 CHAPTER 5

Can Strategies Used in Industrial Marketing be Used to Market Schools?

Introduction


This chapter was written as a means of relating to the reader my personal experiences, whereby through using action research I drew conclusions as to how effectively strategies used in industrial marketing could be used to market the case study school.

The industrial marketing strategies I worked with were:

1.
Market Research through use of Questionnaires

2.
Strengths, Weaknesses, Opportunities, Threats proformas. (SWOTs)

3.
Awareness, Interest, Desire, Action  (AIDA)

4.
Unique Selling Position  (USP)

5.
Public Relations  (PR)

6.
The Four P’s  -  Product, Place, Price, Promotion  (Marketing Mix)

7.
Relationship Marketing and the ‘Six Markets Model’ of ‘Customer’, 
‘Internal’, ‘Influencer’, ‘Recruitment’, ‘Referral’, ‘Supplier’ markets.



My study of the above strategies was carried out utilising views from Bridget Somekh which I felt to be strongly appropriate.  Somekh’s (1995:348) statement ‘There is a tendency for some action research to become ingrown and ‘contentless’, so that self exploration and personal growth seem to become the whole focus and purpose of the research.   This may be effective as a form of therapy but it is difficult to justify calling it research’, was a statement that I wished to follow both strongly and closely with reference to my study above.  I agreed with Somekh that my own personal growth was important, but for me what was of more importance, was the fact that my study of industrial marketing strategies and the findings evolving from my study would be an original contribution to knowledge which would in turn contribute to the professional knowledge base for headteachers so that headteachers would be able to learn from my research findings and hopefully give enhanced education to pupils in their schools.


Somekh’s view that in relation to literature we need to question strongly what we read, ‘we need to divest the text of its spurious authority’ (Somekh, 1995:352) was a view which I felt to be totally pertinent to the above study.  In relation to my work I was reading a wide range of marketing texts both educational and industrial, which were all too ready to give advice which appeared totally uncomplicated.  Somekh’s advice that my approach to my reading of the above should be ‘creative, questioning and productive, rather than passive and accepting’ (Ibid) was advice that I looked forward to utilising as I, whilst critically engaging with this literature would be adding my own research findings to it. 


Utilising Somekh’s views above; in this section the reader is made aware of how these strategies were implemented in my practice, through action research cycles and explored through reflection with a view to improving my own practice.  It tells of how these strategies were scrutinised so as to establish whether they could be used in my practice to market the case study school effectively and aid the education of pupils hence enabling me to live my values in my practice or, whether the strategies were found to be too restrictive or unmanageable, denying my values thus making me a ‘living contradiction’ (Whitehead, 1993a:167, 1994b:2, 1995:118).
Note:
These strategies did not follow each other consecutively, but for the purposes of this chapter they are grouped systematically.  The action research cycles outlined are represented through the narrative not diagrammatically. 

1.
Market Research: Use of Questionnaires

Marland and Rogers (1991:26) state that ‘the purpose of ‘market’ or ‘client’ research, whether we use formal or informal means, should attempt to establish parents’ (and thus, of course, their children’s) perceptions of what they require.  This involves asking a number of uncomfortable questions, especially in establishing  to what extent parents are satisfied with what they perceive the school is doing …  Establishing the views of those in the school and their parents and those who might come to the school, not only helps the running of the school but is a necessary part of marketing the school.  No promotion of school and its work is sensible without knowing what people want and what the school is really doing’.


Stokes (1994:137) states ‘The initiation of marketing research usually arises from management awareness of a problem or an opportunity’.  For me the above statement was not totally correct as I did not have a problem or an opportunity, I had a problem and an opportunity.  

My problem was: that due to the borough re-organisation my school had been given primary school status after twenty years as a first school (pupils 3-8 years).  The schools nearest to my school were well established primary schools.  They were well resourced from previous years, had good staff expertise, had their own science labs, music rooms, playing fields on site, had good libraries and offered a good key stage 2 National Curriculum.  I, at the present time had none of the above.  I was aware that in the present market situation that ‘parents may vote with their feet and send their children elsewhere’ (Bush, 1981:467).

My opportunity was:  I was aware that schools have to listen more carefully to their parents views (Hardie, 1991:7) and wished to utilise them in developing my school.  Before I could use the above views however I had to find an appropriate, effective means of becoming aware of them so that I could find out how parents perceived the case study school and what expectations they had of it.  This needed to be done as soon as possible.  I thought over the data collection techniques available to me.  Videoing or audio-taping all of my parents would be impossible.  Working with a sample would be unsatisfactory as I needed as many opinions and as much information as I could get.  I therefore decided on a questionnaire as I felt this would be the quickest means of reaching all the parents at the case study school.  


I wrote to every parent (2/11/93) in the case study school, drawing their awareness to the fact that we had been given primary school status and that it was important to me that I became aware of their present views and future expectations.


Another head in my borough had previously sent a questionnaire to his parents so as to find out their views on the school, so I arranged to meet with him (18/10/93) and obtained a copy of his questionnaire which I then studied, adapted and added to before sending it to the parents of the case study school. (see Fig.1)  This headteacher’s questionnaire had asked for the parents’ name at the bottom.  My reading had shown me different however.  Harrison and Gill’s (1992:118) advice that questionnaires should be given in a ‘name optional format’ to ensure a greater return appealed to me.  

Fig. 1
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             November 1993

    Dear Parents,

    At the present time we are reviewing how accessible our school is to our      

    community.  I would greatly appreciate it if you would please complete the 

    following questionnaire and return it to either the school office or your class 

    teacher by Wednesday. 10th November 1993.

    Yours sincerely

    John Loftus

    Headteacher

.....................................................................................................................................

   Please answer YES or NO or DON’T KNOW, beside each question:

    1.
Do you think that the school has a happy atmosphere?

.................

    2.
Do you feel welcome when you come into school?


.................

    3.
Do you think that the children work in pleasant surroundings?
.................

    4.
Do you think that the school has a good reputation?


.................

    5.
Does your child enjoy coming to school?



.................

    6.
Is your child happy at school?




.................

    7.
Do you know the name of your child’s teacher?


.................



any of the ‘friends of’?




.................



any of the school governors?



.................



any of the welfare assistants?



.................



the headteacher?





.................



the deputy headteacher?




.................

    8.
Do you find it easy to contact your child’s class teacher?

.................

    9.
Do you find it easy to contact your parent governors?


.................

    10.
Do you know where to find:



your child’s classroom?




.................



the parents’ room?




.................



the secretary’s room?




.................



the school library?




.................



the school hall?





.................



the medical room?




.................



the welfare room?




.................



the governors’ and ‘friends of’ noticeboards?

              .................

    11.
Does your child enjoy reading?




.................

    12.
Do you hear your child read regularly?



.................

    13.
Are you happy with your child’s reading?



.................

    14.
Do you think that the school has a good selection of books?

.................

    15.
Do you receive enough written information about what your child is 


learning?  
.





.................

    16.
Do you know what subject areas your child studies at school?

.................

    17.
Do you feel that your child’s academic needs are being met at school?
.................

    18.
Would you attend evenings at school to learn more about what your 


child is taught?






.................

    19.
Do you know which subjects are covered by the National Curriculum?
.................

    20.
Do you feel that the playgrounds are safe to play in?


.................

    21.
Does your child enjoy playtimes?




.................

    22.
Do you think that the playgrounds are interesting enough for


the children?






.................

    23.
Should the children have toys for the playground?


.................

    24.
Do you think that the children have too much playtime?

.................

    25.
Do you feel that the school encourages good behaviour?

.................

    26.
Do you feel that problems of behaviour are dealt with properly?
.................

    27.
Do you feel that the school responds helpfully to your concerns?
.................

    28.
Do you think that the school and you agree on discipline?

.................

    29.
Do you know what kind of behaviour the school expects?

.................

    30.
Do you think that the children should wear school uniform?

.................

    31.
Is our present school uniform appropriate?



.................

    32.
Should your child change for physical education lessons?

.................

    33.
Should there be a school uniform for physical education?

.................

    34.
Should your child be allowed to wear jewellery to school?

.................

    35.
Do you feel that school meals are varied enough?


.................

    36.
Does your child enjoy their meal in the dining hall?


.................

    37.
Should your child have a drink, other than water, during the 


school day?






.................

    38.
Should the school encourage the children to have healthy eating 


habits?







.................

------------------------------------------------------------------------------------------------------------------------

     Please outline below what you a parent would want/expect our new primary school to      

     offer/provide so as to maximise your child’s learning.



NAME  ............................................................... (optional)


“This is my first questionnaire.  I need as much information from as many people as possible’ (reflective diary entry 22/10/93). The above diary entry dictated my practice over the next few weeks.


Initially the response was a lot slower than I would have liked so I decided I would have to use stringent measures to get parents to return questionnaires and so have access to the valuable data crucial to the well-being of my school.  In order to secure more returns I met with all of my staff who had contact with parents.  These were teachers, welfare assistant, nursery nurses, administrator and caretaker.  I asked that each of them remind parents twice daily, am and pm, about returning questionnaires.  I drew up notices 'Parents Please return questionnaires to the School Office' which were displayed on easels.   Also on these notices parents were made aware that they could obtain spare copies from the school office if they had mislaid or lost the original.  

These easels were put at the three school entrances by my caretaker each morning at 8.30 am leaving them there throughout the day so that they could be viewed morning and afternoon.  I myself put these notices on every class notice board, on all class and hall doors and on a flip-chart stand immediately inside the main entrance.  In addition to this I toured the school every morning at 8.55 am, and lunch-time to catch nursery parents, and evenings to remind parents to return questionnaires.  Fortunately these measures had the desired effect and the questionnaires came in steadily yielding a large amount of valuable data.  I then did a sibling count as even though every child had been sent home with a questionnaire, parents had only sent one back on behalf of their family.  After this exercise I estimated that my overall return was just over 90%.  Staff and parents had worked together giving me vital information to work with.


5 stages then followed the questionnaire distribution and publication.

Questionnaires were analysed with the ‘yes, no, don’t know’ responses being totalled, and parental suggestions and expectation of the new primary school being categorised e.g. 14 parents said that ‘more school trips should be happening’.

The above figures were then converted into percentages.

Parental suggestions and comments in terms of their categorisation (see (i) above) were then put in order with the highest number ranking down to the lowest.

The results and findings of these questionnaires were published in four formats (side by side, left to tight) on all classroom parents’ notice boards in the school and the main parents’ notice board in the foyer.

Format 1:   The original parental questionnaire was displayed as an aide memoir.

Format 2:   Number of questionnaires returned at the top of the page with the 

number of each ‘yes’, ‘no’, ‘don’t know’ returns showing, corresponding to the 

individual questions.

Number of questionnaires returned 160

Question
Yes

No

Don’t Know


4
150

 7


3

Format 3:    As in Format 1 but with ‘yes’, ‘no’, don’t know’ responses converted into percentages.

Format 4:   Written suggestions and expectations made by parents collated with the greatest number of requests for one particular area at the top of the page leading to individual areas of request at the bottom of the page.


At the end of the academic year (4/7/94) I wrote to all parents referring them to the questionnaires they had completed in September 1993 and referring them to the fact that their responses had been published on classroom notice boards and on the main parents’ notice board in the foyer.  I then outlined in the rank order, as re: the published format (see format 4 above) how the school had responded to parents’ suggestions and expectations citing examples for each case.  I then thanked parents for their comments which had most definitely helped our school move forward.  By informing parents I felt that I had made them aware that they had become part of the action.  This had in fact moved the questionnaires on from being just Market Research (information gathering) to a marketing strategy. 

Reflections on the above process


My major reflection on the above was in 2 stages, (i)  after the construction of the questionnaire. (ii) at the end of the year, when I had written to parents and the action research cycle was complete.


With reference to (i) “I know I’ve maybe hurried this, I wish I’d involved staff colleagues as maybe there would have been areas that they wanted feedback on.  What could I have done?  I needed the information and I was against the clock!  (diary entry          4/11/93).  Also “It’s been exhausting collecting this information non stop.  I feel parents are fed up with me reminding them, I know staff certainly are!  (diary entry          9/11/93).  But “It’s all been worthwhile, I have had a massive return (92%) I’m sure the staff and myself can do great things with this information”. (diary entry 21/11/ 93).


With reference to stage (ii) of my reflection I was extremely pleased.  “My actually seeing it on paper, and parents crowding around classroom notice boards reading it and coming to see me expressing their appreciation is great” (diary entry 6/7/94).  Also “the fact that I’ve collaborated with the parents using their views to inform my practice in moving the school forward means that my values in this area are most definitely being lived in my practice” (diary entry 8/7/94).

        My research of questionnaire construction literature and its utilisation in (i) amending the layout of my original questionnaire (ii) my scrutinising the relevance of certain questions (iii) the omission of unnecessary questions (iv) introducing open questions (v) eradicating questions leading to events in the case study school which I had no power to change, improved my practice greatly and led not only to much clearer questionnaire construction for not only the second whole school questionnaire (fig. 2) but also for the nursery and year 6 parents’ questionnaires which were to follow.

                                                                                                                                                    Fig.2

PUPIL DETAILS (Please circle as appropriate)                                      

    A.    Boy/Girl

    B.     Year Group:                 Nursery            Reception         1      2      3     4      5

……………………………………………………………………………………………

     Please answer: YES,  NO,  DOES NOT APPLY,  beside each question.  If you

     wish  to add further details please use the attached sheet.

    1.
Do you think that the school has a happy atmosphere?

              .................

    2.
Do you feel welcome when you come into school?


.................

    3.
Do you think that the children work in pleasant surroundings?
              .................

     4.
Do you think that the school has a good reputation?


.................
    5.
Do you know the name of:



your child’s teacher?




................



any of the ‘Friends of Mayfield’ committee?


................



any of the school’s governors?



................



the welfare assistant?




................



the deputy headmaster?




................

    6.
Do you find it easy to contact your child’s class teacher?

................

    7.
Do you find it easy to contact your parent governors?


................

    8.
Do you know where to find:


your child’s classroom?
...............
the head’s office?

................


the parents’ room?
...............
the school hall?

................


the secretary’s office?
...............
the medical room?
................


the welfare room?
...............


the governors. and ‘Friends of’ noticeboards?


................

    9.
Does your child enjoy reading?




................

    10.
Do you hear your child read regularly?



................


    11.
Are you happy with your child’s reading?



................

    12.
Do you think that there is a good selection of books.  In:


a)  the classroom






...............


b)  the school library





...............

    13.
Do you receive enough written information about what your


your child is learning?





...............

    14.
Do you feel that your child’s academic needs are being met


in school?






...............

    15.
Do you feel that the playgrounds are safe to play in?  If not


please say why?






...............

    16.
Does your child enjoy playtimes?




...............

    17.
Do you think that the playgrounds are interesting enough 


for the children?






...............

    18.
Do you feel that the problems of behaviour are dealt with


properly?






...............

    19.
Do you feel that the school responds helpfully to any concerns


you might have about school life?




...............

    20.
Do you think that the school and you agree on discipline?

...............

    21.
If your child is in the present year 5, have your expectations of 


the new primary school been met?

The second whole school questionnaire compilation and distribution.


At the onset of the case study school’s second year of primary status I set about constructing another whole school questionnaire for parents (see Fig.2).  This time however I was far better prepared as I was anxious to act on the reflection of the previous year’s action research cycle in terms of improving my practice.


I was aware that the original questionnaire had not been as succinct as it could have been.  My director of studies had suggested that there “could be duplication” with “some unnecessary questions” in the original questionnaire. (conversation with my director of studies N.S. on 30/10/94).  My director of studies and myself then had a tutorial (10/3/94), where we went through the questionnaire, analysing it with a view to improvement.


This particular meeting was influential as the joint scrutiny of  the original questionnaire prompted me to research literature on effective questionnaire construction utilising the issues raised from our meeting. 


When I reflected on my original questionnaire, with the actions of the above meeting in mind, through reading the literature I quickly became aware of the pitfalls it possessed.  Agreeably, I had gained vital information from the original questionnaire but there was a lot of room for improvement.

My Findings


Cohen and Manion (1985:103) state that ideally a questionnaire should be ‘clear, unambiguous and uniformly workable.  Its design must minimise potential errors from respondents and since people’s participation in surveys is voluntary, a questionnaire has to help in engaging their interest, encouraging their co-operation and eliciting answers as close as possible to the truth’.


I had not really considered the above!  On reflection I was so obsessed with ‘getting a result’ that I had not looked clearly at the ‘design’ of the questionnaire to see if it was ‘workable’ or if it was clear.  Furthermore, why should I assume that my parents would want to fill the questionnaire in?  I had not given a thought to ‘engaging their interest’ and encouraging their co-operation.


Bearing this in mind I looked towards improving my questionnaire in the following six areas: Design; Layout; Clarity; Unambiguous language; only using questions that would elicit data that I could use in the future; and dismissing questions which would provide me with data that I was powerless to act on in the future.


I was now strongly convinced that the questions set would need to be as important as the answers (Walker, 1987:229) and set about compiling my next questionnaire with the same points in mind.


I had observed that the layout of my last questionnaire was  not ideal immediately.  The fact that it was done on two sheets of A4 back to back with my introduction letter taking up a third of the first page, meant that some parents (fortunately for me these were a minority) had cut off at the dotted line meaning that responses from questions seventeen to twenty seven (Fig. 2) had been eliminated thus costing me valuable data.


I immediately counteracted this by doing my introductory letter to my parents requesting questionnaire completion on a separate half sheet of A4.


On researching into ‘covering letters for questionnaires’ Cohen and Manion (1985) state ‘the purpose of the covering letter is to indicate the aim of the survey, to convey to the respondent its importance …, and to encourage his reply’ (p.110).  Also Mouly (1978), states that people are more likely to return questionnaires if they know that the ‘information’ is ‘for a good cause’ (p.191).  Bearing the above in mind I adopted a completely different approach which was much more friendly, leaning heavily on the fact that the data acquired from last year’s parents questionnaire returns had played a major part in improving our school.  I was also now aware of the time aspect which I had not considered before ‘questionnaires have to compete with many other demands on the respondents’ time’  (Mouly, 1978:191)  “the respondents’ obligation to reply vanishes when the investigator has not had the courtesy to keep his demands on the respondents’ time within reasonable limits”  (Mouly, 1978:192).  I therefore asked for a ‘few moments’ of parents’ time as a strategy in encouraging response. 


As soon as returns came back I had found that my questionnaire had questions in it that were not relevant to all of my parents.  The nursery parents were unable to answer on questions about the ‘playgrounds’ (fig. 1 questions 17-20) ‘dining hall’ (fig. 1 questions 35 and 36, school uniform (fig 1 questions 31-33) because as nursery children they only attend school for half a day, do not use the playgrounds, do not have school lunches or eat in the dining hall, furthermore as a major focus of our early years education is ‘tactile’ experience, they do not wear school uniform.


I was anxious to keep the format ‘yes, no, don’t know’ as I had already had experience of it in GRIDS McMahon (1984:161-162) and it had worked efficiently.  “It is more likely that respondents will answer, yes/no questions than construct written answers.  Yes/no answers are also easier to analyse.  The answers may be more honest if the questionnaire is anonymous” (p.118) also ‘the closed questionnaire generally makes for more likely returns’ (Mouly, 1978:192).


I was far from happy with the ‘don’t know’ option for parents in the initial questionnaire, as on reflection I believe it to be an easy way out and more importantly for myself it did not give me clear data from which I could work from.  I discussed this point with my tutor N.S. and we agreed to change ‘don’t know’ to ‘doesn’t apply’ (fig. 2).


I was also aware that although I had chosen a closed question format as ‘closed questions are easy to ask and convenient to process afterwards’ (Stokes, 1994:145) I felt that some of the questions could be used to greater effect by requesting a  open response as well.  The question “Do you feel that the playgrounds are safe to play in?” in the original questionnaire (question 20, fig. 1) could give me much more valuable data to work with if I could find out why a parent might think the playgrounds are unsafe.  Bearing this in mind I changed this question to “Do you feel that the playgrounds are safe to play in, if not please say why?” (question 15, fig. 2).  On further reflection I came to the conclusion that parents may wish to comment further on questions even though I had no asked them to do this.  I therefore built in provision for this in the form of a sheet inviting further comments.


In my initial formulation of the first questionnaire I had asked question I had considered relevant, but on reflection I had not given thought to why I was asking these questions.  One should ‘consider in detail why you are going to ask these questions’.  (Altrichter Posch, Somekh, 1993:113).  I proceeded to ask myself were the questions I was asking really useful?


Furthermore if questions were unnecessary then certain parents might well reject the questionnaire.  The questionnaire “might appear to trivialise complex issues with which they are familiar” (Cohen and Manion, 1985:108).  Also, ‘the respondent’s obligation to reply vanishes when the problem is trivial ….. when unnecessary questions are included’  (Mouly, 1978  :191).


Bearing the above in mind I scrutinised my first questionnaire coming to the conclusion that the question “Do you know the name of the head teacher?” (question 7, fig. 1), when my name was not only written on the top left hand side of the questionnaire, but also written four inches below again with signature, was irrelevant.  Also the question: “Should the school encourage children to have healthy eating habits?” (fig. 1 question 38) was also dismissed as trivial as basically no parent would want their child to grow up unhealthy, and it was every school’s duty to educate children in a healthy lifestyle.  


