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Abstract 
 
The purpose of this thesis was to gain a deeper understanding about how Swedish universities 
position themselves towards international master students. Research questions were 
developed which handled how the positioning towards international master students could be 
described, and how this was communicated to the international master students. A case study 
with personal interviews was performed at Luleå University of Technology (LTU). The 
conclusions drawn by us imply that positioning toward international master students is a 
somewhat neglected area. The undertaken case study at LTU implicates that there are 
uncertainties regarding responsibility and organization structure. The university also needs to 
increase the knowledge regarding different segments so that the needs of the students’ best 
can be matched with what the university offers since the present overall positioning strategy 
might be too general. Therefore, a recommendation for LTU is to develop a strategy for 
positioning toward international master students.    
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1 Background and problem discussion 
 
This background and problem discussion serves as a start and foundation, where higher 
education as university studies is discussed side by side with the connection to international 
students, with belonging cultural values and aspects. The chapter ends with a purpose, 
research questions and delimitations.  
 

1.1 Background  
 
Education and learning are fundamental parts of many cultures and to a lot of people all 
around the world, and Mazzarol, Soutar and Seng (2003) find that after the Second World 
War ended there has been a great increase of students seeking for education outside their 
home countries. In Sweden, the National Agency for Higher Education also points out in a 
study from 2004 that a significant trend in higher education is that more students choose to 
study abroad. This expansion has according to Mazzarol, Soutar and Seng (2003) taken place 
since developing countries had the urge to educate their population and had a need for well 
educated citizens, but also since certain, less developed countries did not have the possibility 
to offer their own citizens the same educational opportunities. Therefore, combination of push 
and pull factors has lead to international studies at higher education levels for more than 1.5 
million students by the end of the 1990´ies state Mazzarol and Soutar in an article from 2002. 
These students of course look for excellent education, and universities across the world 
communicate this with help of sophisticated marketing according to Gutman and Miaoulis 
(2003), which implies advertising, promotional literature and direct marketing. But not only is 
the school’s asset worth promoting; the location, language or other factors can also be 
connected into the total image (ibid.). We, as authors of this thesis think that travelling and 
exploring new cultures and countries has become more common, and many young people 
around the world find the combination of studies in a new country to be exciting and useful.  
 
In order to attract international students, Mazzarol (1998) finds different factors to be 
significant, whereas image, resources, coalition and forward integration were the most 
dominating. Education can be defined as a soft service states Erramili, (referred to in 
Mazzarol, Soutar and Seng, 2003), where providers cannot separate the production and 
consumption of the service. Therefore, Erramili finds that forward integration is needed in 
order to establish an international presence. This takes place when for example institutions, 
such as universities, engaged in education and on international markets act as market seeking 
firms and thereby sometimes integrate forward (ibid.). 
 
If and when a university decides to welcome foreign students, aspects as politics, personal 
safety, environment and resources need to be handled thoroughly and in many cases 
differently compared to local markets (Mazzarol 1998). Surprisingly little has been written in 
this area, state Gray, Fam and Llanes (2003) who find that few universities tend to 
acknowledge influences of cross-cultural values even though these aspects are well familiar in 
international marketing. Although all mankind and world cultures may share many common 
features they all show a unique style when elements, such as education systems, valuation of 
the individual and the group and economic activities, but also features as language, religion, 
social class are combined (Usunier, 1996, p. 1-12). In the same book, the author quotes the 
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Swedish writer Selma Lagerlöf, who states that “culture is what remains when what is learned 
is entirely forgotten” which can identify that cultural dynamics implies at least two things; 
that it is learned, and that it is forgotten in the sense that we cease to be conscious of its 
existence as learned behaviour. With this in mind, we will now proceed by presenting a 
problem discussion concerning positioning as a phenomena and a tool, but also connected 
conceptions and terms that are closely related to the subject of this thesis. 
 

1.2 Problem discussion 
 
Trout (1996, introduction) claims that when it comes to defining positioning, it is “not what 
you do to the product, but what you do to the mind” and this is something that we, as authors 
of this thesis, agree with. Hooley, Saunders and Piercy (1998, p. 20) hold a similar opinion 
when finding that the most successful firms are those that have recognized the increasing 
importance of segmentation and positioned their companies in order to take best advantage of 
it. Although universities are not firms, there are similarities when it comes to how it all works; 
that is, just as firms need to find customers, universities need to find students and we will 
therefore sometimes refer to firms, business and organizations. Segmenting is defined by 
Aaker (1998, p. 44) as a key to develop a sustainable competitive advantage based on 
differentiation, low cost or a focus strategy and that you need to identify customer groups that 
respond alike, but different than other groups to a certain strategy. According to Hooley, 
Saunders and Piercy (1998, p. 45), each university needs to find competitive advantages, and 
state that it can be created out of any of the company’s strength or distinctive competencies 
relative to competition, where the essential factor in choosing is that it must be based on 
customer value. 
 
Positioning and segmenting can therefore be said to withhold many different aspects to 
consider, and a key word is differentiation; in positioning when perceived by the target 
audience, but also in segmentation when customers are divided by characteristics, behaviour 
and needs. Hooley et al.(1998, p. 203) describe this further by identifying the following key 
issues:  
 

o Competitive positioning, which implies how customers perceive offerings on a market 
place when comparing for example value, quality and image to each other  

o Market segmentation in the sense of dividing a market into clusters of customers with 
similarities 

o Customer needs, which links competitive positioning with market segmentation in the 
sense that the segmentation strives to find the benefits that matter most to different 
customers and the strongest competitive position to take is when a customer finds a 
supplier and/or product to be the one that matches the own need the best. 

  
By this, positioning toward chosen segments can be said to be distinct parts of a strategy 
process, which on a tactical level can be narrowed down to choice of target markets, 
competitive positioning and iteration (ibid.). Another important aspect is pointed out by Aaker 
(1998, p. 66), who finds that a cornerstone of a business strategy can be an association, and 
that it is often wise to move beyond the obvious and to associate the business as a person, 
identifying what kind of individual traits, and what essence one would find. Another 
pervasive influence on the strategy is according to the author the organizations culture, with 
elements as structure, systems and people (op.cit., p. 67). There are many different definitions 
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of strategy, and Mintzberg, Quinn and Ghosal (1995, p. 3) declare one of them to be as 
follows “a strategy is the pattern or plan that integrates an organization’s major goals, policies 
and action sequences into a cohesive whole”, where a well formulated strategy helps to 
allocate an organization’s resources, based on internal competencies and shortcomings and 
anticipated changes in the environment. This is a formulation that we as authors of this thesis 
agree with since we find it trustworthy and functional.  
 
Mazzarol (1998) finds different problems that need to be acknowledged when marketing 
international education, where one example is that to certain students this can be the most 
expensive initiative taken by them and their families, but also that depending on what country 
and culture is targeted, lots of differences arise. This can be viewed in accordance to Gutman 
and Miaoulis (2003) who claim that the communicated image is about physical elements as 
buildings and environment, and/or organizational as sport teams and professors or special 
elements that are triggered by special events. Although regardless which element is triggered, 
the same image is supposed to be activated. That is why marketers try to position the 
university in the mind of the target audience in a way that best evokes the desired brand image 
(ibid.).  
  
Mazzarol (1998) emphasizes that promotional and behavioural activities aim for direct or 
indirect affect on the students mind since marketing of universities to a large extent relies on 
the quality aspect, which often is communicated through word of mouth. Further, Mazzarol 
means that the quality of reputation and level of market recognition are linked to the 
identification and development of competitive advantages. The identification can for example 
be a reputation for quality image, based on the standard issues or name recognition, based on 
a closely related, if not identical message to the target market.  
 
The quality aspect also includes the expertise of the staff, states Mazzarol (1998), who means 
that the reputation of teaching staff can be a reason for students to select courses on. Usunier 
(1996, p. 187) finds that it is difficult to develop marketing strategies and communicate 
products since international competition is fierce, although he has found two issues to 
consider where the first one is the standardization of marketing programs; to what degree 
should there be similarities in marketing strategies from one country to another? The other 
question refers to organizational issues and what is required to implement a standardized 
marketing strategy successfully.  
 
It is crucial for service providers to manage what they communicate in their marketing, 
especially when claiming a quality position, states Gutman and Miaoulis (2003), who mean 
that a problem for many universities is that the communication promises benefits that 
institutions are unable to deliver. By this we as authors of this thesis can understand the 
importance of understanding the segments, and within “international students” lies many sub 
segments and from now on we will focus mainly on international master students, which we 
define as students who study abroad in order to complete a master exam.  
 
Our perception is that this is a fast growing segment, related to development of studying 
patterns in higher education where students seem to be less geographically bounded, although 
the number of these types of students is unclear, according to the National Agency for Higher 
Education in Sweden in the study made in 2004. This awoke our interest whether these 
changes are acknowledged by universities, and if so: what image is portrayed and how is it 
communicated? According to the study from 2004 conducted by The National Agency of 
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Higher Education in Sweden, international marketing of Swedish higher education is not 
highly prioritized or developed, but seem to become slightly more common. This is according 
with the Swedish government which has expressed a desire for Sweden to become more 
attractive to international students and hopefully an increase of applications from those 
students (ibid). Following from this background and problem discussion, a purpose was 
formulated with belonging research questions. 

1.2.1 Purpose and research questions 
 
The purpose of this thesis is to gain a deeper understanding of how Swedish universities 
position themselves toward international master students. In order to investigate this purpose, 
we have formulated following research questions: 
 

o How can the positioning of Swedish universities toward international master students 
be described? 

o How is the positioning of Swedish universities toward international master students 
communicated to the chosen segment? 

 

1.2.2 Delimitations 
 
This study will be investigated from a university’s perspective, which means that no 
consideration will be taken to what the international master students reckon regarding the 
outcome of the positioning.  
 
All international and national students are of course of great interest, but we will in this thesis 
focus on the international master students, meaning that the positioning toward other 
segments will not be investigated.  
 
Due to the fact that there are different conditions, internal, external and environmental factors 
influencing each country, we have chosen to delimitate this study to one country, and one 
university. Sweden was the natural choice to us since that is our home country and therewith 
we have insight, and access to the Swedish university system. 
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2 Theory  
 
This chapter consists of theories relevant for the research area, which are presented 
separately divided by the two research questions; how the positioning can be described and 
how it is communicated to the specific segment.  
 

2.1 How can the positioning of Swedish universities toward 
international master students be described? 

2.1.1 Strategy  
 
According to Kotler (2003, p. 308), all marketing strategy is built on segmentation, targeting 
and positioning which are linked together. He describes the strategy process as identifying 
different needs and groups in the marketplace, target those needs and groups that can be 
satisfied in a superior way and then positions its offering so that the target market recognizes 
the company’s distinctive offering and image. In a study from 2004, conducted by the 
Swedish National Agency for Higher Education, a requirement for strategic thinking 
concerning international students is stated. Mintzberg et al., (2003, p. 19), expresses that a 
strategy should forego a unique and valuable position, by conducting different set of 
activities. The really important strategic issues, means Dealtry, (2002a) are the result of non-
alignments between different spheres and that the strategy is formulated around the correction 
or resolution of these imbalances in each of the short, moderate and long term time frames. 
 
However, “companies fail in the market-place because their strategies are ill-conceived, 
poorly prepared and badly executed in relation of their competitors” (James, referred in 
Hooley et al., 1998, p. 336). Dealtry (2002b) shows similar opinions when stating that the 
most vital role is to stimulate co-creative thinking and develop instruments of integrative 
transition for the organization so that it will not be left to its own devices. In order to base a 
lasting foundation, Mintzberg et al., (2003, pp. 81–84) mention four general principles to 
study which are: consistency; the strategy must not present mutually inconsistent goals and 
policies, consonance; the strategy must not represent an adaptive response to the external 
environment and to the critical changes occurring within it. The third principle is advantage; 
the strategy must provide for the creation or maintenance of a competitive advantage in the 
selected area of activity, and finally feasibility; the strategy must neither overtax available 
resources nor create unsolvable sub problems, i.e. the strategy has to be able to be attempted 
within the physical, human and financial resources available. The special competences, 
degree of coordinative and integrative skills and motivation of the personnel has to be 
considered (ibid.).  
 

2.1.2 Positioning  
 
Kotler, (2003, p. 308) defines positioning as the act of designing the company’s offering and 
image so that they occupy a meaningful and district competitive position in the target 
customers mind. Ivy (2001) states that universities can use marketing to differentiate their 
images in the higher education market including aspects as how the university sees itself and 
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how this influences the portrayed image, i.e. the chosen positioning.  Hooley, Saunders and 
Piercy, (1998, p. 202) though emphasize the importance of bearing in mind that positioning 
may apply any of the following levels; companies, product and services, and brands.  
 
Mintzberg et al., (2003, p. 101), claim that the positioning of an organization can take place 
by taking the structure of the industry for given and match this with the organizations 
strengths and weaknesses.  This can be done, states Ivy (2001), by for example using different 
statistical techniques, which can enable marketers and institutional planners to visualize their 
institution type’s competitive advantages and disadvantages and relate and/or compare these 
to competitive institutions. Once this is achieved, Mintzberg et al. (2003, p. 101) suggest that 
the organization can build defences against the competitive forces or find a position where the 
forces are weakest (ibid.). The next step, continue Mintzberg et al., is to consider whether to 
take an offensive approach with new innovations, which can lead to product differentiation 
and/or raised image identification. New solutions rather alter the causes of the forces than 
cope with them. Finally the organization should exploit the industry change by anticipating 
shifts in the factors underlying forces and responding to them fast enough to make the move 
before opponents prejudices it (ibid.). The main issue however, is to add value by enabling 
resources to exploit opportunities or neutralize threats (op. cit., p. 103). 
 

