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Summary

INTERNeX International Exchange is a company based in Vancouver, Canada. Since 1999 INTERNeX provides work and study programs in Canada for young people from around the world. Internships, restaurant and retail experience, hospitality and tourism programs, ranch stays, voluntary work and construction programs.

INTERNeX goal is to be the number one international exchange company in Canada when it comes to customer satisfaction and the number one company of choice for customers and international partners.
INTERNeX works in a market that continually grows each year and so does INTERNeX. It is market leader in Canada for most of its products. INTERNeX relies heavely on its partners for new clients. INTERNeX has 55 partners in 18 different countries.  Agencies provide 61% of all candidates, and language schools provide 36%. Together they provide for 97% of all customers. A dependency that INTERNeX would like to change, direct access to big markets such as the European market would make INTERNeX less vulnerable of the threat of losing an agency. For that to happen INTERNeX must increase its presence in those markets and it must increase its knowledge about its customers. What information do they need before they go to Canada, where do they find it and how happy are the customers with the INTERNeX’ communications.

My research shows that internet is the major source of information for the majority of INTERNeX’ candidates, no matter which program they enrolled in. When it comes to communicating with INTERNeX, they use e-mail or they pick up the phone. Approximately 80% of the customers rate the way INTERNeX communicates either good or very good. The same number says that the information INTERNeX provides them is either sufficient or very sufficient. Information they need prior to arrival is information about work, schools, visa and accommodation. After arrival it is information about work, transit, leisure, opening a bank account and buying a cell phone.

To increase the number of direct enrollments, INTERNeX needs to increase its presence on the web. Making the website more accessible by translating it in multiple languages, and creating brand awareness through social network sites such as Facebook and Twitter.

INTERNeX also needs to create an image as a reliable, experienced and flexible organization. Building that image starts by delivering perfect service to its customers: delivering service as promised, and communicating in a way that customers demand, fast and sufficient. E-mail will remain a key method of communicating, backed up by a system of templates. INTERNeX needs to monitor its achievements by regular customer satisfaction surveys, to keep the satisfaction level high and to know what to change and how to stay in sync with changing customer demands.

Foreword
Doing my internship in another country is an adventure I will never forget. One I dreamt of for a long time and will remember even longer. An adventure everybody should experience.

Making these adventures happen is exactly what my internship company does, not only for me, but for hundreds of young people every year. Young people with dreams, expectations, doubts and worries. Young people that take the risk of stepping out of there comfort zone into an unknown world.

I want thank INTERNeX for its help by making the unknown known. I want to thank the Hogeschool Utrecht for letting me step out of my comfort zone. I want to thank my friends and family to take away my doubts and worries. And I want to thank all the people I have met in Canada for making my stay here better then I dreamt or expected.

Hopefully my thesis will result in more people coming to Canada to live their dream. I enjoyed being part of a company that can facilitate that.
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Chapter 1 – Prologue

Dealing with people is a delicate business, especially if those people are far from home, and even more so if they paid a lot of money to leave their homes. And INTERNeX is not they only stakeholder in this delicacy. Agencies, language schools and host companies are a big part of it.

This thesis will help INTERNeX to improve the way it communicates towards the foundation of its existence, its customers. It will also help realizing the ambition to be less dependent on agencies and language schools by increasing its direct enrolments. 

I will start in chapter 2 by describing INTERNeX, the market in which it operates, and the challenges INTERNeX faces.

In chapter 3 I will lay the foundation of my advice by analyzing both INTERNeX and its surroundings. Using the Boston Consultancy Group Matrix, a DESTEP analyses, and a SWOT analyses.

In chapter 4 I will describe how I conducted my research, and I will discuss the results.

In chapter 5 you will find the advice based on chapter 3, chapter 4, prevailing theory and my insights as a consultant.
Chapter 2 – INTERNeX 
Paragraph 2.1 - The company

INTERNeX International Exchange is founded in 1999 and specializes in organizing education, professional internships, paid work experience, ranch stays, home stays, volunteer activities and social events for international students, graduates and professionals coming to or already in Canada. INTERNeX offers a variety of programs all around Canada. Such as work experience in hospitality, tourism, customer service, construction and farming in Vancouver, Toronto, Whistler and The Rocky Mountains, professional internships in various industry sectors in Vancouver or Toronto, and ranch stays with a Canadian family in rural Canada in return for room and board. The head office is based in Vancouver. INTERNeX also has an office in Toronto and is currently setting up an office in New Zealand. I am placed at the INTERNeX head office in Vancouver, as of now there are nine people working here. The founder and owner of the company is the president as well. INTERNeX is very successful in their line of business and is currently the largest company in Canada in its field.
Mission
"To promote personal success and facilitate the achievement of the professional aspirations of our participants, host organizations, and staff through tailored experiential programs which foster cross-cultural understanding and a mutually beneficial comprehension of a multicultural global community."

Vision
"The INTERNeX International Exchange strives to provide the absolute highest quality, client-centered professional development services to participants seeking on-site practical experience, and host organizations seeking to enrich their capacity for globalization."