As I continued to reflect and build on my need to eradicate unnecessary questions, I considered the point that some questions although appearing ‘attractive’ (Cohen and Manion, 1985:108) in the same sense that they were to do with education and school life, would not necessarily be productive in supplying me with data which would move my project forward and improve my practice.  The question “Do you know what subject areas your child studies at school?” (fig. 1, question 16), was one such question.  The teaching of the National Curriculum is a statutory requirement and the subjects within its scope would automatically be taught in my school regardless of whether the parent knew what these subjects were or not.  Similarly, questions on school meals (fig. 1, questions 35 and 36), were also areas that were out of my control.  School lunches in my school were provided by outside contractors, hired by the LEA and my governors or myself would have no power to change them even if we wanted to.


I observed that I had asked some questions to which answers were already in the school prospectus.  Questions on curriculum evenings, length of playtimes, school uniform and jewellery (fig. 1, questions 24,31,32,34) came into this category.  Our playtimes are in the recommended hours laid down by the D.F.E.; 99% plus of our children wear school uniform; children change for P.E. for health reasons; jewellery is not allowed to prevent accidents.  The above areas were working extremely well with strong parental support.  Asking on them would not provide me with workable data or improve my practice.


Mouly (1978) talks of the widespread ambiguity in questionnaires (p.190).  I had thought that the questions asked in my original questionnaire were unambiguous.  It was only when the returns came in that ambiguity became apparent.  Some parents were confused particularly with question 14 "do you think the school has a good selection of books?" (fig. 1).


Here the parents imparted that they were not clear as to what I meant, as we have books in various locations throughout the school e.g. parents' area, school library, class libraries.  I therefore made this question much clearer in my new questionnaire. (fig. 2, question 12) relating the question to the areas which most concerned me i.e. class libraries and school libraries.  Here again I was aware I may have lost valuable data having learnt that effective questionnaire completion ‘hinges on the respondent knowing exactly what is required of him’ (Cohen and Manion, 1985:109).


The final section of my original questionnaire "Please outline below what you as a parent would want/expect our new primary school to offer/provide so as to maximise your child's learning" (fig. 1) gave me extremely useful data with which to work.  However, there was still room for improvement in the format of this section.


I had noticed that some of my parents had filled up the response space for this question entirely, continuing wherever they could find room on the blank sections (i.e. top and sides of the page).  This served to alarm me as it portrayed the fact that they may have wished to write much more but were unable to as there was no room.  They, as my respondents, may have felt frustrated as they could not express their views. I certainly felt frustrated as the views that were missing may have been crucial data which I could have worked on to develop my school.


In the new questionnaire I therefore allowed a whole page for parental expectations.  I also changed the wording slightly.  I referred to the 'further developments'  as data collected from the original questionnaire had already been acted on.  Also, on reflection I became aware of words that were not of benefit to the questionnaire. 'You as a parent' was omitted as it was only parents who were replying to the questionnaire.


I was also aware that I needed feedback as to whether parents of children who were the first primary school age children in the history of our school, were happy with the education their children were receiving.  In order to accommodate this I built a new question "If your child is in the present year 5, have your expectations of the new primary school been met?" (fig. 2, question 21). 


Through my research and liaison with my tutor  N.S. it was agreed that I should aim for one side A4 bearing in mind that ‘it is important however ... to be relatively unsophisticated in the structure of the questions’ (Hopkins, 1985:134) and that ‘the appearance of the questionnaire is vitally important.  It must look easy and attractive’ (Cohen and Manion, 1985:108).


My course director Professor P.L. suggested that I ask whether children are boys or girls when giving parents the questionnaire as this may give me an interesting insight as to whether the education my school was offering, plus the conditions it was offered in was meeting aspirations parents had for their children.


Taking all the points above on board I then constructed my second questionnaire which I now considered to be clear, concise and economical with parents' time.

My Improvement in my Practice


I have learnt a great deal from my research into questionnaire construction and would most definitely agree that questionnaires are ‘notoriously difficult to create in order to get the information desired’ (McNiff, 1988:78).

However, I accede that ‘effort spent on thinking through the problem you want to investigate before developing the questionnaire saves a lot of time and effort’ (Altrichter, Posch, Somekh, 1993:113).  Bearing the above in mind I looked forward to acquiring the data my second questionnaire would bring, and to analysing it and using the findings to develop my school further.

Distributing and collating the second questionnaire


This time the staff had been consulted re: the questions in the questionnaire.  I also changed the ‘yes, no, don’t know’ format.  Harrison and Gill (1992:118) suggest that questionnaires should be given in a ‘yes, no, name optional format’.  I had noticed that in analysing data from the original questionnaire some parents had circled ‘don’t know’  This was not helpful to me as this meant I had no insight into their perception of a given area of school life which I wanted to know about.  Re: the first questionnaire - originally I had been torn  as whether to use Harrison and Gill’s advice but had been swayed by the view of the headteacher who had given me the questionnaire which I had modelled my original questionnaire on.  This time however I was not to make this mistake.  My director of studies had endorsed my choice in our tutorial N.S.  “The problem with don’t know formats is that people can sit on the fence”.  J.L. “Yes, and when they do it doesn’t give me the data which I need to improve my practice or my school”. (Diary entry 10/3/94) )


I sent the questionnaire out to all parents in the school (1/11/94) and as my original methods of  collection had yielded a high return the time before I used them again.  I was aware however that as was the case in the previous year, staff and parents might get ‘fed up’ with my consistent requests for questionnaires.  In spite of this I was enthusiastic and hopeful.  “I’m aware that staff and parents may well get fed up with my keeping requesting returns of questionnaires but maybe as parents were part of the process from start to finish last year and maybe as staff have been far more involved this time, then this may not be the case” (reflective diary entry 3/11/94).


When I collected in the questionnaires and collated the responses, my publishing the responses to the questionnaires in the four formats was also identical and my letter at the end of the academic year (3/7/95) where I referred parents to the questionnaires, making them aware of how their suggestions and expectations had been responded to, plus thanking them for their comments was also identical in format.


My major disappointment with the outcome of the second whole school questionnaire was that it yielded a lower return than I would have liked (63%).  I expressed this disappointment to my director of studies (N.S.) at a tutorial.  His response was as always supportive but theoretical.  N.S.: “Yes you sometimes find that.  I know for you it’s not ideal but what has probably happened is that because you got such a high return last year and because so many parents this year were the same ones who filled in the questionnaire last year, they may be perfectly happy with the school”  (diary entry 27/2/95).

Overall reflections on the two whole school questionnaires


These two whole school questionnaires were for me perhaps the most important tools of my project.  They provided me with a strong insight into parental perceptions of the case study school, providing strong reconnaissance for the start of many action research cycles which were implemented from the beginning of and throughout my project.  I believe that it has been both an excellent strategy and good practice to feed back to parents at the end of each academic year how their concerns and requests have been acted upon.  I am pleased to see that my recent reading reflects this.  “Those responsible for marketing activities must make a conscious effort to spread the word at every opportunity”  (Evans, 1995:68)  My collaboration with parents and staff has been extremely worthwhile in that their opinions have been used to develop our school.  This collaboration plus the fact that the pupils now have greater educational opportunities means that I have succeeded in living my values in my practice.

Further Questionnaires

Nursery Parents

As we went into the final academic year (95/96) of our primary status I felt that another whole school questionnaire may in terms of parent time and response, not yield as many responses to make the process viable.  This was reinforced by the fact that a strong ‘open door policy’, thrice yearly parents evenings, plus thrice yearly curriculum evenings, plus opportunities for daily contact for parents with staff and head, plus weekly headteacher’s surgeries and regular ‘Friends of Newlyn’ meetings where head and staff were present, gave parents many opportunities to make suggestions and forward views on school life.


Reflection on my reading (Harrison and Gill, 1992:118, Hardie, 1991:45) had given me the idea that it would benefit the school in terms of it’s marketing if I could find out why parents had chosen our school in preference to others in the surrounding area.


Certain researchers in the literature (West et al, 1995, Hammond and Dennison 1995) had suggested questions which could be used by Headteachers or people responsible for marketing in schools to gain an understanding of the reasons as to why parents chose their school.  Utilising and adapting their these suggestions I initially compiled a list which I felt was relevant to our school.  This list was then the main item of a meeting with staff which resulted in a questionnaire being formulated which was given to all (nursery) parents (50 in total).  This questionnaire was brief and was done on a tick (/) format where parents have to tick the reasons why they chose our school.  It took the parents very little time to complete and for myself  in terms of analysing the data it is not very time consuming.  In spite of this it was incredibly informative giving me a strong insight as to parental preference which can then be used to its best advantage.  The above was an important stepping stone in my reflection “I realise I have become obsessed with catering for the oldest pupils.  This is a mistake as I should be concentrating more on getting nursery/reception children into my school as these children or their parents will not have experienced the change from first to primary an will therefore be more likely to stay (reflective diary entry 9/3/95).


These questionnaires have been given to nursery parents in June of each year commencing 3/6/96.  These questionnaires have been evaluated  with the data analysed, thus identifying further action needed in terms of promoting our school.  It is interesting how statements have been added (never taken away) as the school has introduced new initiatives or has been part of government regulations.  E.g. our becoming a primary school meant that we had a placing in the 1997 league tables for the first time; also we had an OFSTED inspection (December 1997) where like all primary schools the report was a source which could influence choice.  Parents were therefore asked if the above areas had influenced their choice.


I am also fortunate that I have had the same nursery teacher and the same nursery nurse who have been incredibly conscientious in collecting the returns to the extent that when returns are slow at coming in they put a list of parents names up on the parents’ notice board, ticking off those who have returned the questionnaires.

Year 6 Parents

A discussion with one of my support set members on the Kingston Action Research Group Network (17/4/96) where we were feeding back on each other’s work led her to tell me of a colleague head in her borough who sent ‘leaving questionnaires’ to his Y6 parents on an annual basis to gauge whether they had been happy with the school.  This prompted the idea that I should adopt a similar process.


The Head gave me a copy of this questionnaire.  Then, utilising Barnes’ (1993:181-3) examples of questionnaire construction, working with staff we adapted it and sent it to our very first cohort of year 6 parents on 14/6/96.The feedback from this questionnaire gave me strong insight into parental perceptions and feelings of our school.  The sheet which I had attached for further comments and suggestions was also extremely useful for the above reasons although not many parents chose to fill it in.


These questionnaires have been given to year 6 parents in June of each year since June 1996.  The data gained from these questionnaires has been analysed thus identifying areas which may need closer attention.  I have noticed that the returns are not as great as I would wish.  They have been however, in the main very encouraging to read as they show a very high satisfaction rate which is undoubtedly good for our school in terms of its marketing.

Overall

I feel, my use of questionnaires has been incredibly worthwhile.  They have given me invaluable data which when analysed has enabled me to become aware of the perceptions and needs of my school community.  The data has been the reconnaissance for the start of many action research cycles which when they have been worked through with the staff, parents and pupils have improved the case study school thus making it a better school for all.  I feel that through my reading, experience, advice of my tutor my practice has improved, both in formulating questionnaires and analysing data so as to bring forth improvement.

2.
Strengths, Weaknesses, Opportunities, Threats Audits  (SWOTs)


I became aware of SWOT (Strengths, Weaknesses, Opportunities, Threats) proformas through my reading of Cave and Demick (1990:76, Russel (1990:5), Davies and West-Burnham (1990:149), Bowles (1989:41), Furse (1989:58), Russel (1990:5), Gray (1991:29-30), Barnes (1993:19-21), Marland and Rogers (1991:10), Cameron et al (1988:84) ‘A SWOT audit is crucial to any plans for boosting a company’s competitiveness’ (Van Mesdag 1991:90).  ‘A well constructed SWOT can provide powerful insights into the situation facing an organisation and can demonstrate, in a clear fashion, the direction an organisation needs to take’ Meldrum and McDonald (1995:77).


For years 1993/4, 1994/5, 1995/6, 1995/7, 1997/8 I have compiled SWOTS which have been given to teachers, nursery nurses, welfare assistants, secretary, caretaker, mid-day assistants (dinner ladies) and governors for completion. When I have collaborated the returns of the SWOT into its four categories, strengths, weaknesses, opportunities, threats, collaboration has taken place between myself and other staff members so that we can analyse why strengths are in fact strengths, why there are perceived weaknesses, how we can maximise opportunities and how we can minimise threats or negate them.  It can been encouraging to see weaknesses become strengths; opportunities maximised; and threats negated over a five year period as the case study school has moved from a first to a primary.


Some of the aspects arising from the above categories have been quite straightforward to implement whereas other aspects have taken much more planning and reflection and it is here where action research cycles have been invaluable.  In the 1993/4 SWOT, for example one of the statements in the strengths section was ‘There is active, loyal and generous support for the school through the ‘Friends of Association’.  When analysing the SWOT this was perceived by staff as a situation which could be continued relatively easily so long as “ the ‘Friends of ‘ were given support from the staff plus recognition and thanks for their efforts”.  (staff meeting diary entry 2/11/93).  My reflection of this analysis led me to implement certain things that really only heads have the means to do.  These were, from then on to ensure the ‘Friends of’ efforts were given public recognition and thanks in whole school assemblies, plus being highlighted in my head’s termly report to parents. and the annual governors’ report to parents, and the school prospectus.


Another strength from the 1993/4 SWOT was that “the school has a good reputation within the local community where it is known as a happy and caring establishment”.  This statement, in spite of being in the same strengths section as the ‘Friends of’ reference above was by no means as straightforward to maintain, as the statement was in fact referring to our reputation as a first school.  If this statement was to continue into our primary status an enormous amount of work would have to be done.  In the weaknesses section of the same 1993/4 SWOT the statement “many people are unaware that our school exists as it is out of the way”  although dealing with a different issue was in fact similar in terms of marketing.  I discussed this with my critical friend “we need to build our reputation but we also have to let people know where we are, these can be done at the same time, what do you think?” (conversation with critical friend - diary entry 25/11/93).  Some threats statements also interlinked with the above with the new primary school being a worry.  Two statements were particularly pertinent to parents “the ‘unknown’ new junior department may worry parents’, also  ‘Change for reorganisation can threaten the confidence of all concerned.  This may worry parents both existing and potential’.  However the opportunities section had statements in it which could counteract this. “the steady  strengthening of parental links with presents opportunities for the development of the curriculum”, plus, “market ourselves efficiently so as to increase our numbers.  More pupils means more money and by increasing numbers the school will stay open and we will be securing the future of every child attending Newlyn Primary school”.


Thus from the collation of the 1993/4 SWOT proforma much valuable information was obtained with reference to school life and ways in which the school could progress.  I was also taken by surprise when reflecting on the issues I have imparted to the reader above, as “previously I had envisaged that the strengths, weaknesses, opportunities, threats would be independent of each other.  I did not think that they would lead into each other, this has been a learning point for me and this analysis has led to an improvement in my practice” (diary entry 2/12/93).


In terms of collaboration the 1993/4 SWOT was a superb exercise and the analysis was to lead to the many action research cycles, plus much collaboration and reflection through the marketing activities outlined in this chapter.


I executed SWOT proformas for the next four years.  My findings are outlined below. 


The 1994/5 SWOT proforma was again distributed and collated in the same manner the 1993/4 proforma.  When I collected in the SWOT proformas to collate the responses I noted “this time round people are writing much more, this collaboration is without a doubt giving me valuable insight into a whole staff/governor perception of the school” (diary entry 15/11/94).  The strengths section however had not changed greatly from the previous year.  I was pleased that staff/governors felt that the previous years’ strengths had been maintained.  The weaknesses section however provided me with tremendous insight and chances for development.  Statements on dissatisfaction with the “open plan” layout of the school; a library situated along the side of the hall which was not accessible in break, lunch, PE, assembly times, plus pupils getting wet as they went from the original building to the new building were all weaknesses which if turned into strengths would benefit our school improving our pupils’ education.


In the opportunities section people saw that ‘extra curricular activities/clubs  e.g. music, sport will attract people to us’ also ‘the school becoming involved in borough concerts, festivals will enhance our reputation’.  The aforementioned was a great joy to me.  “When I talked to staff about their running clubs and when I brought borough activities to their attention I knew that these would be great for the school.  I am delighted that they share this view with me”  (reflective diary entry  24/11/95).  Perhaps the most ‘helpful’ statement was ‘In the past our feeder middle schools have taken a younger sibling when the elder sibling has had to move.  This is no longer the case’.  This statement was comforting in that staff/governors were aware of this but on reflection strongly relayed to me the fact that “we have to convince our parents that we can deliver quality primary education otherwise parents may move entire families of siblings” (reflective diary entry 25/11/95).


In the ‘threats’ section staff/governors relayed that “existing and potential parents may still leave as they may be worried about our ability to deliver an effective key stage 2 curriculum”.  Staff also relayed that “the pace of change in educational reforms may make some staff perform at less than their potential”.  I felt that these were  “two realities which no matter how hard I tried may well not be in my power to negate”  (diary entry 25/11/95).


The 1995/96 SWOT when collated was presented in a slightly different format.  Instead of the 4 sections strengths, weaknesses, opportunities, threats being presented as a collection of typed statements as in the last 2 years.  In discussion with my critical friend I put forward the view that I wanted the SWOT to be more personal.  To this end I proposed that I would ‘cut and stick’ people’s individual responses instead of typing a collective response as had previously been the case.  “I am aware this will quadruple the length of the finalised SWOT but it will present people’s individual views in a format which I hope will make them feel valued”  (diary entry 28/11/95).


On analysis of the 1995/96 SWOT data the strengths section was now much more positive in that staff and governors had felt confident enough to write that “the school has a good reputation around the borough”, also the fact the new school building and playground were “99% operational”, and that “the school was most definitely viable”, were encouraging statements.  Anticipation of our new self-contained library was also a highlight.


The ‘weaknesses’ section contained a much higher number of playground issues, ‘lack of shade in the playground’, ‘no covered areas so pupils get wet’, also inside the school ‘lack of storage space’ for resources as we were now implementing a key stage 2 curriculum, was highlighted as a problem.  My analysis of the above relayed to me immediately that the weaknesses were now becoming far less in number than in the previous 1993/4, 1994/5 SWOT proformas.  I felt confident with the above as my diary entry shows “these weaknesses, they’re not as ‘harsh’ as before.  I feel more in control of them in that we can always bring children inside quickly if it’s too hot or too wet”  (diary entry 2/12/95).


There was a link between the opportunities section and the strengths section in terms of reputation.  Strengths:  “already a good reputation for Newlyn to build on”, Opportunities: “building/strengthening reputation as a good primary school”, also events such as the now established school residential journey for year 4 pupils was being commented on in terms of expanding it to other year groups, “generate another school journey for year 5 and 6, now that it is established”.


Threats statements were also unlike any I had seen before. There was concern that we may lose staff  “as we are so small there is limited scope for internal promotion” also the school “has appeals going through, this will mean large classes”, one staff member stated “smaller/bigger classes - smaller economic disaster, bigger - educational disaster”.  Also external legislation may affect us ‘the new nursery voucher scheme: parents having funding so they have the choice of facilities in the private sector’.


Overall the opportunities and threats sections were comforting to me, “this may seem strange a headteacher being comforted by a ‘threats’ section of a SWOT proforma.  I am comforted by the fact that the threats are in the main positive.  The fact that parents are appealing to get their children into our school means that our reputation is sound.  Also in spite of the threat staff are happy. Also as this is our first year 6 cohort, we have proved ourselves viable as a primary school’  (diary entry 4/12/95).


The 1996/7 and the 1997/8 SWOT proformas carried on in the same vein as the 1995/6 SWOT proformas in that strengths were maintained and weaknesses through action cycles had become strengths.  In summary, some examples of staff and governors highlighted in the SWOTs are as follows:


Strengths:
The new library previously outlined as a weakness was now up and running (see Loftus 1995a).  A new security porch with answerphone had been fitted, (previously outlined as a weakness) a full primary curriculum was now in place, much new computer equipment had been purchased with the library being adapted to accommodate whole class I.T. lessons.  Teachers now had their own classrooms, partitions had been erected and ‘open plan’ was a thing of the past (previously outlined as a weakness). Two lots of playground equipment were installed resulting in better playground behaviour (previously outlined as a weakness).


Weaknesses:
These were now becoming very consistent but were basically outside my control.  ‘Parents and teachers disliking vertical grouping’ (45 pupil annual intake means this could not be avoided).  ‘Long way to walk to the field’ (the high school field is nearer than the nearest park it is still a long walk) ‘Lack of car parking’ (The car park has 8 spaces when the schools grew, more staff cam with cars)  ‘Land at back leaves us open to intruders’ (The school backs on to conservation land it is beautiful but brings other problems).


Opportunities:
  These were consistent, “Supportive Friends Of”, “better liaison with high schools”, “maximising the multiculturalisation of our school”, “improved SATs results”.


Threats: ‘Good ‘Friends Of’ members leaving as their children leave year 6’, ‘prospective parents not consider school as vertically grouped’. ‘Poor SATs results, poor league table placing’ (our school with 37 different countries , 18 different languages, some social deprivation, between 25% and 33% of pupils on the Special Needs register, high free school meals means that our SATs results and league table placings fluctuate year to year depending on annual cohort).  ‘As pupils leave under LMS money goes with them’.  I saw that these were now facts rather than threats.