2.1.3 Strategic positioning 
 
Mintzberg, Lampel, Quinn and Ghosal (2003, p. 18) describe two ways of strategic positions; 
variety based positioning that is based on the choice of product or service varieties rather than 
the consumer segments and needs based positioning, which implies targeting a segment of 
customers. The variety based positioning is suitable when a company can best produce 
particular products using distinctive sets of activities, while the needs based positioning 
makes sense when there are groups of customers with differing needs and tailored solutions is 
preferable (ibid.). Drummond (2004) means that it a need based positioning is preferable in 
order to decrease confusion in the customers mind in the sense of receiving inadequate or 
excess information. Mintzberg et al. (2003, p. 19) also mention a third basis of positioning, 
which is segmenting customers who are accessible in different ways. This basis of positioning 
is used when the needs of the customers are similar, but the best configuration of activities in 
order to reach them is different (ibid.). Another type of positioning is according to Hooley, 
Saunders and Piercy, (1998, p. 201) competitive positioning, which is concerned with how 
customers perceive the alternative offerings on the market, compared to each other. Further, 
the strategy can, according to Hooley et al. (2003, p. 336) be or lead to a defensive or 
offensive positioning depending on whether the organization wants to hold or build its market 
share or position.  
 
According to Mintzberg et al. (2003, p. 133), the positioning of an organization includes the 
variety of how the product is fitted into the market. Further the authors describe three 
different coherent strategies which are as follows; Commodity strategy, when the organization 
targets a perceived mass market with a single, standardized product. The second one is 
Segmentation strategy, which targets a perceived segmented market with a range of products, 
geared to each of the different segments and the third one is defined as Niche strategy that 
implies targeting a small isolated segment with a sharply delineated product and a 
customization strategy as the ultimate in segmentation, designing or tailoring each specific 
product to one particular customer need.  
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The fit into the market, according to (Mintzberg et al., 2003, pp. 134-135), can either be 
natural driven by the external market demand or driven by the internal product or production, 
forced, by creating demands or vulnerable, by making a compromise between the supply and 
demand. There can also be a number of misfits which can occur when the capacity misfit, 
which leads to more offerings than demand, when the competence misfit i.e. the competences 
of the producer do not match the needs of the market or when the design is wrong for the 
market (ibid.). Gatfield et al. (1999) mean that the strategic position of universities often 
misfits in many aspects, because of insufficient analyses of the target market. According to 
Dealtry (2000a), a new era concerning the strategic fit is arising when the development of 
corporate universities raises and the dynamics of the strategic fit can be captured as a 
contextual input for our understanding of the role of an integrated corporate university. 
Further Dealtry (2001b) finds that the corporate university in its fullest sense has to reach out 
across boundaries and beyond limited thinking about personal, organisational and strategic 
development platforms. 
 
Mintzberg et al. (2003, p. 21) find it important to create a positioning strategy that does not 
only fit, but also is sustainable over time. Hooley, Saunders and Piercy, (1998, p. 309) also 
find this issue important to consider and divide the evaluation of the time aspect into three 
divisions. The first one is the organizations current market position, including relative market 
share, rate of change of market share, exploitable marketing assets and unique and valued 
products and services. The second one is defined as the organizations economic and 
technological position which implies relative cost position, capacity utilization and 
technological position, and finally the organizations capability profile that implies 
management strength, marketing strength, forward and backward integration. Another option 
is according to Mintzberg et al. (2003, p. 133) when and if an organization decides to build or 
maintain a defensive position, this can be managed by creating cost leadership or achieving 
differentiation in price, product, promotion, distribution or brand.  
 

2.1.4 Competitive advantages   
 
To be able to create a competitive positioning, Hooley, Saunders and Piercy (1998, pp. 44-49) 
find that a statement where the organization or company will compete and what differential 
advantages the company has, needs to be made. The authors state that the positioning is 
developed to achieve the objectives laid down under the core strategy. Within this lies the 
identifying and selecting of the target market. The company also need to find and create own 
differential advantage, which can be developed out of chosen parts of the company’s own 
strength, or distinctive competencies compared to the competition (ibid.). Collis and 
Montgomery (referred to in Mazzarol and Soutar 1999) state that competitive advantage can 
be derived from internal skills, resources or assets, which they classify as distinctive 
competencies. Ma (2004) finds that competitive advantages can be ownership-based, access-
based and/or proficiency based. However found and used, it needs to be seen on a basis of 
value to the customer according to Hooley et al. (1998, p. 45).  
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2.1.5 Criteria for successful positioning 
 
According to Kotler (2003, p. 315) a competitive position needs to deliver a difference with a 
highly valued benefit to a sufficient number of customers in a distinctive way. Further, Kotler 
means that this difference has to be superior to other ways of obtaining the benefit and being 
difficult to copy for competitors. He also means that the difference delivered has to be 
affordable for the buyer and profitable for the organization. When it comes to be successful in 
the business area, Ma (2003) states that when a company create superior value to the 
customer, the company actually wins without fighting. 
 
Gray, Fam and Llanes, (2003) find quality as an important factor for universities to create and 
communicate since students primary reason for choosing a university in another country is 
that the degree will be of a superior quality and with better access to career opportunities than 
gained at a home university. The choice of university has to be a safe option in terms of 
course, university and country since studying abroad implies big and expensive decisions for 
the student (ibid.). Gray et al. also highlight the importance of providing evidence supporting 
assertions about the quality of teaching and research in a given subject at the university 
concerned. Other factors that Gray et al. find emphasizes are the universities reputation, and 
the added value of campus life. Within campus life lays campus participation, which is 
something that Morrow (2000) finds rewarding in the sense that relationships are build. 
Moogan et al (2001) show similar opinions, but also mean that universities should concern 
added values off campus such as logistics.   
 
All this, can be evaluated by follow up and provided feedback from former students (ibid). 
Palihawadana (1999) though finds that many existing evaluation systems are not specific 
enough to provide useful guidelines for staff and management to make improvements. Further 
Palihawadana sees a problem with having institution-wide, standard questionnaires since they 
might fail to provide insight into how students evaluate instructor-related factors and module-
specific factors. Palihawadana means that under these circumstances, no focus is put on the 
student and therefore it might be difficult to use the information gathered from the 
questionnaires in the context of marketing education. Dowling (2000) recommends 
universities to find creative solutions to security concerns in order to attract students, since 
this is a part of the total perception of quality. Therefore, Dowling finds student housing, high 
quality on the classrooms and other facilities in the university, high security when students 
study abroad important to consider in order to appear high qualitative and secure. Ford et al. 
(1999) though highlight the difficulty in developing one single portfolio of quality issues 
since the cultural values might differ from one country to another. When it comes to the 
image of the country, Gray, Fam and Llanes, (2003) claim that universities should aim for 
affecting the perception of the student about the university since it is very difficult to separate 
individual universities from the general image. This speaks in favour for using general 
campaigns like “study in Sweden”. Further the authors mention reliability, durability and 
attractiveness as factors being important in consumers’ preferences. 
 
Kotler (2003, p. 210) states that an organization should develop a unique selling proposition 
and stick to it by using consistent positioning message. Gutman and Miaoulis (2003) develop 
this statement by claiming that an effective theme that is consistent with the overall image that 
the university is trying to project is important and that a positive positioning can be a 
powerful influence. This involves creating a unique identity, and marketers can focus either of 
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the three images; the image of the provider of the product or service, the image of the user or 
the image of the product or the service itself. Usunier (1996, p. 281) brings up the cultural 
aspect in this issue when stating that one can use stereotyped images, but that it is crucial to 
remember that the national perception of a product can be very different from how it is 
perceived in other countries. Gray, Fam and Llanes, (2003) also discuss this issue and 
emphasize the importance of taking the cultural aspect in consideration and therewith 
investigate whether it is valuable in the long run to use a customized positioning. 
 
The role of images regarding a products country of origin is discussed by Usunier (1996, pp. 
277-280), who finds that symbolic attributes, linked to the name and the image are very 
significant to companies not yet established on the international market. The author also 
suggests that when managing a product internationally with a national image, one should 
always correspond to what is locally valued in the category of the specific product and 
consider that it is often advisable to reduce or increase the size of the local name depending 
on how it is perceived by the local market. 
 
A useful tool, suggested by Gutman, (referred to in Gutman and Miaoulis, 2003) when 
positioning towards international students is a means-end chain for service attributes, benefits 
and values. The means-end chain is used in order to identify the non-obvious drivers affecting 
the students’ selection of university and involves the elements attributes, consequences and 
values means Gutman. Further, the author states that these can be seen as elements within a 
goal hierarchy, which can be interesting to universities since students can decide their own 
personal goals and compare these to what institution to choose. Thereby, the student and the 
university get connected and can be understood by the usage of means-end chains (ibid.). One 
way of doing this, according to Gutman, is to use laddering, where the respondent replies to a 
series of why probes that describes the college decision process, where this successive 
elicitation creates a chain of elements. Studies have shown that a university could learn more 
about how to develop and communicate their service positioning strategy when finding out 
the driving force. This can be defined as consumer benefit and message elements and thereby 
decide in which dimensions the own strength lies within so that a successful positioning can 
be communicated (ibid.). The authors also suggests that by including attributes of the 
institution and the provided service, the communications strategy statement can help the 
institution to prepare itself to deliver what has been promised, and to develop a unique 
position in the minds of the selected segments. 
 

2.1.6 Changes and problems to consider 
 
When creating a position of an organization, Hooley, Saunders and Piercy, (1998, p. 309) 
points out the importance of considering potential changes in the marketplace. The market can 
according to the authors change in following aspects; the company’s view about the market, 
the market and its attractiveness, the competitors and their attractiveness, the reinventing of 
the market and market boundaries.  
 
Kotler (2003, p. 308) means that if an organization does a poor job of positioning, the market 
will be confused as to what to expect. If the organization on the other hand does an excellent 
job of positioning, it can work out the rest of its marketing planning and differentiation from 
its positioning strategy (ibid). Further, he describes a successful positioning as managing to 
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create a customer-focused value proposition, a cogent reason why the target market should 
buy the offering.  
 
Ivy (2001) finds that although people form images of higher education institutions they may 
do so on limited or even inaccurate information. Therefore universities must understand the 
image they portray and make sure that it is accurate and positive to the institution and 
university (ibid.). However, the image may be stable across the institution or vary 
significantly because each segment may associate different features, and thereby draw own 
conclusions about the institutions overall image. These images are formed from word of 
mouth, earlier experiences and marketing activities of the institutions (ibid.).  
 
Gutman and Miaoulis (2003) form a somewhat different opinion, stating that the goal of 
image management is to increase the probability that the same image is activated regardless 
what element triggers the activation. This can be achieved by positioning the university in the 
minds of the target audience in a way that evokes the desired image, which can be described 
as “the marketer boils down what the institution is to its essence and explains how it connects 
to relevant personal goals” (ibid.). 
 

2.2 How is the positioning of Swedish universities toward 
international master students communicated to the chosen 
segment? 

2.2.1 Proceeding factors  
 
An effective strategy can be devised by providing relevant academic programs, offering the 
appropriate tuition and financial aid, developing the proper communication strategy and an 
efficient delivery service for academic program means Lowry (2001). He though emphasizes 
the importance of being patient when dealing with positioning, since success seldom occurs 
rapidly. He therefore suggests university administrators not getting discouraged if enrolments 
do not change immediately and if there is only a small change in the public’s perception of an 
institution. Further, Lowry (2001) means that the image can be so embedded in the 
consumer’s mind that it will lead to great difficulties when trying to change it. By that, the 
author recommends university administrators to make a long-term commitment to 
communicate the positioning program. Further, the author states that the positioning messages 
may need to be repeated for many years before the public begins to accept the desired identity 
of a school. 
 
Before deciding how the positioning of universities should be communicated, it is important 
to take in consideration that an education service could be said to involve largely intangible 
actions, where the nature of the service act and is directed to the students minds rather than 
their bodies (Lovelock, referred to in Mazzarol, 1998). Further Lovelock means that the 
relationship with the customer can be described as a membership relationship, where 
education often involves a lengthy and formal relationship with the client.. This implies that 
the level of customization and judgment in service delivery varies between universities as 
well as inside universities and a possible problem is that quality is affected due to this 
variation. Lovelock also describes the nature of demand as having relatively narrow 
fluctuations over time, but that it still can be difficult to manage because of limitations in staff 
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and other assets. The method of service delivery, where international education services 
traditionally imply that the student comes to the institution is however changing due to the 
influx of distance educations or modern technology (ibid.). 
 

2.2.2 Important aspects to consider  
 
Mazzarol (1998), also points out a number of issues that are important to consider when 
communicating the positioning message to the potential students, and Usunier (1996, p. 185) 
finds that market areas do not only depend on the consumers preferences, but also trade 
barriers and experience effects. Mazzarol (1998) emphasizes that promotional and 
behavioural activities aim for direct or indirect affect on the students mind since marketing of 
universities to a large extent relies on the quality aspect, which, often is communicated 
through word of mouth.  
 
Further, Mazzarol means that the quality of reputation and level of market recognition are 
linked to the identification and development of competitive advantages. The identification can 
for example be a reputation for quality image, based on the standard issues or name 
recognition, based on a closely related, if not identical message to the target market. The 
quality aspect that Mazzarol (1998) brings up also includes the expertise of the staff, claiming 
that the reputation of teaching staff a reason for students to select courses on.  
 
Usunier (1996, p. 187) finds that it is difficult to develop marketing strategies and 
communicate products since international competition is fierce, although he has found two 
issues to consider where the first one is the standardization of marketing programs; to what 
degree should there be similarities in marketing strategies from one country to another? The 
other question refers to organizational issues and what is required to implement a standardized 
marketing strategy successfully. A problem for many universities is according to Gutman and 
Miaoulis (2003) that marketing communications promise benefits that institutions are unable 
to deliver, and especially when the service provider is claiming a quality position this is 
crucial to manage. Kirp (2003) though highlights that market pressure can reshape higher 
education and encourage living up to the expectations of high quality of the education. 
 

2.2.3 Organization  
 
The organizational culture can strengthen the positioning message, where symbols within an 
organizations structure can be used together with a customer oriented service in order to 
communicate competitive advantages states Mazzarol (1998), who further means that the 
language, beliefs and attitudes within an organization also contributes. Although culture needs 
to be firmly based within an organization, Mazzarol (1998) also emphasizes the importance of 
being flexible enough to encourage innovation. The author continues by saying that an 
organization also needs to develop strong core values that emphasize innovation and 
flexibility in order to develop sustained superior financial performance. When looking at the 
organizational aspect, Dealtry (2002a) finds it necessary to choose a model wisely and that an 
integrative organizational framework that can become a shared point of reference for all the 
related thinking and action is preferable. Further the author finds it important to identify the 
firm’s key issues for success, having appropriate intellectual properties and make the 
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resolution of business-led integrated learning and action in order to manage the work 
efficiently.  
 