INTERNeX is a commercial organization so its final goal is to be profitable. Over 2008 INTERNeX has a turnover of CA$870.000 and it placed almost 900 candidates. Average growth over the past years has been almost 10%. INTERNeX provides a service for which candidates, agencies and in some cases employers pay. There is a few different ways this process works. Basically INTERNeX works with agencies in countries all around the world and with language schools in Canada. Those agencies, such as Travel Active in The Netherlands, provide INTERNeX with candidates. INTERNeX places each of these clients in the program the agency sold them. In return, the agency pays INTERNeX a percentage of the fee they get from the candidates. Language schools in Canada work the same way. The schools sell a package to the students, which include a job in order for the students to gain work experience and practice their English skills. INTERNeX provides the job for which the language school pays a fee.

INTERNeX also deals with direct enrolments, this happens when candidates from around the world contact INTERNeX directly without the involvement of an agency. In this case the candidate instead of the agency pays INTERNeX.

Apart from the job placements and internship placements, INTERNeX offers extra service such as accommodation and visa assistance. This is the second major source of income. 


Paragraph 2.2 - Communication

Apart from the usual stakeholders such as employees, the government and the bank, INTERNeX has a few key groups to communicate with: the customers, or candidates as INTERNeX calls them; the agencies all over the world; the language schools in Canada and the employers or host companies in Canada where INTERNeX places its candidates.

INTERNeX uses a few different ways to communicate with their candidates, agencies, employers and language schools. The main medium is e-mail, used for communication with agencies all around the world, updating the language schools about the placements of their students and informing candidates, it is all done by e-mail. Employers are a different story; most of the communication takes place over the phone or in person. Employers are often too busy to communicate through e-mail, and most of the times there is a need to communicate fast.

INTERNeX’ website used to be purely a source of information, mainly used by the agencies. As of now, INTERNeX is determinant to turn the website into a sales tool. The first steps have already been taken and it is having its effect. INTERNeX gets more direct enquiries through the website than before.

Where e-mail, phone and the website are the mediums most used and most important, social networking becomes an important tool for INTERNeX. Social network websites such as Facebook and Twitter are used to get directly in contact with customers and prospects. Recent advertising on Facebook leads already to a big increase in traffic to the INTERNeX website. Apart from the newly placed ads on Facebook, INTERNeX has never used advertisements to communicate its service.

INTERNeX has however spend money on promotions, the main medium used to promote INTERNeX are fairs, expos and conferences. This medium is especially used to get in contact with agencies, schools and universities all over the world. On a yearly bases, INTERNeX spends around CA15,000 on their communications, including promotional activities, the website and the brochure.
INTERNeX is a people business, hence the mediums chosen. It is all about personal and direct communication. That is one of the reasons that communication is delicate, complex, time consuming and hard to standardize. According to Kotler, the marketing communication should not even be standardized. Since there are many different target groups; agencies, schools and candidates with different preferences and nationalities require that each and every group be targeted individually. (75 managementmodellen, p95)


Paragraph 2.3 - the challenge

INTERNeX relies heavily on partnerships with agencies and language schools, they provide over 95% of all candidates that enroll in one of INTERNeX’ programs. This causes three problems.
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Figure 1 – how do candidates come to INTERNeX. Source: INTERNeX

First of all, no partners means no business. INTERNeX wants to increase the percentage of direct enrolments to lower its dependency on partner organizations.

Secondly, because most of the candidates use schools and agencies as their liaison, INTERNeX does not know all the informational needs of their candidates. Nor does it know if all the information given to the candidates by agencies and schools is correct.

Finally, if candidates have an issue with the way INTERNeX communicates with them, they do not take it up with INTERNeX. Most issues are addressed to the schools and the agencies. INTERNeX needs to know how satisfied its candidates are in order to make improvements.

Basically, INTERNeX faces three challenges

1. A marketing challenge: How to increase the number of direct enrolments.

2. A marketing communication challenge: How to reach prospects directly.

3. A communication challenge: How to improve communications with its candidates.

Chapter 3 – Analysis
In order to understand INTERNeX, and the environment in which INTERNeX is operating I made three different analysis. The first one is the Boston Consultancy Group matrix, to get insight in INTERNeX’ product portfolio. The second one is a DESTEP analyses, to get insight in INTERNeX’ environment, and the last one is a SWOT analyses to see INTERNeX’ strengths and weaknesses and the opportunities and threats INTERNeX faces.


Paragraph 3.1 - BCG Matrix
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This matrix gives an overview of the main products that INTERNeX offers. There are two axes in this matrix, the horizontal one represents the relative market share, and the vertical one represents the total market growth. The size of the circle represents the revenue that is generated by that particular program. As you can see, Hospitality & Tourism generates the most revenue, INTERNeX has a relative market share of around three times its biggest competitor and the total growth of the market for hospitality and tourism placement is around 2 percent.

Figure 2 – INTERNeX’ products

In the upper right corner we see that Volunteer is one of the smallest programs, with a very low relative market share, but the market is growing very fast.

This information has some implications; products in the lower right corner are considered ‘dogs’, meaning that is might not be worth it for the company to keep this product in their portfolio. Products in the upper right corner are considered ‘question marks’, INTERNeX has a small relative market share in a fast growing market. These products could become a star, or they could become a dog.

