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ABSTRACT

This paper considers the impact of marketing préaomoon the successful introduction of an academigmam,
Duquesne University’s Master of Science in Sporedeeship, a line extension. The study examineseta¢ionship
between marketing promotion and product success;ifigally the use of pre- and post-launch advertisduring the
introduction phase of the product life cycle, exaing the targeting and timing of the advertisingcionjunction with
program inquiries and student enrollment. While satudies of product launch/product introductionvlabeen
conducted in the industrial arena, fewer existénvices, particularly the higher education sectand organizational
advertising concerns often include resource allagtboth human and financial, as well as meanihgfeasures of
effectiveness. This study will contribute to tierditure in new service introduction in educatiordaadvertising.

INTRODUCTION

Successful new products can enhance the success afjanization, and product introduction is caitito that
success. With a failure rate of new products egéthas high as 50% at launch (Cooper and Edget6) 188w product
launch strategies are critical to new product ss&cer, as Delre, et.al., (2007) suggest, “thaainfihase of market
penetration is a critical moment for the futureedtron of a product. A fast and substantial takexfifi guarantee a
competitive advantage.”

As Duquesne University prepared to launch the Mast&cience in Sports Leadership (MSSL) progranmfdd
2006, it was acknowledged that, in order to faatiit diffusion and reach enrollment targets, pred past-launch
advertising messages that both appealed to asawettached the potential students had to be dexatlapd placed.
Delre et. al. (2007) acknowledge the complexity angredictability of promotional planning, notingat “the optimal
targetingstrategy as well as the rigiitning for promotional mass media campaigns remain unélB&cognizing these
challenges, the MSSL program launch committee wasged with identifying an optimal promotional stgy.

LITERATURE REVIEW

The MSSL program uses quantitative measuremensdesa the attainment of stated objectives of pdatic
advertising campaigns. In terms of true advertigffgctiveness, measurement of website hits folhgwad drops can
be considered a measure of desired behavior byattget audience. Subsequent student applicationsa@other
measure of behavior, and, as such, equate wits.daéndixen (1993) suggests that actual produessal “surrogate
variables such as market share” are the only treasore of the behavioral stage of communicatioch shat
“advertising effectiveness measurement is concenvél the quantitative description and interpretatiof the
advertising sales response function.” While Bendiakso suggests that advertising effectiveness uneaent is not as
concerned with specific campaigns as with the largy due to sales and advertising often aggregaea monthly
basis. However, due to the use of web statisticaitih SLPnet, we were able to capture data on-agmpaign basis

Abraham and Lodish (1990) and Lodish et al. (19%b@pest that an effective advertising strategyrisegith an
understanding of how advertising works (i.e., hoaffects consumers), as ineffective campaignsevagjanizational
resources. Promotional strategies can play an itapbrole in new product launch, particularly ire tharly stages of
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the product life cycle, helping to propel the nemaduct from introduction to growth thus impactingp@uct adoption.
External influences, including promotions and atsarg, tend to drive sales during the introductfgrase, though it
can be challenging to determine the most effediivgeting and timing (Delre et.al., 2007). Becaespenditures in
both marketing and production occur in product tgwaent, Guiltinan (1999) suggests that produchd¢dumay be
one of the largest financial investments an orgatitn may make.

Numerous studies of product launch/product intréidachave been conducted in the industrial ardieere is
much research to support the necessity of proma@sa mechanism for facilitating diffusion of nevogucts (Delre
et.al, 2007). While the new product in questio® BASSL program is not an industrial product, ththars accept that
similarities do exist and borrow from this literegu

According to Calantone et.al. (1996), new productsss correlates to the level of marketing skifid resources
as well as technical skills and resources, anduacha strategy includes reaching a target market thié marketing
offer as well as generating sales through markedfifigrts (Green and Ryans, 1990; Choffray and hjli#984). Bass
(1969) notes that promotions, including mass madigertising (external influences), tend to driveesaluring product
introduction.

Studies by Hardie (1994) and Reddy et al., (198éddn Ambler & Styles, 1997) suggest new prodsitare
performance is related to the parent brand’s sthenige new product’s fit, or similarity, to othiggms under that parent
brand’s umbrella, and the amount of support avhil&tr advertising and promotion. Subsequentlypueses should be
available for new program promotion in the highdu@ation market, and in addition to product lauadkertising for
new academic programs, pre-announcements can plagportant role. As enrollment in an academic paog could
be categorized as a novel purchase decision, pngviadvance notice of the new offering can insur& fprogram
information is available to potential student-cuséws during the information search stage of theebdgcision process,
as well as build the reputation of the program.pitglly, pre-announcements are released 17 weeéds tpr product
introduction (Kohli, 1999).