Effective use of information technology and technical superiority can be seen as a source to a 
competitive advantage in the positioning work, and information technology has been viewed 
as offering organizations the ability to adopt “generic” strategies states Mazzarol (1998). For 
example computer aided design can assist in achieving cost leadership while differentiation 
can be assisted by selected information technologies (ibid). According to Lowry (2001), a 
university that pursues an active positioning program should benefit from stable or increased 
enrolments and greater student retention. Lowry (2001) also recommends universities to 
assemble an advisory committee to oversee the positioning strategy when the administration 
is ready to initiate it. The committee should consist of a group that is representative of the 
university community, such as administrators, faculty, students, alumni, and community 
leaders, who all can provide input for the strategy (ibid.).  
 
Further, Lowry (2001) finds that the advisory committee should select a professional 
marketing organization to develop the positioning strategy since an effective positioning 
involves marketing research studies, creative advertisement and proper media selection. By 
doing that, he means that the focus and scope of the strategy can be determined, the student 
market can be identified and the desired position can be established through the interaction of 
the marketing organization, committee members and professional marketers. Gray, Fam and 
Llanes (2003) point out print and internet to be the best promotional medias. Results of 
research made by Gomes and Murphy (2003) strengthen those opinions when showing that 
over 50 per cent of international students perceive Internet as a facilitating tool when it comes 
to choosing overseas education. Gray et al. (2003) mean that the university’s website should 
include crucial information about available courses, how to apply for them, the quality of the 
courses and the career opportunities that are opened by the successful completion of a given 
degree. 
 
Further Gray et al., find separate portals for individual arriving at the website as being useful 
in order to allow easier access to the adequate information, the ability to register for particular 
course information and the avoiding of unnecessary detail. Mazzarol (1998) though claims 
that advertising and promotion implies great risks but also a possibility to communicate a 
positive message. As to all service marketing, the intangibility makes it different than to more 
conventional products, another risk is that the institution may be perceived as less serious and 
with low quality.  
 

2.2.4 Development of international education 
 
Mazzarol, Soutar and Seng (2003) state that no matter what mode of entry to international 
market is chosen, they all involve resource commitment in time and money and that it 
therefore is a critical decision to take. According to D´Auria (2001) this can be expressed as 
the importance of finding synergetic effects that shows the value of well-planned teaching and 
research programmes handling complexity and relating it in a broad sense. There are different 
definitions among authors that describes what entry modes a firm can choose between, mean 
Agarwal and Ramaswami, (referred to in Mazzarol, Soutar and Seng, 2003) find different 
options: exporting, which for universities can imply sending representatives abroad, licensing, 
franchising, joint ventures, sole ventures. Other options are management contracting strategies 
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implying an institution to move offshore or forward into its export channels often with 
together with an international alliance or coalition partner to be the most common: 
 
According to Gray, Fam and Llanes, (2003) it is crucial for universities to consider whether a 
physical presence in the target country would be of value and if it is a valuable investment to 
have the ability to have a person that meets the potential students in person. Another 
possibility to choose as entry mode can accord Mazzarol (1998) imply possession of 
international strategic alliances or coalitions which can imply reduction of risk and/or 
economies of scale when communicating positioning. Mazzarol (1998) means that there has 
been a trend within international business that organizations form strategic alliances. The 
returns and risks have though changed a lot due to the complex international environment, and 
the rapid technological development may also lead to difficult decisions to make for 
universities, especially since many universities faces tight resources (ibid.). The reason for 
form co operations is according to Gray, Fam and Llanes, (2003), except risk reduction also to 
create competitive advantages. Dunning, (referred to in Mazzarol, Soutar and Seng, 2003) has 
developed a framework for market entry strategy choices. He describes that ownership; 
implying possession of assets and skills, often connected to size, location that concerns 
market potential connected to growth and size and internationalization which in other words 
can be described as a firm’s ability to transfer ownership-specific advantages across national 
borders are affecting the choice of market entry mode.  
 
Mazzarol et al., (2003) describe three waves within the international education industry, 
where the first wave involves students travelling to a host nation for studies at a chosen 
institution, this can be said to be the usual model for exchange students, which started out 
after the end of world war two and is common today as well. To be able to remain successful, 
a niche position is necessary due to the risk that they might be perceived as providing enough 
additional value (ibid.).  
 
The second wave implies institutions working together in alliances or coalitions and thereby 
establishes presence in international markets, and can be seen as forward integration, state 
Mazzarol et al., (2003). This means that the internationalization of education services, tend to 
develop in the same pattern as other industries and as the institutions experience increases, 
forward integration is likely to become a more common strategy. It is often is a logical second 
step after direct export for internationalization of education service providers, when offering 
competitive advantages (ibid). In another article from 1998, Mazzarol discusses the 
importance of forward integration in overseas market whereas this type of close interaction 
creates a strong desire for direct control and presence. He also claims that possession of 
offshore teaching programs and recruiting offices to be an efficient way for universities to 
reach the international students but admits that it has been seen as controversial, however 
surveys among students shows that agents are seen as an important source of information. 
Further, Mazzarol (1998) claims that the effectiveness of governmental promotion agencies 
can be discussed since the unawareness is quite large, but still, a considerate amount of 
information is distributed to students by this authority. D´Auria (2001) though finds that 
synergetic effects can be raised when taking care of the links between activities and actors 
that are part of the urban environment. The institutions of the second wave can face fierce 
competition from the third wave, since they sometimes offer better quality programs at the 
same or even lower costs (Mazzarol et al., 2003).  
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When it comes to the third wave, new approaches has been developed recently according to 
Mazzarol, Soutar and Seng (2003) who find that these are connected to either branch 
campuses in foreign markets, or a delivery of courses through information and 
communications based technology. Dealtry (2001a) states that the early 2000-years will be a 
melting pot for new and challenging ideas seen in intellectual capital as well as the context of 
corporate universities, and in another article from the same author in 2002(b), the corporate 
universities most vital role is said to be to stimulate co-creative thinking and to develop 
instruments of integrative transition. These corporate universities are acknowledged in an 
earlier article from 2000(a), where Dealtry discuss the development of corporate universities 
and corporate business schools implying university platforms for large companies. The same 
author states in an article from 2002(b) that the corporate university can never be isolated in 
any way from the reality of the business enterprise. Another important aspect highlighted by 
Dealtry (2001a) is that there is a legacy of previous educational cultures in different countries 
that needs to be acknowledged since it can effect companies and universities. By this 
development, the outcome of the intellectual capital will rise since the powerful learning 
environment provides an opportunity for holistic management development, states Dealtry 
(2002a). Dealtry (2000a) also claims that this cooperation will be encouraged from the 
companies since this can lead to enhanced value. According to Dealtry (2000a) and Mazzarol 
et al., (2003), clarity about alliance partners and market positioning is important and great 
investments are needed before obtaining any return on investment. Mazzarol et al., (2003) 
also find it unlikely that the need of face-to- face interaction totally disappears, but that 
integrated communication technology (ICT) can be excellent as facilitating media and that 
most institutions will need to invest in technology in order to stay alert and internationally 
competitive.  
 
Mazzarol, Soutar and Seng (2003) identify three strategic options for international educations 
service providers during the third wave. The first option is to open branch campuses, often 
together with joint venture partners, which involve the greatest risk of investment, but it could 
also provide a better return of investment and higher level of control (ibid). The second option 
involves partnering with private sector groups to provide a “corporate university” delivery 
model which implies advanced training and education services, for example can a joint 
venture between a university and a company lead to an offering to all employees to engage in 
higher education. The goal is to invest in their intellectual capital. The third option implies 
usage of information and communication technology delivery to create “virtual universities” 
which also can imply cooperation between universities and companies, where the usage and 
possibility of Internet-delivered courses are a cornerstone.  
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3 Methodology 
 
In this section, we will describe the chosen scientific methods in collecting, handling and 
presenting the gathered data. 

3.1 Research Strategy 
 
The project started with a gathering of articles and books from the library of Luleå University 
of Technology, from now on referred to as LTU. We found that there seemed to be a 
considerate amount of literature to study when it came to theoretical contributions, which 
helped us in our work with this thesis. Our study can be viewed as exploratory, since we use 
the phrase “how” in our research questions. According to Denscombe (2003, p. 26), 
exploratory research implies collecting facts in order to describe situations or events. Further, 
the author means that ethnographies, case studies and surveys are suitable ways of gathering 
information to this type of research. After studying pros and cons of different research 
strategies, we found that a case study would suit this project the best.  
 
Denscombe, (2003, p. 9-14) describes case studies as investigating on the depth, suitable 
when one wants to highlight the general by analyzing the specific. This can also be described 
as a type of study that often implies investigation of few objects regarding a number of factors 
and issues, in order to get a holistic view of the situation (op.cit. p. 42), Eriksson and 
Wiedersheim-Paul (2001, pp. 102-105) and Yin (1994, p. 147). This seemed to match our 
purpose well, since many aspects are to consider and the human interaction can be defined as 
highly important and interesting. Another reason for choosing this strategy was the fact that 
the investigation was to be made from the “seller’s perspective”, in this case a university’s 
point of view, when finding out more about the chosen positioning towards a specified 
segment, based on certain strategic causes and decisions. If the aim of the study was to find 
out the “buyers”, in this case the students, perception of the positioning then perhaps a survey 
could have been more useful, in order to provide us with lots of opinions from many 
respondents. 
 

3.2 Selection of case  
 
When we discussed and analyzed study objects, different options regarding which higher 
education institution was to be elected, in terms of mutual interest of course, LTU was the 
obvious choice to us since we have personal knowledge due to the fact that we study at the 
university from 2001-2005. Both of us authors have also travelled a lot, studied abroad and 
worked together with international master students in different courses on LTU, which have 
made us curious about what image our home university wants to communicate. 
 
Another fact was the possibility to reach key persons in order to be able to gather sufficient 
material. Besides that we think that this is something that could be useful to LTU, as well as 
other universities striving for development since many universities inside and outside Sweden 
compete for these people. We, as authors of this thesis knew that LTU had developed their 
positioning and marketing efforts since 2003 when Pål Kastensson was hired as head of 
marketing and information. We thereby assumed that some kind of strategy was used. We 
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also knew that there had been an increase of master students attending courses at LTU but we 
did not know how this was handled by the university. The university can be said to be of 
small-medium size when compared to other universities in Sweden, with approximately 12 
500 students. Different types of international students have been coming to LTU from 1990. 
In 2004, about 200 foreign students attend courses at the university, and these numbers has 
increased, especially among master students. 
 

3.3 Data Collection 
 
Holme and Solvang (1997 p. 78) describe that the study approach can be quantitative, 
focusing on digits or qualitative, focusing on words. On the other hand, Denscombe (2003, p. 
206) finds that no investigation is either way which we as authors of this thesis agrees with. 
By this, we think that as researchers, one should use an open-minded mix and not to discard 
number or digits, nor wordy explanations or expressed opinions and this is something that we 
have tried to manage during the work with this thesis. 
 
Since our study was conducted at the same university we attend in, the first step was to visit 
the department that we knew handled foreign students and international studies, and by this 
we received names of persons who should be able to provide us with adequate information. It 
also reassured us that we would get sufficient materiel since staff at this LTU department 
expressed great interest. As we had the possibility to meet these respondents in person, we 
choose to perform personal interviews with different respondents on LTU. Denscombe (2003, 
p. 134) states, and we agree, that interviews can be suitable for a case study since the aim is to 
find profound information from few sources. Although, one has to reflect on whether this is 
appropriate means to an end. The dates for interview sessions were decided by e-mail contact 
in certain cases, and in other cases we performed personal visits in order to decide suitable 
times and dates for meetings.  
 
In order to be able to find out as much as possible during the interviews, we studied LTU´s 
website, information folders, brochures and similar products in advance. Denscombe (2003, p. 
130) claims that interviews gives detailed and rich information, which was according to our 
desire. We found that semi structured interviews were adequate for our research since we 
wanted an open dialogue, with the possibility to go deeper into certain areas with different 
respondents. Another reason for using semi structured interviews was that we wanted to use 
same interview guide (Appendix A) as a base for all the interviews, but assumed that the 
respondents had a varied background knowledge and work tasks and therewith some of the 
questions could need some explanations. The purpose of using the same interview guide to all 
of the respondents was to get a holistic picture of the area and avoid missing important 
information. 
 
We tested the interview questions on individuals from LTU with accurate knowledge in order 
to make sure that the questions were adequate and easy to understand, and not leading in any 
matter. After this, we reformulated some of the questions. The interviews took approximately 
1,5-2 hours and were conducted during a two week period, and the respondents were; Pål 
Kastensson (Head of Marketing and Communication), Anna-Carin Larsson (Administrator), 
Karin Axelsson-Grafström (Handling Officer), Ingegerd Palmér  (President) and Esmail 
Salehi-Sangari (Vice President, International Recruitment). All of the respondents were given 
the same kind of introduction before starting the interviews, where we explained that we were 
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aware that he or she might not have answers to all questions and that we accepted if any 
information was unofficial. During the interview the climate was open and we found the 
respondents cooperative and comfortable in the situation, answering all questions they were 
able to in a relaxed and informative manner. We though needed to clarify to the respondents 
that the questions concerned international master students, and that answers concerning other 
segments of course were interesting, but not for this study. In order to avoid 
misunderstandings, we also repeated the answers the respondents gave us. In the earlier 
contact with the respondents, we had found out that one of them preferred to conduct the 
interview without recording it. We naturally respected this, and since we wanted the 
interviews to be performed equally, we choose to listen and write down the answers. We also 
considered this to enhance the respondents to speak more freely since tape recorders might 
restrain the answers. With the intention of gathering as much information as possible, one of 
us was responsible for writing and the other for asking questions, even though both of us were 
active during the interviews. Directly after each session, when having all the information fresh 
in mind, we put together the empirical material and sorted it after each research question so 
that we could see if any additional information was needed. We also contacted one of the 
respondents afterwards by e-mail, and thereby provided additional information. Once all the 
materiel from the interviews and the theoretic literature were gathered and analyzed, it was 
sorted by research questions and expressed in a way that hopefully reflects and connects the 
already established theories with the new empirical data, presented in a clear understandable 
text.  
 

