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5. Marketing strategy 

 
The business model used in the operation of the business is derived from the core 

competencies that can be observed and/or developed at the early stages of the organization 

phase of the business.  The main objective of this chapter is to describe these core 

competencies and forecast the demand for the services offered (this forecast is derived from 

the market share these core competencies could serve best).  The last section of the chapter 

focuses on a description of the services designed to meet the needs of potential customers 

included in the market.  The marketing strategy will be determined by the way the service will 

be perceived by both customers and the competition; how the competitors are positioning 

themselves and what specific attributes SIDA’s service has that competitors don’t have.39 

 

 Value position 

The implementation of the marketing strategy will be based on a SWOT analysis to identify 

key strengths and fields to improve.  The SWOT framework is an analytical tool to categorize 

both internal and external environmental factors significant to the firm. 40  

 

SWOT analysis is not credited to one “inventor”; it has features in strategy textbooks since at 

least 1972 and can now be found in textbooks on marketing and any other business disciplines.  

Its advocates say that it can be used (1) to gauge the degree of “fit” between the 

organization’s strategies and its environment and (2) to suggest ways in which the 

organization can profit from strengths and opportunities and shield itself against weaknesses 

and threats. 41 

 

A SWOT analysis is defined as follows:  Strengths are attributes of the organization that are 

helpful to the achievement of the objective; Weaknesses are attributes of the organization that 

are harmful to the achievement of the objective; Opportunities are external conditions that are 
                                            
39 Business Advisor, p. 124 
40 Strategic Change, p. 105 
41 Adams, p 27 



 
 

- 35 -

 
 
 

 

 

helpful to the achievement of the objective; Threats are external conditions that are harmful to 

the achievement of the objective.42 

 

SWOT analysis can be used in many ways to aid strategic analysis.  The most common way is 

to use it as a logical framework guiding systematic discussion of a firm’s resources and the 

basic alternatives that emerge from this resource-based view.43  Alternatives determined by 

different budgets will be discussed within the resource allocation as part of the contingency 

analysis.  Different assessments may reflect underlying power considerations within the firm 

or differing factual perspectives.  Systematic analysis of these issues facilitates the objective’s 

internal analysis44  

 

Generally speaking, the SWOT analysis helps the company to see its good and bad sides.  

Companies are inherently insular and inward looking SWOT’s are a means by which a 

company can better understand what it does very well and where its shortcomings are.  

 
The venture’s strengths can be identified as a good knowledge of German universities as well 

as the administration and how to cooperate with them.  Furthermore the entrepreneur is 

innovative in working out new paths.  Also a strong support by friends who originally came 

up with the idea and a relationship with Taiwanese educational institutions comes into 

account.  Our hurdles include budgetary concerns which prohibit massive promotion.  In 

addition, contacts with German universities have to be established.  Another weakness is the 

language barrier.  The entrepreneur is not able to communicate in Chinese, and most inquiries 

will be in Mandarin.  Therefore assistance is needed which will result in the customers 

waiting longer for replies and might create additional costs.  Opportunities are forthcoming 

due to an unsaturated market with the few competitors concentrating purely on student 

placement into universities along with providing online application and money back 

guarantees.  Furthermore the education market is likely to increase.  With less children per 

family because of changing cultural factors and China’s one child policy, parents invest more 

in each child’s education.  Threats include the low market entry barriers.  The only necessities 

                                            
42 Houben, Lennie, Vanhoof, pp. 125 
43 Markides, p. 86 
44 Hill, Westbrook, pp.13-16 
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for market entry are: the creation of a website, establishing connections to the German market 

and communication of the services available to the targeted market.  A potential future 

weakness includes the ambitions of the German government to implement a tuition fee which 

would torpedo Germany’s monetary advantage.  

 

The success of SIDA will be contingent on establishing key assets and skills in two primary 

areas: marketing and service.  The company’s website will serve as the main communication 

platform to the customer.  A critical question is how to make potential customers become 

aware of this site.  This can be done through traditional marketing channels like flyers and 

posters in universities.  To enhance the websites ranking position in search engines the 

founder will participate in blogs and publish articles for various online magazines.   

Communication with professors of local universities is also a key factor for the service to 

grow in popularity.  

 

The service will require customer satisfaction that leads to word of mouth promotion of the 

company.  This links service to marketing.  To achieve a high customer satisfaction rate the 

promised services must be accomplished.  To gain the trust of the customer a “100 percent 

satisfaction or money back guaranteed” policy will be offered.  The prospective student will 

receive a plan detailing each step of the application process along with how to meet the 

university requirements. Transparency will be the key point.  After signing the contract, the 

student will receive a password to get access into his file which will provide the opportunity 

to log in to see the current status of the application.  This so called “online-file” on the one 

hand guarantees a method of regularly updating of the file and on the other hand allows the 

customer to track its progress.  