Overall
After 5 years of working with SWOT proformas I have found them an extremely effective tool in terms of marketing the case study school.  They have been superb in bringing about collaboration and reflection with staff and governors and have been  a strong source of support to me particularly when through the analysis of the data I have become aware that staff/governors have a common understanding of the school in terms of its perceived direction in line with my own.  SWOT proformas have provided the ‘reconnaissance’ stage for the many action research cycles that have taken place as areas which were weaknesses have become strengths in the following years, thus benefiting greatly the case study school in both its marketing and improved education for its pupils.

3.
Awareness, Interest, Desire, Action (AIDA)


I became aware of AIDA through reading Kotler (1967:613), Baker (1979: 732-4),  Kotler and Armstrong (1980:426),  Oliver  (1990:309),  Lamb et al. (1992:268), Gross and Peterson (1987:175-177), Marland and Rogers (1991:14), Bowles (1989:44), Gray (1991:118).  ‘At a very early stage, the customer may not even be aware that the product exists, and therefore to get that customer moving close to purchase the organisation needs to generate.  Awareness of the product.  Then there is the need for information to stimulate Interest in the product.  The customer’s ability to understand and interpret that information may lead to Desire for the product, which in turn stimulates Action the purchase itself (Baker, 1991:723-724).


Through my reflections I have found that the above, if it is to be used in education, needs to operate on a far wider level than originally intended, i.e. as a strategy in an industrial context.  As an industrial marketing strategy, AIDA is meant solely to draw attention to a product.  In education terms however the ‘product’ laid down by the government is the National Curriculum.  All state schools, both LEA and grant-maintained therefore have this ‘product’ automatically.  Because of this parents would not necessarily have to be made aware of its existence.


Through my action research cycles I have collaborated with staff in bringing about parents and pupils initiatives which when complete have enabled AIDA to be used effectively in the cast study school.


These initiatives are as follows:


The exposition of pupils’ work in the local library.


Working with the PTA to do leaflet drops for our Open Days.


Arranging Open Days.


Arranging curriculum evenings and open evenings.


Introducing a school logo and designing a new school sign.


Bringing about the situation where we now have a school uniform.


Compiling a cheap but professional school prospectus.


Producing a cheap but effective school video (Please see ‘Influencer Markets 


p. 162 of this chapter)


Initially, when using AIDA I was unsure of how to gain the most from it.  It looked an attractive proposition as :

i)
on first reading, it appeared immediately understandable, unlike the ‘4 Ps’ (see 
p. 141 of this chapter) for example where three of the ‘Ps’, ‘product’,  ‘price’ and 
‘place’ appeared restrictive.

ii)
My immediate reaction was that it could be used as a marketing strategy for 
education.

iii)
It looked like a strategy which when utilised would enable me to live my values 
in my practice.


My major problem was how parents would become aware of our ‘product’ as my diary entry shows “I want parents to see how good our product is, but how will they know how good our product is unless they are inside the school?” (reflective diary entry 2/2/94).     


My reflection on the above led me to move outside the industrial use of AIDA  and it was here that the strong difference between an industrial setting i.e. a factory and an educational setting i.e. a school became apparent to me.  Quite simply “when a person buys a product very few of these people will have any interest in visiting the factory where it was made, basically because the quality of the product is their main interest not where it came from. With education however, almost all parents visit or express the wish to visit the place the product (their child’s education) comes from.  This place of course is their child’s school”  (conversation with critical friend, diary entry 4/2/94).


Using the above diary entry I decided that to use AIDA effectively I would have to consider not only the ‘product’ - (their child’s education) but also the means whereby parents would be made aware of where the product could be found i.e. the case study school.


Building on the above what followed for the duration of my project was a series of action research cycles which encompassed marketing activities which were both external and internal to the school.  These activities actually ‘fed off’ each other in some cases in that in an action research cycle a strategy would be put in place to raise parental awareness of the case study school.  When parents had visited and joined the school they would become part of an action research cycle to give them greater exposure to an understanding of activities within the case study school.


Through reflection all of the activities were refined and improved upon, over a five year period.  Some activities by their nature however led themselves to refinement and improvement more easily than others.


Over the duration of my action research enquiry I executed various marketing activities in conjunction with AIDA.  These activities took the form of action research cycles and were as follows: ‘Displaying work in the public library’. Leaflet drops for open days’, ‘curriculum evenings’, ‘open evenings’, ‘creating a logo’, ‘constructing a school sign’, ‘school uniform’, ‘compiling a school prospectus and video’.


Brief summaries of these activities highlighting their development, effectiveness and limitations, together with my overall conclusions as to their effectiveness, are outlined below.

The exposition of pupils’ work in the local library.


Our school had formed a new relationship with our local public library. This had come about because of  my reading CSCS (1991:2) ‘Imagine a new family moves into the area of your school - where are they likely to go for advice.  Perhaps they will go to the local library’.  Because of this displays of children’s work were put in the children’s section.  The displays have always been done by the class teachers on a rolling programme on a termly basis.  This was done for two reasons, (i) to share the workload, taking the pressure off busy class teachers (ii) to give the public a representation of the standards achieved by all year groups in our school.  When teachers have been too busy, for example rehearsing for Christmas productions, a welfare assistant or myself have taken pupils and constructed a public library display.


Initially, I was going to the public library and hanging all the displays myself.  In a meeting with my director of studies (10/3/94), it was suggested that I delegate this task as “with all the marketing tasks I was doing I could well be overloading myself”. (diary entry 10/3/94).  Acting on this advice I began delegating to my caretaker and the class teacher who has constructed the display to visit the library and mount the display.  I am very pleased with this arrangement for three reasons. (all equal)

  I)
It means that the teacher’s ownership of the process is extended.

  ii)
The teacher builds up a relationship with the public library staff which can only     

       
serve to benefit our pupils.

 iii)
When the teacher is at the public library I cover their class and further carry out   

        
my marketing role.


Over the last five years all classes have displayed work in the public library on a rota basis.  Existing parents and prospective parents have relayed to me that they have seen this work.  The fact that quality work is displayed, plus the fact that pupils bring their parents to the library to see it which means that they are gaining access to a literacy environment means that my values are not only being lived in my practice but that the marketing is promoting further literacy thus raising achievements.  (For further information on our relationship with the local public library please see ‘Influencer Markets’ p. 162 of this chapter).

Working with the PTA to do leaflet drops for our Open Days


Since becoming headteacher the school has always had a parent teacher association (PTA).  Before my time the title was changed from PTA to F.O.N. ‘Friends of Newlyn’ as this gave the opportunity for many more members of the community besides parents and teachers to work with the school.  Now grandparents, neighbours, ex-parents could be members.


I was conscious of the fact that basically we were a primary school operating on first school facilities and that it was important to convince both our existing parents and prospective parents that we could deliver sound primary school education in spite of this. 


My conversations with other heads who had run open days was that the amount of effort put in did not reflect the intended success.  Other heads had used the local newspapers and paid for distribution of fliers.  I wanted to avoid this as I wanted to market cost free if possible because I felt strongly that the money spent on this venture could ideally be better spent on purchasing resources for our pupils.  


When planning the initial open day I proposed to the staff my view that prospective parents and visitors from the community would need to see as many activities reflecting daily school life as possible.  I did however on no account want one-off activities which did not happen on a regular basis in our school.  The day was then planned at a staff meeting (13/6/94) with the timetabling and flier for the event being constructed.  It was suggested that the name of the school underpinned by ‘come and see your local school at work’ would provide sound but friendly exposure.  This would go on an A4 flier which would have the above writing as a central plate with a border of our children’s drawings of the activities implemented in our school.


The timetabling for the day was extremely difficult mainly because we wanted to keep the conservation area activities (only 6 pupils and 1 adult allowed at a time because of the pond), PE apparatus in the hall, library skills, playground games going consistently throughout the day.  When the deputy head as well as myself was taken off timetable so as to accompany visitors around the school, this also meant that the timetable had to be amended even further so as to negotiate his release from class.


I had wanted to avoid paying for distribution of fliers a I wanted to market as cost free as possible.  I therefore approached our ‘Friends Of’ association informing them of the envisaged open day and requesting that if possible they help by distributing the fliers.  When they agreed I suggested that they split into groups and take a catchment area road each.


The ‘Friends Of’ members at their weekly Friday coffee morning informed me that road allocations had been made and that they were going to leaflet drop to roads in the catchment area as a team on 24/6/94.  When the leaflet drop had happened feedback from the ‘Friends Of’ was encouraging, as one member relayed to me “it was good, particularly for our kids.  It was a novelty in that they were allowed to go into people’s front gardens and put the stuff through their doors.  They knew that usually they would never be allowed to do this” (diary entry 27/6/94).


When the day came it was very pleasant.  The new video was showing in the parents’ area immediately inside the main entrance and the activities timetabled ran very smoothly.  


After the day had finished I discussed proceedings with the deputy.  Fourteen parents had come, I would have liked more, we were both disappointed by lack of attendance at the turn out.  “I am disappointed by the turn out but what makes up for it are two things (i)  after seeing the school, many of these parents went to the school office to register their child or to re-check that they had registered their child, (ii)  the day has been a valuable learning experience for me in that I have never executed one before.  I now feel that my interpersonal skills and presentation skills have improved, I am more confident in dealing with the public, in short I have improved my practice” (reflective diary entry 28/6/94).


In the next academic year we held another open day again using parents to distribute fliers.  The deputy and staff had stated that because the original open day had run so smoothly they did not see the need for attention as it “may damage it” (diary entry staff member at staff meeting 12/6/95).  At the next open day only three people attended, one of these was a grandparent.  My disappointment was obvious “I am disappointed, not just because of poor attendance but because the time spent by the deputy and myself could have been better spent i.e. teaching pupils” (diary entry 15/6/95).

Through further reflection I was however positive about the experience “I know only three people turned up but maybe those three people will tell others and in that others will gain interest”  (diary entry 17/6/95).


My overall reflection however was encouraging.  The two open days in spite of the small attendance had been valuable for me in that I felt good that I had collaborated with staff and parents both acting on their opinions in the open days’ preparation and exposure.  I had also given visitors a good honest picture of our school, and had become more proficient in marketing my school, in that I had gained confidence in quickly drawing attention to its good points.  All the above reasons meant that my practice had improved and that my values were being lived in my practice.

Curriculum Evenings and Open Evenings


Since 1993 when our school was given primary status we have organised curriculum evenings once a term.


These curriculum evenings always take place in our school hall with each member of staff running workshops with emphasis on a certain curriculum area.  Children accompany their parents attending activities on a rota basis.  Over the past five years we have worked our way through the national curriculum subjects.


When I first introduced curriculum evenings it was because I wanted to make parents aware of what was happening in our school.  ‘If the headteacher is committed to the idea of an active approach to learning, workshops make an interesting and challenging change for parents, where they might wrestle with multi-base mathematics, make a monoprint, or compose a tune on a glockenspiel’ (Waters, 1979:174).  I wanted to get them in and form links with them.   My original strategy was that children should bring their parents to show them what they had been learning in school.


After the first one which was a history curriculum evening which was held on 8/3/94.  My reflection on the event led me to think more deeply (i) about the purpose of these evenings (ii) how they could be used to market the case study school.  “Yesterday evening was great, big turnout lots of enthusiasm.  The children really enjoyed showing their parents what they had learnt.  I now think we can draw parents into learning with their children, its an opportunity to show parents the great work that the teachers do, its an opportunity to show our resources often”  (diary entry 9/3/94).


Each one of these curriculum evenings has been approached in the form of an action research cycle.  Strong collaboration  has occurred in the preparation  of these curriculum evenings as the teachers holding responsibility for a particular curriculum area, has taken charge of the organisation of their particular curriculum evening.  These particular teachers  have then collaborated  with colleagues in preparing the activities for their curriculum evening.  This collaboration has I feel resulted in an improvement in practice for both the organiser teacher and their colleagues.  The reflection which follows every curriculum evening takes place the next day at our daily morning meeting before school.  In this meeting we look at what went well and what needs amending.  My reflection on the above process was encouraging for me.  “We collaborate in our preparation, we collaborate through our reflection.  Because of the way its organised we in fact timetable collaboration and reflection.  Through this collaboration the organiser is improving their practice, and in preparation for the evening, plus the subsequent reflection the next morning all the teachers are improving their practice”. (diary entry 19/11/96)


As the case study school grew into a primary, my reflections led to my arriving at more ways in which I could market the school through these curriculum evenings.  “With the school growing we have so many new resources.  Let’s put some long dining hall tables in the centre of the hall, with a sign saying ‘new resources bought for National Curriculum History’. This will make more parents aware of how we are not only developing our curriculum but also purchasing resources which reflect our primary status.  What do you think?” (conversation with critical friend in preparation for curriculum evening 6/3/95).  I feel pupils have gained greatly from these curriculum evenings.  My own observations plus feedback from staff that have led me to this opinion are:

(i)    there is the novelty of staying up later for some pupils.

(ii)    they enjoy ‘telling’ and ‘instructing’ their parents which is the appropriate norm.

(iii)   they are confident with certain activities so they can actually teach their parents

(iv)   their parents work alongside them supporting them so in the case of an art       

         curriculum evening for example they would go home with a picture drawn to a

         higher standard than they would normally be able to do themselves.

(v)    they are given access to some new experiences and therefore new skills e.g. Key           

         Stage 1 pupils would work on Key Stage 2 activities which would never usually 

         happen.

(vi)    they interact with all the teachers being taught by them for a short period.  This     

          enthuses them as it is a change from their usual daily class teacher.

(vii)   they have been with their parents

(viii)  they enjoy seeing themselves in the local press which always leads to a mention   

          in Friday end of week whole school assembly.

Similarly I feel parents have gained greatly and are much more aware of our school and what it has to offer.  I feel the school has also benefited.  Reasons for this are as follows:

 (i)   Parents have more insight into a greater understanding of activities which we use  

       to deliver the national curriculum.

(ii)   They have a greater insight into the teaching methods we use.

(iii)  They are given an understanding of the resources we use to deliver the national 

         curriculum and of the new resources purchased.

(iv)  They have the opportunity to have ‘hands on’ experience.  “It’s just like being 

        back at school”  (Conversation with parent at geography curriculum evening 

        9/3/97).

(v)   They learn alongside their pupils.

(vi)  Through first hand experience parents know what is happening in our school.   

       They are made welcome and given insight, this will reduce rumours or supposition

.      that may damage the school’s reputation in the community.  The above reminds         me of a conversation I had as a newly appointed headteacher with an experienced         headteacher colleague.  “I feel that one of the main reasons why a school will have   problems with parents is if they are not kept well informed” (diary entry         11/10/93).

(vii)  Parents experience their children’s learning, enthusiasm and happiness first hand  

        which satisfies them alleviating worry and therefore  makes them more likely to 

        be ambassadors for the school when talking about it in the community thus 

        building the school’s reputation.


In conclusion, the curriculum evenings have evolved into regular events in our school calendar. “It’s what I believe education is all about, staff, pupil, parents, governors all working and leaning together’  (conversation with critical friend diary entry 5/3/97).


The school’s OFSTED report was also in support of these evenings ‘Attendance at the ‘hands on’ curriculum evenings is very good and pupils greatly enjoy demonstrating their skills to parents (case study school OFSTED report 1997:18).

Open Evenings


Open evenings are the norm for all schools regardless of type, (e.g. primary, high, special, grant-maintained).  Since 1993 like curriculum evenings, open evenings have evolved steadily in terms of presentation but also in terms of benefits for the school not just for marketing but also for improving finances, in terms of books being sold.


Once a term book companies leave cases of books in the hall for a week, which the school can sell.  At the end of the week the school is given as a return of the total monies raised, either 25% cash or 50% in books.  Staff have always unanimously maintained that we take the books.  Open evening is always deliberately placed in the middle of this week as parents whilst waiting to see the teacher browse and purchase books.  I am ambivalent about this process as my diary entry shows my trying to find the ideal has still not been accomplished.  Collaboration with staff has not led to a satisfactory ideal either.  “I do not rest easy with selling the books.  I know it gives us resources in terms of books but it always worries me that some of our parents may be made to feel uncomfortable in that they may not be able to afford the books”  (reflective diary entry25/6/96).  My further development of this reflection on this diary entry one year later showed a compromise of sorts, “OK some parents may not be able to afford the books, but some do buy them and the school gets 50% in books.  These books then go into the school library and class libraries for all children therefore all children benefit.  Plus, the actual event itself promotes literacy, drawing parents’ attention to the need to read with their children”  (diary entry 8/7/97).


Throughout the duration of my project I have had low staff turnover.  The scenario has therefore come about that open evenings have been responsible for the staff’s and my own confidence growing in relation to parental questioning.  I feel our interpersonal skills have also improved and through this we have been able to show our school at its best.  In this there has been a strong improvement in our practice. 

The school logo and the school sign


Because the case study school was composed of pupils who came from thirty- seven different countries and spoke eighteen different languages, besides their coming from wide socio-economic backgrounds, bringing all pupils together under the umbrella of a school community would not be easy but I was anxious to find a way.  I was aware the school did have a school symbol in the form of an owl which my predecessor had informed me stood for “learning and wisdom”.  This symbol however was nowhere to be seen in the school.


In my reading of the literature (Gray 1991:127, Salisbury 1993:6, Needle and Stone 1997:40, Tomlinson 1993:10, Barnes 1993:60-61, Marland and Rogers 1991:24)  I had been made aware of the importance of a school logo.  The logo ‘establishes, manifests and reflects the corporate identity’ (Tomlinson 1993:10), it ‘is the most appropriate and easily understood visual sign for building a school’s corporate identity’ (Barnes 1993:60).  “I looked at this idea closely.  I want something strong that will unite my entire school, something we can all identify with so we are one” (diary entry 10/1/94).


Some staff were aware of the owl as the school symbol and were content with it.  The owl was a friendly symbol who conjured up images of the owl in stories from our childhood and was in something which as a character was present in many story books in our school.  Because of this staff said they would like the owl to be kept.  This was in tune with my reading ‘The graphic design of the logo is the means by which the school is recognised and identified’ (Tomlinson, 1993:10), the logo needs to be ‘clear, striking and simple’ (Gray, 1991:127).


From this time onward I set about introducing the owl as a school logo, giving it prominence where possible.  In terms of my gaining ideas on how to maximise opportunities to publicise the logo I did not really have to think hard as some ideas were gained from other schools, and others came directly from external firms who sent fliers to the school aiming to sell a product.


The ‘Friends Of’ association requested that they use the logo as a crest on the breast pocket of their sweatshirts with the name of the case study school encircling it.  Originally this was done in black but later upgraded to grey and yellow for a much smarter appearance (14/5/98).  They also began using the logo on their letters to publicise school events.  The football team began using the logo on their fliers when publicising their events.  This has remained common practice.


In  January 1995 I was sent a colour flier and a sample from a firm in Oxford who specialised in book bags which were produced in the school colour with the name of the school plus the logo embellished on them.  Previous to this the school had used clear plastic wallets with zips across the tops, which got torn and broken on a regular basis.


Bearing this in mind I rang the firm who informed me that I would need to design a plate.  This I did and sent it off to the firm for production.  When the book bags arrived I wrote and informed parents of their existence.  The book bags were slow to sell at first but soon picked up momentum.  I began reminding parents of their existence thereon in my termly letter to parents in which I outline dates and events for the term.  The reputation of these book bags soon became widespread and plastic wallets were phased out.  In my eyes these were a marvellous innovation because:

i)   they are seen as special by our pupils, pupils are proud of them as they contain their 

      ‘special’ book.  This attitude promotes respect and care for books and enhances 

      literacy.

ii)   our books are protected and therefore have a longer life span

iii)  they market the school well, through school colour, logo name and address.


The entrance mats to the classrooms and main foyer, had been in place for twenty one years.  A firm from Halifax sent a colour flier to all schools in my borough showing examples of how their firm had embroidered school logos into mats in the school’s colours.  From this flier I requested that the firm send someone to see me.  When on 16/5/95 a representative came (who happened to be the manager) I managed to negotiate a substantial discount on condition that I had the whole school done.  Four weeks later the whole school was transformed.


In addition to the above examples the school logo is displayed boldly on the cover of our school prospectus and on our school sign.

The School Sign


The original school sign had been in existence since September 1973.  When the school changed character, i.e. first and middle schools being amalgamated, and first schools (i.e. the case study school) gaining primary status, each school was given £300 for a new school sign which could be paid to the borough coachworks department for the production of a new sign.  Some schools had this done immediately and I went to view them.  They were all identical, being constructed of a white board with the name of the school in black writing on them.


My first reaction was “I can do better than this”, and my reflection led me to visualise “the opportunity of school colours, school logo, something that will emphasise the “wholeness of our community”  (diary entry 8/2/94).  My search of the literature for advice on creating a new school sign did not yield any advice, there was however advice on clear ‘sign portrayal’. (Hardie 1991:85, Barnes 1993:64, Parkes and Thompson 1989:110, NAHT 1990:4, Aylett 1991:6).  I wanted our sign to say what we stood for and believed in.  I wanted parents to identify with it.  Barnes (1993:65) statement although admittedly on ‘sign-posting’ summed up well what I envisaged.  ‘Signposting stimulates visitors into forming favourable impressions of a school.  Information conveyed in this way makes a powerful statement about an institution (Barnes 1993:64).


My visualisation of a new sign fortunately did come quickly.  I wanted school colours, logo, a welcome message reflecting the cultures in our school.  The school colours would be achieved by having a red background with a silver frame.  The logo would be the owl which would then be used for mats, book bags etc. ‘welcome’ emphasising the diversity of our whole school community was to be portrayed by welcome being displayed in the most commonly used fifteen languages in our school.  I showed staff the proposed design and was thanked for my efforts.  I then contacted a one man firm who had erected signs for some other schools in the borough.  His work had come highly recommended.