PROGRAM OVERVIEW

As a dynamic growth industry, according to Plunk&search, Ltd. (2007), the total U.S. sports narauding
the revenue derived from professional sports, sppquipment sales, sports apparel and athletitwviear is about
$410 billion, comparable with the U.S. retail fomdlustry. That number does not include the additicd82 billion
corporations within the U.S. spent on sports adsiag. Globally, the International Academy of SigoBcience and
Technology, founded in part by the Internationayr@pic Organizing Committee, notes that “sport isrtivoaround
US$600 billion in total. The world sporting goodsanket is estimated at US$120 billion retail, withofwear
accounting for US$30 billion, apparel US$50 billiand equipment US$40 billion.”

As sports continues to grow and evolve as an imgutite university began development of a Mastesaénce
in Sports Leadership (MSSL) program in 2005 aftee successful implementation of the undergradustert$
Marketing program offered through the School ofiBess in 1997. The MSSL is an online program caolfabon with
the School of Leadership and Professional Advanoéraad Donahue Graduate School of Business at Bogue
University.

MASTER OF SCIENCE IN SPORTSLEADERSHIP OVERVIEW

The Masters of Science in Sports Leadership wasldped in response to feedback from the profeskeputs
employers and managers who indicated a strong dgrf@nadditional leadership skills in today’s coswpland
dynamic global marketplace. The skills and knogkednastered in this program will enable individuaisbe more
productive and knowledgeable leaders. At the cetipi of the degree, graduates will have developedsion of
leadership, sensitivity to the social, economiderinational, political and technological forcesttlaaise within the
sports industry. Graduates will be able to traeska&dership theory into practice in the sportsavor

There is a growing need for online options. Sperisfessionals do not have the luxury of committtoga
traditional university schedule. When designinig fhrogram, feedback provided by sports professsostessed the

The Journal of International Management Studiesu¥@ 4, Number 2, August, 2009 89



usefulness of online education for students/emm@sy®ho work in a demanding time intensive industkyncertain
schedules and limited time to attend traditionalssks were a major consideration. This led topthgram being
offered 100% online without compromising quality.
The core competencies addressed are:
conflict resolution and problem solving;
motivating and empowering others;
communicating effectively and persuasively;
sharing knowledge with a peer-learning network;
decision making from leadership and ethical perspes;
cultural diversity in organizations;
contemporary, legal, negotiation, market reseanthsales issues.
These core competencies are developed in a spentsevallowing for the student to learn from otheemp
students working in the sports industry.

No ogkrwbdE

PROGRAM LAUNCH

To develop the new program, a traditional new pobdievelopment process was utilized. At every,tstages
and gates were performed with go/no go decisiontpoiA business plan was developed and markeangséad been
executed to determine if there was a high prolgtoli success. Projections were made and a promatplan was
developed at the launch point of the program. rbfeofor the program to be deemed successful, estygrojections
had to be met. The following table provides theSU$rogram original student projections:

Table 1: MSSL Enrollment Projection

Year Students Cumulative
2006 15 15

2007 13 28

2008 23 35*

2009 30 45*

*Reflects graduating students.
The following table provides the actual versusreated student enrollments for the same time period:

Table2: MSSL Actual versus Estimated Student Enrollment

Year Actual Enrollment Projected Enrollment Diffece
2006 36 15 +21
2007 62 28 +34
2008 11* (60) 35 +25
2009 45

*Only includes summer enrollment — new actual sd@gdproximate 60.

The current student population approximates 110 ricogéiting students adjusted for attrition
(graduation/withdrawals). The observation that lsarmade is that the program has significantlydseatl projections.
It is the authors’ belief that the reason for ssscis the utilization of a new product developmmaotdel coupled with
promotional strategy to appropriate market segments

PROMOTIONAL STRATEGY

To initially stimulate buzz about the program, pcity, partnerships, and traditional promotionabl®such as
mass marketing to professional sports organizatioosference attendance, seminars, print advegtisind web
development were utilized. The initial budget fsomotion on an annual basis was $30,000. Thisidied website
development, printed pieces, online advertisindiaadirect mail, personal visits, and press redsasThis was phase
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one. In order to evaluate the advertising effertass, all of the promotional materials drove thespective student to
the website.

The website was developed as part of the Schobéaélership and Professional Advancement and isregfd¢o
as SLPnet. Our objective was to find out how tppliaant learned about the program and then focusrpenditures
in that area. SLPnet identifies inquiries whicloal the advisors to collect not only the contadbimation but also
where the student obtained information about tloggam, again allowing for better target advertising

What we have found in utilizing SLPnet is that #werage number of hits to the website on a daiéystia 22 per
day. When we do targeted advertising, the hithéowebsite jump to approximately 38. The restithe last 120 day
period is summarized in the table below:

Table 3: MSSL 120 Day Average

Off-campus visits Average per day Unique IP’s CrRéange

2611 22 1360 Last 120 days

Initial projections were 1Students at introduction. The program exceededptbgection by ~100% and the
number of hits to the website continues to grow.