The upper left corner shows the ‘star’ products, INTERNeX has a high relative market share in the market for internship and research, and this market is growing fast. The last category is located in the lower left corner of the matrix and is called a cash cow. The market grows slowly, but INTERNeX has a high relative market share, products in this area generate a lot of money, since most investments are already made to develop these products. 

The three biggest programs in terms of revenue are Internship & Research, Hospitality & Tourism and Restaurant & Retail. Together they generate around 80% of the total revenue. With a few small programs being question marks, INTERNeX has a portfolio that is well balanced. Even the construction program can pick up, since it is a product that is very cheap to maintain, as soon as the market picks up, construction becomes a question mark. Resources within INTERNeX can easily be relocated to the program of which INTERNeX beliefs it has the most potential at that time.


Paragraph 3.2 - DESTEP Model

This model helps me identify the factors that influences INTERNeX, INTERNeX has hardly any influence on these factors, but they are very important to the company. DESTEP stands for Demographics, Economy, Social Cultural, Technology, Ecology and Politics. The factors influence the total market, and all companies within the market including INTERNeX.
3.2.1 - Demographics
INTERNeX places her candidates mainly in British Columbia, especially in Vancouver. Looking at the demographics in British Columbia we see that the population grows steadily each year. But the population also gets older each year. Between 1998 and 2008 the total population of British Columbia increased by 10%. The population between 20 and 29 years old increased by 8,8%, where the population at the age of 50 and older increased by 37.6%. (www.bcstats.gov.bc.ca)

For INTERNeX this is a positive trend, since INTERNeX provides young workers to a variety of businesses in British Columbia. With the aging of the population there will be a labor shortage, so the need for INTERNeX’ services will grow. This labor shortage due to the aging of the population is already noticeable in certain ski resorts and smaller more remote cities such as Whistler and Kamloops.

3.2.2 - Economical factors

Currently Canada and British Columbia suffer from a worldwide recession. This has a big influence on INTERNeX, the market for international exchange and the companies that INTERNeX works with. According to INTERNeX the first quarter of 2009 was the worst quarter in the history of the company. One of the most important sectors for INTERNeX, tourism is suffering from the recession. US tourists account for 80% of British Columbia’s foreign visitors. As a result, restaurants, hotels and ski resorts were hardly in need for extra employees. 

A completely different situation compared to the end of 2007. An article in BC Business Online in Oktober 2007 indicated that there was a big labor shortage in the food-service industry. (bcbusinessonline.ca) Today, nearly a year and a half later, the situation is completely different. Economist Helmut Pastrick predicts a loss of 42.000 jobs in 2009, this is 1.8% of the total employment in British Columbia (www.cbc.ca). With less companies in need of employees, INTERNeX has a hard time placing her candidates.

But things are picking up slowly, with the 2010 Winter Olympics coming and a sizeable net export position in a number of key natural resource products, British Columbia is in a better shape than other provinces in Canada. (www.journalofcommerce.com) The recession also has its positive side, almost all of INTERNeX’ competitors are suffering or out of business. INTERNeX expects to be the only game in town as soon as the economy picks up. Main competitor at this point is WISH Vancouver, but they are struggling to survive, their office is closed until further notice. Another competitor, Recruit Canada decided to focus more on bringing people to Canada and use INTERNeX to do the placement. Intrax, a language school in the United States that also provides internships and work placements, is starting a language school in Vancouver. But they decided not to compete with INTERNeX but to set up a partnership.

3.2.3 - Social-Cultural factors

Most of INTERNeX’ candidates will live and work in Vancouver, a city that is known for its multi cultural identity. Almost 50% of the people in Vancouver are visible minorities. (www.bcstats.gov.bc.ca) This is one of the reasons that foreigners will fit in easily, businesses are very welcoming towards foreign workers and customers are tolerant towards the lack of advanced English language skills.
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Figure 3 – visible minorities of Vancouver. – source Wikipedia.

Worldwide there is an increase in students that go abroad for their internship or to study. In 2006, over 2.9 million students enrolled outside their own country. This is an increase of 3% since the year before, and an increase of 54,5% since 1975. On average the number of students that go abroad grow annually with 7,5%. This is part of a general trend towards the free circulation of capital, goods and services. And is boosted by the decrease of transportation costs and the availability of cheap and easy ways of communication.
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Figure 4 – growth in internationalization of tertiary education. Source OECD
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5% of all those students come to Canada, this number is stabile over the past decade. Reasons for students to choose Canada as their destination are that English is the official language and the high standard of living. Reasons for not going to Canada are the high costs of living and the high tuition fees. (Education at a glance 2008, OECD)

These statistics only take into consideration students that enroll in an institute of tertiary education. Such as a college, university or institute of technology. Most of INTERNeX’ candidates do not enroll in such an institute. But these statistics indicate the trend that more young people are going abroad every year.

Figure 5 – market share of international exchange
students by country. Source OECD

3.2.4 - Technological factors

INTERNeX is a people business, machines or computers could do almost none of the activities done by INTERNeX employees. For this reason advancements in technology do not have a big influence on INTERNeX. 