When he visited the case study school, he brought his portfolio with him but when he saw the layout I wanted he was somewhat discouraged as it was so intricate particularly as the standard plates he had did not contain any ethnic language fonts.  He did however promise that he would make some if I could give large examples of those I required.  I was able to do this quickly as we had a ‘welcome’ publication chart in our foyer, failing this I would have approached ethnic minority parents gaining examples from them.


When the sign was completed I was delighted with it.  It looked superb “everything is here! Logo, school colour, ethnicity, whole school portrayal it’s great!” (diary entry 23/2/94).


In the day the sign was erected many parents came to me commenting on the attractive design.  I noticed parents standing, pointing at the sign; looking for their language on the sign and when they had found it they openly expressed the fact that the school had recognised and had respect for the importance of their language.  As one parent said “this sign is what we really needed, now people will know we really are a primary school”  (diary entry 25/2/94).

School Uniform


The case study school did not have a school uniform but there were consistent isolated requests from certain parents and parent governors for one.  The school did have colours which were associated with it, which were red and grey.  My reading had shown me the value of having a school uniform.  ‘Probably students’ dress makes the greatest visual impact on the local community …   It conveys the impression to outsiders of an orderly disciplined school with high self-esteem’ (Devlin and Knight, 1990:52) also Salisbury’s no. 10 out of his list is ‘success factors for school marketing’ is ‘school uniform’ (Salisbury 1993:6).


I would most definitely agree with this but my views on school uniform were in fact deeper.  Because my school had pupils from 37 countries with languages and religions deriving from these, plus a hugely varied socio-economic mix, I saw school uniform as something that would “bring everyone together”. (diary entry 29/9/94).  I was aware however that not all parents could afford school uniform.  In the school were I served as a deputy a system was in place whereby pupils could wear either school colours or school uniform.  This gave all pupils the opportunity to dress ‘uniformly’ with any combination of green or grey, reducing pressure on unemployed parents.


I suggested to parent governors that we should look to adopt a similar approach in our school.  One parent governor suggested that a letter should be written outlining the intent to adopt school uniform/colours.  This letter should have a questionnaire attached asking parents for their preferences first of all as to whether there should be a school uniform or not, and secondly whether it should be formal i.e. v-necked jumper, white shirt, tie or more casual, sweatshirts, thirdly no preference. When the letter was sent out with the questionnaire (19/10/94)  62% of parents returned the questionnaire with 53% being in favour of a uniform /colours.  School uniform/colours was then phased in over the period of a year.


When school uniform was being brought in it was not consistent in that some days pupils would wear it whereas on other day they wouldn’t.  “I need to give it Kudos but how?” (diary entry 8/2/95)


The above diary entry led me to look at ways in which school uniform could be given high profile.  In discussion with my critical friend (10/2/95) through our reflection of school events, the following list was drawn up in that school uniform could be publicised through:


Our whole school photograph in the foyer.


Class photographs


Individual photographs


Press releases


Borough challenges


Annual Borough Music Festival


Annual Borough Carol Concert


All excursions


All charity work (e.g. to sing carols at the old peoples’ home)


Annual end of year concert


The above list is implemented in our school today.  We always have a spare box of ties for continuity which we use should children forget theirs, as a mechanism whereby school uniform has continuity.


School uniform has evolved since its introduction and I am pleased about this.  Some parents have made suggestions which I have taken on board.  Sweatshirts with the school logo on were introduced on 5/2/96 and these were upgraded to a colour logo on 14/5/98.  “I am pleased that parents are working with me in my aim.  These upgrades are definitely smarter and cannot fail but to enhance our school image” (diary entry 15/5/98).

The School Prospectus


Up until September 1994 the LEA had produced our school prospectus along with all the other schools.  For academic year 12995/96 however we were required to produce our own.


My work on the new prospectus constituted a very interesting action research cycle with my reading from the literature helping me greatly in this.  Barnes’ (1993:62) statement on the ‘number of key functions’ performed by the prospectus were on first reading helpful, reminding me that there were two main functions :

· it can be used to make a powerful statement about a school’s philosophy and curriculum.

· it performs a number of promotion functions, such as advertising and PR, and compliments other image and communication activities.


As a staff, we set about compiling he design and layout of our prospectus (staff meeting 10/7/95).  This was in tune with Barnes’ (1993:62) advice ‘The design aspects of a prospectus must be undertaken with due care and full consideration given to all relevant marketing objectives and strategies’.  In respect of the above my reading had also made me wary ‘Unfortunately school brochures are on of the biggest failures in the marketing of schools.  Too many schools see them only as an annual report or handbook.  Too little thought goes into what they should contain, how they should look, and who is going to read them.  But the brochure is a key marketing tool for the school and should be considered with great care. (Marland and Rogers 1991:47).


My further reading of the literature had reformed my thinking on the formation of the prospectus in certain areas.  Salisbury (1993:5), Tomlinson (1993:17), Marland and Rogers (1991:47) talk of the necessity for a clear layout, photographs of children rather than buildings, a warm introductory letter from the head.


In terms of what to avoid in a prospectus I had learnt the need to ‘avoid jargon’ (Greenhall, 1988:25); lacking ‘coherence’ (Knight, 1992:59); ‘dull, difficult to read’ (Muskett, 186:21); failing ‘to address any particular audience’ (Madden, 1990:26).   Using ‘posed photographs rather than natural ones’ (Marland and Rogers, 1991:49).  Because of my reading I felt confident.  “O.K., a new prospectus is a new challenge for us, my engaging with the literature has however given me a huge boost.  I feel confident that I have a lot to bring to the staff which will in turn led to the production of a super prospectus” (diary entry 8/1/95).


The outcomes in terms of priorities from this staff meeting were as follows:

· Presenting statutory requirements as attractively as possible.

· Showing the school in a relaxed mode but featuring it in a professional manner.

· Getting as many ‘pupil’ photographs as possible.

· Avoidance of too much text.

· Avoiding jargon, making text as easy and a interesting to read as possible.

· Keeping the cost as low as possible so that money from the school’s budget was minimal.


As part of my learning and improvement in my practice the following took place:

· A staff member suggested that for photocopy purposes black and white film was far better.  I therefore utilised this advice.

· I requested our printing office to send me copies of prospectuses so that I could observe them.  This was extremely useful as I was able to scrutinise them using my findings from the literature to improve on my practice in producing our own.

· Taking photographs mainly when classes were engrossed in activities so as to arrive at ‘natural’ rather than contrived photographs.

· Writing text then giving it to staff to see if there were additions or amendments which would make it more concise and attractive.


In June 1994 the prospectus was in draft and we were all well pleased with our efforts.  On Marland’s and Rogers’ advice it was shown to LEA personnel and governors for second opinions.  Because it was always difficult for an insider to judge a presentation of the school, show the proposed text and photographs to representatives of different groups in the school - and to those at whom you are aiming the brochure, namely parents and business people outside the school.  In short, seek an objective, outsider’s view as well as that of those working in the school. (Marland and Rogers, 1991:49).


The only thing that was missing now was a cover.  My reading had informed me of the importance of this.  ‘In constructing a prospectus, special considerations must be given to the cover’.  This feature of a prospectus is of crucial importance to effective image building: it forms the reader’s first impressions of the school.  The cover must be composed in such a way that maximum impact is attained.  To achieve this the cover of the prospectus must -

· stand out as different from other school prospectuses

· be visually attractive, sufficiently to make the enquirer want to read its content

· relate to the reader, i.e. be clear in meaning and easily understood

· introduce the reader to the school, its philosophy and product i.e. convey the right image

· contain an appropriate balance of visual material: not too much detail but enough to make a clear statement of purpose

· clearly display relevant symbols of school’s corporate identity, i.e. its logo

     (Barnes 1993:63)


On reading the above I had an immediate reaction “the cover is a marvellous opportunity to show off our school name, school colour and our school logo boldly all in one” (diary entry 28/3/95).


The next morning I suggested this to the staff and all were in agreement.  The cost of production was important to all of us.  Thus far I had taken all the photographs myself and had them developed.  All the text and photocopying had been done on school premises.  In terms of the cover I went to the borough printing office who as we were a school would produce covers in a bulk buy of two hundred copies for 5 pence each.  I was content with this as I had received fliers with quotes for prospectus production in the region of £500.  They produced covers for me which were shiny attractive red covers plus our school logo encircled by our school name central to it.


Since its completion on 16/5/95 our school prospectus has received much positive feedback, from existing and prospective parents, new staff, governors.  Other schools have requested copies to model their own on.  OFSTED when they inspected us stated ‘The prospectus gives a clear picture of the school, its aims, values and procedures’ (Case Study School OFSTED Inspection Report 1997:18).  Headington and Howson (1995:89) state that ‘The school brochure has the ability to convey far more than words alone’.  I believe that through the collaboration involved in its production our prospectus does just that and all for a minimal cost.

Overall


I have found AIDA to be a strategy which I have been able to use effectively.  It has been effective, not only in the marketing of the case study school but also it has enabled me to collaborate closely and effectively with staff, parents and pupils working through action research cycles, which in turn has enabled me to live my values in my practice.  An added bonus has been that leaflet drops, the school prospectus and the school video have been produced cheaply.  The money saved has been spent on resources which have led to improvements in our pupils’ learning.

4.
 Unique Selling Position  (USP)

I became aware of the USP ‘The Unique Selling Position’ on reading Gray (1991:82), Lancaster and Massingham (1988:218), Mercer (1992:523-4), Ranson (1993:333), Power et al (1994:221), Canon (1992:364-5).  ‘There must be one particular thing or blend of things that your school can offer which makes it different from its competitors’.  (Harrison and Gill, 1992:120) ‘what is different and special about your school?’ (Marland and Rogers 1991:52).


When reading on USP the first thing that came to my mind was that “I can undoubtedly use this concept to market my school, but more importantly it will support my value of not running down a colleague head’s school to show my own in a better light.  Because of this I believe I have a found an industrial marketing concept that will support me in living my values in my practice”  (Diary entry 24/2/94 )  This excited me, because it was the first time that an industrial marketing concept had made me think this way.


USP initially made me look closer at the case study school as a whole in terms of its marketability.  I quickly learnt staff, governors, pupils and parents who were in daily contact  with the school but more importantly visitors, prospective parents, LEA officers, inspectorate new governors, other head teachers, many of whom had seen the school for the first time or who had seen the case study school as a first school but not as a primary would give me valuable comments which would assist and influence me considerably in shaping my perception of what was the strongest USP for our school.


The process I used over a five year period so as to achieve the above has taken place in three stages which have been closely monitored resulting in the understanding I have today.  These are outlined briefly below:

Stage 1:
When first learning about USP through my reading I spent time considering that if I were a prospective a parent what ‘particular things or blend of things’ (Harrison and Gill, 1992:120) would attract me to the case study school if I had seen others nearby.

Stage 2:
In giving the annual SWOT (strengths, weaknesses and threats, proformas) to teachers, nursery nurses, welfare assistants, caretaker, secretary, mid-day assistants, governors.  My collation of the findings of the above on an annual basis have played an important part in giving me an understanding of the views of a collective school community, in terms of what they consider to be the best or most attractive points of the school which may well influence prospective parents.

Stage 3:
My analysis of tape transcripts of pupils telling me what they liked best about the case study school and how they felt it could be improved plus my analysis of the year 6 parents (leaving questionnaire) have all given important comments which I have collated to give me a strong insight and understanding as to the main features which would give the USP for the case study school.


Therefore my collection and collation of all the above data over the past five years have led me to the following USP for my school.


“a leafy countrified environment”


“are well away from busy roads”


“less pollution”


“an actual computer suite rather than a computer in a class”


“large variety of extra-curricular clubs running before and after school


”extremely secure site, every entrance is agreed by all as being secure”


“computer suite and library are separate rooms”


“country environment means wildlife such as goldfinches, herons, pheasants are


regular visitors to our playground”


“The school still gives high precedence to the expressive arts in spite of the 
government’s incessant pursuit of academic subjects.  This gives pupils a broad 
and balanced curriculum”.


To date I have used the above points in marketing the school by stressing them in the school promotional video on open days; the annual school prospectus; at public meetings with parents for example, the nursery and reception class induction mornings and the annual report to parents.  Most regularly however I have used them when walking prospective parents around the case study school.


I felt good about USP as a marketing concept for education because as stated previously it appeared to rest easily with my values.  However on giving a paper at the BERA conference (Loftus 1997) “I was challenged as to the fact that my value of not criticising another headteacher’s school to promote my own could not really be avoided, as the comments given to prospective parents such as “we have a leafy countrified environment, are well away from busy main roads, have lots of green and not much tarmac”, are in fact highlighting weaknesses in other schools who do not have the above as part of their location” (diary entry 12/9/97).


This challenge was useful in that it made me look at my living in my values in my practice and my being a living contradiction more closely.  “If the BERA challenge is correct I could be a living contradiction without even realising it” (diary entry 12/9/97).


I discussed the  above challenge with my director of studies (N.S.), and we both agreed it was an “interesting dimension”.  For myself, I would agree that the challenge was accurate but felt “I am living my values in my practice to the extent that I am not consciously or deliberately going out to criticise another head’s school to promote my own” (diary entry 12/2/97).

Overall


I have felt very comfortable with USP.  I feel that it enables school staff to collaborate and come to a collective decision as to what particular things make our school special.  If staff are united in this, then there is more chance that prospective parents will receive enthusiastic feedback from all staff on the school thus affecting their choice.  I agree with Harrison and Gill’s (1992) view that schools can be likened to boxes of washing powder in that one has a reputation for being kind to hands, one has a reputation for not fading colour, one has a reputation for removing stains the best.  All are washing powders but they are all successful in marketing themselves for different reasons (p.20)  I agree with Sullivan (1992:105) in my belief that every school has special things to offer and it is up to the head, staff and governors to decide on these special things and market them.

5.
Public Relations  (PR)


On reading Patten (1992:152-3), Van Mesdag (1991:52), Diamond and Pintel (1991:23), Gross and Peterson (1987:363), Mercer (1992:594-5),  Kotler and Armstrong (1985:283-9), I became aware of the importance of public relations.  I saw this as something it was most definitely important to implement as ‘Public relations is the planned and sustained effort to establish and maintain goodwill and mutual understanding between school and its different publics’ (Tomlinson, 1993:13).


My initial understanding of public relations was that it basically meant to form good relations with the public associated with your institution so that if things ever did go wrong they would hopefully be supportive.


The institute of Public Relations define PR as ‘the deliberate, planned and sustained effort to establish and maintain mutual understanding between an organisation and its  publics’


Stokes (1994:249) states ‘PR attempts to gain favourable, unpaid publicity, usually in the media, and to limit any potentially unfavourable comments or activities’ .  If this is successful ‘the school gains a better reputation and with it a sense of pride and identity.  This leads to improved public confidence in the school, and boosts morale among teachers and pupils’ (Tomlinson, 1993:14).


Therefore my reading informed me that Public Relations is in fact much wider than my original understanding.  It may involve: the workforce by involving staff in the achievements of an organisation; suppliers and distributors e.g. word of mouth among the ‘trade’ can affect the credit worthiness of a company; the local community e.g. a business sponsoring local causes can integrate it into the local community; the financial community e.g. in education PR is used to sell the value of our services to central and local government decision makers to maximise our funding; policy makers e.g. change their decision to build a road or close a school; customers and consumer  e.g. PR can effect the controllable communicators such as unfavourable press releases or ‘word of mouth comments’, thus helping sustain the good image an organisation may have.


There are a variety of methods that can be used for effective PR.  These can be media; effective imparting of information lobbying, support of good causes, doing things for the public that are outside ‘the call of duty’ from which the public may benefit. 


I have used various PR activities to market our school.  These have taken the form of action research cycles.  My experiences and reflections re: these activities are outlined below.


When reading on PR that ‘some organisations try to project an image of responsibility and care for their name to ‘good causes’  (Stokes, 1994:289)  I arrived at the conclusion that “We do a lot of good stuff here that helps the community, we also support charities.  We need to let people know about this!” (reflective diary entry 4/10/94).  This diary entry was actually the starting point for my looking far more closely for material for press releases.  Two events which came to mind were (i) the harvest festival where I write to parents for donations of cans of food and produce which when boxed are distributed to older and/or needy members of our community, (ii)  where our nursery and reception pupils go to the local old people’s home to sing carols for the residents at Christmas.  I arranged for both of these events to gain press exposure twice each in the duration of my project.  In October 1994 my initial attempt at gaining coverage for the harvest festival failed basically because two schools had had harvest festival in their schools in early October and therefore gained press coverage.  The next two years in collaboration with staff we planned and delivered harvest festival in the last week of September thus gaining press coverage.  My diary entry on the above epitomises my conclusions, “I’m really happy with this, for me it’s complete marketing.  We not only get free publicity from the press, our school is also portrayed favourably to the immediate and wider communities”.  (diary entry 8/12/95).  Speaking to staff at staff meeting, further reflection actually led me to a deeper understanding, this time not only realising benefits for the community but also for our pupils.  “We get free publicity through our press, we are shown to be caring about our community.  However it doesn’t stop there, the community have gained pleasure from our involvement but as well as this through our marketing our pupils through their singing for the old people have gained a respect for older members of society an important aspect of their citizenship education” (diary entry 12/12/95).


At the start of December 1994 a parent who had a sibling in the case study school and one in one of our feeder schools informed me that in the feeder school staff had offered to stay behind one night before Christmas to look after pupils so their parents could go late night Christmas shopping.  This had “gone down” very well with parents.  I reflected on this idea considering it to be excellent PR. So I put it to the staff.  Some staff thought it was a good idea; others said they had commitments; some were against the idea feeling that teachers did enough already.  Five members of staff did agree and so it was decided that the Thursday 15/12/94 was a good day for it to take place.


I publicised the above well putting it in the Christmas newsletter as ‘Thursday          December 15th, 3.30 - 7.00. LATE NIGHT SHOPPING.  As a gesture of good will towards our parents, some staff will be staying behind in school to look after children should parents wish to do late night Christmas shopping.  Can parents wishing to take part in the above please give a written note to their class teacher authorising permission by Monday December 12th’.


Some parents (twenty three) did take up the offer and were very grateful.  My reflection on the event led to my thinking “I am pleased with this, the extra time after school gave the deputy and myself time to meet which we wouldn’t normally have. The children were really well behaved and, considering the small amount of parents who brought children, it is clear that they did not take advantage.  Feedback has been excellent they really appreciated it”  (reflective diary entry 16/12/94).  The above practice was carried on for December 1995 and 1996).


In relation to Christmas productions as the school grew into a primary the hall was becoming more packed and thus (i) more uncomfortable for parents, (ii)  certain parents would have to stand, (iii)  people at the back couldn’t see or hear well.  When reflecting  on this situation I felt “I am actually gaining negative vibes from this, I see people frown and pass comments when they come in and see no seats left.  Something that is supposed to be pleasurable and promotes the school is in fact working against the school”. (reflective diary entry 14/12/94).


When reflecting on this diary entry instead of having an original key stage one performance and a key stage two performance, the staff and myself decided to break the performances into nursery/reception, years 1 and 2, years 3 and 4, years 5 and 6 over a two day period.  On 12/12/95 the atmosphere was much improved.  All parents were able to have seats for the performances and their being comfortable was much more apparent.  This improvement in practice has been carried out consistently to date.


In the second school where I taught (I have taught in four), at one Christmas production as a one-off the parents were given mince pies and tea.  When looking at PR I thought that this could work well for our school, I did however want to take it further.  “I like this idea, it will give me the opportunity to speak to parents afterwards, both on a social and professional basis gaining their views on the school in a relaxed atmosphere.  It can also be built into the curriculum through the design technology curriculum if our pupils make the mince pies” (diary entry 2/12/95).  I put this idea to the staff and ‘Friends of Association’.  Both parties felt it was a good idea, some of the ‘Friends of’ members offered to bake mince pies also.


The mince pies and tea/coffee idea went into action after performances on 12/12/95 and 13/12/95, and I feel this was successful for various reasons.  “Parents were really relaxed, it was good to talk to them on an informal basis.  Governors, the local MP and the police were able to talk with parents.  Everyone was praising the performances and the school.  Those that weren’t involved in discussion were reading our press release board and our certificates board.  All round it was great!”. Two days later a parent who can only collect her four children on Fridays stopped me stating “I’ve been coming to this school a number of years now Mr Loftus.  I’d just want to say the mince pies and coffee really finished off the performance nicely, a lovely gesture”.  (diary entry  15/12/95).  The above refreshments idea has now been carried out consistently to date.


As we moved from a first school to a primary school the curriculum gradually became wider and our involvement in events at borough level became more involved.  I saw these events as great opportunities in PR, particularly as they were a marvellous opportunity to involve parents by requesting they were present at certain events.  Events that lent themselves well to this on a consistent basis were the annual borough carol concert; the annual borough music festival; rugby matches; football matches; certain challenges for example the ‘education challenge’ 6/7/94.  Here parents were warmly welcomed in a venue away from the school and there was opportunity afterwards to thank them for coming; for giving up their time, for their support and encouragement and for helping (in the case of football and rugby) pupils to prepare for the event.