 

A key element of strategic option formulation is the matching of organizational strengths and 

weaknesses with opportunities and threats which exist in the marketplace.  SWOT analysis is 

widely recognized in marketing and strategic management literature as a systematic way of 

achieving this end.  However, a number of critics have claimed that the output from a SWOT 
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analysis is often either trivial or so broad as to be relatively meaningless in the context of 

making actual marketing decisions.  Mintzberg for example, states that the assessment of 

strengths and weaknesses may be unreliable because of the perception of these is intrinsically 

bound with aspirations, biases and hopes.45   Therefore, it is important for strengths and 

weaknesses to be defined in the context of a situation.  This can be achieved by using 

assumptions based on available market data as a creative problem-solving tool along with 

supposable scenarios resulting from brainstorming.  

 

   Competitive edge 

If the business opportunity identified by this research appears to be promising, there is a 

likelihood that German universities will expand their efforts in the recruitment of Taiwanese 

students in order to benefit from Taiwanese demand.  For this reason, it is imperative to 

determine and develop core competences that are difficult to duplicate, thus protecting and 

strengthening the position of the service agency.  

Providing a onetime service that will not lead to regular customers makes it essential that the 

conclusion of contract be as simple as possible.  For this purpose it has been decided that 

conclusion of the contract should be able to be achieved by just clicking an icon on the 

website.  Another unique selling point will be that all information and services are combined 

and the student does not have to take care of anything after this point.  Close cooperation with 

affiliated schools will ensure that students will receive detailed information including study 

plans and program features.  Another success factor will be the anticipation of market growth 

in relation to the profitability of the business.  

Further core competencies of the company identified include the following.  The founder is 

driven by his entrepreneurial and youthful spirit of ambition.  He furthermore has an integral 

knowledge of Taiwanese culture and universities in Germany.  His educational background 

includes an International MBA and this along with legal expertise should ensure solid 

financial planning and successful interacting with authorities.   

                                            
45 Mintzberg, pp.21-25 
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Barriers to entry include the preference for studying in North America, and the fact that in 

using the service customers would have to pay for something they can do on their own for 

free.  The service is just not necessary, but instead helpful to the application process.  This is 

why we believe the best marketing angle to pursue would be to attract customers looking for 

convenience.  Information has not yet been compiled and presented properly and it is through 

providing this that we aim to provide a more convenient experience.   

 

   Pricing strategy 

SIDA does not plan to enter the market with an aggressive price strategy.  We believe that 

only selective customers will purchase our service and these customers are willing to pay a 

decent price.  During the beginning phases of the company, total customer satisfaction will be 

ensured by targeting fewer customers and guaranteeing them high personal commitment and a 

successful application.  Therefore, the starting price will not be at the lower end.  The service 

will be priced by labor and material costs together with overhead and profit.  

 

Generally, all prices must cover the cost and must reflect the dynamics of cost, demand, 

changes in the market and response to your competition.  There are four common methods for 

establishing prices discussed in this paper.  One method is cost-plus pricing in which a retailer 

or service provider adds its costs to desired profit margins to derive selling prices or 

services.46  A second method is demand pricing, an optimum combination of volume and 

profit used to calculate what price will generate the optimum ratio of profit volume.47  The 

third method is competitive pricing whereby a service retailer sets its prices on the basis of the 

prices charged by competitors.48 In the forth method, markup pricing, the product's selling 

price is set by adding a certain percentage to its cost price.49  

 

                                            
46   Nagele, Holden, p. 9 
47   Ke-Wei Huang and Arun Sundararajan, p. 16 
48   Journal of Industrial Economics, Vol. 40, No. 3, p. 253  
49   http://www.moneyglossary.com/?w=Mark-Up+Pricing 
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The major costs for running this business will be fixed costs such that a combination of 

volume and profit of each single sale will generate the net profit.  Based on demand pricing, 

prices will be set in a range where one to two customers per week will generate enough 

revenue to keep the business running and profitability will be achieved within the second year 

of operation.  As shown in chapter 3.2, agencies in Taiwan serving the market for the US 

charge fees ranging from 15,000 to 20,000 NTD for services containing less features.  A 

comparative service based in China costs 48,000 NTD.  These numbers are taken in reference 

to the prices stated in chapter 4.2.  Therefore even without an established market price for this 

particular service, the competitive pricing method comes in to play.  Keeping in mind that 

studying in Germany is less favored by Taiwanese students; the intended service should 

undercut prices of indirect competitors offering services for the American market. 