New technologies in communications do make it easier and cheaper for INTERNeX to communicate with the outside world. Recently INTERNeX started to focus more on its presence on the web. It started with Facebook, Twitter, Wordpress, LinkedIn and Google Adwords. 
3.2.5 - Ecological factors

There are a few ecological factors that have a great influence on INTERNeX’ market. First of all, the mountains in British Columbia and Alberta in combination with the amount of snowfall during wintertime are the reason for the numerous ski resorts in both provinces. Without these resorts and the tourists they attract, INTERNeX would not be able to run the Hospitality and Tourism program.

Basically this goes for most parts of Canada, the unique nature is a big reason for people to choose this country as their destination. Whether it is the mountains, forest, farmland, lakes, beaches, islands or lakes.

The moderate climate on the west coast makes places like Vancouver and Victoria popular destinations. Even in wintertime temperatures hardly drop below zero degrees, unlike most parts of Canada.

The infrastructure in Canada is good, all major places are easily accessible by car or public transit. And all urban areas and most of the rural areas have cell phone coverage and access to internet.

3.2.6 - Political and legal factors

The single most important political factor is the visa arrangements. For almost all programs that INTERNeX offers, candidates need to have a work permit. The rules and regulations for these work permits vary from one country to another. For most Western Europeans it is very easy to get a work permit. Citizens from countries such as the Netherlands, Germany, England and France have access to a ‘Working Holiday Visa’ or a ‘Young Workers Exchange Visa’. For them, Canada is easily accessible. But for people from Eastern Europe, Asia, Africa and South America things are more complicated. This had its effect on the amount of people that are coming to Canada.

For example, citizens from Spain do not have access to the Working Holiday Visa. For that reason INTERNeX does not get a lot of candidates from Spain. But Canada and Spain recently came to the agreement that starting next year, Spain will have this type of visa. As soon as this news came out, an agency in Spain contacted us with a request to work with us.

Basically the government controls the amount of foreigners coming to Canada each year. INTERNeX benefits a great deal if politics and regulations are making it easier for foreigners to work or study in Canada.

Of course in general, local and national laws, by-laws and regulations have their effect on how INTERNeX can run its business. But visa regulations are the most important factor.


Paragraph 3.3 - S.W.O.T. 

A swot analyses is used to analyze the strengths, weaknesses, opportunities and threats of a company. Analyzing this gives insight in a companies position, and it can be used to strategize the companies’ future. A full swot analysis could easily fill up thirty pages. Therefore I will only discuss the strengths, weaknesses, opportunities and threats that are most important in my opinion. 
3.3.1 - Strengths

· INTERNeX has over ten years of experience with international exchanges.
Experience and contacts are more valuable in the business for international exchange than anything else. Over the years INTERNeX has build trust with its partners, both national and international. Experience is needed, especially for tailor made programs such as Internship & Research and Ranchstay. This strength gives INTERNeX great advantage over potential competitors. Since it is necessary to have the contacts and the experience, which is not something competitors can gain overnight. 


· INTERNeX has a strong network of reliable partners all across the globe.
Over the years INTERNeX has build up a worldwide network of partners such as agencies, universities and language schools. Since direct enquiries only make up a small portion of the total number of candidates, partners are very important for INTERNeX. Both local and international partners are giving INTERNeX access to a greater pool of potential candidates. Agencies also take care of most of the marketing in their country.


· INTERNeX is a flexible company with a high level of adaptability.
Demands from candidates and agencies will constantly change. INTERNeX has the flexibility to implement the necessary changes to adapt to changing demands. Programs can be changed and new programs and activities can be developed. Also employees are encouraged to be creative and develop new programs and services if they feel it would be a good idea. This flexibility is necessary to stay ahead of the competition and keep delivering high quality service.


· INTERNeX is located in one of the highest rated cities in the world, close to a wide variety of nature and leisure options.
Vancouver has been consistently rated as one of the most livable cities in the world. On top of that, top class destinations such as Whistler, Vancouver Island and the Rocky Mountains are only a few hours away. This attracts millions of people to British Columbia each year. Among those are people looking for work and study, which makes them potential customers. The ones that come as a tourist bring in a lot of business, creating more demand for workers.

3.3.2 - Weaknesses
· 
INTERNeX has not yet strategized and formalized all of their activities.
With a constantly changing market and a daily pressure to meet demands from customers and deadlines, INTERNeX tends to focus on the now. As a result, formulating long-term strategy and formalizing activities are not always priorities. A company needs goals and a clear strategy on how to reach those goals.  Knowing where to go and how to go there will create a ‘sense of mission’ among employees. This contributes to the effectiveness and involvement of the employees. (Mandour 2006, p13) . 


· INTERNeX has not yet a fully functioning CRM system.
Although INTERNeX has a database with information off all their clients, this is not fully functioning. Not all information about all candidates is entered in the database, a lot of information is only to be found on the paper files or e-mail inboxes. On top of that some information is incorrect, the big percentage of undeliverable e-mails in my research is a proof of that. Having used the database, I have experienced that it is impossible to target a specific group of candidates, although that should be possible. Biggest cause for this is not the database itself, but the way INTERNeX employees use it.

· Most of INTERNeX’ programs are run by a single employee.
INTERNeX currently offers 8 different programs, run by six different employees. Although those people are highly skilled to run the programs, if one of them would leave the company it would affect INTERNeX severely. It also makes it difficult for employees to take time off, since they have sole responsibility for their program.