In terms of lobbying for PR purposes I have never actually had cause to do any.  Stokes (1994:289) states that in terms of PR lobbying can be ‘done informally getting to know people in influential positions’.


Certain schools in my borough always invited the local MP to their school functions.  I began doing this in 1994 when I invited him to our Christmas production.  He was pleased to be asked and soon became a regular visitor at further Christmas productions, Summer concerts and Summer fetes.  He had a weekly column in the local Gazette where he commented on local events he had visited and local issues he was a part of..  The school was mentioned in this column three times and was always well presented.  I also used the MP in curriculum as he spoke to our older children about being an MP and of the political system, some members of staff actually went to tour the house of commons.  When he did lose his seat in May 1997 after eighteen years he returned to the school giving the pupils three signed volumes of Hansard a valuable learning resource.


Similarly the home beat metropolitan police officers involved with our school as well as doing their job were used in the education of pupils at our school.  The police came in and gave talks on water safety, road safety, vandalism, don’t go with strangers.  As well as this I booked them regularly for the Summer fetes where they had their ‘I’ve met the Met’ stall, giving out badges, masks, stickers and showing pupils how they take finger prints.


I was aware that the above parties were regularly at public meetings and spoke on a daily basis to a wide audience.  They also helped our pupils greatly, so from the PR with them both marketing and education was developed.


As the school moved from a first school to a primary, after school clubs began to develop. Again I saw these clubs as a major source of PR, as they were a means whereby (i)  pupils were gaining new skills not normally taught during the school day (ii)  the time given to these clubs by the teachers was their own time given our of goodwill.  If the above was publicised this would gain appreciation from parents.


Parental feedback and recognition of clubs has always been excellent since they were introduced in November 1993.  One parent whose daughter was attending two clubs said to me “this new school Mr Loftus, there’s always something happening” (diary entry 24/1/94), other parents have appreciated this in a different way “I’m glad the clubs are there, they get bored at home, clubs tire him out” (conversation with parent. diary entry 17/4/96.  Also parents have been appreciative of what clubs offer, “he’s learning all these new things, we never had any of this when I was at school” (conversation with parent, diary entry 20/3/95).


I have always made sure that staff’s efforts in running clubs are recognised publicly through my announcements at whole school assemblies with parents present, and in termly head’s reports to governors, governors annual report to parents, as well as promotion through daily contact with parents.  This I feel enhances PR in the school.


All the above have helped me tremendously in that there are a tiny minority of schools in the country who have changed character from infant/first to primary and this undoubtedly creates insecurity for parents as it is a time of great change.  I agree with Stokes (1994:287) that ‘PR is needed to maintain relationships’ and that for ‘long term success PR is often used to help mutual understanding and is particularly needed in times of change’  This has certainly been true in my case.

Overall

PR has undoubtedly been a strong reliable strategy which has helped considerably in the marketing of the case study school.  It has been a key strategy in terms of action research cycles which when ‘worked through’ have proved enormously beneficial for our parents and the wider community.  The ‘working through’ of these cycles have required collaboration which have brought our school community closer together.

6.
The ‘4Ps’  -  Product, Price, Place, Promotion  (The Marketing Mix)


On reading Baker (1979:139), Cannon (1986:220), Morse (1982:47-51), Hanson and Henry (1992:262-3), Scrivens (1991:18), Diamond and Pinter (1991:353), Lamb et al (1992:27), I became aware of the ‘Marketing Mix’ better known as the 4 P’s Product, Price, Place, Promotion where:

PRODUCT: 

Product variety, quality design, features, brand name, 




packaging, sizes, services, warranties, returns

PRICE:

List price, discounts, allowances, payment period, credit terms

PLACE:

Channels, coverage, assortments, locations, inventory, transport

PROMOTION:
Advertising, personal selling, sales promotion, publicity’




(Kotler and Armstrong, 1989:46)


As Kotler and Armstrong (1989) state ‘the marketing mix is a set of controllable marketing variables that the firm blends to produce the response it wants in the target market’ (p.45).


Kotler (1997:92) defines the marketing mix as ‘the set of tools that the firm uses to pursue its marketing objections in the target market’.  Because these tools are numerous attempts have been made to arrange them into a manageable format.


The origins of the marketing mix lie in work done by Professor Borden in the Harvard Business School (see Borden 1965).  Borden suggested 4Ps Product, Price, Place, Promotion as a marketing mix. This mix was then popularised by McCarthy in 1996.  Today the ‘fixed list of the four P’s has become enshrined in marketing theory’.  (Christopher et al 1993:8)


Initially, I was ambivalent with regard to the four P’s.  They were definitely the most commonly used concept in all the literature I had read, but appeared in the main very restrictive.  My thoughts in my diary highlight this dilemma.  “The product is the National Curriculum which is laid down by the government and can’t be amended; price doesn’t seem to be that relevant as we are not a private school and therefore do not charge fees; place, the school has to stay where it is and can’t change location like a business can; promotion, Yes I really can identify with this” (diary entry 27/1/94).  Also “The 4 P’s appear to be concerned with ‘one-off’ sales.  As a head this approach doesn’t really help.  I want to form a long-term relationship with parents and pupils from when they enter in the nursery to when they leave us at year 6.  In this aspect I’m not sure if the 4 P’s would apply to our school” (reflective diary entry 2/2/94).  My reading of the literature showed me that I was not alone in holding this view.  ‘The concept of the marketing mix and the 4 P’s of marketing - Product, Price, Promotion and Place - were particularly criticised because they focused on short term transactions rather than establishing longer term relationships with customers’ (Stokes, 1998:243).  


Furthermore, some of the industrial marketing texts which I read did not appear to give total support to the 4 P’s either, ‘it should be recognised that the 4 P’s offer just one albeit frequently used ways of approaching marketing’ (Mercer, 1992:28), also ‘The 4 P’s are a useful framework for deciding how the company’s resources will be manipulated to achieve the objectives.  It should be noted however, that they are not the only framework and may divert attention from the real issues.  The focus of the strategies must be the objectives to be achieved - not the process of planning itself.  Only if it fits the needs of  those objectives should you choose to use the framework of the 4 P’s’ (Ibid, p.710).


It appeared to me unduly restrictive for Perreault and McCarthy (1996:52) to claim that ‘All Four P’s are needed in a marketing mix.  They should all be tied together … when a marketing mix is developed all decisions about the P’s should be made at the same time.  They are all equally important’.  In order to make the mix work I envisaged that manipulation might be necessary.  Other industrial marketing authors appeared to agree with me.  ‘It is easy to become pre-occupied with the challenges of making decisions on ‘individual parts of the mix’  (Cannon. 1986:220).


Despite the above, the four P’s have appeared regularly in the literature for marketing schools.  (see Tomlinson (1993, pp 10-12), Bowles (1989 pp.44), Evans (1995 pp.29-32), Barnes (1993 pp.23-25), Pardey (1991:15), Whittaker (1990, 4 chapters, 1 chapter dedicated to each of the 4 P’s).  It appears however that some of these authors themselves have reservations about the ‘4 P’s’.  Tomlinson and Barnes for example both point out that ‘promotion’ tends to be the ‘P’ which schools tend to focus on.  ‘Most schools will pursue strategies that involve promotion almost exclusively’ (Barnes, 1993:24).  ‘Promotion is the element of the marketing mix that schools have generally commented on.  It is one element of the marketing mix  which can, with undue emphasis distort the marketing process’  (Tomlinson. 1993:12).  Whittaker (1990) despite lengthy explanation of terminology has to admit that in terms of using the 4 P’s with reference to education ‘there is no unanimous agreement’ (p.12).


Gray (1991:13) holds the view with reference to the 4 P’s model that it might be wholly appropriate for many manufacturing industries due to the fact that as ‘the model is structured round the concept of a product - something tangible, with an identifiable manufacturing cost and a clearly marketable image.  The success of the marketing function can, therefore, be measured in relation to the profitability of the manufacturing company and more precisely, in terms of the number of items sold and the gap between the manufacturing cost and the sale price’.  Because of this view the applicability of the 4 P’s for public sector services has been questioned (see Cowell 1984:63-74).  To this end some educational authors have added one or more P’s to make a more applicable mix.  Gray (1989:53) argues that a further ‘P’, ‘People’ should be added as ‘the emphasis on people is a distinctive feature of service industries’.  Needle and Stone (1997:12-13) add two further P’s: Presence and Processes.  ‘Sixth and seventh P’s have also been added - Presence - the visual image of the school, its services, and Processes - the way management decisions are taken, implemented, followed through and measured’.


From the above evaluation of the marketing mix (the 4 P’s) appeared problematic.  I did wish however to see how the 4 P’s could be used as a marketing strategy in the case study school.  My findings on each individual ‘P’ (Product, Price, Place, Promotion) arising from my implementation of various activities through action research cycles are outlined below.

‘Product’


When looking at ‘product’ certain authors influenced my thinking.  Stokes (1994:193) states ‘The most important element in the marketing mix is getting the product right in the first place.  No amount of clever promotion, sophisticated pricing, or extensive distribution can compensate for a weak product that is not in tune with ‘customer needs’.  Similarly, Mercer (1992:50) states ‘the most important element of the marketing mix must almost always be the product or service itself.  Despite popular misconceptions, it is a hard fact of advertising life that consumers will not buy - at least not more than once - a product or service which does not meet their needs; no matter how persuasive the promotion’.  


In an educational context this is totally in line with Greenall’s (1988:25) thinking that there is no gain in ‘window dressing’, running ‘a shop that has attractive steel front windows but offers shoddy goods and a poor service’.  Educational marketing texts which I read for example Harrison and Gill (1992:117), Marland and Rogers (1991:23), Grace (1993:353) saw the ‘product’  as being the national curriculum.  I was heartened to read that ‘many enterprises see the product to be at the heart of their firm’s marketing efforts’ (Meldrum and McDonald, 1995:11), because where the national curriculum was concerned giving the best education to the pupils was at the heart of my values.


My reading Stokes (1994a:161) changed my view however as the definition of product was allayed as being much wider ‘Products are more than just physical goods.  They include not only intangible products such as services, but also intangible aspects of physical products such as image.  Product decisions therefore include a range of activities which affect both tangible and intangible factors from new product development to packaging and branding’.  On reading the above however I was unsure how this could apply in education.


On reading Stokes, (1994:176)  ‘Products have a finite existence in the market place.  Many are short lived fads or failures; others go on for many years before they are overtaken by new developments.  However long they last, products, like people, are mortal.  They do not live forever; some have a brief moment of glory, others persist in relative obscurity, but they all wax and wane in popularity’.  This may be correct in an industrial context but I feel this is not the case with education, as a whole.  I cannot say education ‘will live for ever’ (Ibid)  I would argue that in relation to the above quotation there have been many ‘new developments’ in education that have been short lived e.g. ‘real books approach’, ‘nursery vouchers’, ‘integrated day’.  In spite of these developments being phased out education is still present.  What I have noticed however is that in industry products which were waning in popularity have been re-designed to gain back popularity as my diary entry shows.  “Our nursery nurse bought an orange flavoured Kit-Kat today, she says they’re a new thing.  Kit Kats, ever since I was a child have only come in ‘Kit Kat’ flavour, therefore they’ve obviously  had to re-design Kit Kats to keep up with competitors” (reflective diary entry 22/5/96).  The ‘product’ in education however cannot be re-designed, as it is the national curriculum and is laid down by the government.


The above is expanded further by Hardern (1978:59) ‘Even if it is decoded to offer a large number of separate lines, the company should review the range periodically to prune items which are no longer profitable or make an insignificant contribution to total turnover’.  This again is not possible in education.  Our ‘product’, the national curriculum - even if each subject which comprises it was seen as ‘a line’ (Ibid) we are not permitted to ‘prune items’ (Ibid) even though our parents/pupils (customers) may not favour them.


In industry (Gross and Peterson 1987:214-5; Diamond and Pintell 1991 pp.156-7; Berkowitz et al 1992:471-2) )the ‘product life cycle’ concept (PLC) divides the life-span of a product into stages of ‘development’, ‘introduction’, ‘growth’, ‘maturity’, ‘decline’.  With regard to the national curriculum as the school’s product it was ‘developed’, ‘introduced’ into schools, it ‘grew’ in that it was phased in, in a certain subject  order, English, Maths, Science etc. but sales potential is non-applicable as people do not buy the national curriculum.  Maturity in terms of more competitive markets in terms of the national curriculum is also non applicable and as the national curriculum is laid down by the government.  They alone have the power to change it and to decide if it is in a ‘decline stage’.


‘The attributes of a product help determine its price, how it is to be promoted and how it can be distributed’  (Stokes 1994:174) is without a doubt true in an industrial context where firms can give introductory offers, give two for the price of one and choose which colour/design packaging they feel will attract customers.  Similarly a firm could choose whether to export; sell to supermarket chains, operate mail service so as to gain maximum beneficial distribution.  In the case study school this isn’t possible.  “We are a state school and as such we don’t charge a price for education; we don’t distribute our curriculum; the curriculum is laid down by the government, even the ‘colours’ for the national curriculum subject have been laid down i.e. yellow for English, blue for Maths etc., even viewing our school as a service, an intangible product, it is still not determined by price” (reflective diary entry 14/3/96).

‘Price’


Stokes (1994a:192) states ‘In the private sector, pricing has a crucial impact on the profitability of a business.  In the public sector, the importance of the pricing mechanism is less obvious because users of public services do not pay directly for each service received’.  


In the industrial market place firms have the freedom to reduce and raise prices according to how they perceive the market.  They may have a blitz of  saturation marketing to bring about many sales in a short period of time.  ‘Goods of a high quality will be offered at an average price.  An alternative strategy will be to sell medium or low quality goods at a bargain price (Hardern, 1978:58)  In education however the fact that every pupil in an LEA regardless of the popularity of the school in which they are educated receives the same amount of money allocated for their education though the funding formula of that LEA means that no matter how hard schools market will not influence how much each school receives for their pupils.  The statement, ‘Pricing is part of a marketing mix which is only effective if all the ingredients blend together.  Decisions on price need to be consistent with those made about products, promotions and place (Stokes, 1994:213) would apply in industry but  for me,  is not clear cut when applied to education.  Certain clothes shops who target fashion ranges appropriate to the younger male and female clothes buyers may compromise product quality, providing prices that allow these buyers to purchase again soon after consistently.  The promotional marketing which emphasises low prices for high fashion and the decor and location of shops will also reflect this message.  In schools this is not possible, not that I would want it to be.  “Education is for all.  Admittedly some of my parents are far more affluent than others.  The thought of ‘compromising product quality’ will never happen here as I would never knowingly compromise”  (reflective diary entry 4/2/97).


However, reflecting even further on the above diary entry led me to question my original reflection.  “What if a loss in pupil numbers caused my school to be starved of funds which led to a loss of staff, bigger classes, my being unable to purchase resources.  I have to accept that then I may not be able to provide the education I desire and I would be forced to compromise.  Is this not part of the problematic for the price aspect of the marketing mix when applied to education?” (reflective diary entry 6/2/97).


Certain shops have always marketed themselves on a value for money aspect a part of their price branding scheme.  Woolworth’s is one such shopping chain.  It is interesting therefore that schools are now actually inspected on the way they give ‘value for money’ with an actual section being written in their OFSTED report (OFSTED 1993 pp.117-118). Should then this be part of the market mix if it is to be applied to education?


I do feel however that in terms of price, schools can be compared to industry in certain areas.  Fixed costs are one such area.  Fixed costs refer to expenses such as rates, insurance, heating, lighting which we do not vary with either the level of service provided or the numbers of products sold.  In industry for example the owner of a shop has to pay at least one person to serve even if customers do not come into the shop for long periods.  In the case study school as headteacher I have to budget and pay for insurance, rates, maintenance of buildings, heating because the boiler is such that it heats the entire school, not individual sections regardless of whether I have thirty five pupils or three hundred and fifty pupils which is the case study school’s capacity attending.


In education fixed costs can greatly affect marketing.  When schools have similar fixed costs the ones that are full to capacity can in fact offer their children more resources.  For example if two neighbouring schools are given £1,250 per pupil from their LEA and both schools have fixed costs of £200,000 per annum, but one school (A) has 1,000 pupils on roll with the other (B) having 800 pupils on roll then fixed costs at school A are £200 a pupil whereas fixed costs at school B are £250 a pupil.  This means that school A has £50 more per pupil.  This money could be spent on extra teaching staff to lower teacher pupil ratios and so increase test/exam results, also the money could be spent on resources such as computers.  Both of the above would serve to attract pupils.  School B on the other hand either will remain static or possibly lose pupils to school A as it is so close.


In education, variable costs can also apply.  Variable costs are expenses which change in proportion to the amount of sales, for example a retailer would have to buy more stock as original stock is sold.  In the public sector variable costs are expenses which change in proportion to the amount of services fulfilled.  For example in education a school has to buy more books (or consumables as in the case of nursery pupils) as its pupil numbers increase. 

‘Place’


The educational market texts tend to relate to ‘place’ in the 4 Ps consistently  as the location of a school.  In this case however place is outside of the direct control of  school managers. ‘Most parents choose to send their children to the school that is the nearest to them, so that the viability of a school depends crucially on the size of the population in their immediate catchment area - a factor over which Headteachers and governors have no control’ (Stokes, 1994:295).


Stokes (1994:295) expands this view’ As one of the 4 Ps in the marketing mix, ‘place’ refers to how goods and services are made available to customers in the market place.  The concept of ‘place’ refers not only to the location in which products are offered, but also the channels of distribution trough which products move from producer or supplier to the final user, and the physical methods that are used to achieve this’.  Meldrum and McDonald (1995:15) give a clear example of the above when they use an organic market gardener as an example.  They cite ‘pick your own, mail order, farm shop, wholesaler, health farm, specialist shop, restaurant’ as being strong routes for getting the organic vegetables to the customer.


In spite of reading and giving thought to the above views I was unsure as to how ‘place’ could be used in a school context.  Location, I was happy with however ‘channels of distribution’ and ‘physical methods’ were not clear.  ‘Physical methods’ in industry are to do with transportation of goods for example in containers by rail or plane.  Channels of ‘distribution’ would be through dealers, retailers, sales agents, wholesalers and the like, but now mail order, tele-shopping, electronic shopping are now possible. In a school context I did not see any of the aforementioned are possible unless they are adapted perhaps tenuously.


I was worried that tenuous links could be formed but thought that maybe ‘the channels of distribution’ could be the teachers directly as they ‘distributed’ the national curriculum or the support staff who through praising the school would ‘distribute’ a favourable impression of it.  The physical methods’ could possibly be the way parents gained information and access to our product which was through pupil post.  Overall, however as previously stated I would not be happy with my reasoning.

‘Promotions’


On looking more closely at the marketing methods of the 4 Ps I became aware that ‘promotions’ on their own are not only the element to communicate messages to customers.  The other 3 P’s can also be used in Promotion.

Product :  the packaging of a product can communicate an impression to a customer.

Pricing:  This can communicate a variety of messages i.e. ‘value for money’, ‘cheap and cheerful’, exclusive ranges.

Place:   Where a product is sold or distributed communicates messages.  The waiting room of a GP’s surgery because most time is spent there leaves a more lasting impression than anything else. (authors note: that is why when reading Aylett (1991:189) that ‘The first physical contact will be the school’s reception area.  Is there a display of pupils’ work and does this change frequently?  Are the signs welcoming?  Are there easy chairs available?  Is reading material available? (Prospectus, scrap-book of school events, school magazine etc.).  What message does this convey to visitors?  Is it cared for?  Is work carefully displayed?  Is it dirty?  What words would describe it - friendly, welcoming, cold, forbidding?’  I totally revamped the school foyer making it an attractive informative area for all visitors.


However I would argue with the possible exception of ‘place’ that ‘product’, because of its nature i.e. the curriculum and ‘price’  i.e. ‘value for money’, ‘cheap and cheerful’, ‘exclusive ranges’ do not apply as promoters in the school setting.


I learnt that the promotional element in the marketing mix can be divided into personal selling, advertising, sales promotion and publicity (Kotler, 1984:69).


Promoting a product is dependent on communication.  Some of this communication may be deliberate e.g. advertising.  Other communication may be totally unplanned i.e. recommendation through ‘word of mouth’ (Kotler and Armstrong 1980:428,  Needle and Stone 1997:85).  ‘The communications form an overall impression or image which determines how people think about an organisation and how they may act in relation to its products’ (Stokes 1994a:219)

The Marketing Communications Mix


Businesses communicate with their public through many forms of marketing communications.  Some communications are controlled directly by themselves either personally e.g. a sales person or impersonally e.g. packaging a product.  Other communications however are uncontrollable, and can greatly affect the image of a business and the demand for its products.  These communications can fall into the categories of interpersonal and impersonal where interpersonal may be ‘word of mouth’ recommendations, hearsay, rumour and impersonal may be press releases.


When relating the above categories of communication to education I believe that some can be used/adapted as outlined below.  I have used Stokes (1994:247) version of the Marketing Communications Mix as a source and will outline to the reader as to the extent I have been able to use this in my practice.

Personal
Customer service, personal selling, exhibitions.


This would depend if the school is prepared to see the parents/pupils as ‘customers’ and if it is prepared to see itself as ‘selling’ its curriculum.  With regard to  ‘exhibitions’ I feel that the displays produced through action research cycles that our school mounts in the public library plus the displays we have mounted in the town hall when we entered the borough ‘energy conservation’ challenge (13/5/97) and the borough ‘greening our school’ challenge (14/6/96) plus the displays we mount on a regular basis for our curriculum evenings for parents, fit aptly into this category.