Several points were considered in developing amgbtpromotional strategy. Areas of focus in depéaig the
promotional strategy included positioning and d#fgiation, as they have been identified as deteanms of new
product success in various arenas (Parry and St8fy}; Cooper, 1979; Utterback et.al., 1976), conigaiimg a
message that reaches the customer and is undetsyothek customer (i.e. communication that createsraness of
value placed where it can be accessed by the castqiikashani, et.al., 2000), and niche targetingusing on a
narrowly defined market segment that will often gagremium for a product that addresses its spenifed, a strategy
considered appropriate for high tech products (Hkikt.al., 1997; Beard and Easingwood, 1996).

The team decided to use a pull strategy. A pre- @ost-launch advertising campaign was developéd the
intent of pulling prospective students toward thegoam. While advertising is not necessarily ameuiate response
tool, effective advertising can lead to increasediraness and interest by a target audience. Seg@db,( June)
suggests that measuring advertising effectivengstha “holy grail” of advertising research, notitigat effective
advertising “requires exposure, sensory registnataceptance and recall at decision time.”

METHODOLOGY

In order to maximize efficiency and effectivenespromotional strategy, a market research studgentify the
key factor relating to the choice to enroll in & in Sports Leadership (MSSL) program was asseddezichoice to
enroll is influenced by two main independent valegabnamely, promotion type (referrals, alumninfrand number of
web hits indexed to 100. An index methodology $&dito avoid skewing of the distribution by minimg the
potential bias of a wide variation given the ladgs/-to-day variance of the number of web hits @vgiven time period.

A multinominal logit model was adopted. The measafesignificance was the Chi Square (Chi Sq) test.
Although both variables were significant as measimgthe Chi Sq, the result in Table 4 shows thabtitindex is the
most significant independent variable (Chi Sq =040.066 significant), four times higher than thbes significant
variable-promotion types (referrals by friends,nadl and print media) were (Chi Sq. = 11.12.).

Table 4: Multinominal Logit Likelihood Ratio Tests

Model Fitting Criteria Likelihood Ratio Tests
-2 Log Likelihood of Chi-Square df Sig.
Effect Reduced Model
Intercept 17.634 .000 0
PromType 28.758 11.124 4 .025
Webhitindex 57.645 40.011 28 .066
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An acceptable overall significance for this type stfidy (Chi Sq. = 46.66, .045 significant) was fouams
demonstrated by Table 5. Therefore, Webhitindethésmain driver of the choice to enroll. To devekp effective
promotional strategy, program managers should thereallocate promotional budgets to drive custamier this
promotion type. In the educational market, theharg assert that prospective customers should vendto the
university’s website which can be a low cost/higipact approach as measured by the Webhitindex.

Table 5: Multinominal Logit Modéel Fitting Infor mation

Model Fitting Criteria Likelihood Ratio Tests
Model -2 Log Likelihood Chi-Square df Sig.
Intercept Only 64.296
Final 17.634 46.662 32 .045

CONCLUSIONS

The MSSL program is an advanced degree, niche mad®t-secondary educational program. It is a novel
purchase decision from the perspective of spodfepsionals. This program, as with any new progucthase, carries
potentially five of the six risk categories idei@d by Berman and Evans (2002). These risks incfutncial (the
degree may not be worth its cost), functional (#&SL program may not “perform” as expected), so@hbosing the
product may lead to embarrassment), psychologite §$tudent may feel badly about his/herself basedis/her
choice of the MSSL program), or time (the time speaking the purchase may be wasted if the MSShnara does
not perform as expected). Thus this could be clariaed by Bendixen’s (1993) Proposition 1, “Pradugnd services
which have a high consumer involvement in the pasehdecision will be characterized by current aibirg effects,”
resulting in advertising playing a significant rol@uring each ad “run” period, unique visitors ke tprogram website
increased an average of 60%Vhile the ads themselves may not be the drivernoblenent, consideration must be
given to the role and success of advertising tecsffely drive viewers to the website. As demortettain the
Methodology section, the website proved to be thstraffective tool as measured by the Webhitinfégbhitindex is
the main driver of the choice to enroll. To develihg most effective marketing promotional strateggogram
managers should allocate funding for this typerohmtion which over time may be the low cost chdimepromotion
while maximizing efficiency and effectiveness.

IMPLICATIONSFOR FURTHER RESEARCH

While the advertising medium and specific advertisat can be linked to each increase in uniqueovssio the
website, further research could be conducted tanaa if enrollment levels can be predicted for $fiedevels of
advertising activity.
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