3.4 Data Analysis 
 
In the analysis, the theories are matched with the empirical material, gathered by personal 
interviews. After the analysis, we also present our own conclusions and reflections about the 
research area. In order to facilitate for the reader, aiming for a thesis easy to follow and 
understand, we have chosen be consequent in the structure of the thesis by dividing the 
material into the two research questions.  
 

3.5 Quality Standards 
 
The quality standards of a thesis are dependent of two aspects; validity and reliability. The 
classical criteria for validity is whether the research tools are neutral measurements, and if 
they would give the same results in other occasions, applied on the same object (Denscombe, 
2003, p. 250). In this thesis, the aim was to study positioning of a university towards 
international students, seen from a university’s perspective and as authors we decided to 
conduct the investigation on LTU, where we as authors also are students. By this, there could 
be a risk for different biases, since we for example might have a prejudice opinion about how 
the university appears to position itself, even though we have strived for keeping a neutral 
distance to the research area.  
 
The fact that we in some occasions needed to clarify for the respondents that the questions 
concerned international master students might have affected the validity both positively and 
negatively. This was done just to keep the respondents on the right track, and not to be leading 
in any matter, meaning that the research area was investigated, and nothing else. By aiming 
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for that (Thurèn, 2000, p. 22) finds that the validity can be raised. We have chosen to keep a 
neutral distance to the answers in the empirical chapter, while the analyze chapter implies a 
more critical review of the answers. By this we hope that the data gathered from the 
respondents is presented in a more valid manner.  
 
The interviews were performed in person, which made it possible to study the body language 
and give explanations, which could have lead to increased reliability. Reliability means a 
correct way of measurement, and that the same method can be applied by other persons, on 
the same material (Thurèn, 2000, p. 22). If so, the research is inter subjectively testable, and 
differences between different personalities of the researchers can be disregarded (ibid). In all 
cases but one were the spoken and written language Swedish with a Swedish interview guide, 
and than translated into English. In the fifth case, the interview guide and the interview were 
conducted in English, since the respondent felt more comfortable using that language. 
Although Swedish is mother tongue to us and the majority of the respondents, there are 
always risks with translation. We as authors have though had this in mind during the work 
with this thesis, and we have put a lot of effort in aiming for lowering the risk for 
misunderstandings and mistranslations. When it comes to the interview guide we tested the 
questions in advance which also could have raised the validity, since we thereby got 
knowledge regarding questions that were difficult to understand and could be perceived as 
leading.  
  
Another issue is that we conducted interviews during a one week period with five different 
people at the same workplace, which means that respondents might have had conversations 
with each other between the interviews and therewith affected their opinions. However, we 
made sure that no gathered data from the respondents was handed out from us to the 
respondents during the period of collecting empirical data. When dealing with human beings, 
the reliability can be a hard task since human being changes and develops. We have therefore 
collected theories that are confirmed but the empirical part of the study may differ since it is 
all about human interaction between the respondents and us researchers. The fact that no tape 
recorder was used during the interview may lower the reliability, and therewith the validity. 
Because of that, we as interviewers choose to repeat answers from the respondents so that the 
written material would be rightfully reproduced, and by that manage to reflect as truthfully 
and objective as possible. 
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4 Empirical study 
 
In this chapter, the empirical data, gathered from the personal interviews are presented, 
divided by the research questions. The respondents’ answers will be expressed individually as 
well as gathered when having similar opinions.  
 

4.1 How can the positioning of Swedish universities toward 
international master students be described? 

4.1.1 Strategy 
The respondents’ definitions of strategy showed in many aspects similarities, but also 
differences. Kastensson states that a strategy should involve an aim for being in a certain 
position within a decided time frame and that the time frame for LTU`s strategies are six 
years. The overall goal for LTU, according to Kastensson is to raise the number of students 
having LTU as their first choice, but he admits that there is no specific strategy for 
international students. Palmér, Larsson and Grafström also states that a strategy implies 
having a clear goal with objectives, but when it comes to LTU having strategies that concerns 
international students, they are not sure if it exists, except for exchange students. Grafström 
though mentions that Salehi-Sangari the vice principal of LTU has a special focus on these 
matters since there has been earlier cooperation within Teheran although this might not be 
suitable to name as a strategy. Salehi-Sangari means that strategy is the ability to see 
phenomenon and processes holistically as well as in detail. He thinks that there should be an 
overall strategy that permeates the organization and serves as a foundation, even though the 
positioning activities are handled differently by different departments at LTU. Salehi-Sangari 
states that since LTU does not have a long term strategy on how to handle international 
master students, or a strategy when it comes to internationalization as a whole, it makes it 
hard to compete and act internationally with a natural sense, especially if one is “pushed” into 
this due to environmental factors rather than actively seeking it.  
 
All respondents show different meanings when it comes to the development of strategies; this 
is something for the board states Salehi-Sangari. Grafström on her hand find that Salehi-
Sangari is the one responsible, Kastensson states that he is the one responsible for developing 
marketing strategies and that when investigated continuing that 90 per cent of the involved 
people at institutions showed interest in using a more gathered communication profile since 
the result was very shattered. From that, a more integrated positioning took place concerning 
national students. Larsson says that it is not fortified which persons are supposed to take care 
of these matters within the university, but that until 2003 the responsibility has been directed 
to each institution.   
 
According to Palmér and Grafström, the over all aim for LTU is to fill the available spaces, 
this means that the school has certain educations and programs that not enough Swedish 
students apply to, but also that there are certain programs like e-commerce that has a good 
reputation and thereby serves as interesting to international students in itself. The goal 
however, means Palmér is to have 10 per cent international students and approximately 100 
master’s students per year. Salehi-Sangari means that the university has a long way to go 
before one can say that there is systematic contact between LTU and international students. 
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However, Salehi-Sangari finds that if a comprehensive strategy were designed, this would 
pursue the possibility to implement a tighter connection to the students. 
 
When it comes to analyses for developing a strategy,  no analyses are made says Palmér, 
Larsson and Kastensson, but there are future plans for developing a team which aim for 
finding a more coherent strategy toward international students states Palmer. Kastensson, 
however, is sceptic to formal groups, which he finds could be rather ineffective, he prefers 
having a responsible person who gets help from adequate persons on commission when 
needed. Grafström states that if there are any research made concerning the international 
students, Salehi-Sangari is the one responsible and thereby the person with the adequate 
knowledge in this question. Salehi-Sangari has no knowledge regarding what analyses that 
serves as a foundation for the strategy of LTU toward international students, since his position 
is quite new and he states that lots has to be done.  
 
When implementing a strategy, Kastensson finds flexibility and mutual values to be important 
within an organization and has informed staff at the university about the core issues in the 
strategy for the university in order to get understanding and involvement in reaching the goals 
for the overall strategy. Palmér emphasizes the importance of being able to describe why and 
how something needs to be done in a certain way in order to motivate the staff when 
implementing the strategy.  
  

4.1.2 Positioning 
 
Salehi-Sangari says that positioning implies the way in which you succeed to define strategies 
and tactics, the way your product or service is defined on a market that one has studied in 
advance. Grafström states that positioning and image means that you need to decide what 
picture you want to state, and Larsson finds that these terms handle where on the market LTU 
exist, the market share and whether the marketing succeeds or not. Kastensson finds that 
positioning is a tool, which is used in order to establish an active marketing, which leads to, or 
defines the perception of a person, a product or a service. Palmér describes positioning to be 
able to make clear what LTU stands for and image is the desired picture that people should 
have of LTU.  
 
Kastensson, head of marketing and information, describes how the positioning strategy 
towards Swedish students came through, and explains this as an overall positioning, keeping 
the same theme and positioning message to all segments without special attention and 
consideration to the international students. The first step was to perform general analyses and 
research; this was made by advertising and PR agencies as well as governmental 
investigations. In the analysis work LTU could identify the main problem, which was the low 
numbers of national/Swedish students viewing LTU as their primary choice. Kastensson 
claims that the need for convincement is even higher when being located far away from the 
customers. A highly competitive situation was identified, with 40 governmental competitors, 
which was reduced to research universities; Chalmers, KTH, Handels, Linköping and Lund. 
The next step was to find sustainable, trustworthy and non-imitable competitive advantages. 
The primary competitive advantage, earlier seen as a disadvantage was the geographic 
position and the climate. Kastensson claims that turning prejudices into something positive is 
not only a successful way of creating a strategy, but also inexpensive and clever way, since 
biased perceptions are hard to change, but easy to strengthen. The secondary competitive 
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advantage was world-class research and development, with a turnover of 1.2 billion, and 50 
per cent of this goes into research.  
 
Palmér expresses a different opinion to Kastensson when stating that LTU primarily wants to 
position itself as a higher institution offering research and education internally as well as 
externally, while Larsson, alike Kastensson finds the climate to be the main issue and   
Grafström describes a combination of these two answers when finding that these issues are 
about how the school offers educations, and communicates this with snow, ice and the city of 
Luleå. Salehi-Sangari thinks that LTU wants to be seen as a technical/engineering university; 
however Salehi-Sangari means that e-commerce can be seen as an important part of a more 
comprehensive university. All respondents mentioned the positioning work made by 
Kastensson, but none were aware whether any analysis or positioning was made particularly 
for international master students. 
  

4.1.3 Strategic positioning 
 
Salehi-Sangari and Kastensson find the positioning toward international master students to be 
offensive; according to Salehi-Sangari, LTU is more or less ”forced” to act on the 
international market. However Salehi-Sangari claims that this depends on the people behind 
the positioning – what limits and boundaries versus openness can they see? Grafström means 
that the positioning probably could be described as rather defensive, without further notice of 
cultural norms and issues that implies risks of confusion. She also describes the marketing 
activities to be informative rather than having a selling approach. Larsson finds the 
positioning to be sort of a middle way, since international students choose LTU without 
actually making a lot of effort in attracting them. She also says that in 2004, there are plans 
and thoughts of how this can be done better and Palmér describes the positioning as offensive 
when it comes to corporate students but rather defensive when it comes to master students.   
 
Salehi-Sangari states that at the department that Salehi-Sangari runs, the courses and 
programs offered are specialized and therewith the positioning is supposed to be perceived as 
more specialized as well. Grafström also find the strategic positioning to be specialized, and 
some areas are communicated more than others, for example e-commerce compared to 
teacher training, but she is not sure what image is communicated, what it implies and 
mentions that the image is probably shattered since this has been issues taken care of the 
institutions, due to the fact that the departments have different skills in marketing and 
communication. Larsson states that broadness in educations are supposed to be 
communicated, which makes the positioning standardized, she thinks that the market should 
be segmented and divided more carefully, and that no expressed or formal decisions are taken 
in this matter. She continues by stating that there is a possibility that certain institutions have 
performed better than others, or at least worked with goals that suit the institution.  
Kastensson says that LTU positions itself toward international students as being a technical 
university with broadness in educations and emphasize the cooperation with other universities 
outside Sweden. He continues by stating that the positioning toward international students is 
alike no matter what type of international student, exchange students as well as master’s 
students. Kastensson emphasizes that the image of LTU should permeate the entire 
organization, and that three parts are extremely important to reach with the help of the 
adequate positioning. These are student recruitment, financing of research and recruitment of 
competence i.e. investment of staff such as professors, teachers and administrative personnel. 
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According to Palmér is the chosen positioning supposed to be somewhat niche towards 
international students’, but this could imply a risk since one want to offer a broadness of 
opportunities to choose between for the student, and this is a question that needs to be 
considered carefully.   
 

4.1.4 Competitive advantage 
 
All respondents, except Kastensson claim that good education is the primary competitive 
advantage for LTU. For example, Salehi-Sangari states that LTU is one out of four 
universities in the world offering e-commerce. There are also real enthusiasts within different 
departments at LTU that have meant a lot to the school and the development of 
internationalization mean Grafström and Salehi-Sangari. Grafström though admits to the fact 
that there are risks since this can imply that the organization can be too dependent on few 
persons. 
 
Kastensson and Larsson find the closeness and informal climate between teaching staff and 
students rare and highly appreciated. Other positive aspects, mentioned by Larsson and 
Palmér are the safe and secure city of Luleå, as well as the friendly neighbourhood and 
beautiful and pristine nature. Kastensson finds the geographic location to be the most 
important competitive advantage since it is sustainable and non imitable and the second most 
important to be world-class research and development. Palmér states that LTU`s core 
competencies are the scientific educations and research offered at the university, along with 
the geographic position. The fact that LTU cooperates with universities around the world in 
for example Australia, Finland and France is a great strength says Palmér that could lead to an 
increase in sharing values.  
 

4.1.5 Criteria for a successful positioning 
 
Kastensson and Larsson say that the exotic of Luleå in the cold winter with snow is the 
primary positioning message that should be communicated. The secondary message should be 
the quality of the education. Further Kastensson states that the two main slogans for LTU are 
as follows, 1: The northernmost technical university, 2: World-class research and 
development. Kastensson claims that the order is decided because the exotic image of Luleå 
cannot be imitated easily, while the quality of the education can be imitated by any other 
university, but he finds the combination of these two slogans and therewith positioning 
message impossible to imitate. He also claims that the exotic aspect goes even better in an 
international perspective, and that the education and research is not that important to 
communicate, since the students find this that type of information on their own. Another 
aspect Kastensson finds important is to clearly demonstrate the sender of the message, so that 
the receiver can identify LTU in other situations. The individual perspective is something that 
Kastensson finds significant for the positioning of LTU, and the closeness and warmth is 
expressed by light and positive pictures. Larsson though claims that no formal positioning is 
decided by the school at the present regarding international master students. Palmér and 
Salehi-Sangari have the opinion that the main focus should be put on the scientific and 
educational area with the geographic position and the exoticness of snow and cold as a 
secondary factor. But, just as Kastensson and Larsson, she finds a combination of these to be 
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successful when it comes to positioning towards international students and she also wants to 
find out how the university stands in competition. Salehi-Sangari wants to communicate the 
quality of the education, and the success of earlier students. He finds that the image and the 
positioning can be built by students who have graduated from LTU, however LTU needs 
successful students to leave the school to create a positive word of mouth, and this can be 
managed by a useful strategy that leads to the success of the students. He means that if LTU 
educates students that manage to pursue successful careers, than the desired positioning of 
having high quality education with great career possibilities can be reached with the help of 
those. This can for example take place by the usage of alumni, where earlier, successful 
students can contribute in different ways as well as providing LTU with a positive image. 
 