Impersonal:
Packaging/labelling, promotional offers, radio/press advertising, sponsorship, retail displays, poster/notices, direct mail, free gifts.


For the above packaging/labelling, promotional offers, retail displays, direct mail, free gifts put the national curriculum in a ‘something you can touch’ category. Because of this I believe that they could not be used to promote the national curriculum in a school context.  ‘Free gifts’ could not be given by some schools either because of tight budgets or by the fact that the head/staff may feel money could be better spent.  Retail displays and direct mail would I feel be a contradiction in itself in that the national curriculum has to be followed regardless with parents/pupils not having a choice in this.


‘Radio’, ‘press advertising’, ‘sponsorship’ can be well used by schools.  I have never used radio, (because we don’t have local radio for my area).  I have however used the press as much as three times a term with great results.  I have obtained sponsorship on two occasions firstly with  a local estate agent who bought the school sixteen full rugby strips (19/4/96), secondly with the Waterglade opera company (19/6/96).  A third sponsorship from a giant petrol company to enabled our pupils to learn opera took place on 13th. 20th, 27th, 29th March 1999.

Uncontrollable Communications

Interpersonal:
Word of mouth, recommendations hearsay/rumour. Without a doubt I feel that all of these are a ‘double edged sword’ in that all of these can actually promote a school but they can also damage a school’s reputation.  I have also experienced however how this can also work against a school as my meeting with a prospective parent shows.  “Mr Loftus, I’m amazed I was offered a place at your school.  I only came on the off chance because people have been telling me don’t try there, they’re so full you’ll never get in.  Because of this I came to have a look, I was curious as to see what was (emphasis) so good about this school” (diary entry 28/9/98).  Author’s comment:  at this time the case study school had forty two places available with three in this parent’s chosen year group!

Impersonal:
Competitors’ promotions, press comment and stories.


‘Competitors Promotions’ in terms of one head running down another head’s school may well happen.  It would never intentionally happen with me as one of my values is “that one headteacher should not criticise another headteacher’s school as a means of promoting their own”  and as an action researcher I strive to live this value in my practice.  ‘Press comment and stories’ are unfortunately a part of everyday life for schools, to the extent that texts such as Marland and Rogers (1991:75-76) even have a section on dealing with the press over negative events. Similarly I, along with headteacher colleagues have received fliers from marketing services offering day courses on dealing with the press both in favourable and unfavourable circumstances.

The promotion mix

‘Promotions have a ‘mix’ of their own because a wide choice of promotional methods are available.  The  promotional  element  comprises  a mix  of  tools  available  for  the 

marketer called the ‘promotional mix’, which consists of advertising, personal selling, sales promotions and publicity’ (Perreault and McCarthy, 1992:464).


Certain aspects of the above can I believe be applied to schools.  ‘Personal Selling’ is where there is personal presentation of the business and its products to existing or prospective customers.  My diary entry encapsulates my feelings on this “Whether I like it or not every time I speak to an existing parent or show a prospective parent around the school I am giving a personal presentation in that I am going all out to show the school and the curriculum which it offers in the best light.  I obviously want parents to come to the school and even though I am not running down any other schools therefore living this value in  my practice.  I am still intent on making a sale” (diary entry 9/10/95).


Advertising:  a paid form of non-personal presentation, using various media such as the press, TV, radio, cinema and posters, which is sometimes referred to as ‘above the line’ advertising.   I feel that some of the above can be used in education.  The word ‘paid’ however is not something that I am in favour of.  All advertising that the case study school has undertaken has centred around a ‘cost free’ approach.  As previously stated the press has been used and television was used indirectly as the case study school was filmed for the BBC2 series ‘Computers Don’t Bite’  (2/5/97).  Local radio is used by schools to publicise happenings or events.  As there is no local radio in our area I have never used it and am therefore unable to comment on its use. The ‘cinema’ and ‘posters’ I have never seen used to advertise schools.


Sales Promotions:
This is known as ‘below the line’ advertising and includes ‘coupons, free gifts, competitions and other inducements or incentives outside of the normal terms of trade to encourage sales within a specific time period’.  (Stokes, 1994:249).  As previously stated some schools could not afford this because of tight budgets plus the head/staff may feel that money could be better spent.  “The fact that education is a service means that it cannot be put in a sachet and given as an introductory offer as a tester” (reflective diary entry (11/2/97).  However further reflection on ‘free gifts’ led me to consider “perhaps sponsorship could come in here, gifts given by industry could help advertise the school as well as advertising the sponsors as well” (diary entry  14/2/97).

3 More ‘Ps’


It has been agreed that services because they have certain characteristics such as intangibility, they cannot be ‘owned’, they cannot be ‘stored’, they are difficult to ‘separate’ from those that provide them, they are usually tailor made for the customer (in schools special programmes of work are drawn up to meet pupils’ special needs, have compromised the marketing mix.

Because of these characteristics Booms and Bitner (1981) have added 3 more P’s ‘Physical Evidence’, ‘People’, ‘Process’, to the commonly used four of the marketing mix.

Physical Evidence:

 
In a school, prospective parents visiting the school for the first time will find it difficult to judge the standard of teaching as they tour the school accompanied by the head.  They will however gain an  impression of the school by the state of  its buildings, display on the walls, attractiveness of the school grounds.

People:


Customers make a decision on whether to purchase a service not just because of what the service offers but also because of their perceptions of the person providing the service.  In this people tend to be inseparable from the services they provide and because of this I would agree that the ‘people’ aspect of the 7 P’s is close to the ‘internal marketing’ (please see internal markets p.160 of this chapter) whereby employers of service communicate that service to prospective clients in the best possible light.

Process:


‘Customers are often involved in the process of delivering a service because they are present when the service is provided and an integral part of it’.  (Stokes, 1994:13).  When customers actually visit the premises of a service deliverer such as a school, ‘the process itself takes on a marketing significance’ (Ibid).  The way that a service is delivered may well be as important and beneficial to the service as the end result as this may form a major part in forming the perceptions and indeed the future choices and recommendations of the customer.  In addition I feel Tomlinson’s (1993:8) advice is particularly pertinent, ‘Parents should be welcomed as generously throughout their child’s time in school as when they were when they were making their first decision to send their child to the school’.


My immediate reflection on the added three P’s was as follows, “people means the caretaker, who may be the first person prospective parents meet when coming up the path; the secretary who may be the first person prospective parents speak to on the phone; myself when showing prospective parents around, the staff and how they react when I bring prospective parents to their classrooms.  How we all portray and conduct ourselves will determine as to whether prospective parents will continue showing interest in our school.  Physical evidence; the attractiveness of our buildings and grounds; the foyer; display in the hall, library and classrooms will give prospective parents a strong and hopefully lasting impression of our school.  Process: this is what education is all about; children, parents, staff all working together for the good of the school.  It is up to us to make accessible to parents our school and to communicate our high standards so that they will speak highly of and recommend us to others”  (diary entry 29/3/94).


In relation to these additional 3 P’s, I definitely agree with Booms and Bitner that these are more appropriate to service delivery.  In fact I would go so far as to say that “In education these 3 P’s plus promotion from the original 4 P’s would be a far more appropriate marketing mix for schools”  (diary entry 17/4/98).


From the above an evaluation of the marketing mix (the 4 P’s) appeared problematic.  I did wish however to see how the 4 P’s could be used as a marketing strategy in the case study school.  My findings on each individual ‘P’ (Product, Price, Place, Promotion) arising from my implementations of various activities through action research cycles are outlined below.

Overall 


I have enjoyed working with the 4 P’s analysing which aspects of them can refer to education.  However the fact that they are a ‘mix’ means that they should be used together to yield the strongest positional advantage.  As Tomlinson (1993:11) states ‘It is important that all four P’s are Incorporated or the marketing process will be unbalanced and unfocused’.  My findings show that the fact that the ‘promotion’ aspect is so much stronger than the other 3 P’s arriving at an equal mix is not really possible.  Other authors appear to support this  view as  James and Phillips (1995:86) in their study of eleven schools (a mixture of primary, secondary and preparatory) came to the conclusion that the marketing mix was never really ‘explicitly implemented’.  Furthermore I would argue that I could make tenuous links between the 4 P’s but feel that these are not productive in giving the reader a real life scenario.


I had been led to believe through my initial reading of the literature that the marketing mix (4 P’s) was an attractive mechanism that could possibly be used flexibly and successfully in the case study school i.e. ‘The term marketing mix is attributed to Neil H Borden and refers to the set of marketing ingredients which a company can use to achieve its objectives.  In the same way as a cook can select from a wide range of ingredients and combine them in different amounts to bake a successful cake, so too the marketer is at liberty to pick and choose from an extensive set of marketing components in order t find the right recipe.  Because of this it has become conventional to refer to the main elements of the marketing mix as the ‘four Ps’’ (Lancaster and Massingham 1988:71).  My experience and further reading has proved otherwise however .


Out of all the industrial marketing strategies which I researched into and implemented in the case study school, the 4 P’s was by far the most inflexible.  The irony however is that the marketing mix (4 Ps) is most definitely one of the most widely suggested marketing strategies in both industrial and educational marketing texts.


In  relation to  education  marketing  texts I therefore  forward  the  criticism that these  texts  are written  by  authors who  have  not  worked  with the 4Ps, implementing 

them in schools.  “The four Ps sounded great, straight forward to understand, I couldn’t wait to implement it.  I was wrong however - Inflexibility is a major disadvantage of this model when adapted to education” (Reflective diary entry 14/1/98).

7.
Relationship Marketing and the Six Markets Model


I initially became aware of the concept of Relationship Marketing through my reading of Christopher et al (1991), McKenna (1992), Payne (Ed) (1994), Meldrum and McDonald (1995), Stokes (1995),  Payne et al (1995).


Relationship Marketing is a relatively new concept in that the concept and underlying philosophy of relationship marketing has been receiving attention in recent years.  ‘More practitioners and academics are shifting their interest from the conventional focus of attracting new customers, to a new focus on retaining existing customers.  Marketing is now increasingly concerned with relationship marketing - the business of attracting, retaining and enhancing long-term, client relationships’ (Clark and Payne, 1994:53).


It would however not appear to be a new development in the true sense of the word.  ‘The emergence of relationship marketing in the 1980’s has been not so much a discovery, but a rediscovery of an approach which has long formed the cornerstone of many successful businesses.  This approach emphasises the development an enhancement of relationships rather than new customer acquisition’ (Payne 1994:29).  Certain authors through their reflection are surprised that the above scenario could have actually been allowed to become commonplace.  Schneider (1980:54) writes ‘what is surprising is that researchers and businessmen have concentrated far more on how to attract consumers to products and services than how to retain customers’  (cited in Clark and Payne 1994:41).


Many people (including myself) associate marketing  with just making a quick sale.  ‘Many researchers have concerns about the relevance of much of traditional marketing theory, with its inherent short-term transactional emphasis ---.  This approach has found to be lacking, especially in industrial service business-to-business marketing where establishing and maintaining long-term relationships with customers is critical to organisational success  (Payne 1994:20).


On reading further I became aware that relationship marketing is a concept that is being researched and developed around the globe.  There are at least four broad groups of researchers working on relationship marketing institutions around the world.  (i)  the Anglo-Australian school researchers Clark, Payne, Peck, Ballantyne (the Cranfield School).  

(i)    The work of Scandinavian professors Gronroos, Gummeson, Hankansson at the        

        Swedish School of Economics and Business Administration in Finland and at 

        Stockholm University (the Nordic school) 

(ii)   The International Marketing and Purchasing (IMP) group which is comprised of

        European researchers from France, Sweden, Germany, Italy and the United   

        Kingdom.

(iii)  The North American School re: the work of Levitt, Jackson at the Harvard 

       Business School and the work of Berry at the Texas University in service markets.

The Concepts of Relationship Marketing


Gummeson  (1991:60) states ‘the customer is the starting point for successful business’,  Christopher et al (1993:1) agree with this ‘traditionally marketing has been about getting customers’.  However, the above realisations are not without criticism.  Christopher et al (1993:22) cite Davidow (1986:72) to prove this point. ‘It has always been incredible to me how insensitive companies can be to their customers.  Most of them don’t seem to understand that their future business depends on having the same customer come back again and again’ (Davidow, (1986:72), Christopher et al.(1993) expand on this stating ‘too many companies, having secured a customer’s order, then turn their attention to seeking new customers without understanding the importance of maintaining and enhancing the relationships with this existing customer group’  (Ibid)  Unfortunately in Ballantyne et al’s research ‘many companies claim to be market ‘orientated’, customer focused, customer orientated or marketing led.  In discussions with literally thousands of middle and senior managers it has become clear to us that only a relatively small percentage, perhaps 30 per cent, practise what they preach’  (Ballantyne et al 1991:9) and it is because of this that ‘the concept of relationship marketing has evolved as a consequence of some of the limitations traditional approaches to marketing are perceived to foster’ (Meldrum and McDonald 1995:21).


The concepts of relationship marketing Berry (1983), McKenna (1992), Gummeson (1987), Crosby et al (1990) are receiving increasing attention as  marketers focus more on how to maintain and enhance customer relationships with existing customers rather than attract new customers.


A strong comparison has been drawn between traditional transaction marketing and relationship marketing.  Transaction marketing has a number of specific characteristics including:

· Focus on a single sale

· Orientation on product features

· Short time-scale

· Little emphasis on customer service

· Limited customer commitment

· Moderate customer contact

· Quality is primarily a concern of production

Relationship marketing by contrast, has a:

· Focus on customer retention

· Orientation to customer values

· Long time-scale

· High customer service emphasis

· High customer commitment

· High customer contact

· Quality is the concern of all

(Payne (Ed) (1995:32), Christopher et al (1993:9),  Payne et al (1995:viii), Stewart and Ranson (1988:10)


From the above issues a relationship-focused definition of marketing has come about. ‘The purpose of marketing is to establish, maintain, enhance and commercialise customer relationships so that the objectives of the parties are met.  This is done by mutual exchange and fulfilment of promises’ (Gronroos. 1996:6).   Relationship marketing also recognises that customer markets do not exist in isolation but are surrounded by other markets.  These have been termed customer markets, internal markets, Influencer markets, recruitment markets, referral markets and supplier markets.  This provides the relationship marketing six markets model.  Customers remain the prime focus however.  ‘The success of an organisation in its customer markets, however, can be affected to quite a high degree by these other markets and an organisation’s strengths within them’ (Meldrum and McDonald 1995:24).  There is therefore ‘the need to develop a supportive framework around the organisation’ and through marketing ‘target any organisation or individual that can have a positive or negative effect on the small firm’ (Stokes, 1998:249).  In achieving this scenario ‘marketing can be seen as relationship management: creating, developing and maintaining a network in which the firm thrives’ (Gummeson, 1987:12)


For Christopher et al (1991:4) marketing is concerned with exchange relationships between the organisation and its customers with quality and customer services being key linkages in this relationship.  They argue that the ‘three critical areas’ of quality, marketing and customer service have ‘so often in the past been treated as separate and unrelated’.  Relationship marketing brings these ‘three critical areas into closer alignment’, as it has ‘as its concern the dual focus of getting and keeping customers’.  Traditionally, much of the emphasis of marketing has been directed towards the ‘getting’ of customers rather than the ‘keeping’ of them’.


On reading the above I recalled a diary entry I had with my critical friend right at the beginning of my project, where I outlined my feelings about the situation that the case study a school had been put in, plus my immediate thought of survival.  “I have no intention whatsoever of attracting parents and pupils from other schools.  I know that if I can keep the pupils I have then the school will remain viable” (diary entry 28/9/93).


My reading showed me that other authors felt the same way. ‘The notion that it is a good idea for a business to keep its customers - and that the quality of service that those customers receive will have some bearing on the likelihood of them staying is widely accepted in the service sector’ (Peck 1995:83).


Ironically my diary entry uses the word ‘keep’ also, but my intentions were the opposite of the traditional emphasis of marketing outlined above.

The Six Market Models


The concept of Relationship Marketing is constituted by the six markets model of ‘Customer’, ‘Internal’, ‘Influencer’, ‘Recruitment’, ‘Referral’, ‘Supplier’, markets.

Customer Markets are where, instead of a firm being concerned with just making a quick one-off sale, there is now far greater ‘care’ of the customer as there is the view that when the commodity they have bought reaches the end of its natural life e.g. in the case of a car or a washing machine then the customer will return to company who sold them the original commodity instead of going elsewhere. 

Internal Markets are where all staff in the company are attuned with the firm’s mission, goals so that any potential customer will always receive similar information from any employee at any time regardless of that person’s rank in the company.  Alongside this is a code of politeness in dealing with the customer i.e. telephones to be answered immediately with polite telephone manner.

Influencer Markets arise where marketing exists over which the company has no direct control, but which affects it greatly.  Influencer Markets may exert control over a company’s products in that there may be strict regulations as to the specifications to which a company must conform when making a product.  e.g. missiles in time of war will be regulated by the government.  Companies are aware that  markets they do not supply may still influence their selling power e.g. companies listed on stock markets face the financial community in its various forms – brokers, analysts, financial journalists.

Recruitment Markets are where a company goes about employing the most highly motivated and knowledgeable staff they can.  Today companies are aware that their success depends far more on the availability of skilled staff rather tan the availability of capital or raw materials.  The company knows that such individuals will not only impress customers but will through their knowledge improve existing products.

Referral Markets are where existing customers through recommendation ‘word of mouth’, or otherwise recommend a company’s products either because of their satisfaction (i) with the products or (ii) because of the service they receive when showing an interest, purchasing, or if they needed further information after having purchased the product.

Supplier Markets are where the ‘supplier’ company and the ‘client’ company now work together to supply a better product to the public.  Traditionally, these companies have not had the strongest of relationships as the supplier company has tried to make as much profit as it can when selling to the ‘client’ company.  The ‘client’ company is also actively trying to bargain with the supplier company over the cheapest price whereby it can get its materials.  Under relationship marketing both companies work together to supply a better product to the public so there is now a win-win philosophy rather than a win-lose philosophy.


It is believed that if a company can effectively operate all of these markets that it stands the maximum chance of success.


My immediate reaction on researching relationship marketing was that it would be incredibly interesting to identify how groups of people e.g. parents, staff, governors etc fell into each of the ‘six markets’ which I perceived as being very different.


My findings as to the above plus the activities which took the form of action research cycles within the ‘six market models’ are outlined below.

Customer Markets


An area of relationship marketing which I felt to be particularly pertinent was that of ‘customer service’, particularly as I wanted to ‘keep’ them so as to make my school viable.  My reading informed me that ‘A look at what is happening in the world of business today shows that the focus of business development is now gradually moving away from products and factories.  Instead, interest is concentrated on the various processes taking place around the customer’ (Wilkstrom, 1995:6).  Christopher et al (1991:4) feels that customer service ‘is concerned with the building of bonds with customers to ensure long-term relationships’.  I agree totally with this view as in relation to my project if the parents of the case study school were happy with a curriculum (product) that was offered to them and were kept well informed about school life then through ‘word of mouth’(Needle and Stone, 1997:85, Kotler and Armstrong 1980:428, Wilson 1991)  they would become ‘ambassadors’ for our school (Stokes 1998:1).  Getting this viewpoint across to some staff however throughout the duration of my project has not been easy.  The initial staff meeting at the outset of my project, at which I explained to staff the reasons why we would have to market our school, giving a breakdown on LMS was accepted as a sign of the times.  My statement that “our parents are now our clients and that without their continuing to bring the pupils here, our school may close.  So, we need to listen to their views more closely”,  (diary entry 8/10/93) was not accepted so readily.  The case study school staff like many school staffs had had quite enough of ‘parent power’ believing that some parents in our school were already over-stepping the mark in their expectations of teachers.  Over the duration of my project this situation has not improved to the extent I would have liked it to.  I still have the situation where certain staff members feel that parents ‘should sit at teachers’ feet and be told rather than listened to’, with the recurrent belief that if ‘they don’t like what we do they can leave’ (diary entry 16/11/94).  This view was however only held by a small minority and has diminished steadily as staff have spent longer in the school.  

High Customer Contact

Over the duration of my project, the contact that the school has with its parents has increased steadily.  This has led to much better communication which in turn has led to an appreciation from our parents both oral and written on a regular basis, not only because of the events that they are invited to, but also because the school plays an important part in helping them in overcoming worries they may have.  A strong example of this is the evening for year 6 parents held annually in our school in early September, where the school secretary and myself do a presentation explaining the terminology of voluntary aided, LEA controlled and grant maintained with reference to high schools plus giving an in-depth breakdown of the procedures that have to be adhered to when applying to those schools plus out of borough schools.  Every year many of our parents have commented that this particular evening is a lifeline.  The most recent high school parents’ evening was no different as one parent commented to me “ It was great! I’m so much clearer now!  I pity those who didn’t come tonight!”  (Diary entry 21/9/98).

Over the last five years the recurrent contact with parents, verbal and written, has increased to the following:

· Written termly letters\half termly letters depending on whether topic is full or half termly from teachers to our parents giving a breakdown of how their topic will be taught in terms of the ten national curriculum subjects (these letters are sent in September, October, January, March, May, June).

· 3 termly parents evenings (legal requirement is 2) where our parents are given the opportunity to privately discuss their children’s progress with his/her class teacher. (October, March, July)

· 2 curriculum evenings where our parents come and learn alongside their children through a rotational series of workshops in our school hall. (November, March).