 

The firm is aware that the costs for the service seem to be posts of the budget that cannot be 

neglected.  However, related to the overall expenses for studying overseas, the service fee is 

marginal, especially taking the costs for living abroad in comparison to the cost for a home 

stay in Taiwan into account.  When considering only the application expenses for studying 

overseas, the service fees account for ca. 30 - 60 percent depending on the package.  As 

explained in chapter 4.2, a university application generates costs of around 11,700 NTD while 

each semester abroad costs at least 164,000 NTD plus airfare.  Students might spend the extra 

money to significantly increase the opportunity of a successful application.   

 

Overall, prices are not set in concrete and can be modified as determined by the firm’s 

emergent strategy.   Price reductions for single customers also have to be taken into account.  

Price negotiations will not be excluded a priori. 

 

   Promotion strategy 

Besides operational and managerial activities, a key part of the business is marketing 

activities necessary to attract potential customers and promote the sale of services.  This 
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marketing process should include web marketing and going out into universities. 

SIDA believes personal contact with universities will provide our firm with the best source of 

advertising because it is inexpensive and accessible to most of our target audience.  

Communication will mainly be done over the Internet via the website and relationship 

marketing programs.  We will also make use of bulletin boards, department offices, career 

centers, educational online communities, and education fairs.  The survey at the EHEF shows 

that students rely on the internet as a primary source of information in regard to studying 

abroad.  However, the internet is not useful for direct marketing.  To approach students we 

should first go into the university and establish a dialogue with professors.  

The costs for setting up a website can be estimated by 25,000 NTD.  For a website to achieve 

its purpose effectively, the following features might be considered to be essential.  

Information displayed in German, English, and Chinese to target the specific market.  The 

design has to integrate three main purposes: (1) Advantages of studying in Germany along 

with a display of the schools core competencies and competitive strength strategy; (2)  The 

requirements to be accepted and a brief outline of the application process; (3)  Detailed 

information about the services SIDA offers and its costs.  It is crucial that students can access 

the service directly by an interactive mask and payment options.  The SIDA website will 

provide the following information: location, tuition fees, registration fees, other additional 

fees; accommodation and board arrangements, complementary cultural activities, availability 

of complementary services (i.e. insurance, facilities, etc.) 

 

To promote the service and attract students, posters and flyers will be distributed in 

Universities.  This accessory advertising will include various flyers with a similar design.  

These materials will strictly follow the AIDA principle, which virtually all sales follow. It is 

based on attention, identify, desire and action.  The theory behind this basic formula is sound. 

Without attention the entire advertising misses its objectives right from the beginning.  

Identify means getting the prospect to identity with the services one is selling.  Desire is 

obviously making the customers want to buy, and action is pro active consumer behavior to 
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purchase the offered service.50 

 

Applied to promotional activities, first we have to raise attention from students towards 

studying in Germany, build interest about where to get further information which leads to a 

desire to contact SIDA, and finally the action: click on the website.  The structure of the 

poster will communicate that studying in Germany is simple, cheap and beneficial.   All 

information is on the firm’s website.  

 

The reputation of the company will be further expanded by publishing in local media like 

newspapers and monthly publications.  The firm will provide a bilingual press information 

sheet.  This will be sent to all English newspapers as well as monthly and/or quarterly 

magazines in Taiwan.  Chinese newspapers as well as local broad cast services will also be 

contacted.  Press relations management will be based on personal contacts and persistency.  

 

Generally speaking, the most important promotion channels used by the language and 

overseas education industry to advertise its products are search engines, posters in universities 

and print ads in magazines. During SIDA’s start-up phase no budget will be given for 

advertisement in magazines.  

 

A promotion office in Taiwan is not necessary and during start up will not be established in 

order to keep costs and risk low.  If it is shown that students prefer the conclusion of the 

contract not only via internet or request for additional consulting which can’t be offered by 

telephone, the firm can go directly where the students are and meet them on appointment in 

their school like an insurance salesman.  As discussed later on in the contingency analysis, a 

representative office will be opened if the profit permits it.  

 

 

                                            
50 Malcolm Pett, pp. 81  
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   Distribution 

Since SIDA is set up as a virtual company the distribution will be carried out via internet and 

traditional mail.  Without bricks and mortar the entire infrastructure will run as a bare-bone 

organization.  Arising paper work will be done from the home office.  In the long term, 

another option might be cooperation with a service provider for the English spoken market.  

In this case an office would be shared and the infrastructure acquired.  However, this involves 

high monthly fixed costs as well as the risk of giving unique knowledge away.  

 

 

 