· Almost none of the partnerships with schools and agencies are secured with a contract.

INTERNeX is under a constant threat of losing one of its partners, since only a few partnerships are actually secured with a contract. For example, the local language schools are very much aware of the fact that they are responsible for a big proportion of INTERNeX’ candidates. They use that often as leverage of INTERNeX by threatening to take their business elsewhere if INTERNeX does not meet certain demands. If only one of the language schools would stop working with INTERNeX, it would bring the company in serious cash flow problems.

3.3.3 - Opportunities

· The market for international exchange is growing.
There is a worldwide increase in young people that search for study and work experience across the borders. Canada has approximately a 5% market share (see §3.2.3). Since INTERNeX has a big share of the market for international exchange in Canada, a growth of the market will most likely result in a growth of INTERNeX.
· More countries get visa arrangements with Canada.
The number of people actually choosing Canada as their destination depends on a variety of factors. On important factor is the availability of work permits. With more countries signing visa arrangements with Canada, more people can actually come to Canada. Creating a bigger market for INTERNeX.
· Because of the recession, competitors are going out of business.
Smaller companies that are competing with INTERNeX locally are having a hard time surviving the recession. With competitors going out of business, INTERNeX will have a bigger share of the market. It also lowers the possibility for language schools to take their business elsewhere, which lowers their leverage over INTERNeX.
· People are increasingly more familiar with online buying.
An increase in direct enrollments will make INTERNeX less dependent on schools and agencies. INTERNeX’ website is an important tool to make that happen. Since INTERNeX does not have a presence in most countries, people need to buy one of INTERNeX’ programs online. Over the years the number of online transactions and total money spend online grows with an average of 25%. And the willingness to shop at unfamiliar website also grows. (www.ecommerce-guide.com). An increase in direct sales could make INTERNeX less independent from agencies and schools.
· Possibility of obtaining accreditation from foreign universities.
By getting accreditation from foreign universities, the perceived quality of INTERNeX’ programs will increase. Candidates are ensured that the get a certain level of quality in the service INTERNeX delivers. Local companies will know that candidates provided by INTERNeX will meet certain standards. And INTERNeX will gain credibility towards new partners.
3.3.4 - Threats
· Changes in visa regulations by the Canadian government.
Although I listed visa regulations as an opportunity, it is also a threat. The trend over the past decade was one of a more welcoming attitude towards foreigners. But as a result the recession, Canada is currently reviewing its immigration laws and visa regulations. As soon as the government decides to cut back on the maximum number of temporary workers, INTERNeX has a big problem. Registering interns as students is not a solution, as the Canadian government demands work permits for interns.
· Global issues, such as threat of terrorism and the Mexican Flue.
These issues will have a negative impact on the number of people that are willing to go abroad. For example, universities saw a decrease in international students after 9/11. Students were reluctant to enroll in an American university, and the United States government tightened security and visa regulations. Another example is the impact of SARS, which had an impact on tourism world wide, five times greater than 9/11. (WTTC, 2003)
· Entry of new competitors, local and global.
The last few years there has been a lot of movement in the market for international exchange. Big travel companies such as TUI and big recruitment companies such as Monster are getting involved in international exchange, sometimes even by buying agencies in different countries. If one of those big companies would decide to start working in Vancouver it could potential put INTERNeX out of business.
· Ability from competitors to copy services offered.
Programs INTERNeX offers such as Internship & Research and Ranchstay are unique, tailor-made programs that are hard to replicate by competitors. But programs such as Restaurant & Retail and Hospitality and Tourism are easier and relatively cheap to replicate. This makes INTERNeX vulnerable for new competitors who start offering similar programs.
Chapter 4 – Research
Paragraph 4.1 - Cause for the research

In chapter 2.3 I described the three major challenges that INTERNeX currently faces. In order to design a strategy on how to face those challenges, I need to have more information on INTERNeX’ candidates. Especially on how they obtain their information and what information they need. With the help of this information it is possible for INTERNeX to reach out to prospects via the right means of communications, communicating the right message. I also use this research to get a first measurement of client satisfaction on the way INTERNeX communicates and the sufficiency of the information provided by INTERNeX.



Paragraph 4.2 - Research goals

The question that I want to answer is how INTERNeX should arrange its communications, so that it fits the information needs of its prospects and candidates. Fitting the communication to the needs of the prospects will hopefully contribute to the conversion rate and the client satisfaction later on. Fitting the communication to the needs of the clients contributes to client satisfaction. A higher client satisfaction contributes positively to partnerships with agencies and language schools.


Paragraph 4.3 - Questions

I want to answer four main research questions:

- What sort of information do candidates look for, before and after arrival?

- What is their main source of information before and after arrival?

- How do customers communicate with INTERNeX?

- How satisfied are the customers with the way INTERNeX communicates with them?

Because my research embraces four different programs, I want to see if there are significant differences between the programs. Besides that, the language schools are becoming increasingly important and increasingly demanding when it comes to how INTERNeX handles their students. Therefore I want to see if there are significant differences between the language schools as well.
 


Paragraph 4.4 - Methodology 

I have sent all INTERNeX customers that started their program in 2008 or 2009 a questionnaire by e-mail. Within two weeks I had a response of 20,5%, out of the 508 e-mails I have send, a 104 respondents send back the questionnaire. 67 e-mails were undeliverable, which makes the total response 23,5%. With these numbers I believe the results are fairly representative for the whole population.