Palmér also means that there is the quality of the process that needs to be considered, which 
means how the education is managed which for example implies closeness in relations 
between students and teaching staff. Palmér thinks that the communicated image should have 
a theme, but that LTU can show different messages as well. Grafström estimates that from 
2003 and forward, there is a thought that the communicated image should be more cohesive 
than when each institution took care of this by them. This means for example that the national 
and international theme should be perceived as joint rather than shattered.  
 
Grafström thinks that the closeness of the staff and students, and the informality and warmth 
are positive aspects just as the fact that the school has generous opening hours. The fact that 
this needs to be communicated side by side with technology is difficult but important to find 
out how to do. Grafström continues by stating that when it comes to the expressions of quality 
in educations at LTU, there might be difficulties for LTU since the university started in 1971, 
which makes it quite young compared to other universities in Sweden, as for example 
Chalmers and KTH. This is something that Kastensson disagrees with, meaning that it is not 
such a young university.   
 
When it come to feedback, which can serve as a quality measure, Palmér means that since all 
courses at LTU end with a written course evaluation, this gives feedback from 
international/master students. This is the same kind of evaluation system that are used by all 
students, independent what education or type of student it is. She though admits that the 
evaluation system could be improved, in order to find out more valuable information. Perhaps 
could information from students in Teheran, which is a cooperative university, lead to more 
knowledge. The fact that LTU also works together with companies around the world, with on 
line educations as well as more standardized can also be used says Palmér, although it is not 
taken care of at present, in the year of 2004.  
 

4.1.6 Changes and problems to consider 
 
Grafström and Palmér mean that in a way, all universities within Sweden are competitors 
since all are free of charge, and that more prominent university in English speaking countries 
are fierce competitors since more international students have these as first choices assuming 
that language and resource issues are handled, since especially American universities are quite 
hard on these matters. Palmér though finds that one aspect that could be positive for LTU is 
that there are people in different countries that are quite negative in their attitude to USA. 
Salehi-Sangari and Kastensson see the large technical universities within Sweden as the main 
competitors to LTU. Kastensson though emphasizes that cooperation between universities are 
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getting more popular, and that this can be perceived as a risk if important competitors get 
clustered and more powerful. But also, that this implies a risk for a blurry message from the 
cooperating partners.   
 
Larsson says that LTU faces fierce competition from universities within Sweden as well as 
from other countries, but that for as long as the university education in Sweden stays free of 
charge, LTU and Sweden has advantages. Both Larsson and Palmer though state that the 
Bologna process (Appendix B) offers positive possibilities, when opening up the mobility 
especially if LTU manage to offer relevant courses taught in English. A possibility, according 
to Palmér is to strengthen niches at the school in order to attract certain segments and 
students, as well as education and research staff. By that LTU could become more 
competitive against the larger universities like Chalmers or Lund which have greater 
resources and are hard to compete against in a broad perspective due to their name, reputation 
and resources. She finds that the space studies in Kiruna offer a great solution since the 
combination of a specified niche education in an exotic landscape will be successful on the 
international market. 
 
Contrary to Palmér, Kastensson views the Bologna process as a threat to LTU, especially if 
the image and positioning of LTU is not strong enough, and therewith it will be hard to 
compete on a larger and more open market. Kastensson though claims that LTU is the first 
university in Sweden that has a person responsible for marketing, which can serve as an 
advantage. Further, Kastensson finds that the cold climate can be even more valuable and 
worth communicating and serve as an outside factor, well worth taking advantage of. 
Grafström says that the fact that universities may get less resource from the government when 
and if the Bologna process take place can be a threat to LTU as well as to all Swedish 
universities. If education is not free of charge anymore it might affect the possibility to attract 
Swedish as well as international students, she finds it likely that these students than will apply 
to universities that are more well known and that the competition will be even more fierce 
since the terms are more alike to all universities.   
 
Another aspect discussed by Grafström is that attracting international students may be 
diverse; she finds that the limited financial situation implies a mind wrecking situation: 1, 
should LTU by all means try to attract international students so that courses have enough 
applicants even though this is costly and might be a temporary solution, which will not work 
out well in the long run? 2, should LTU “give up” parts of the own financial resources so that 
these finances could be used by for example Swedish high schools, which could improve the 
school system in Sweden seen from a wider perspective, and perhaps lead to an increase of 
applicants to universities in the long run? 3, or should the financial resources of LTU be used 
in a way that renders smaller classes and increased teacher held tuition?  
 
Regarding the geographic position, Grafström means that this can be a weakness since it 
depends on what international students as master can relate to, for example where in Sweden 
communities of people from their home countries can be said to live, which can lead to 
advantages to universities in southern Sweden, perhaps mainly Stockholm, Linkoping, 
Gothenburg and Lund where the universities have good reputations and well known names. 
She also mentions that although exotic and sometimes an advantage, the distance to other 
cities and the cold can be somewhat frightening to international students.   
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Another important aspect is stated by Salehi-Sangari, who means that a weakness to LTU is 
that there is no functional organization that deals with the vital and crucial issue that the 
positioning of LTU towards international students implies. Another thing that can cause 
problems according to Salehi-Sangari is if one communicates the message that the university 
is world class and fails to prove so. First of all, Sweden and Luleå is becoming more 
international which Salehi-Sangari find positive, but there is a reluctance to change and this of 
course affects LTU as well as other parts of a society. Salehi-Sangari, alike Grafström also 
points out the fact that Sweden still, in 2004 offers higher education free of charge, but that 
there might be tuitions coming up and perhaps this is good since it is very costly to offer those 
educations free of charge.  
 

4.2 How is the positioning of Swedish universities toward 
international master students communicated to the chosen 
segment? 

4.2.1 Proceeding factors 
 
Larsson and Palmér both find that it is important to offer adequate courses in English, since 
this is relevant to international master students who does not speak or understand Swedish. 
But not only should LTU offer the courses in English, the spread of these offered courses 
should also be relevant which according to Palmer means that LTU should have few but good 
master programs. Another proceeding factor is according to Grafström and Larsson the 
exchange of information between universities/partner universities around the world, where 
students’ counsellors and earlier students, serve as knowledge providers. However, Salehi-
Sangari and Kastensson find that there is a risk that the communicated message may not be 
persistent enough; Salehi-Sangari states that in order to succeed in the international market, 
one needs to be able to be open minded and patient and that a strong organization and 
organization culture is crucial.  
 
All respondents state that alumni could be used in a better way than at present (2004) and that 
an international database, with Swedish and non-Swedish alumni may be developed later on. 
By this, Grafström says that this could be positive to the university since earlier successful 
students serve as ambassadors for LTU, and that contribution as practical training at 
companies, positive word of mouth or donations could be beneficial to LTU. Salehi-Sangari 
states that this is also a quality measure for LTU. Larsson says that there is an international 
students association at LTU, which is supposed to be developed; this consists of master 
students who take care of new master students in order to help them out in the new 
environment and surroundings, which implies lots of different aspects when a student enters a 
new country. At present, there are no Swedish students involved, but there may be in the 
future.  Kastensson mentions one specific task, which is the cooperation with the municipality 
of Luleå, which implies that the positioning of the municipality of Luleå is matched with 
LTU, since these two depend on each other and it would not be wise to show a fuzzy 
message. 
 
All respondents mean that the informal closeness between teachers and students at LTU serve 
as a functional way of service delivery, and all agree that the technical influx is highly 
important but that it should be seen as a natural part rather than having focus on technical/on 
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line education and training. Palmér says that LTU cooperates with large companies that 
sponsor the school in important ways, and names LKAB (a big company within the mine 
industry) as an important actor when it comes to financing research at LTU, which leads to a 
good reputation for the school, and those attending it. Grafström means that e-learning and on 
line solutions are important to take part of, but LTU needs to develop the way it is performed 
and communicated so that it fits international students. For example, time related issues needs 
to be discussed as well as cultural norms and ways of understanding different parts, as well as 
languages. This is also important to commission education students, which can take part of 
education in lots of different places around the world but since a personal closeness also is 
important, this is a complex task according to the respondents.  
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4.2.2 Important aspects to consider  
 
Larsson says that international master’s students do not have a guaranteed housing once they 
get to Luleå, but that the school tries to help out as much as possible. All master students need 
to be able to take care of their own financial situation, but Larsson and Grafström says that 
many of the master students at LTU hold scholarships. In order to improve, according to 
Palmér and Grafström, LTU has to take better use of partner universities and the already 
established contacts that lie within these deals, in order to increase the communication 
towards international students. Salehi-Sangari forms a somewhat different opinion, stating 
that not only should one focus on partner universities and already established connections but 
also be open for other possibilities and new formal/informal networks.  
 
When the respondents were asked to reflect over the term world class which is used as a 
slogan by LTU, Larsson states that the education and teaching staff at LTU are of very high 
quality, and that she therefore thinks that the terms world class and in the lead are accurate. 
Salehi-Sangari passed on this question, Grafström means that although LTU have certain parts 
within the university that may be in the lead and or world class, there are definitely other 
schools that are very good as well. She also states that these terms may be more of marketing 
terms, and that within Sweden the marketing efforts during 2004 have been highly 
acknowledged. 
 
Palmér defines world class and in the lead to be accurate descriptions of LTU since the 
university cooperates with companies that say that they only work with world-class partners. 
Palmér therefore finds the expression to be stated by competent companies, as for example 
SAAB and IBM and not only by the school itself. However, the research especially in 
different technical institutions is world class but there are certain disciplines at LTU that 
needs improvement continues Palmér. When it comes to international ranks, LTU does not 
reach high points or positions since the criteria does not match LTU means Palmér, but the 
university needs to strive for the slogans. Kastensson also agrees that the communication 
needs to be thoroughly investigated, but alike Palmér, he means that this is a normative 
description since the vision/goal/strategy is decided and this should be a fulfilling mission, 
which if not lived up to, will not last or be perceived as the truth. On the other hand, if the 
university succeeds, this will accentuate the marketing communication and the communicated 
message. 
 
Salehi-Sangari says that the success of earlier students proves the quality of LTU, but that 
LTU needs to be truthful about the own organization and what promises are given in order to 
be perceived as high quality. This means that it can be hurtful if LTU communicates messages 
that cannot be lived up to.  
 
All respondents agree that the English version of the website needs improvement, one 
example that Grafström brings up is that it should not simply be translated from Swedish into 
English. This is because cultural and behavioural aspects make the usage very different, and 
Salehi-Sangari agrees when saying that the website also should be developed in a way that 
serves the users need, not as information from LTU. Palmér on her hand means that the 
website should reflect the organization, and that it should be used in accordance with what 
type of image that wants to be communicated from the university to the students. 
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When it comes to whether the communicated positioning is supposed to be perceived as 
specialized or standardized, all respondents mean that this has been a question to each 
institution of LTU, which implies that a shattered message has been sent due to the diversity 
of the institutions. However, Salehi-Sangari and Grafström find that the communicated 
positioning of today (2004) is mainly specialized, since the impact of each institution and 
their specifics are vital. 
 

4.2.3 Organization 
 
To find acceptance, Salehi-Sangari says that education of staff is important and that at 
present, in year 2004, people at LTU does not have the proper knowledge regarding 
international/master students as far as Salehi-Sangari is aware of, and this is something that 
Larsson agrees with. She thinks that especially when it comes to international master students 
the aim and process is not permeated within the culture of LTU, and therefore seen as 
somewhat unclear. Although when it comes to Swedish students, she expects the positioning 
to be more accepted and understood by all staff. Palmér shows similar opinions when saying 
that exchange students are well accepted in the organization culture, this is not a new task but 
has taken place for a number of years but that there is a greater resistance towards master 
students, perhaps because there has been a quick increase from 2001–2004, and it is therefore 
crucial to find the “right” master students that match the organization.  
 
Salehi-Sangari states that if the teacher can exceed the expectations of the students, the 
communication of a positioning will reflect naturally. However, from 2000–2004, there has 
been education of those who are in higher leadership positions, and Salehi-Sangari finds that 
positioning may not be a task for everyday and all people at LTU. Grafström though means 
that it is important that each and everyone needs to understand that students do want to come 
to Luleå, and that this should be seen as something completely natural and therefore finds it to 
be a matter to all parts of the organization of LTU. Grafström thinks that this might not have 
been the case, since each institution has been responsible for positioning and marketing 
efforts, and therefore cannot be described as something that is permeated in the organization 
culture of LTU. Kastensson shows a somewhat different opinion, when saying that when 
starting his job as head of marketing and information, lots of meetings with all staff, and few 
students took place, which aimed for finding understanding for the positioning towards 
national students that was about to take place. 
 
When it comes to which persons are involved in communicating the positioning toward 
national and international students, all respondents point out that the fact that until 2003 this 
has been a matter to each institution and the work has been shattered and diverse. Salehi-
Sangari and Grafström agrees that nationally, within Sweden this work has improved a lot for 
LTU but that there are more to do when it comes to the international tasks since less time and 
effort has been put into for example the website. But Salehi-Sangari also states that since each 
institution handles the communication, it will be more of a solo performance where each 
person uses the own networks of personal as well as business type, including for example 
former students and teachers at other schools, and ramifies as the process develops. Grafström 
also mentions networks, where different types of exchange take place, at for example 
conferences and meetings, which can work in favour if discussed and communicated in a 
good way by different staff of LTU. 
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Other channels are described by Larsson, who claims that the institutions communicates 
information along with the department of marketing and information, and Swedish as well as 
foreign embassies in different countries around the world, but also the students’ guidance in 
Luleå and at universities around the world, especially those which have had earlier contact 
with LTU. Larsson states that cooperation between institutions and industrial companies, 
embassies and partner universities are important marketing and communication channels for 
future relationships to potential master students. Kastensson however states that all staff and 
students within LTU serve as communication and marketing tools, since the positioning and 
image should and must be permeated within the entire university, he finds other important 
channels to be partner universities around the world and word of mouth. Palmér agrees and 
describes an exchange of people which means professors, teachers, administrative staff and 
students which communicates the positioning, but also an exchange of material on the 
website, brochures, prints and personal communication by those national and international 
students that once attended at LTU which can be defined as word of mouth. 
 
