student decision-making process have been developed (Kotler, 1976),
they are highly theoretical, and hence may be difficult to apply to
an operational enrollment and recruitment plan. These models can per-
haps be more useful in raising questions or suggesting factors to be
congidered in the process of market planning.

One of the most important processes that a college should under-
stand is how students acquire information about colleges. Important
sources of information ineclude: Peers, relatives, teachers, school
counselors, mass media, published college guides, college catalegues and
brochures, college alumni, direct mailings, etc. 43 While the college
may utilize all of these in a marketing effort, each has different costs
and different impacts upon future students. Research into the relative
influence of these various sources enables a college to efficiently allo-
cate resources among the various marketing activities.

Also important is an understanding of what attributes of the college
are important in influencing the student's final decision te attend the
t.':—::tllege.zll"5 For example, to what factors do students attribute their de-
cision to attend Evergreen: geographic location, the inter-disciplinary
studies approach, cost or social 1life? What features of Evergreen have
impacted the decision of applicants not to enroll? A general awareness
of the relative importance of these factors would help Evergreen decide

what to emphasize in its recruitment efforts, and further its design of
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program offerings.

I1T. Market research should entail assessing not only the buyers
market for higher education, but the nature of the competition a college
faces as a supplier as well, With which schools is the college competing
for students? What range of educational services are offered among the
competition? Which schools are having difficulties attracting students?
What exemplary marketing techniques are available?

The size and diversity of the educational marketplace necessarily
places limits on the scope of the research, but a general understanding
of the supply conditions in higher education is vital, Evergreen, for
example, operates in a state-wide marketplace of 5 public universities,

12 accredited private colleges and universities, 27 public community col-
leges, 5 public vocational-technical institutes and approximatly 300
private vocational schouls.z? A study of each institution would obviously
be unwieldy, but acquaintance with its major competitors and some famil-
iarity with the market as a whole would be beneficial to Evergreen.

Also useful is a conception of the status of other schools in re-
gards to supply and demand. Even in a state such as Washington which is
moving towards a highly competitive buyers market in higher education, some
gchools will have relatively more difficulty attracting students than others.
The University of Washington, currently enjoying an abundance of appli-
cants, 1s in a position to be highly selective in its admissions policy,
while Central Washington State University has been forced to actively seek
out new markets.

Finally, a survey of marketing efforts undertaken by other schools
can generate useful information. Nationwide, marketing efforts have

included such "gimmicky" promotional schemes as offering tuition
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rebates for student recrultment efforts resulting in actual enrollment
or releasing balloons f£illed with schnlarship-affers.28 Other schools
such as Pennsylvania State and Northwestern University have taken more
systemmatic approaches, similar to the model in this paper.29 In re-
sponse to a tight educational market, Central Washington has made its
educational programs more attractive to certain segments of the student
market by establishing satellite campuses in closer proximity to their
residences,

Institutional Positioning — A Closer Took

A college's top policy makers must articulate a mission and pur-
pose for the school which makes sense in light of its history, resources,
opportunities, public image and competition., The administration's state-—
ment should avoid vague generalities and set forth specific educational
objectives and philosophies. Further, it should define a distinctive
posture for the school in relation to its competitors.

The purpose of a mission statement is to serve as a foundation and
locus for all marketing activities. Policies and strategies for imple-
menting the marketing effort should be derived from these paramount goals,
By establishing and communicating an institutional posture and mission, a
college can facilitate coordination of marketing activities and avoid
relaying conflicting messages to its public,

The following is am outline of factors to be considered In esta-
blishing an institutional position:

I, What is the current position of the institution in the market}

This entails consideration of the history and development of the college;

how it compares programatically with other schools; and the relative impact
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of enrollment trends upon the school and its competitors.

II. How does the public generally, and potential students specifi-
cally view the current position of the institution? This could be asses-
sed through questionaires given to present students, graduates or appli-
cants who decline to enroll; contacts with high school and community
college counselors; contacts with individuals involved in higher educa-
tion in general; and the press.

III. Finally, based upon an understanding of these factors and the
results of market research, the college develops an institutional posi-
tion, First it identifies positioning altermatives available. Next it
considers strategies necessary to achieve the most desirable positions.
Finally the implications of implementing these strategles must be asses-
ed. What would the effect of a specific change in tactics have upon the
rest of the college milieu? For Example, if an Everpreen strategy to
attract Thurston County high school graduates included establishment of
a number of traditional course offerings, how would this effect future

curriculum planning?

RECOMMENDATIONS

As noted previously, the first two steps of the model presented above,
market research and institutional positioning were given comprehensive
treatment for two reasons: 1) They provide the essential foundation
upon which a systematic approach can be constructed, and 2) they are
being neglected or inadequately addressed at Evergreen, Although Ever-

green is engaged in a variety of marketing efforts, President Evans speeches
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to community groups, Judy Annis' public relations activities, and
Arnaldo Rodriquez' high school wisitations, they are not derived from
a school-wide understanding of an institutional mission or rooted in a
sound analysis of the competitive educational marketplace, Based

upon our familiarity with systematic approaches to marketing and our
investigation of Evergreen's marketing activities we have developed the
following recommendations.