I choose a survey because the population is relatively large; a survey is a good way to get data from a large and diverse population. The more people fill out the survey the more valid the data will be. By sending the survey via e-mail, I give people the chance to fill in the answers on their own time. 
I will not conduct in dept interviews with the candidates. I am looking for a general trend in the their informational needs and preferred means of communications. I did add the question if they have anything to add, which some respondents answered. And I asked them to clarify if they were not satisfied with the way INTERNeX communicates or with the sufficiency of the information. Although I believe that I have enough information for the purpose of this thesis, INTERNeX should conduct further research. This research can be used as an initial measurement to see how certain variables change over time.


Paragraph 4.5 - Population

My research population exists out of all INTERNeX candidates that enrolled in a program in 2008 or 2009. To include candidates that enrolled before 2008 will not result in useful information, since INTERNeX has changed a lot in the last few years. For example, the restaurant and retail program did not even exist in 2007.

I choose to only conduct the research among recent candidates, and not among prospects. The reason for this is the fact that I do not have easy access to prospects; there is no database of people that have show interest in INTERNeX but never became a customer. Besides that, all candidates were prospects at one point in time, so the information they provide is useful to get insight in how to increase the conversion ratio. It is however useful to know why people choose not to buy INTERNeX’ services. I will get to that later on as I discuss my advice.

Paragraph 4.6 - Results

In this paragraph I will go through the research results, and answer the research questions. This information, combined with the information from the analyses and backed up by prevailing theory will be used to formulate an advice in the next chapter. To make the graphs easier to read I grouped some of the answers. For example, restaurant, bars and theater are grouped under leisure.

4.6.1 - What sorts of information do candidates look for, before and after arrival?
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Figure 6 - information needed prior to arrival in Canada.
Before candidates come to Canada they have three major concerns, where do I work, how is my school and where am I going to life. Nothing surprising since those are obviously important issues. Information about visa, culture and leisure are also on top of most peoples list. 
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Figure 7 - information needed after to arrival in Canada.
Compared to information they need after arrival in Canada you see small changes. New informational needs come up such as information about transit, cell phone, Social Insurance Number and opening up a bank account. Again, nothing surprising as you start living in a country, you need to know your way around. If you start working you need a bank account and a Social Insurance Number.

To see if candidates from different programs have different informational needs, I split up the results. There are a few differences between the different programs, differences that are easily explained. Candidates from the Restaurant & Retail program want to know more about their school and less about work in comparison to the other programs. Reason is that almost every candidate in the Restaurant & Retail program is going to school before going to work, unlike candidates in other programs. And a lot of candidates in the Restaurant & Retail program decide to enroll this program after arrival in Canada.

Candidates from the Ranch program have no interest in information about visas, which is very understandable since this program does not require a work permit. They also have more interest in the weather conditions compared to other programs, probably because working on a ranch requires being outside a lot.

Internship candidates are more interested in culture, where Ranch candidates are not interested at all. Internship candidates are usually higher educated, which could be a reason for the higher interest in culture. Ranch candidates usually stay on their ranch throughout their whole stay, so there is no need for them to look for cultural information such as museums. 
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Figure 8 - information needed prior to arrival in Canada, divided by program.
Things change after arrival, interest in work for Restaurant & Retail candidates doubles. Leisure becomes more important and accommodation becomes less important. Transit becomes important for candidates of all programs, except the Hospitality program. Most of these candidates will work in a resort, so there is no need for public transit for them.

One thing that is remarkable is the ongoing need for information about work. For candidates in the Restaurant & Retail this is understandable, most of them decide after arrival that they want to work. But candidates in the other three programs usually know where they are going to work before they arrive. This results show in day-to-day business. Candidates are likely to contact INTERNeX is they have questions about their schedule or salary, instead of talking to their manager.
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Figure 9 - information needed after to arrival in Canada, divided by program.
4.6.2 - What is their main source of information before and after arrival?
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Figure 10 – Sources used prior to arrival in Canada.
Since most of INTERNeX’ candidates enroll through an agency in their home country, it is no surprise that it is one of the main sources of information. Followed by internet, which is no surprise, according to a research internet is many times more important then other media (e.g. television) as a source of information. (www.gva.be) When it comes to planning and booking a trip, internet is by far the source most used. (www.molblog.nl)
Of course agencies use a variety of mediums (e.g. fairs, internet, advertising) to get their customers. But my question was where do candidates get their information about schools, leisure and work. Not how they found their agency.

INTERNeX is only used as a source by 5% of all candidates. Most likely this number comes from the direct enrolments, which make up 3% of all the candidates. Although most candidates do not know about INTERNeX until they arrive in Canada, it still is a small percentage. 
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Figure 11 – Sources used prior to arrival in Canada.
The percentage increases after arrival, 23% of all candidates use INTERNeX as source to obtain their information. Again, internet is the most favorite source, followed by school and friends. Schools are important for a lot of candidates, since it is their first contact after arrival. Schools help candidates to get accommodation, how to get around in the city, and candidates make most of their friends at school.
If we divide it by program we see similar results. Agencies and INTERNeX are very important, followed by friends and family. 
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Figure 12 – Sources used prior to arrival in Canada, divided by program.
After arrival we see slight differences. Candidates enrolled in the Internship program use internet more than candidates from other programs. Reason could be the level of education, which on average is higher then other programs. 