Larsson describes informal meetings within the education and research, with questions 
concerning the master students who attend courses at LTU, for example how the material on 
the Internet should be developed as well as brochures and similar material and how the master 
students can be better integrated with Swedish students. However, this group had no right to 
make decisions or decide guidelines, and could therefore be said to be more of a discussion 
group says Larsson. Palmér says that there is an internationalization group at LTU, which 
persists of students, members of the faculties, and their aim is to become more active in 
overlooking and develop strategies after year 2004. All universities also have 
internationalization guidelines from the Swedish government, and there is also a desire that 
each institution should consider international questions, including statistics of how many 
international students arrive to LTU, as well as how many LTU students going abroad to 
study.  
 
The promotional medias and activities used by LTU, is according to Salehi-Sangari chosen by 
the marketing department and management. He means that the website is an important 
promotion tool and that the Swedish version of the website has changed dramatically in a 
positive way, but that more improvement is needed. When it comes to the English version, 
Salehi-Sangari finds lots of work needed in order to become sufficient. This is something that 
all respondents agree with, and Salehi-Sangari and Grafström means that by no means, it 
should simply be made by translating the Swedish version into English, but needs 
consideration of aspects that are specific to the users, like cultural, language and behavioural 
aspects, and find it important to develop it so that it facilitates the usage and that is should be 
seen from the users perspective, which in first hand are the customers who are the students, 
not the staff. Perhaps could LTU learn from the users and thereby gain information – what do 
they need to find on the website?  
 
Again, Grafström, who describes the communication to in great extent, be communicated 
from the schools perspective rather than giving answers or solutions to students around the 
world, although often these match well. Salehi-Sangari also finds different portals with 
different information important since these classifies the website and facilitates the usage. A 
somewhat different view is made by Palmér, who means that the purpose of the website is to 
receive attention from possible segments, and that this forum is a good channel since the 
message can be decided by the school itself, and the chosen image can be shown. She also 
states that most master students find their way to LTU via advertisement in newspapers and 
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on the website, but also sometimes via conferences and masses. She says that the marketing 
and information department is important since they produce material since the webpage needs 
improvement, and Kastensson explains that in 2005, a Content Management Platform (CMS) 
will be replacing the existent webpage but the present image will be kept, in order to stay with 
the theme. According to Kastensson, a CMS is used in order to give different persons the 
possibility to publish material on the website. It is technically complicated, but easy to use.   

4.2.4 Development of international education 
 
All respondents agree that partnerships with universities and companies around the world are 
crucial when it comes to market entry modes in order to find international students as well as 
being able to offer LTU students studies abroad, Grafström and Palmér finds that it is crucial 
to strengthen the existing networks and cooperating partners. Palmér means that perhaps this 
type of work should be more directed towards specific segments. She also claims that 
Kastensson, the head of marketing and communication is an important “tool”. Salehi-Sangari 
also describes cooperation, and says that university of Teheran is an important cooperating 
partner, but is also open to new networks and means that informal networks are highly crucial. 
Other ways of opening markets can be by using an improved alumni base according to 
Grafström who states that it will be developed for national and international usage in order to 
keep up to date with earlier students. This can lead to positive pay back in form of research 
resources, guest lectures, thesis but also information to new students who can contact the 
alumni for more information.  
 
Salehi-Sangari means that although e-commerce is a technically advanced education, by no 
means should the learning be completely virtual, the personal contact is crucial, and continues 
by describing the development of IES with for example e-commerce as one of the offered 
programs. In 2000, the department ran an ad in the international Herald Tribune, which had a 
tremendous impact and lead to great interest and new applicants. But this is something that is 
perceived as too costly according to Palmér and Kastensson. Larsson states that there are 
certain programs that she considers being especially interesting to international master 
students, e-commerce and technical educations and says that in 2004, out of 370 master 
applications, approximately 65-70, finally signed on courses.  
 
This is not specific to LTU says Larsson, who means that this is equal to all universities when 
explaining that it might be hard for master students to find the adequate financial resources to 
be able to study abroad. Grafström also describes this, and since master students around the 
world often applies to hundreds of different schools, there is a great reduction in how many 
students actually show up at LTU. Grafström also says that besides from the fact that these 
students applies to many different schools, each student requires a certain amount of money 
since he or she is supposed to be able to manage by own resources. Yet another fact is that 
Swedish schools are free of charge, and there are possibilities to apply for scholarships. 
Grafström also says that many international students first choice is to apply to schools in 
USA, where there are many universities with good reputation and well-known names and 
image and Larsson and Grafström point at the fact that it is a time consuming and costly 
process to handle. This is something that somewhat affects aspects described by Palmér, who 
means that there has been a change in numbers regarding students leaving and coming to 
LTU, in the beginning of and middle 1990íes more Swedish students went abroad than 
international students came to LTU, but today, in 2004 it is the other way around, and the 
amount of international students at LTU has increased over the years. 
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5 Analysis  
 
In the analysis, the empirical material presented in chapter four will be compared to theories 
presented in chapter two.    
 

5.1 How can the positioning of Swedish universities toward 
international master students be described? 

5.1.1 Strategy 
  
According to the respondents at LTU, no strategy regarding international master students 
exists at present, which does not match with theories of Barry James, referred in Hooley, 
Saunders and Piercy (2003, p. 336) who means that companies fail in the market place 
because their strategies are ill-conceived, poorly prepared and badly executed. Nor does it 
match with Kotler (2003, p. 308) who finds that marketing strategy should be based on 
targeting needs of groups in the market place. However a positioning strategy concerning 
Swedish students exists since 2004 is and according to the respondents, this is partly used for 
international students as well. This strategy, described by Kastensson matches theories well 
when it comes to what Mintzberg et al. (2003, pp. 84-89) state as different principles that are 
crucial for a lasting foundation where integrative skills and motivation of the personnel has to 
be considered, and according to Kastensson, 90 per cent of involved staff at different 
institutions were positive to the new strategy. 
 
The fact that the respondents express somewhat different meanings when it comes to goals for 
LTU concerning international master students can be seen as a mismatch with Mintzberg et al. 
(2003, pp. 81-84) who describe that strategies need to be consistent. This means that there 
should not be inconsistency between internal goals and policies, and Palmer, Grafström and 
Kastensson describes the overall goal to be to increase the number of students, and that 
international master students should be approximately 100 per year. However, Mintzberg et 
al. (2003 p. 19) mean that a strategy should forego a unique and valuable position, and Salehi-
Sangari describes that LTU has a long way to go before there is a good connection and 
systematic contact with international master students, which implies differences between 
theories and reality. 
 

5.1.2 Positioning 
 
The way that Kastensson describes the positioning process toward national students is 
according to theories presented by Ivy (2001) and Kotler (2003, p. 308) where designing the 
company should imply that the offering reaches a competitive position, and this includes how 
the university sees itself and how this influences the portrayed image. Usunier (1996, p. 281) 
states that there is a cultural aspect to consider when using stereotyped images, and that one 
needs to remember that it is perceived differently among people of the world, and although 
Kastensson states that the usage of turning prejudice was beneficial to LTU, the cultural 
aspect was not commented. However, respondents show different meaning in how this is 
viewed, Kastensson and Larsson mean that the exotic winter landscape should be on display, 
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Palmer and Salehi-Sangari on the other hand sees education as the main issue and finally 
Grafström means that the target audience should acknowledge a mix of these two. Mintzberg 
et al. (2003, p. 101) state that the positioning of an organization can be made by taking the 
structure for given, and analyze strengths and weaknesses, which has been made according to 
Kastensson. Ivy (2001) states that universities can use different statistical techniques in order 
to become better than other competitive institutions and this are not anything that is 
mentioned by any of the respondents.    
 

5.1.3 Strategic positioning 
 
Hooley, Saunders and Piercy (2003, p. 336) state that the strategic positioning can be mainly 
defensive or offensive, and Salehi-Sangari, Palmér and Kastensson mean that LTU acts rather 
offensive. Salehi-Sangari describes this due to the fact that one is more or less pushed to act 
on the international market, but that what is important is what is behind the positioning and 
how open minded it is. Grafström describes the positioning as defensive, meaning that the 
communication is informative rather than selling.  
  
Different strategic positions are described in theories; Mintzberg, Lampel, Quinn and Ghosal 
(2003, p. 18) explain that variety based positioning is suitable when an organization can 
produce particular sets of products using characteristic sets of activities and this is according 
to Salehi-Sangari and Grafströms explanation regarding especially Salehi-Sangari department 
IES way of offering specialized education such as e-commerce. Kastensson and Palmér mean 
that a broadness of education is needed, and Kastensson also says that the positioning is alike, 
no matter what type of international student is to be reached. This can somewhat be compared 
to Mintzberg et al. (2003, p. 19) definition of a positioning used when the needs of the 
customers are similar but the way to reach them is different. The way a product sits in the 
market can also vary according to Mintzberg (2003, p. 133) and states that a segmentation 
strategy is used when a segmented market is target with a range of products offered to the 
different segments and this is according to how respondents explain LTU situation. However, 
Larsson think that the international market should be segmented and divided even more 
carefully, and Palmér finds the chosen positioning to be quite niched, but that it is important 
to offer a wide range. Since Kastensson describes student recruitment to be the over all goal to 
LTU, this can be compared to Mintzberg et al. (2003, p. 134) who mean that the fit into the 
market can be described as driven by the internal product or production. 
 

5.1.4 Competitive advantage 
 
Hooley, Saunders and Piercy (1998, pp. 44-49) mean that a statement needs to be made about 
where an organization wants to compete, and what differential advantages there are, and that 
it always has to be seen on a basis of value to the customer. At LTU, all respondents agree 
when saying that high quality education is offered, which means a valuable core product, 
Kastensson though claims that the geographic location and the climate is the most important 
competitive advantage since it is inimitable. This is something that also is according to Collis 
and Montgomery, referred to in Mazzarol and Soutar (1999) who states that competitive 
advantages can be derived from internal skills, resources or assets. Palmér describes other 
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advantages that are communicated after education and climate to be the selection of offered 
courses in English, and the cooperation with universities worldwide.  
 

5.1.5 Criteria for a successful positioning 
 
Gray, Fam and Llanes (2003) find that the image of the country instead of a city could be 
used, due to the fact it is difficult to separate individual universities from general images. This 
is not something that is used in positioning of LTU, instead Kastensson states that the symbol 
and logotype of LTU should be visible in all advertising and information materiel in order to 
easily be able to identify LTU as the sender. Kastensson states that specific pictures are to be 
used in the positioning that communicates the winter landscape, but also pictures that express 
warmth between people. This is according to Usunier (1996, pp, 277-280) who discusses the 
role of symbolic attributes, which are linked to the name, but also points out that it is 
important to consider in what extent the local name should be used. This can be compared to 
Kotler (2003, p. 210) who states that an organization should stick to the selling proposition by 
using consistent message. Palmér express a somewhat different opinion, when explaining that 
a mixed message will be sent since all institutions take care of their own positioning, although 
she agrees that a consistent theme is important. Salehi-Sangari and Larsson mean that by 
educating students that succeed in the business life, a high quality measure will be given to 
LTU and this can be compared to Gutman, referred to in Gutman and Miaoulis (2003) who 
suggests means-end chain as a tool for positioning towards international students. This 
implies how the student and the university connect via own, separate goals that are fulfilled 
thanks to each other. The quality opinions of Salehi-Sangari and Larsson can also be 
compared to Gray, Fam and Llanes (2003) who find that promotion need to show the superior 
career opportunities that a certain university provides.  
 
The fact that all master students need to be able to take care of their own financial situation 
and do not have a guaranteed housing once they get to Luleå, which mismatch with Dowling 
(2000) recommendations. Palmér at LTU means that feedback of quality is taken care of by 
course evaluation from students at LTU, among them international master students, however 
authors like Gray, Fam and Llanes (2003) mean that it is important to be able to control other 
aspects too, like durability and security since the choice of studying abroad is made not only 
for financial reasons but also on the ground of self-interest.   
 

5.1.6 Changes and problems to consider 
 
Hooley, Saunders and Piercy (1998, p. 308) find that changes can occur, for example by 
changes in the market place, or the view on competitors, reinventing of a market and market 
boundaries. Palmér states that there are people around the world that at present, in 2004 have 
a quite negative attitude towards USA, which could be positive to LTU. When it comes to 
competitors, all respondents’ expressed quite agreeable opinions regarding main competitors 
where English-speaking countries are the main competitors abroad, and within Sweden KTH, 
Chalmers and Linköping are frequently mentioned. All respondents also show awareness 
regarding future problems and changes considering market boundaries, for example the 
possible changes when the Bologna process will start, and if university education will not be 
free of charge anymore. There are differences though, for example Palmér sees the Bologna 
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process as a positive possibility, whereas Kastensson shows concern regarding the fierce 
competition that will take place. Kotler (2003, p. 308) means that if an organization does a 
poor job with the positioning, the market will be confused, however Kastensson mean that 
since LTU is the only university in Sweden with a person responsible for marketing 
(Kastensson, head of marketing and information) this serves as an advantage to LTU. But 
Salehi-Sangari shows concern, since LTU lacks well functioning organizations that keep a 
cohesive perspective towards international students. Ivy (2001) states that people form images 
of higher education institutions based on limited or inaccurate information, therefore it is 
important to be develop an honest and stable positioning. This is something that is mentioned 
by Salehi-Sangari, who means that LTU will face problems if one declares education and 
research in world class, and then cannot live up to it.  
 

5.2 How is the positioning of Swedish universities toward 
international master students communicated to the chosen 
segment? 

5.2.1 Proceeding factors 
 
Larsson and Palmér find that it is important to offer adequate courses in English, by offering 
few but good master programs, just as Lowry 2001 suggests in the theories. The opinions 
whether it is good or bad that Swedish universities offer education free of charge shows that it 
can be discussed whether the non existing tuition should be overlooked, even though this is 
something to be handled by the government. Lowry (2001) also recommends being patient 
when dealing with positioning. This have Salehi-Sangari and Kastensson showed awareness 
of, they see a risk that the communicated message may not be persistent enough; emphasizing 
to be open minded and patient and that a strong organization culture is crucial.  
  
The relationship with the customer that Mazzarol, (1998) describes can be improved 
according to all respondents. Grafström says that this can be done by using alumni data base 
in a better way, in order to reach earlier successful students who can serve as ambassadors for 
LTU which could lead to positive word of mouth, which Salehi-Sangari also see as a quality 
measure for LTU. Another way to improve the relationship to the customer, says Grafström is 
to start the planned international students association at LTU.  
 