· 5 Christmas productions performed by the various year groups for our parents  Morning nursery and reception, afternoon nursery and reception, key stage 1 (years 1 & 2), lower key stage 2 (years 3 & 4), upper key stage 2 (years 5 & 6).  December, programmes designed by our pupils).

· An annual expressive arts evening where our parents experience choir, dance/drama presentations, country dancing, (July, programme drawn up by our pupils).

· Annual SATS (Standard Assessment Tasks) evening where our year 2 and year 6 parents are given a presentation on the annual SATS tests and their implementation with an opportunity to ask questions (March).

· Annual Information meeting (twilight) for parents of year 4, 5, 6 pupils attending our residential journeys for that year. (June).

· Annual Information meeting for parents of year 6 children transferring to high school. (September).

· Annual Video evenings for parents of our year 4,5,6 pupils where we show videos made of the residential journey which their children have recently attended (July).

· Annual Induction morning for new nursery parents, where the Head an early years co-ordinator inform parents of the nursery curriculum that their children will be following.  Parents then spend time in the nursery with their children meeting the nursery teacher and the nursery nurse (May) 

· Annual Induction morning for new reception parents where the Head and early years co-ordinator inform parents of the reception curriculum that the children will be following.  Parents then spend time in the reception classes with their children meeting the reception teachers and the reception nursery nurse. (May)

· Annual sports days for lower school and upper school, organised and run jointly with our parents (July).

· In addition to the above certain other events have been held.  For example on1/7/97 an International day was held.  This was a joint venture organised by the parents and staff of our school and was entitled ‘a celebration of the cultures in our school’.  Activities for the day were language, flag making, dance, drama, music, costume, food tasting from the 37 countries represented in our school, plus the planting of a silver birch for world peace.  Similarly on the 6/3/97 a PHSE (personal, health, social education) evening was held for our parents where all our resources for sex education, drugs, alcohol, smoking, body hygiene, anti-bullying, asthma and the way we teach these areas of PHSE were shared with our parents.

Continuous Staff Parent Contact

Some aspects of  school life in the case study school in terms of staff parent contact are continuous.

· The Head makes sure he is in the playground every morning when school starts and every evening when school finishes.  This is so that parents can approach him if they have any questions / concerns.

· Staff go to the playground 5 minutes  before the bell is rung, should a parent wish to raise a concern with them.

· Open door policy:  Parents can make an appointment to seer the Head or a teacher at any time.  They do not have to wait from one termly open evening until the next.

· Parents Surgery:  This takes place after school every Tuesday.  It is where the Head makes himself available to discuss with parents any area of school life with which they may need clarification or have concern.

· PTA:   Staff regularly attend these meetings on a rota basis.  Head always attends.

· Forward Together Scheme; Year 1 teachers meet year 1 parents of pupils who did not meet the required pass mark in the mid year, year 1 screening test on a weekly basis giving them activities and strategies to raise their children’s achievement.

· Translation service in conjunction with our LEA for our non/little English speaking parents.

· Termly review meetings are held for parents of Special Educational Needs pupils where the Special Educational Needs Co-ordinator (SENCO) outlines the progress of these pupils giving strategies and activities whereby progress can be continued.

· Assemblies:   These take place on a daily basis and parents are invited to participate in these.

· Classroom Helpers: Parents are encouraged to work in the classroom hearing readers etc, they are also encouraged to attend school trips linked to various topics e.g. Hampton Court re:  a topic on Tudors.

Reflecting on the above gives me a great sense of achievement for various reasons.  Particular diary entries serve to enforce this.


At the outset of my project an experienced Head commented to me “I feel that one of the main reasons why a school will have problems with its parents is if they are not kept well informed” (diary entry 11/10/93)  I feel that my working with staff to bring about the above relationship factors with our parents has most definitely played a major part in making the above comment one which does not reflect the situation in our school.  In fact my conversation with a newly appointed school governor shows the opposite.  “we work very closely with our parents, the communication is excellent.  In fact I feel that the closeness and communication is the main reason why we have so little parental complaint” (diary entry 7/11/96).


Also, my values and aims which have shaped my project (Loftus 1996:6), also p.7/8  of this thesis), in terms of working with parents have undoubtedly been lived in my practice.  This has been appreciated by others.  “I find this a really interesting dimension to your work.  The fact that you like many of the Heads I work with don’t really favour marketing, yet you’ve made it work for you in terms of working with the parents” (conversation with lecturer, Kingston Business School  29/4/97).


Similarly, teacher comments on parental help have also been encouraging. “I wish I could have Mrs N. helping me every day.  She really is great.  It’s just like having another teacher in there”  (diary entry  29/4/97) “Mrs T.’s so good, it makes such a difference having someone working with you who can work with a group and do it well” (diary entry 12/10/95).

Author’s note:  This will be particularly helpful with the implementation of the literacy hour where adult support is recommended.


I feel that the case study school’s relationship with parents has evolved and improved consistently over the last four years.  Certain quotes from our OFSTED report are strong evidence of this.  ‘The school has been successful in involving the majority of parents in a productive partnership for learning which benefits the pupils and contributes to the strong sense of community in the school, as well as enriching pupils’ experiences.  Parents value the welcome they receive at school and they find staff approachable.  They are very satisfied with the information they receive about their child’s progress’ (case study school OFSTED report January 1998:18). ‘The school welcomes parents’ attendance and participation at a number of school events.  Parents enjoy attending class assemblies’ (Ibid p.19).

Internal Markets

Internal marketing ‘is concerned with making certain that all staff work together in a manner that is attuned to the company’s mission, strategy and goals. The idea behind internal marketing is to ensure that all members of the staff provide the best representation of the company and successfully handle all telephone, mail and personal interactions with the customer’  (Christopher et al 1993:29).  ‘In service firms where the interface with the customer is particularly broad and intense, it is essential that all contact personnel are well attuned to the mission, goals, strategies and systems of the company.  Otherwise they cannot represent their firm well and successfully, handle all those natural points of marketing that occur in the interaction with customers’ (Gummeson, 1992:72).


The case study school has 15 teachers, 2 welfare assistants, 2 nursery nurses, 1 secretary, 1 caretaker, all of whom are full-time.  In the internal marketing, as manager of the case study school I have striven to ensure that all staff regardless of post have regular contact with each other.  Ways in which I have done this are as follows,


Daily morning briefing meetings at 8.35 am:  At these meetings staff have tea and coffee together whilst being made aware as a whole staff of any issues that are pending or may have arisen.  These issues are then resolved by the whole staff contribution and minuted.  Staff are also made aware of any prospective parents that I will be showing around the school during the day and of the need to carry out certain duties that would be required to represent our school in a favourable light e.g. the need for a delivery of sugar paper to be quickly removed from our foyer to teachers’ classrooms.  At these meetings I always thank staff jointly for their work e.g. a whole school concert, production, harvest festival assembly, hall displays and individually e.g. class assemblies, class displays, work with the netball, football team, choir.  As Headteacher I believe that as the media tends to blame teachers for the ills of society I as Headteacher have had to counteract this.  Public appreciation is a strategy I have found to be superb for this.


I also brought in a system whereby as a whole staff we have a staff lunch at the end of each half term plus we go out as a whole staff at Christmas time, and at the end of the year, this again gives me the opportunity to thank staff publicly for their efforts.  I feel that all the above strategies have paid dividends in bringing about effective communication for staff.  ‘Attuning them to the company mission’ (Christopher et al 1993:29) has required different strategies.  Particularly as up until reading Barnes’ (1993:5) views on internal targets that ‘these include active members of the school community: teaching and non teaching staff, pupils, governors (including parent governors) and those who provide services for the school from kitchen staff to crossing supervisors.  Other relevant internal target groups, whose interaction with the school is likely to be intermittent and generally passive, include parents (excluding parent governors) and alumni’.


I was made aware of the fact that I had become so concerned with just teaching and support staff that I had not considered pupils, parents, governors or alumni.  “The irony here is that our pupils are here everyday, parents and governors are in regularly, and we pride ourselves that our past pupils still come back on a regular basis to see us” (reflective diary entry12/10/95).


Christopher et al. (1993:29) put forward the view that for internal marketing to be successful there is a high dependence on the ‘co-ordination of people’.  I would take this further saying that no matter how well you co-ordinate people “you cannot have control over what people will say about your school.  They may be fine in school but outside school they may well be rubbishing your school.  Parents, governors who have fallen out with the school or pupils who now they are at high school may see us as a ‘baby’ school, may say bad things about us.  Unfortunately it’s outside the school gates in the wider community that damage to a school’s reputation and its possible attracting pupils is done”. (conversation with critical friend diary entry 3/11/97).


Reflecting on the above diary entry I am grateful that over the past five years I have collaborated closely with the staff ‘attuning them to the school’s mission and goals’ (Ibid).  Ways in which I have done this are as follows:

· Through their completion of SWOT (Strengths, Weaknesses, Opportunity and    

· Threats) proformas (see p.114 of this chapter).

· Through incorporating their views into influential school documents e.g. school     

audits and action plans (most recently for the literacy hour).

· Through their views in the planning of open days, curriculum evenings.

· Through regular review and reflection of all the above plus our school mission        

statement.


In implementing the above I believe that staff of the case study school are now much more confident in responding when questioned on the above areas by parents.  I agree that ‘While relatively little empirical work has been undertaken regarding internal marketing practice it is clear that a consideration of internal markets is essential.  Where internal marketing is concerned with the development of a customer orientation, the alignment of internal and external marketing ensures coherent relationship marketing’ (Payne, 1994:38).


Furthermore, ‘Internal marketing plays an important role in employee motivation and retention’ (Helman and Payne, 1994:81).  ‘There is certainly a strong link between the internal customer service climate and its impact upon employee satisfaction and customer retention.  Happy employees will make for happy customers.  The happier the customers, the more likely it is that the employees will find their work satisfying and rewarding and wish to stay with the company for a long time.  The improved employee retention is likely to deliver improved internal and external service quality’ (Clarke and Payne, 1994:61).  To make this a reality ‘Good communications and top management support are the critical success factors’ (Helman and Payne, 1994:81).  With reference to ‘employee motivation and retention’, I feel that the new projects which staff have initiated, plus the low staff turnover provide evidence of this.  In the current climate of incessant change and increased pressure on teachers I realise that ‘The reality is that internal marketing is not a ‘cure-all’ but like all marketing requires vision, energy, commitment and hard work to make it work’ (Helman and Payne, 1994:80).  However I feel that through consistent collaboration and reflection sound internal marketing is indeed present in the case study school.

Influencer Markets


‘Influencer markets cover a range of markets and tend to vary according to the type of industry or industry sector that an organisation is in.  Companies involved in selling infrastructure items, such as communications or utilities, will place government departments and regulatory bodies high in importance on their lists on markets they must address.  Companies listed on stock markets also face the financial community in its various forms - brokers, analysts, financial journalists and so on - and fall within the influencer markets’ (Payne, 1994:36).  Throughout the duration of my project I targeted certain influencer markets.  These were as follows:


the pubic library


the local estate agent


the local old people’s home


the local university


the Waterglade Opera company


the local press

Two influencer markets I did not target but had to comply with, as all schools do, were: 

the LEA 

OFSTED


My aim with dealing with the above first six influencer markets was not consistent as I wanted different things from each of them.  For some of them I would give something, expecting something in exchange.  To others, I didn’t really have anything to give but felt that through negotiation, the school could be seen by then as a worthwhile enterprise.  


Our relationship with the public library has been a long healthy one throughout the project and is one I hope to see continue.  Being influenced by Messer (1990:xviii) who states ‘Wherever possible we book a building society shop window in the town and maintain a high profile by mounting brilliant displays of the children’s work’. I gained the idea of using the public library as a strong means of promoting our school.  Our school regularly puts displays of our children’s work in the public library, which not only serves to encourage our own pupils to visit the library alongside their parents to see their work but also acts as a strong form of advertising for our school as the library is visited by so many prospective parents who would hopefully admire the high standard of work and be influenced so as to visit and proceed to send their children to our school.  ‘Imagine a new family moves into the area of your school - where are they likely to go for advice?  Perhaps they will go to the public library’ (CSCS, 1991:2).  The high standard of work is not just noted by parents however. On the  8/1/95  I received a letter of regard from the chief borough librarian who had visited the library, and seen our work.  As this relationship with the public library became so strong over time; when our new school library was constructed (opened 13/6/95) I felt confident to request that our oldest pupils visit the local library with their teachers where they were again given a talk with hands on experience of how to organise a children’s library by the senior librarian.  This event was both videoed and tape-recorded with reflection and further planning taking place by pupils, staff and myself back at school over the preceding weeks.  The above was an action research project which was presented at the BERA conference at Bath University (see Loftus 1995b).


The local estate agent had been used previously by me as I had acted on my reading that ‘parents that move into a new area will often ask estate agents about schools in the neighbourhood’ (Sullivan, 1991:101).  ‘Also looking for a school often goes hand in hand with looking for a house in a particular area …  Make sure that co-operative estate agents are kept supplied with as many prospectuses as they require’ (Hardie, 1991:78).  On this advice I gave them a copious number of prospectuses.


I had heard that the estate agent had sponsored another local school by providing football kits so I decided to approach them (11/3/96), for rugby kits.  I negotiated a set of 16 rugby kits in our school colours which would have the estate agent’s name on the chest crest of each jersey.  In addition to this I was offered free advertising for our Summer fete in the estate agent’s weekly page spread in the local newspaper.  This was welcomed by our PTA.  After the kits had arrived the estate agent sent a photographer to photograph our rugby team so that the photographs could be put on their school wall.  On reflection this was obviously to show their generosity in a good light but in fact benefited us because our school may be enquired about by prospective parents.  I then promised to mention their sponsorship in the governing body’s annual report to parents which would be seen by all parents in our school.  I made the decision not to request anything from the estate agents again as I thought it unfair as I felt we had done extremely well.  To my surprise I was contacted again on 11/9/98 asking if there was anything that I felt they could sponsor.  This time they had come to me with the view that “our pupils could be their buyers in the future” (diary entry 11/9/98).  I then began negotiations re: books for the national ‘literacy hour’.

Links with the local old people’s home came about because of our harvest festival.  Every year our pupils bring in produce, bread, tins etc. which are boxed and given to the needy in the area around our school.  Any foodstuffs that are left over are then sold to parents.  I suggested to the staff that the money raised be given to the old people’s home.


Part of our curriculum is to instil in our pupils a tolerance and respect for other members of society who may not be as fortunate in their well-being as they are.  I then suggested to my staff that our pupils visited the old people at Christmas to sing carols for them.  It was agreed by the staff that this would benefit both the old people and our pupils.  This has now become an event which is firmly embedded in our yearly diary.  Our visits receive press coverage and are eagerly awaited by our pupils, the old people and staff in both institutions.


The local University link came through one of the case study school co-opted school governors who was a lecturer there.  I had read up on the benefits of promotional videos.  ‘Videotapes of school activities are a useful means of communicating about work undertaken at school.  A promotional video can be prepared for showing at induction meetings for new children’ (Sullivan, 1991:85).  ‘It’s a good idea to let those parents of children joining mid year borrow the tape to run through at home (Ibid:42).  Furthermore, the video can soon pay for itself by attracting more pupils.  Copies may also be made to sell to current pupils’ (Hardie, 1991:97).  I had enquired into having a promotional video produced but was consistently quoted sums in the region of £600.  I was not prepared to spend this money on a video as I felt it could be far better used on buying resources for our pupils’ learning.


The co-opted governor approached me (9/3/93) being aware of the fact that I had begun raising the profile of the school.  He told me that in his University, media studies students in their third year has to find themselves a place of work and make a promotional video of this.  He said he would make enquiries with the media studies department, informing them that a headteacher was prepared to offer his school for such a project..  Soon after (25/3/93) he contacted me saying that a student had shown interest and wished to visit the school.


Over the preceding months regular visits took place to the school by the student and sometimes other student colleagues from the University’s media department who came to share ideas (like an action research support set).  Strong relationships were formed between the student and pupils, staff, certain governors and parents.  Much discussion took place
so that when filming commenced all aspects of school life were portrayed in the best possible light.  The narration was an added bonus which was totally unexpected.  It was done by a BBC presenter, a close friend of the student’s father.


The whole process was recorded as an action research cycle utilising the McNiff model.  (McNiff, 1988:28).  The student received an ‘A’ grade for his video and his written five thousand word report of the process which pleased me immensely as I had helped him with his initial proposal, and the writing up of his written report particularly in education literature on videos as a means of marketing schools.  I also arranged his showing the video at a school governing body meeting (25/4/95) with a written feedback sheet he had drawn up being given to all governors as a means of recording their opinions as a ready form of data for his report.  What gave me great satisfaction was that I not only now had a superb quality video but also that the student had been so successful in this part of his degree course work.  I also relished the situation that I had this great video which had not cost the school anything in terms of money.


The school video since its production has been consistently well used in our open days, parents evenings and for prospective parents and new governors visiting our school.

The Waterglade Opera Company had previously worked in our borough although I had never seen any of their work.  It was the Director of Education’s (now retired) initiative and was heavily sponsored by industry.  The project for which I used action research involved research by our pupils around the life of Verdi and his work ‘Rigoletto’ and was to be held at a neighbouring school, (a primary), another primary school (ourselves) and a high school were to be involved.


Unfortunately the school that was to host the event, was thought to have ‘inappropriate acoustics’ by the organiser.  Our school hall, being part of the fabric of a new building was seen as being more favourable and so we began our preparation as hosts of the event.


Hosting the event was far more involved than I had imagined.  Not only had our teachers and pupils had to research Verdi and his work but the hall also had to be displayed to a high standard reflecting this.  Invitations also had to be produced and sent to important dignitaries from the LEA and the community.  As the event was so heavily sponsored by industry constant reference had to be made to the sponsors themselves.  It is in situations like this that action research cycles are indeed invaluable as they enable observation reflection and re-planning an action to take place.  For the purposes of the opera I again used the McNiff (1988:25) model as I was dealing with many different issues, some at the same time.


When the performance took place (19/6/96) with a packed hall of representatives from education and industry present, with the school hall looking superb with beautiful work displayed prominently, I felt sense of satisfaction that all our hard work had been most definitely worthwhile.  Most importantly our pupils had experienced live opera and my observation was that the learning that had come from this was a delight to behold.  When commenting to the whole staff the next morning at our daily pre-school briefing meeting, my reflection of the events was inspired but realistic.  “It was superb; how else would our pupils gain access to live opera?” (diary entry 19/6/96).


After the performance I received phone calls from both education and industry dignitaries who had been present at the performance.  The overall organiser who had contacted me initially wrote to me thanking us for our hospitality and for the superb work our pupils had done in preparation.  This letter has been framed and put in our school foyer as a momento of the event.


I thought the school’s opportunities for live opera had now transpired.  However to my surprise and great joy I received a phone call (22/7/98) from an LEA officer who had been invited to the Waterglade opera and who had phoned me afterwards to comment on how well the whole process had been managed and how much they had enjoyed the performance.  This person had been offered sponsorship by AMOCO the petrol giants to enable one school to work with the Welsh National Opera in their execution of  Humperdink’s ‘Hansel and Gretel’.  Due to our zeal in preparing and implementing ‘Rigoletto’ I was asked if I would be interested.  Immediately I thought of our pupils and the benefits they would gain.  Having met and spoken with the organisers this was to be a much more in depth programme with even more opportunities for our pupils.  This time our pupils would actually work with the cast and would have the wonderful opportunity of going to an evening performance at Sadlers Wells to finish the project (April 1999).


My informing staff of the good news after their return to school after the Summer vacation gave us all an immediate lift I feel.  I used the news to emphasise two points, “this opportunity has come about primarily because of the great work our staff did preparing our pupils for Rigoletto.  It’s a great feeling that our school has been selected over fifty two other primaries for such an opportunity” (diary entry 25/9/98).    


My relationship with the press has been a learning curve which I am relieved to say that over a five year period has been fruitful.  I agree that ‘the press offer enormous opportunities to highlight the positive side of your own school and of schools generally’ (Marland and Rogers, 1991:56) and am of the opinion that ‘the local paper achieves greatest penetration of the school’s target audience and so should be the focus of your efforts’ (Sullivan, 1991:58), and when using the press schools can use it to their advantage ‘to maintain a positive image in the wider community and also to allow pupils to gain recognition for their activities’. (Davies and Ellison, 1994:92).


Over the last five years I have used the press to reflect a balanced profile of school life.  Press releases have been consistently enlarged on the school photocopier and have been mounted on a display board just inside the main entrance in the form of a display entitled ‘Our School in the News’.  Press releases making up this board consist of reports on curriculum evenings; charity work; the school’s 21st birthday; improving the school grounds; our new school library; energy conservation; singing at the old people’s home.  This display is always the starting point for me as I show prospective parents or visitors around our school.  It gives a marvellous evidence base from which I can proceed to ‘sell’ the school.


At the outset of my project on the advice of Wragg (1990:xx) ‘Get to know local journalists and find out their deadlines’, I have formed relationships with various editors (there have been three new ones in five years) this, plus the ‘perseverance’ required to get ‘school coverage with the media’ (Sallis, 1990:22), has been to my advantage.  It has got to the stage where on two occasions the press have actually contacted me asking permission to do an article plus photographs in my school, once on ‘energy conservation’ and once on an environmental health programme carried out by the LEA environmental health department with our your five and six pupils.