Candidates from the Restaurant & Retail program rely more on schools then candidates from other programs. Again, the reason is that more candidates of the Restaurant & Retail program go to a language school than candidates from any other program.

Candidates from the Ranchstay and Hospitality program use INTERNeX more as a source to obtain their information then candidates from the other two programs. Less candidates from these programs go to language school, so INTERNeX functions as their first contact. And most candidates enrolled in these programs work in remote areas, there are not a lot of other sources available. 
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Figure 13 – Sources used after to arrival in Canada, divided by program.

4.6.3 - How do customers communicate with INTERNeX?

INTERNeX’ candidates use e-mail as the most important medium to communicate with INTERNeX, followed by using the phone. Initial contact is in almost half of the cases made through the agency, followed by e-mail.

[image: image10.jpg]e EENEEEEEE

How did you make your inital contact with INTERNeX?

I person:




Figure 14 – How did you make your initial contact with INTERNeX.
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Figure 15 – How do you communicate with INTERNeX.
Divided by program we see that candidates in all programs use their agency to make initial contact with INTERNeX, except the Internship candidates, the use e-mail over agencies. Main reason for this is that the Internship program has more direct enrolments than the other programs. Less candidates enrolling through agencies means less candidates using agencies to make initial contact. 

The way candidates from different programs communicate with INTERNeX is more or less the same. The biggest difference is that candidates from the Ranchstay program communicate more in person than candidates from any other program.
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Figure 16 – How did you make your initial contact with INTERNeX, divided by program
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Figure 17 – How do you communicate with INTERNeX, divided by program.
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Interesting to see is the following graph. I divided the information by school, INTERNeX works with two major language schools (PLI and IH), and a few smaller ones. Candidates from PLI are the only ones that use the school to make initial contact. After that, they use the same means of communication as the rest of the candidates 
Figure 18 – How did you make your initial contact with INTERNeX, divided by language school.
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Figure 19 – How do you communicate with INTERNeX, divided by language school.
4.6.4 - How satisfied are the customers with the way INTERNeX communicates with them?
80% of all candidates rate the way INTERNeX communicates with them with either good or very good. The information INTERNeX provides its candidate is rated either sufficient or very sufficient by almost 80% of the candidates.

Although it means that the vast majority is satisfied with both the way INTERNeX communicates and the sufficiency of the information, it also means that one out of five candidates is not satisfied
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Figure 20 – How would you rate the way INTERNeX communicates with you.
.
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Figure 21 – How sufficient was the information provided by INTERNeX?
Candidates from the Ranchstay program are most satisfied with the way INTERNeX communicates with them. But they indicate that the information provided by INTERNeX could be more sufficient. Overall, candidates from the Internship program are least satisfied by both the way INTERNeX communicates with them, and the sufficiency of the information.
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Figure 22 – How would you rate the way INTERNeX communicates with you, divided by program.
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Figure 23 – How sufficient was the information provided by INTERNeX, divided by program.
Candidates going to IH are least positive about the way INTERNeX communicates with them. But differences between the schools are not significant. 
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Figure 24 – How would you rate the way INTERNeX communicates with you, divided by language school.
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Figure 25 – How sufficient was the information provided by INTERNeX, divided by language school.

4.7 – Open questions

I asked all respondents to explain why they answered negatively at the questions about the way INTERNeX communicates and the sufficiency of the information provided. Almost all the candidates that answered negatively to those questions said it was because of the long response time and because of invalid or incomplete information.

E-mails are being answered too late or not at all, questions are not being answered or information provided turns out to be wrong. 
Chapter 5 – Advice

Paragraph 5.1 - A marketing and marketing communication challenge: How to increase the number of direct enrolments by reaching potential customers directly.
The challenge to increase the number of direct enrolments comes from the necessity to be less dependent on partnerships. This point is discussed as a weakness in the swot analyses (chapter 3.2.2). It is a strong wish by INTERNeX, and INTERNeX believes it has the potential to reach out directly to their prospects, especially in the European market. 

To make this happen I formulated the following advice.

5.1.1 – The products

Based on the BCG Matrix INTERNeX has a balanced product portfolio, for most products they are the biggest company in Canada. Combined with the growing demand for international exchange and the relatively large share Canada has in the total market, there is enough potential for INTERNeX to keep doing what they do. 

5.1.2 – The price

INTERNeX may be market leader in Canada, for people coming to Canada, but it is not the market leader in Europe for sending people abroad. INTERNeX does not have the means to launch a full-scale marketing campaign. Since INTERNeX is a newcomer to the European market and faces competition from a wide variety of companies. To survive it needs a share of the market within a relatively short time. Setting the price under the price of competitors is a way to get new customers; it is called a price penetration strategy (Kotler p152). The main competitors in Western Europe are the agencies that INTERNeX now uses to get their customers. It sounds like a contradiction, but let me explain.