Primary Recommendation:

Evergreen should use a systematic approach to enrcllment planning
such as the one presented by the model in this paper.

Secondary Recommendations:

1. Evergreen must establish a clear institutional position upon
which decisions about enrollment efforts can be based.

2. Greater coordination is required in Evergreen's enrollment
efforts.

3. Communication between theose involved in the enrollment effort
must be improved in order for Evergreen to reach its enrollment goals.

4, There must be a clear, operational enrollment plan established,

5. Every subsystem involved in Evergreen's enrollment effort must
follow this common plan.

6. Evergreen must have a common data base for use throughout the
institution.

7. Evergreen must increase its consideration of the "user point of
view" in enrollment planning.

8. Evergreen must undertake considerablymore research, both formal

and informal, but systematic.
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Primary Recommendation: Evergreen should use a svstematic amproach

to enrollment planning such as the one presented by the model in this paper.

The task of attracting students to a college is difficult and complex.
The efforts of nearly every "subsystem" of the college must be involved,
from administrators through alummi. The management of this task requires
a high degree of coordination and careful comprehensive planning, with-
out which an institution cannot expect to achieve its goals., It is essen-
tial that Evergreen undertake careful planning and coordination of its
recruitment effort in order to strengthen the desired outcome of enrol-
Iment activities.

In viewing organizations (such as Evergreen) as systems there are
gome important factors to consider. An understanding of the interdepen-
dencies of subsystems (such as the Office of the Registrar or the Col-
lege Relations Office) is useful in analyzing complex task accomplishment,
The activities of individual subsystems or components working together
ideally create synergistic effects enabling greater results than indi-
vidual efforts can provide. Most organizational activities are carried
out through the interrelationships of subsystems, No component of Ever-
green operates in a vacuum. Consideration of these factors is useful in
the coordination of a complex effort,

The very nature of the recruitment problem alone indicates the need
for extensive planning and ccordination. Such a multi-faceted issue can-
not be approached in a haphazard manner,

Secondary Recommendations:

Evergreen must establish a clear Institutional position upon which

decisions about enrollment efforts can be based.

The clear statement of an institutional mission provides the essential
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foundation for a college's enrollment effort, Without this reference
polnt the contributions of warious subsystems to the total recruitment
effort will not be aimed towards a common goal, Further, to be imple-
mented as a gulding philosophy, the mission must be stated in operation-
al terms and communicated systematically throughout the college,

There has been a need expressed by the interview sample for
a clear institutional mission and philosophv. President Evans said,
"Unless we know what we are internally, we can't sell ourselves to the
external world.,"

One exceptional respondent claimed Evergreen could never agree
on any institutional statement, other than a consensus that inter-disci-
Plinary studies are central to the essence of Evergreen.

While the need for an institutional mission has been discussed re=
peatedly, Evergreen appears generally unresponsive. In answer to one
external evaluation containing the primary recommendation that institu-
tional goals be clearly stated, Evergreen responded with an ambiguous
reiteration of status quo interspersed with pledges to "trvy" and "endeavor"
to follow the study suggestions,

Understanding that this step of the enrollment process may be the
most difficult and painful stage to complete, we cannot overstate the
importance of this recommendation. In its statements of institutional
goals or missions, Evergreen cannot afford to be ambiguous.

Greater coordination is required in Evergreen's enrollment efforts.

There is presently a great need for coordination in Evergreen's en-
rollment efforts., Greater coordination will be needed in the future,
Four seperate enrollment plans were discussed by different admini-

strators, while others claimed Evergreen has no plan. Contradictions in
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enrollment efforts were cited. High school seniors, community college
transfers and older students were each singled out as the primary re-
cruitment priority by different administrators. Students have been
given tours of the Communications Building and then told there aren't
faculty to support it. Students have been recruited for programs that
were full and programs that didn't exist.

An enrollment effort is a system-wide activity. The roles of every
component of Evergreen must be planned, communicated and carried out teo
result in the achievement of enrollment goals., The left hand must know
what the right hand is doing and how each of their activities relate to
the purpose of the body as a whole, as a system,

Communication bhetween those involved in the enrollment effort must

be dmproved in order for Evergreen to reach its enrollment goals,

Improved communication is essential for Evergreen to carry out
an enrollment effort. The quality of communication taking place at
present can be easily questioned. One person responsible for vital support
to the Admissions Office has no written or formal plan and has mistaken
the priorities of the Admissions Office in a personal interpretation of
the admissions plan., The Directcr of Admissions had spoken with the
President only twice., One administrator complained about the quality of
the support provided by another office while a short walk down the hall
could have provided resolution of their problem. It had never been dis-
cussed, The number of different enrollment plans in circulation alone is
an indication of poor communication.