The exchange of information between universities/partner universities around the world that 
Grafström and Larsson mentions makes the delivery of the service efficient, just as the 
theories of Lowry (2001) and Lovelock, referred in Mazzarol (1998) describe. The informal 
closeness between teachers and students, without any notable influx from technology is seen 
as a good way of service delivery according to all of the respondents. Another aspect 
improving the service quality, according to Palmér, is the cooperation with large companies 
that sponsor the school, which leads to a good reputation to the school, and those attending it. 
 
The level of customization and nature of demand relatively to supply, brought up in the 
theories by Lovelock, referred in Mazzarol (1998) is discussed by Salehi-Sangari, Palmér and 
Grafström who find e-learning and on line solutions important to take part of, but that LTU 
needs adjust the performance and communication so that it fits international students, with 
consideration to time related issues as well as cultural norms and ways of understanding. The 
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intangible actions that is one of the characteristics of education service, according to 
Lovelock, referred in Mazzarol (1998) is discussed by Kastensson when describing that the 
cooperation with the municipality of Luleå is important, since the positioning of LTU and the 
municipality of Luleå are dependent on each other and need to be matched in order to 
communicate a clear and distinct message. 
 

5.2.2 Important aspects to consider 
 
Usunier (1996, p. 185) states that market areas are dependent on trade barriers and experience 
effect. None of the respondents mention any trade barrier, but Palmér and Grafström, finds a 
development of the already established contacts and partner universities as a good way of 
increasing the communication towards international students. Salehi-Sangari describes other 
solutions of how to develop contacts when emphasizing the importance of being open for 
other possibilities and new formal and informal networks. Larsson and Kastensson see it as an 
advantage having a head of marketing that has developed an overall strategy and positioning 
for the university. Salehi-Sangari sees a problem in not having developed a cooperative 
organization with specific tasks and mutual goals and means that no learning curve exists for 
the university as a whole, just for individuals working with their own areas of interest.  
 
According to Mazzarol (1998) marketing of universities to a large extent relies on the quality 
aspect, which, often is communicated through word of mouth.  This can, according to Salehi-
Sangari be done by showing the success of earlier students who proves the quality of LTU 
instead of claiming to be the best in the marketing communication, with the risk of not living 
up to it. Mazzarol also means that the quality of reputation and level of market recognition are 
linked to the identification and development of competitive advantages, on a closely related, if 
not identical message to the target market. LTU uses the slogan world class, which Larsson, 
Palmér and Kastensson find that the university can live up to since LTU offers education, 
teaching staff and cooperation of world class. This matches the theories of Mazzarol (1998) 
who finds that the expertise and reputation of teaching staff a reason for students to select 
courses on. This is also definitely according to Salehi-Sangari way of performing as a good 
teacher in order to communicate the desired positioning. Palmér and Kastensson mean that the 
university needs to strive for being world class, when Kastensson sees this as a fulfilling 
mission, which if not lived up to, will not last or be perceived as the truth and Grafström 
could not identify the school with that slogan since other schools also are very good in many 
areas. This means that the opinions whether LTU is able to deliver what the marketing 
communication promises differs from one another, which makes it difficult to match with 
what Gutman and Miaoulis (2003) brings up; that a problem for many universities is that the 
marketing communications promises benefits that institutions are unable to deliver. 
 
Usunier, (1996, p. 187) finds that universities should consider what degree of similarity 
marketing strategies toward different countries should imply and to what extent the 
organizational issues should be standardized in order to make the positioning successful. The 
respondents had considered this issue, but showed diverse opinions regarding it. All 
respondents agree that the English version of the website needs to be improved, but the 
opinions about how to do were widely spread. Salehi-Sangari means that this has to be done 
with more consideration to cultural and behavioural aspects and more focus on the users’ 
need, while Palmér means that the website should reflect the organization, with focus on the 
desired image. There are also different opinions whether the communicated positioning is 
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supposed to be perceived as specialized or standardized. All respondents mean that this has 
been a question to each institution of LTU, which implies that a shattered message has been 
sent due to the diversity of the institution and the individual responsibility that this implies. 
This means that no clear statement could be done concerning the adoption of overall 
marketing strategies and organizational issues, since it is to a large extent up to each 
institution to decide how to manage the positioning work.   

5.2.3 Organization 
 
None of the respondents reckon the positioning to be permeated in the organization of LTU, 
which mismatches with the recommendations of Mazzarol (1998) who means that the 
organizational culture can strengthen the positioning message, where symbols within an 
organizations structure can be used together with a customer oriented service in order to 
communicate competitive advantages states. Further Salehi-Sangari and Larsson do not find 
that the staff of LTU has proper knowledge regarding international/master students Palmér 
also mentions a resistance towards master students and that it is crucial to find the “right” 
master students that match the organization. This is not speaking in favour of the positioning 
work, when looking at Mazzarol`s (1998) opinions that language, beliefs and attitudes within 
an organization contribute to a competitive advantage in the positioning. Mazzarol (1998) also 
emphasizes the importance of developing strong core values that encourages flexibility and 
innovation, this agrees with Salehi-Sangari desire to be open minded for new solutions and 
informal networks. 
 
All of the respondents find that reorganizations could be needed in order to improve the 
positioning work toward international master students, uncertainties regarding whether the 
institutions still are responsibility or not are also expressed and this leads to unclear and 
shattered work. Salehi-Sangari also means that the diverse work leads to a lot of solo 
performance where each person uses the own networks of personal as well as business type. 
Grafström points at another type of network, where different types of exchange takes place, at 
for example conferences and meetings, which can work in favour if discussed and 
communicated in a good way by different staff of LTU. All this mismatches with the theories 
of Dealtry, (2002a) who finds it necessary to choose a model wisely and that an integrative 
organizational framework can become a shared point of reference for all related thinking and 
action. One shared point of reference is though the internationalization guidelines from the 
Swedish government. Lowry (2001) recommends universities to assemble an advisory 
committee to oversee the positioning strategy and select a professional marketing organization 
to develop the positioning strategy. There is not a lot of work done in this area, but Palmér 
says that there is an internationalization group at LTU, which persists of students, members of 
the faculties, and their aim is to become more active in overlooking and develop strategies 
after year 2004.  
 
LTU mainly communicate through the web site. This matches with the theories of Gray, Fam 
and Llanes (2003) that see Internet as the best promotional media. According to all 
respondents the website need improvement; especially concerning the English version since 
the adequate information can be hard to find or is even missing. This and the fact that the 
homepage misses separate portals for individuals shows that the university has a lack of 
ability to communicate crucial information to the potential students as Gray et al. recommend. 
There are though future plans for making the website more user friendly, with consideration 
to cultural, language and behavioural aspects, which especially Salehi-Sangari finds 
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important. Palmér is the only respondent, not seeing this as an important change, stating that 
the website is a good communication tool since the message can be decided by the school 
itself, and the chosen image can be shown. This however mismatches with theories that 
suggest that it should be based on customer value.  
 
The statement of Palmér that most master students find their way to LTU via advertisement in 
newspapers and by the website matches theories above and the statement of Mazzarol (1998) 
that advertising and promotion can imply great possibilities, but shows that LTU has not 
considered the risk that Mazzarol claims can occur when using advertising and promotion 
regarding for example cultural aspects. The promotional media and activities that are used by 
LTU are according to Salehi-Sangari chosen by the marketing department and management. 
 
Other communication channels for the positioning are according to Larsson institutions, 
department of marketing and information and the students’ guidance in Luleå. Kastensson 
however states that all staff and students within LTU serves as communication and marketing 
tools, since the positioning and image should and must be permeated within the entire 
university. This statement mismatches both with the theories mentioned above concerning 
having a positioning permeated in the organization and the lack of understanding and 
knowledge of the positioning, expressed by the other respondents. 
 

5.2.4 Development of international education 
 
At present, in 2004, LTU mainly focuses on forward integration and cooperation with 
different partners in order to make a successful entry mode, which is described in the theory 
as the most common way, implying low risk and potential competitive advantages (Mazzarol 
et al., 2003). The external partners are Swedish and foreign embassies in different countries 
around the world, universities around the world, especially those which have had earlier 
contact with LTU, industrial companies. This is especially significant for smaller universities 
(Dunning, referred to in Mazzarol, Soutar and Seng, 2003). All respondents found the 
partnerships with universities and companies around the world crucial for development of 
relationship with international master students, but today the focus lies on exchange students. 
Other cooperation, possible to develop is the relationship with the University of Teheran 
(Salehi-Sangari) and improved alumni database (Grafström). No representatives are sent 
abroad, except for visits, even if Gray, Fam and Llanes, (2003) finds that a physical presence 
in the target country could be valuable. When comparing with the three waves of international 
education, described by Mazzarol, Soutar and Seng (2003), LTU can to a great extent be 
related to wave number two, focusing on cooperation and strategic partners, even though the 
university partly is left in wave number one, when the main part of students from other 
countries are exchange students, which are not investigated in this thesis. LTU is also heading 
forward toward wave number three, when having plans for development of commission 
education (ibid.). 
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6 Conclusions and reflections 
 
In this chapter, we will present our own conclusions and reflections regarding the results we 
found in the analysis. After this, theoretical contributions and suggestions of further research 
will be provided. The chapter ends with implications to management, with especially LTU in 
mind. However, since the entire chapter is based on the investigation conducted on LTU, the 
general conclusions should also be seen as specifically interesting to LTU.   
 

6.1 How can the positioning of Swedish universities toward 
international master students be described? 

 
The study implicates that further analysis regarding international master students is needed 
and therefore we recommend universities to perform profound research. Although universities 
may take use of written course evaluations, these may be directed to all students. However, 
since international master students may not be used to the open and informal climate between 
students and teachers in Sweden, there is a risk that the answers could be biased or not 
completed and therefore more thorough investigations need to be made. Concerning external 
factors, that need to be analyzed and evaluated, we find it hard to estimate the impact of future 
changes like the Bologna process or a possible change to tuitions in Sweden which might lead 
to even more fierce competition. Therefore a well developed strategic positioning based on 
profound analysis is needed in the ever-changing environment.   
 
Although universities conduct a thoroughly developed strategy regarding the general 
positioning of the university, this might not be sufficient if no strategy exists specifically for 
international master students. A great danger for a university can be if there are great ideas 
and thoughts among staff and students but not specific plans for how and when this shall be 
done or which persons that are responsible. We as authors, and theories strongly suggests that 
specific strategies, based on analyses of the university itself and the specific target market are 
needed since organizations otherwise risk to fail in the marketplace. If strategies are not an 
integrated part of the organization culture (or are non-existing) results may be poor since 
goals and objectives are unclear or unknown to staff.  
 
This means that if personnel are not aware of, or strive for the same objectives, nor human or 
financial resources would probably be used effectively. This uncertainty can lead to a number 
of misfits such as; tasks are not taken care of at all, unawareness regarding “who does what” – 
and who can do the job the best but also mismatch of commitment and actions of the staff. By 
this, we mean that clear goals and objectives and a well functioning organisation structure are 
needed. That way long term goals can be reached and the possibility of using the resources 
effectively is raised.  
 
A resource for a university can be key persons that work hard on their own with tasks 
regarding international master students. However, this work may serve in two ways; the 
positive side implies great contributions to the university. The negative side could be that too 
much emphasis is put on the individual, with relationships built only on personal preferences 
instead of benefits to the university.  Universities that lack of a coherent organization structure 
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regarding international master students might lead to blurry or inconsistent message, risk of 
losing important key persons and ineffective use of resources.  
 
Since it is expensive to handle international master students, and to run higher education it is 
important that it is taken care of financially effective. One suggestion would be to create a 
network between all the Swedish universities so that all applications from international master 
students can be handled at one point. There are programs that are found attractive and unique, 
but also programs that need to accept international master students in order to fill spaces and 
gain profit. It is definitely a complex task to balance broadness in education with niches, but 
we think that in order to become more profitable and successful, universities need to consider 
which master educations should be offered and in which languages. We also think that 
universities need to keep a holistic view regarding the Swedish school system and the 
financial challenges that all universities faces.   
 
Theories suggest, and we recommend that cultural aspects need to be considered. If a 
university views all international students as one segment, we advise the university to perform 
more careful identification of the target market since there are great differences in language, 
behavioural aspects, cultural norms and values. Therefore universities should be careful 
regarding what image is portrayed; something that is perceived as exotic to one student may 
be intimidating to another. This risk especially occurs if no analysis of the international target 
audience has been performed and the knowledge therefore could be quite limited. This can be 
seen in accordance with finding competitive advantages, and as authors of this thesis, we 
think that all universities should strive for offering education of high quality, but that core 
competencies always should be seen together with how the customer perceives value. By 
being flexible and open-minded for new solutions that arise from a changing market place, 
synergies that are beneficial for the university can be achieved. But if a university choose to 
position itself with appeals that are perceived as false or misleading, the damage can be 
difficult to repair.  
 

6.2 How is the positioning of Swedish universities toward 
international master students communicated to the chosen 
segment? 

 
When it comes to how a positioning is communicated, communication toward the target 
audience needs to be consistent and persistent. Universities that cooperate with other 
universities and companies around the world can achieve a more effective communication 
towards international master students. However, the communication of the positioning needs 
to be adjusted and directed differently to different segments. High quality is often 
communicated by universities, when doing this it is crucial that it is perceived truthful and 
proved. Therefore it is important that this permeates the service delivery and organization 
before, during and after the education has taken place. This study indicates that at 2004 this 
may not be achieved, although we find great potential for improvements in communicating a 
quality message to the international master students. One way of doing this can be to use 
alumni in a greater extent, both nationally and internationally. This could lead to a positive 
flow, if former students feel pleased with their education and end up at leading positions with 
great careers, they could function as ambassadors and help new international master students 
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with for example information, exam jobs and practical training. Besides that, the university 
might benefit from financial contributions.  
 