These press releases do not just end up on the display board.  To give them extra recognition and increase their exposure I :

I)
send a photocopy of the press release (enlarged) to the parents of 


each child in the press release with a Head’s compliment slip signed


by myself with “well done ……. (child’s name)”.

ii)
put an enlarged photocopy of the press release on the main staff-room board.

iii)
give enlarged photocopies of the press release to the class teachers


whose children have been photographed, to put on their classroom 


notice board.

iv)
circulate an enlarged photocopy of the press release with my Head’s report to 
the school governing body meetings.


To date I have been pleased with the coverage by the press.  I often ring the editor to thank him for arranging the coverage and every year our pupils send the staff at the local press a school produced Christmas card thanking them for this coverage.  I feel this is important in our relationship.


Towards the end of my project when a visitor to our school asked me why I used the press I surprisingly found myself stating the evolution of my thoughts.  “At first I was anxious to get the school in the paper just so people would know that we were here.  Then, my thinking moved on.  (pause)  It became more of a school community experience in that pupils liked to see themselves in the paper with their parents being proud to see their children’s photos.  Staff also enjoyed seeing the pupils and themselves in the paper.  In short it gave everyone a lift.  Now, I do it because it’s a strong way of showing school achievement and telling the public this is the education we offer and we’re proud of it!”  (diary entry 10/7/98).

The LEA and its Inspectorate


Because we are an LEA school, our links with the LEA departments and its inspectorate are extremely intrinsic and very strong.  The fact that we have such a good relationship benefits our school consistently.


The departments within the LEA that the school deals with. Although completely diverse seem to be able to keep aware of the happenings in a school even though the only time that a school may ever communicate with a department is on the telephone.  A conversation with my critical friend highlights this “I just don’t believe this!  This morning I had to ring the primary admissions department and the person I spoke to told me she had been reading our OFSTED report.  This afternoon I rang the buildings department because I wanted to apply for Capital Funding for a security upgrade and the man there told me “I’ve read your report it’s good to see a school doing well. (pause)  I didn’t even realise these people have access to our report particularly as I don’t see how it could influence their job” (diary entry 21/3/97).


In terms of marketing the LEA may be the first contact that a parent has re: a school.  The LEA carry our prospectus and will arrange for prospective parents to visit the school.  Therefore I believe it to be important for a successful ‘relationship’ that because the LEA has so many schools to look after, that schools should make themselves accessible to the LEA as required as speedily as possible.  For example with reference to the above by making sure the LEA has a copious supply of prospectuses, and to see prospective parents that the LEA may be sending, as soon as possible.  I always try to do this within a maximum of 24 hours.


In relation to the LEA inspectorate, over the past five years I have gradually moved away from external INSET (in service training) for example at the teachers’ centre to in-house INSET in our school.  This has become possible as our resources have increased.  This has meant that when an inspector has visited me to discuss the INSET. I always offer a tour of and a discussion about the school.  Similarly, if an inspector has arranged to see a member of staff after school re: his/her curriculum area, I will always offer the inspector the opportunity to visit the school earlier to view and discuss it.  I feel this approach in terms of relationship marketing pays dividends.  Some authors would agree with this ‘Inspectors are the eyes and ears of the LEA …. Accomplishing a valuable public relations function for us’ (Kent, 1989:153).  It increases staff morale when I feed back the inspector’s positive comments plus improvement may be suggested which may help raise the standards of education for our pupils and improve our teaching.  Also governing bodies tend to ask the inspectorate for objective feedback on a school’s development, management, initiatives happening in it and so on.  If the inspectorate know the school well and have had first hand experience of it then this can only benefit all concerned.


As well as the above I believe that schools should support their LEA when requested.  Periodically I get written to, requesting that my school be used as a polling station for local and European elections.  I have always agreed to this.  Initially I did this just to support my LEA.  Over the last four years however. I have utilised this to the school’s best advantage seeing it as a superb marketing opportunity.  When given notice that the school is going to be used as a polling station, I ensure that all the display in the hall is immaculate.  Display tends to curl up or work its way loose.  It can even get torn as children brush against it when going to and from the hall for assemblies, P.E. lessons, drama, singing practice, school lunches etc.


I also ensure that the foyer display is also immaculate with all our framed certificates hung straight.  I check that the school information board is tidy and that out of date notices are removed.  I also place copies of the school prospectus and photo albums on the table adjacent to the main entrance.


I am aware that the voters visiting my school may well be prospective parents in that they may have pre-school age children or  may just have moved into the area.  Because of this it is important that they gain an immediate positive impression of the school and have easy access to information should they wish to make enquiries about a place at the school for their child.  My thinking has been proved correct as many parents have commented on neighbours of theirs saying how nice the school looked when they visited it on polling day.  One new parent who wished to transfer her child to the case study school amazed me with her knowledge of the school as I was giving her a brief profile of the school on her tour around.  When I stated I was impressed by how much she knew she replied “I read your prospectus on polling day in May”  (diary entry 10/7/98).


Even though I believe that I am good at maximising this opportunity I have not always got it right by any means.  On reflection, one time was when we had a heatwave at the end of May and our hall frieze display had not been changed.  My comments to my deputy Head summarised my exasperation with polling day just hours away when the frieze which is changed twice yearly, takes us on average ten hours to change.  “Great!  We’ve got 85 degrees outside and snowmen on the hall wall inside, and there is nothing in the world we can do about it” (diary entry 29/4/97).

OFSTED


OFSTED (Office for Standards in Education) are indeed an influencer market which schools must regard in all senses of the word.


OFSTED inspections permeate all aspects of the running of a school and its everyday life, from its financial position to its curriculum and pastoral provision for its pupils.  


The fact that  a questionnaire is sent to all parents with the totalled responses being published, along with a meeting between parents and the registered inspector to which all parents are invited and head staff and governors, unless they have children at the school are not allowed to attend, indicates the relationship which a school has with its parents.  Also when the report has been finalised a summary is sent to all parents with the LEA, public library, governors receiving a full report which is also put on the Internet.


When the case study school had its OFSTED inspection the result was favourable.  In terms of marketing for the school the series of events which followed were unlike anything I had experienced before.  My reflective diary entry encapsulates my feelings on this.  “It’s really weird.  For four year plus I’ve gone all out to collaborate with others implementing activities, devising strategies reflecting on them so that will market the school effectively.  Now because so many people have immediate access to the report, it is marketing the school all on its own.  I feel powerless because I have no control over this.  It’s the first time ever that the school has been marketed that the staff and myself haven’t formulated a strategy!” (diary entry 12/2/98).


In relation to the above diary entry Payne et al’s (1995:ix) definition of influencer markets rings true.  Influencer markets are ‘entities, organisations and individuals which have the ability positively or negatively to influence the marketing environment in which the company competes’.  Fortunately for me, to date, my experiences have been good benefiting the case study school.  I am always aware however that changes in government may create ‘influencer’ markets or change existing ones dramatically which may in turn affect the case study school.

Recruitment Markets


‘Increasingly, companies are finding strong competition in their efforts to attract a significant number of suitably motivated and trained employees into their ranks’ (Christopher et al, 1993:26).  Furthermore ‘Many firms are today learning that the limiting factor to their success is far more predicated on the availability of satisfactorily skilled people to work in their organisations than the availability of other resources such as capital or raw material’ (Ibid).


Both of the above statements are statements that I can easily identify with.  The fact  that since  the beginning of  my  project the  recruitment  of teachers  has worsened 

from year to year culminating in a conversation with an LEA personnel officer that “the LEA pool was down by 40% this year” (diary entry 6/4/98), shows an alarming trend.  Similarly the opening statement of the case study school’s staff development policy that ‘the staff are a school’s most important resource’ compares equally with the second statement in the first paragraph above, with the exception that ‘capital and raw materials’ are indeed in incredible short supply in schools.


As Headteacher, when I compare myself to a small business owner in terms of recruitment markets, I see myself as being different.  I arrived at the view that “if I were in business I would want to recruit staff who could make me the most money.  In education, money making doesn’t come into it.  I want to get the best teachers who can give our pupils the best education.  Ironically I might not be able to afford their salaries if I do not have enough money in the budget to pay top of the scale salaries” (reflective diary entry 14/2/96).


Therefore, building on the above diary entry which became a reality for the case study school, I was faced with the scenario where I needed quality teachers at a cheap price (May 1998).


The Primary pool was my only option as I did not want to pay valuable money £900 plus for a recruitment advert in the T.E.S. (Times Educational Supplement).  I had taken newly qualified teachers from the pool before as staff had been promoted and the school was employing more staff  as it was growing into a primary.


In fact by the time the OFSTED inspection arrived seven out of fourteen teachers had started off as NQT’s (Newly Qualified Teachers) at the case study school.  The OFSTED in recognition of this wrote in their report that ‘of particular note is the manner in which young and relatively inexperienced teachers have been guided to produce teaching of a high quality’ (cast study school, OFSTED report 1997:2) which was very satisfying for the senior management team who had spent so much time developing them.


When I went to the pool for newly qualified teachers (NQTs) wishing to match their expertise to the needs of the case study school I found that the primary pool graduates were in short supply and in big demand.  It became clear to me very quickly that “gone are the days when NQTs are happy with just getting a job.  They look at SATs results, where you came in the league tables, they look up your OFSTED report on the Internet and read it before even considering  giving you school a visit.  When they do visit they want to know what a school will offer in terms of training plus starting salary”.  (My explaining the current recruitment situation to the case study school governing body, diary entry 11/5/98).


When two NQTs who I was anxious to recruit did visit the school I openly admit that a hard sell did take place.  Both had already been offered four jobs but had not yet accepted.

            On reflection, I had shown them the school as I would prospective parents but with a strong emphasis on the conditions and training that they would be offered.  I introduced them to the more  extrovert  friendly  members of  staff who  I knew  would 

make a good first impression.  One of the NQTs was a prospective music post holder.  I suggested that they attend our annual summer concert which is always of a high standard to see for themselves the high profile music has in our school.   Finally both NQTs consented to come and work at our school, never had I channelled so much energy into recruiting new staff!  The whole process in terms of  ‘recruitment markets’ had actually confused me!  “There appears to be an irony here.  I want to recruit these people so that they will through strong teaching, market the school; yet, I have had to market the school to them to get them, so I am basically marketing to market!”  (Reflective diary entry 19/6/98).


Even when schools do attract staff they are not always easy to keep.  Besides the norm such as promotion and spouse commitments, I would argue that one of the main reasons why teaching staff do not stay in certain areas is because of the cost of living.  I have interviewed for my LEA and accepted a good number of newly qualified teachers onto the LEA primary pool.  They have come to London from places such as for example Wales.  They immediately find accommodation and cost of living plus fares to work expensive on a starting teacher’s salary,  thus in a short time many returned home.  This however is not the case with non teaching staff who in my experience live very close to the school having done so for a long time.  Some areas automatically suffer recruitment difficulties due to higher than average house prices even though they may operate a pool system.  Cost of living and high house prices may not be the only cause of low recruitment (see Bush et al’s 1993 study of grant maintained schools where uncertainties over conditions of employment did cause some difficulties in recruitment).


For those teachers who do stay, their training is also part of the recruitment market: Up to the point of their getting a DFEE number as a qualified teacher the recruitment market could be seen as the DFEE working through a teacher training college.  Now the LEA (Local Education Authority) through its teachers’ centre, inspectorate and advisory staff becomes the recruitment market.  If in-house training of new staff is implemented then the actual school itself can be seen as the recruitment market which may appear slightly complicated as it is one market marketing another.


If schools can attract staff I would agree that there is ‘the critical need to recruit and retain employees who will further the aims of the company in the market place’ (Payne et al, 1995:X).  Furthermore the statement that ‘Employee retention becomes an important part of the equation when we consider that relationships are built and maintained by individuals, and customers are often more loyal to the employee who deals with them than to the wider organisation’ (Payne et al, 1995:12)  can I believe be applied to education in that if a parent or parents have a good relationship with a certain teacher this in itself could be responsible for their thinking favourably about others teachers in the school.  Either way staff must ideally be retained for this view to flourish.

Referral Markets


‘It has been said that the best form of marketing is to get your customers to do the marketing for you’ (Christopher et al, 1993:23).  I would agree that there are people who will refer potential customers to a supplier for example through the ‘neighbourhood grapevine’ (Doe, 1990:37, West Burnham, 1987:34), and ‘word of mouth’ (Arndt, 1967:190, Kotler and Armstrong, 1980:428, Needle and Stone, 1997:85).  Even whole texts have been devoted to this one concept (see Wilson 1991).  I would agree however that the opening statement above immediately needs two prerequisites to function.  (i) existing customers need to be managed effectively so as to provide greater opportunities for customer referrals   (ii) there is the need to develop referral services.  


When at first coming into contact with ‘referral’ markets I thought hard about who our referral markets might be.  I came to the conclusion that they would consist of parents, governors and pupils.  On reflection I feel ‘the word of mouth’ view had heavily influenced me thus blinkering me.  On reading Meldrum and McDonald’s (1995:25) definition of referral markets ‘people who will refer potential customers to a supplier, such as existing customers or professional advisors, are also an important market.  They are particularly significant for the generation of new business, but also for the reinforcement of existing relationships. They can include consultants, other professionals, intermediaries, suppliers and so on’.  I realised that referral markets were so much wider than parents, governors and pupils.  What was even more ironic was that I had worked so hard with staff and pupils to form links with people who were themselves active referral markets in terms of our school.


On reflection these referral markets after 5 years are as follows: parents, governors, pupils, ex-pupils, staff (teaching and support), school doctors, school nurse, LEA staff, Inspectorates, school police home beat officer, librarians at the public library, officers at the local old people’s home, local estate agents, grandparents, relatives of pupils who have attended school functions, independent organisations who have worked with our school e.g. Waterglade Opera, staff who have left our school due to promotion for example, past parents, local playgroups, feeder high schools, people who may visit our school infrequently e.g. voters on a polling day, local charities.  Each of the above has had insight into our school either through being inside it or by having access to its documentation.


Analysing and listing the ‘referral markets’ for the case study school has indeed been worthwhile, in that it has served to make me aware of the vast amount of people which may serve to market the case study school.  The acknowledged improvement in my practice from realisation of the above is that “with all these people out there in the community, who can either speak positively or negatively about our school, there is the need for them to be welcomed more and treated better than at present” (diary entry 28/11/95).

Supplier Markets

          ‘Supplier Markets’ refer to the network of organisations that provide the materials, products and services to which the marketing company adds further customer                                 

value’ (Christopher et al, 1995:x).

           Traditionally supplier businesses and the businesses they have actually supplied have not had the strongest of relationships as basically the supplier  business has always 

tried to make as much profit as it can, re: the materials it is selling to the ‘client’ business.  The ‘client’ business is also actively trying to bargain with the supplier business over the cheapest price whereby it can get its materials.  In relationship marketing this adversarial approach is replaced by a far more co-operative one.  Christopher et al (1993:24) epitomises this well, in that the new relationship emphasises a very close relationship and a win-win philosophy rather than the win-lose philosophy inherent in adversarial relationships’.  Other authors are also well aware of the benefits this new relationship can bring.


“Suppliers can also be a critical, separate, market for an organisation, not just because they are a source of referral, but because their performance can help or hinder a business to fulfil its promises.  Thus many businesses are interested in better relations with their suppliers, particularly following the example set by the Japanese.  In some quarters, this is described as ‘reverse marketing’ ” (Meldrum and McDonald, 1995:24).


When the above is applied in the context of primary schools, it is important to look at who the supplier markets actually are.  In the case of my own school I see that because of the industrial context where the reason why supplier and ‘client’ businesses have come together is based on money transactions.  I would argue that in view of LMS money is also the main reason for supplier markets in education.  Because of this the main supplier markets for the case study school would be the LEA and any sponsorship which could be attained.


In terms of every day supplies for example stationery, we use a national firm but because we are only one of thousands of schools and because “we are so small and they are so big, in terms of forming a relationship with them. in the true sense of relationship marketing is not happening.  We may be interested in them but I doubt that the amount of supplies we order, would make them interested in us” (diary entry 4/7/97).


Sponsorship is something we have obtained.  This has not been in the form of actual money.  (Please see previous section on ‘influencer markets’ for details of this).  The LEA however, is a key supplier not only because it gives us our LMS budget but also because its many departments give supply services and equipment to the case study school which the school has to pay for.  I would argue however that there are differences between the above in an industrial context and an educational context.  My reflective diary entry shows this.  “Sadly in industry suppliers do not have to have any loyalty to the firms they supply, in education however it’s different.  The LEA really cares about each one of its schools, it takes pride in its schools doing well” (reflective diary entry 1/6/98).


However when the relationship between a firm and its supplier is good.   I would agree that ‘Working more closely with suppliers as partners, rather than adversaries, typically brings many advantages.  Where there is a long term commitment to a supplier, based upon a mutually profitable relationship, the result will often be: enhanced product and service quality and a focus on continuous improvements’ (Christopher et al, 1995:77).  With reference to the above however, I am unable to identify with the ‘mutually profitable relationship’ for the aforementioned reasons.  

Overall


When reflecting on ‘relationship marketing’ I am ambivalent about how useful it has  been as an applicable marketing concept for education.


It has been incredibly interesting and useful for me to ‘compartmentalise’ the people involved with my school so that they can be categorised under the six market headings.  I have been confused however as some people actually fall into more than one market.  For example the LEA train staff (recruitment market), give us funds (supplier market), inspect schools (influencer markets).  Also prospective parents/pupils are our customers (customer markets), they hopefully recommend our school (referral markets), their friendliness and what they say to prospective parents/pupils as they tour the school makes them an ‘internal’ market.


This marketing language is new to me. “I enjoyed learning, gaining an understanding and relating to the new language.  I think this is probably because I have a strong interest in marketing as a field of study.  However I envisage other heads may not even want to consider this” (diary entry 14/2/98).


Building on this view the fact that ‘frequently ‘industry’ is a synonym for ‘market’ referring to a group of buyers and sellers engaging in transactions’ (Curran and Goodfellow, 1990:16) may alienate heads.  ‘Relationship marketing’ still contains the word ‘marketing’, and because of this may get immediate non interest from Headteachers (see a question of language, p.88, Chapter 4).


The divides between the ‘six markets’ model are not clear in that marketing is basically carried out in schools to recruit pupils.  With the ‘six markets’ model however I would agree that not all of the six markets do this.  I am of the opinion that with the exception of ‘customer markets’ the other five do not involve direct effort by the school to promote itself.  Because of this fact it may not interest heads who are extremely short of time to expend on marketing activities.


The actual mechanics of relationship marketing may not apply in entirety to schools.  Berry and Gresham (1995:269) state ‘Retailers can build sales volume in three ways.  One way is to attract new customers.  Another way is to do more business with existing customers.  A third way is to reduce the loss of customers’.  I can identify with  ‘ways’ one and three.  However ‘way’ two is problematic as once a parent joins our school they become an ‘existing customer’.  It is not possible to do ‘more business’ with them as they have purchased their ‘product’ in the form of the national curriculum and cannot purchase more of it as it is a total package.


Rosenberg and Czepiel (1995:269) state, ‘A passive approach to customer keeping may prove harmful to companies.  A marketing strategy that goes after both new and old customers is generally not effectively addressing the existing customer’ is a statement that I would not agree with when applied to education.  Firstly, in my experience ‘old customers’ are parents who have left the case study school because of a grievance and would never return.  Even if parents did wish to return and leave schools at random I would point out that it was not in their child’s interest as their child’s education through lack of stability and consistency would be suffering drastically.  Reflecting on my thought above “This is the problem.  I can go to Tesco’s and buy a Twix on Monday, Sainsbury’s on Tuesday, Safeway on Wednesday and there’s not a problem.  Imagine if these shops were schools and a parent did this to their child, the damage that would be done” (reflective diary entry 5/6/98).  Secondly, I disagree with Rosenberg and Czepiel’s quote above.  I feel that the case study school because of its strong relationships and communications with its parents is ‘effectively addressing the existing customer’, and because of this these ‘existing customers’ are not compromised when the case study school attempts to recruit ‘new customers’ (Ibid).

Conclusion


Scrivens and Witzel (1990) in their journal paper forwarding their belief that industrial marketing can be applied to public sector services such as education feel that managers in the public sector ‘are becoming aware of the need to understand the publics they serve and the need to deliver services effectively and efficiently’ (p.13).  They are of the opinion that ‘as more services are offered, and as the general public becomes more concerned to find services which meet individual needs, so marketing approaches are becoming more important.  If the not-for-profit organisation is not involved in trading relationships, then marketing approaches must be adapted, --- considerably more work needs to be done in this area’ (Ibid).


Furthermore Scrivens and Witzel (1990:13) hold the view that ‘It remains the case that not-for-profit marketing is frequently more problematic that for-profit marketing, but in many cases presents fascinating challenges’.  However not-for-profits contain a myriad of different types of organisation with very different market relationships.  We need to understand these relationships better if the field is to develop (Ibid).


All of the above sentiments highlight clearly once again the massive gap that exists between on the one hand the abundant literature on industrial marketing strategies and on the other hand the practically non-existent literature relating to the use of these strategies in the marketing of primary schools.


In relation to the above I feel that my findings outlined in this chapter go some way to closing this gap, adding to the literature the original and unique experiences of a practitioner primary school head teacher who has worked to implement and adapt these strategies, whilst striving to live their values in their practice.
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