Awarness of both formal and informal communication channels at Ever-
green can aid the improvement of communication. Consideration of feedback
channels would also be useful,

Clear communication is requisite for coordination of any institutional
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task, and especially important with the complexity of enrollment plan-
ning.

‘There must be a clear, operational enrollment plan established,

Administrative response to the establishment of an enrollment
plan was positive. WNearly every person interviewed expressed a need
for elear institutional plans for enruliment. One administrator said
of Evergreen's plan, "It's out of focus." Another said, "We don't have
a plan. We don't have a plan to plan." Defining Washington State as
a recruitment target, an administrator felt Evergreen was doing well
nationally. A subordinate of that person was describing a scatter-gun
approach saying, "We have tried to cover all the bases," One signifi-
cant exception was a highly placed administrator who was extremely pes-
simistic about any institution's ability to affect its enrollment, in-
cluding Evergreen.

It is crucial to any organizational task that system-wide activi-
ties be clearly planned and stated through concise objectives and roles
for all participants. This type of plan must be formal. A complex and
and diverse organization such as Evergreen should not expect to achieve
success in reaching enrollment goals through the use of informal or casual
directions.,

Evéry element of Evergreen's enrollment effort must follow a common

plan.

Evergreen must follow its clearly established enrollment plan. This
requires high quality communication. At present many different enrcllment
plans are circulating throughout Evergreen's administration. The use of
a common plan is most obviously necessary for coordination and to prevent

contradictions and cross purposes, but beyond this, it is Ilmportant to
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have a common goal and direction that participants can utilize to unify
their efforts, It can also serve as a focus for espirit de corps.

The use of a common plan is especially important at Evergreen.
In private firms the function and purpose of participants is more
directly channeled in one direction: the company objectives. By the
nature of institutions such as Evergreen, the direction and purposes of
individuals follow an opposite pattern; one of diffusion. At Fvergreen
there is no profit to turn. (Although admittedly, enrollment levels
affect funding),
To function effectively in one direction an institution has to know
precisely what that direction is, The use of a common plan provides such
a focus,

Evergreen must have a common data base for use throughout the college.

In order to operate in a consistent and coordinated manner, Ever-
green must have a common data base,

At present there is a large quantity of data being produced by
different offices throughout Evergreen, some of which is contradictory.
It was said that, "Each administrator has only a fragment of the picture,"
It appears that very little data is utilized ocutside of the office in which
it is developed, and it is often in the wrong format for use by others.

Evergreen's recently funded 0Office of Research could be effective
in increasing the commonality and coordination of research efforts at
the college, Whether this office would take over all imstitutional re-
search or merely oversee these activities, much could be done to increase
the effectiveness of research at Evergreen,

Decisions about enrollment must be based on common assumptions to
produce a unified effort, Administrative assumptions would ideally stem

from the use of a common data base.
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It 41s difficult if not iImpoasible for Evergreen to carry out a
highly coordinated and complex task without the use of common data.

Evergreen must incredse its consideration of the Miser point of

Evergreen must place greater concern on the "user point of view"
at all levels of planning for recruitment activities, The utilization
of feedback is crueial to this idea,

The entire discussion of marketing is based on the 1dea of exchange
between buyer and seller. The seller, Everprecn, must consicer the
buyer's, the student's, needs and to some degree modify the product, cur-
riculum and programs, to meet those needs, While an extreme result of
the principle would be an organization that changes with the tides, the
other extreme would be an institution toe rigid and unresponsive to sur-
vive,

Present trends towards an increase in older students and a declin-
ing high school graduate pool predicates the need for Evergreen to
respond to increased changes In student needs., In addition, Evergreen is
moving rapidly towards a "buyers market", With the marketplace that Ever-
green operates in becoming tighter, it is imperative that Evergreen con-
slder the needs of both present and potential students.

Time and resource limitations prevented the authors from discerning
the degree to which members of the Evergreen community take this users
view into consideration. The importance of institutional responsiveness,
however, merits repetition regardless of present efforts.

Evergreen must undertake considerablv more research, formal and in-

formal, but systematic.

Evergreen must undertake a great deal more research in order to make

more effective marketing decisions.
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There is a nearly unanimous call among administrators for greater
and better information throughout Evergreen. It was sald, "You can't
do planning if you don't know what students are doing," and, "we need
more information whose format is in a proper form."

It is not essential that all research carried out at Evergreen be
of a highly rigorous or empirical nature. There are valid metho&nlogies
for both qualititative and mathematically based formats. It is important,
though, that the research at Evergreen be done in a systematic manner, with
the results available for utilization for all involved in the marketing
effort. This work should be coordinated, without duplicity, and have a
clearly established use and need before it is undertaken. The research

office could carry out some of these duties.

" SUMMARY
A solution to Evergreen's enrollment problem will require a comp-
rehensive and systematic approach to marketing. Basic to the marketing
concept as illustrated by the model presented in this paper is a clear
understanding of what the college is and who it is selling to. This
paper focuses on these fundamental issues because they provide the foun-
dation for the entire marketing effort. Evergreen must answer these

intial questions in order to develop an effective marketing plan.