As stated earlier, this study indicates risks of sending unclear communication messages due to 
the fact that no formal strategy regarding positioning or communication of positioning exists. 
Therefore strategies need to be developed so that all staff knows what guidelines and 
directions are to be used. It appears unclear whether each institution is or should be 
responsible, or if a coherent strategy will be developed. There may be internationalization 
groups, but unfortunately they appear to be more like discussion groups without the 
possibility to take action and therefore, very little seem to actually happen. Theories suggest, 
and we as authors of this thesis agree that positioning should permeate the organization 
culture, and this study proves the opposite, at least when it comes to handling international 
master students. Most international master students apply to universities after noticing the 
webpage, which therefore serves as the most important communication channel. However, 
this is something that the university should be grateful for since the effort behind it is 
surprisingly low. We therefore strongly suggest universities to improve the webpage by 
analyzing the need of the user, and this includes identifying and understanding different 
segments since these imply certain cultural and behavioural aspects that need to be considered 
and related to so that the webpage is perceived user friendly with adequate information.  
 
Another important source of communication toward international master students can be 
advertisement in international press, which worked out well according to the investigated 
case. If handled carefully, we find this to be a constructive tool for reaching a large number of 
potential international master students and although costly it might be worth it. Well 
developed overall positioning strategies for a university with a consistent theme, where 
certain symbols, pictures with every day people as well as celebrity endorsement could in our 
opinion work as a base; however the different international target audience needs to be 
thoroughly investigated since lots of consideration needs to be taken. If the matters discussed 
above were fulfilled in a positive way, a positive word of mouth could be a possible outcome 
and that is crucial for all universities since educations are costly long-term commitments for 
the student as well as the university. On the other hand, if the university cannot live up to the 
positioning and communicated message, the result may be devastating. 
 

6.3 Theoretical contribution 
 
University education in Sweden has been free of charge for a long time, however, this may 
come to a change in the coming years since the Bologna process may be due in 2007, but also 
since there are discussions in Sweden in 2004 regarding introduction of tuitions. This means 
that the competitive environment might get harden and that positioning and communication 
gets even more important in order to find a place in the minds of the students. In this thesis, 
which can be viewed as a small-scale scientific research project, we have used theoretic 
contributions from different authors, some with a focus on universities but also regarding 
positioning work seen from a company’s or organization’s perspective. We have had great 
help from these, but think that it would be interesting to read more about Swedish conditions, 
since not a lot is written in this area. But not only should more theories be developed from 
Swedish perspective, different cultural norms and values make it important to investigate 
other countries and regions as well. Although this thesis only points out the positioning work 
from one university in Sweden, we hope that our limited theoretic contribution could serve as 
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an “eye opener”, and perhaps as a base for the positioning work. More thoroughly performed 
investigations and studies are needed, performed by each university since the internal 
circumstances and the external environment is different to all subjects.  

6.4 Further research 
 
When it comes to further research of the topic we have chosen to investigate, the most 
obvious to us is to find out how international master students perceive the positioning of LTU. 
It could also be interesting to find out what Swedish students, or exchange students think of 
the positioning. What seems to be up and coming is commission students, which can be said 
to be a part of the third wave that are discussed by Mazzarol et al and this could probably be 
useful to study due to the technical influx that increases all the time, with e-learning and 
virtual universities as parts of the phenomena. One could also learn more about product 
development at universities, i.e. what programs and courses should be offered to what 
students? And within the universities own culture and staff, what aspects serve as important 
when it comes to finding understanding for a chosen positioning? Another interesting topic is 
cultural values in marketing of a chosen positioning, how and why certain aspects are more or 
less important and which activities that should be chosen or not. In conclusions and 
reflections we have brought up the recommendation of having a national coherent network for 
handling of applications. Our perception is that many international master students apply for 
several universities, especially in countries without tuitions. Therefore it would be of great 
interest to investigate how this network could be developed and how the applications could be 
formed and handled. To summarize, we could think of lots of different tasks and issues to 
investigate, and set our hopes to future students who might be able to find out more about this 
interesting subject. 

6.5 Implications to management 
  
No analysis are conducted at LTU regarding international master students, we recommend the 
university to perform profound research in order to be able to learn more. The aim of having 
100 international master students arriving each year is almost achieved in 2004, but without 
analysis that could provide useful information; we find it hard to estimate the impact of future 
changes like the Bologna process or a possible change to tuitions in Sweden which might lead 
to even more fierce competition. Therefore a well developed strategic positioning is needed in 
the ever-changing environment. Even though the official goal for LTU is having 100 
international master students arriving each year, we can not help but to wonder; does LTU 
sincerely strive for this accomplishment? Should other goals be set? There might be a need for 
internal analysis as well in order to clarify the goals and objectives concerning international 
master students and the total benefit for LTU in a long term perspective. We agree that it is a 
complex task to balance broadness in education with niches, but we think that in order to 
become more profitable and successful, LTU need to consider which master educations 
should be offered and in what languages. Grafström expresses interesting thought regarding 
the Swedish school system and the financial challenges that all universities faces, and we are 
of the same opinion that this needs to be viewed holistically.  
 
LTU has conducted a thoroughly developed strategy regarding the general positioning of the 
university, which has turned out to be effective. But since no strategy exists for international 
master students we think that LTU should be grateful that the international master students 
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apply to LTU.  A great danger for the university is that the respondents seem to express lots of 
great ideas and interesting thoughts, but without any specific plan for how and when this shall 
be done or which persons that are responsible. Since the respondents seem to have different 
opinions about the positioning and the entire work with international master students, we 
suspect that the different institutions might counteract instead of coordinate their actions and 
ambitions. By coordinating the efforts, LTU can achieve synergy effects alike the successful 
general positioning work. Another positive consequence could be that it might be easier to 
take part of the knowledge, and keep the information and contacts that ground figures alike 
Esmail Salehi-Sangari holds. This also implies risk reduction in the sense that human resource 
transfers into structural resource to the university.      
 
Another risk to LTU is to consider all students as one segment. By finding out LTU`s 
competitive advantages, these can be applied differently on different segments. One example 
is that since 2003, a focus on the winter climate has been expressed which could be perceived 
as intimidating to certain international segments, this is a risk especially since no analysis of 
the international target audience has been performed and the knowledge therefore should be 
quite limited. The competitive advantages for LTU expressed in 2004 imply providing high 
quality education in an exotic winter environment. As authors of this essay, we agree that all 
universities should strive for offering education of high quality, but that core competencies 
always should be seen together with how the customer perceives value. We therefore advise 
LTU to become more flexible and open-minded for new solutions that arise from a changing 
market place in order to achieve synergies that are beneficial for the university. If a LTU 
choose to position itself with appeals as “world class” that can be perceived as false or 
misleading by the target market, the damage can be difficult to repair.  
 
When it comes to how a positioning is communicated, we as authors of this thesis agree with 
Salehi-Sangari and Kastensson who show concern that communication toward the target 
audience may not be persistent enough. One thing that speaks in favour for LTU is that the 
university cooperates with universities and companies around the world, which can be used 
more effectively when it comes to international master students than it is performed in 2004. 
However, the communication of the positioning needs to be adjusted and directed differently 
to different segments, this is not done by LTU. Since high quality is one of the main issues 
that LTU wants to communicate, this also has to be truthful and proved, therefore it is 
important that this permeates the service delivery and organization before, during and after 
the education has taken place. At 2004 this is not lived up to, but we find that LTU has great 
potential for improvements in communicating a quality message to the international master 
students, by using the alumni in a greater extent, both nationally and internationally. There are 
also groups at LTU that consists of Swedish or international students who takes care of 
international master students. We think that by integrating these groups with other groups at 
the university, as well as in the society as a whole a positive outcome is possible to the 
individual student, LTU and Luleå as a society.  
 
As stated earlier, LTU risks sending unclear communication messages due to the fact that no 
formal strategy regarding positioning or communication of positioning exists and needs to be 
developed so that all staff at LTU knows what guidelines and directions are to be used. The 
positioning of LTU directed nationally is in our opinion well worked through and with a 
consistent theme, where certain symbols, pictures with every day people as well as celebrity 
endorsement are used. We recommend LTU to use this as a base, but to thoroughly 
investigate the different international target audience since lots of consideration needs to be 
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taken. If the matters discussed above were fulfilled in a positive way, a positive word of 
mouth could be a possible outcome and that is crucial for all universities since educations are 
costly long-term commitments for the student as well as the university.   
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Appendix A – Interview guide 
 
Intervjuguide/ Interview guide 
 
Strategi/ strategy 
 
Vad innebär strategi för dig /  Describe the term strategy  
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________ 
 
Vilka analyser/research ligger till grund för framtagna strategier för LTU, vad har dessa 
inneburit och vilken tidsram innefattar dessa / What analyses/ research serves as a foundation 
for developed strategies for LTU, what have those analyses/research implied and what 
timeframe do they contain 
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________ 
 
Vilka personer medverkar i framtagande av strategier för LTU, samt beskriv övergripande 
respektive specifika strategier gällande utländska studenter; process, tidsram, mening och mål 
/ Which persons are involved in the development of strategies for LTU, describe over all and 
specific strategies concerning international students: process, time frame, purpose and goal 
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________ 
 
Berätta om rekryteringsutvecklingen av internationella studenter, profil, mål, antal / Describe 
the development of reqruitment of international students, profile, goal, number of students 
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________ 
 
Beskriv och motivera LTU´s kärnkompetenser och konkurrensfördelar, samt vilka svagheter 
och hot kan påverka LTU´s position och utveckling / Describe and motivate LTU´s core 
competences and competetive advantages, and what weaknesses and threats that can affect 
LTU`s position and development 
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________  
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6.  Vilka omvärldsfaktorer kan vara positiva/negativa för LTU, och varför / What 
environmental factors kan affect LTU, positively and/or negatively 
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________ 
 
Beskriv hur återkoppling och utvärdering av valda strategier genomförs / Describe how 
feedback and evaluation of chosen strategies  are performed/managed 
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________ 
 
 
Positionering/ positioning 
 
Vad innebär positionering och image för dig/ Describe the terms positioning and image 
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________ 
 
Berätta om hur/varför LTU valt att positionera sig gentemot internationella studenter, samt 
vilka är involverade i positioneringsarbetet/ Describe how and why LTU has chosen the 
positioning towards international students and who/which people at LTU has been involved   
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________ 
 
Är positioneringen anpassad till olika segment, eller vill LTU visa en enhetlig bild gentemot 
samtliga segment/ Is the positioning directed differently to different segments, tell us more 
about similarities and differencies 
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________ 
 
Är den valda positionering tänkt att uppfattas som specialiserad eller standardiserad/ Is the 
positioning supposed to be percieved as specialized or standardized 
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________ 
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Vad är viktigast i den image/bild som förmedlas via positioneringsarbetet/ What is most 
important in the image that is supposed to be percieved by the positioning  
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________  
 
Skulle du beskriva positioneringen som offensiv eller defensiv, hur och varför/Would you 
describe the positioning as offensive or defensive, how and why 
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________ 
 
Skulle du beskriva LTU´s positionering som unik, i så fall hur och varför/varför inte/ Would 
you describe LTU´s positioning as unique, in that case how and why/why not 
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________ 
 
Vilka universitet ser du som LTU´s största konkurrenter och varför/Who are the main 
competitors to LTU, why  
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________ 
 
Hur anser du att positioneringen är förankrad och speglas i LTU´s organisationskultur/ In 
what aspects do you find the positioning being permeated in the organization culture within 
LTU 
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________ 
 
Berätta om hur/varför LTU är ”världsklass” respektive ”in the lead”/Tell us more about how 
and why LTU is ”world class” and ”in the lead” 
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________: 
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Kommunikation/communication 
 
Vilka personer inom och utom LTU kan sägas arbeta med kommunikationen av 
positioneringen, hur ser detta arbete ut/ Who/which people inside and outside LTU can be 
said to be working with the communication of the positioning/ how can this “work” be 
described 
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________ 
 
Vilka marknadsföringskanaler (direkta/indirekta) används i syfte att kommunicera LTU´s 
positionering, hur används dessa och varför har man (valt) dessa/ Which channels are chosen 
to communicate the positioning, how and why were these identified and decided 
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________ 
 
Beskriv syftet med hemsidan, vem har gjort den/uppdaterar den, vad den ska förmedla, för- 
och nackdelar/ Tell us more about the webpage, who developed and implemented it, the 
purpose, pros and cons 
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________ 
 
Beskriv ev. samarbeten (företag, andra universitet, elever, studievägledare, konsulter och 
koordinatorer med mera) som kan påverka kommunikationen av positionering gentemot 
internationella studenter/ Tell us more about cooperating companies and other partners, who 
are they and what is implied in these cooperations and how/why do they affect the positioning 
towards international students 
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________ 
 
Hur, på vilka sätt, och varför väljer LTU att komma närmare målgruppen internationella 
studenter samt ev. för och nackdelar/ How and by which efforts, and why do LTU choose to 
get closer to international students? Are there any pros and cons  
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________ 
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Beskriv teknologins betydelse idag och i framtiden för nya möjligheter till undervisning och 
kommunikation, samt hur/om klassisk undervisning påverkas/ Describe the importance of 
technology today and for the future when it comes to communication and education, what 
effects to you expect  
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________ 
 
Vilka kvalitetsaspekter vill LTU kommunicera, hur och varför sker detta/ What measures of 
quality do LTU want to communicate, how and why 
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________ 
 
 
 
 
 
Tack för din medverkan! 
Thank you for your cooperation! 
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Appendix B – Information about the Bologna process 
 
 
 
 
 

Information about the Bologna process 
 
On 19 June 1999, 29 European Ministers in charge of higher education signed in Bologna 
the Declaration on establishing the European Area of higher education by 2010 and 
promoting the European System of higher education worldwide. The Ministers affirmed in 
the Bologna Declaration their intention to: 

• adopt a system of easily readable and comparable degrees 
• adopt a system with two main cycles (undergraduate/graduate) 
• establish a system of credits  
• promote mobility by overcoming obstacles 
• promote European co-operation in quality assurance 
• promote European dimensions in higher education 

After the assignment of the Bologna Declaration the Ministers in charge of higher 
education of 33 European signatory countries have met in 2001 and in 2003 to follow up 
the Bologna Process and to set directions and priorities for the coming years 
(http://www.bologna-berlin2003.de/en/basic/index.htm) The overall steering of the 
Bologna Process and the preparation of the ministerial meeting is taken care of by the 
Bologna Follow-up, consultative members from, UNESCO-CEPES and the EU 
Presidency. The overall follow-up work will be supported by a Secretariat provided by 
Norway, as it will host the next Ministerial Conference: in May 2005 in Bergen. The 
Bologna deal will finally be closed in 2010. (http://www.bologna-
berlin2003.de/en/aktuell/index.htm) 

 