INTERNeX believes that agencies in Europe overcharge for their services, so that a lower price is possible without making concessions on the product. At the moment INTERNeX charges an average fee of CA$1100 per program, depending on the program of choice and the duration of the stay. Agencies charge more than double. For example, an internship in Vancouver for 20 weeks costs CA$1200 if a student enrolls directly through INTERNeX. If a student buys the same program through a Dutch agency such as Travel Active, the agency will charge the student CA$2700. More than double the fee, and INTERNeX only gets about CA$900 from the agency.

So if INTERNeX can bypass the agencies, it will make more money per client. And it can increase customer satisfaction since the customer pays half the price for the same service.

5.1.3 – Target group
By the nature of its products, INTERNeX focus mainly on people between 19 and 30. Employers in Canada are reluctant to hire anybody that is older or younger than that age, visa regulations require people to be between 18 and 35 and people enrolling the internship program are by definition students.

People from almost every country can enroll in one of INTERNeX’ programs. Due to Canadian visa regulations this is not possible for people from India and from most African countries.

In various countries, INTERNeX has exclusive agreements with agencies. Agencies will not work with competitors of INTERNeX. In return, INTERNeX will not accept direct enrolments from those countries, but forward them to the nearest agency. Examples of those countries are Sweden, Denmark, Germany, Brazil, Russia and South Korea. This prevents INTERNeX to target potential customers directly in these countries.

It is impossible to target the total group of potential customers worldwide. This group is simply too big and too spread out. So INTERNeX must first focus on a limited geographical area. Because of the similarity in culture, the high level of English skills, access to Internet and the relatively wealth of Western European countries, this is the first market to target. 

So the first target group will be all people between 18 and 35 in Great Brittan, the Netherlands, Belgium and France. In the past these countries provide 5% of the customers, for last year the number was 43 customers, on a total of 900 customers worldwide.

As discussed in §3.2.3 and §3.3.3 there is an increasing desire by people in the target group to go abroad. INTERNeX can deliver exactly what they want by offering a wide range of possibilities for international exchange and travel. 

Within the target group there are a three different segments. The first is university and college students between the age of 18 and 30. They usually have to do an internship to complete their education. This segment can be targeted to sell the Internship and Research program.

The second segment is for people between 18 and 30 that want to work and travel in another country. INTERNeX can facilitate a job and accommodation for those that want to come to Canada to work and then travel.

The third segment is for people between 18 and 25 that want to learn the English language. INTERNeX can arrange a language school for them and if necessary secure a job.

The main segment will be the first, university and college students. This program is the most profitable for INTERNeX. This segment is easier to reach than the other two segments because it is less diverse and all the prospects are going to a university or college, which makes them easier to reach.

5.1.4 – The message
In order to decide what message to communicate there are a few things to take into consideration.

The market for international exchange is still growing, and is not a new product, especially not in Europe. Therefore INTERNeX does not have to convince people to go abroad. In other words, there is no need for INTERNeX to invest in increasing the category need. But there is a need to increase brand awareness and build a positive attitude towards INTERNeX. For most people, INTERNeX is an unknown brand, the challenge will be to first become an known brand, then become an acceptable brand, and then become a brand people buy. (Nederstigt en Poiesz, p394)

Going abroad is something most people only do once in their lifetime, and it involves a lot of effort to make it happen. (e.g. work permit, flight ticket, choosing a university, finding work placement and accommodation) It also costs quite a lot of money. The involvement of a person wanting to buy this service is therefore very high. The product ‘international exchange’ is mostly a psychosocial product. Practical and rational assessments about costs, work, school and accommodation are important. But in the end people will buy an experience, not an internship or work placement. It also is a product that does not solve a problem (e.g. an aspirin will solve your headache), but it ads value to your life (e.g. a holiday). (Floor en van Raaij, p 156)

This puts INTERNeX in a difficult position; a marketing campaign for a product like this would focus on emphasising a brands psychosocial meaning. This requires a lot of media presence. (Floor en van Raaij p155) INTERNeX does not have the means to invest in a large-scale media campaign. In the European market it faces great competition from other companies. (e.g. Kilroy Travle, Travel Active, Going Global) These companies do not focus on sending people to Canada, but offer a variety of options for almost every country on the planet.
Although psychosocial assessments are very important, prospects do need a lot of information before they will make a decision. My research shows that people need a wide variety of practical information. Such as where to live, how to pay for daily expenses, what company to work for, which flight ticket to buy, which type of insurances are needed and much more.

INTERNeX sells its product under the company name, so a favourable corporate image is very important. A potential customer must have faith in the company, especially when it comes to expensive, complex and tailor-made products of which the quality is hard to measure before buying it. (Floor en van Raaij p64) This is exactly the type of product INTERNeX provides.

In conclusion, INTERNeX needs to communicate the experience, it needs to answer the questions of prospects concerning practical information, and on top of that it needs to communicate the benefits of INTERNeX itself. It is reliable, has offices in Vancouver, Toronto and Auckland, there is no middle man so prices are low in comparison to its competitors and the programs are tailored to fit a persons wishes and background. This combined focus on both information (concrete aspects of the product) and transformation (psychosocial values of the product), is called a two-sided positioning. (Nederstigt en Poiesz p395)
5.1.5 – Goals
To measure success and progress, INTERNeX needs to set goals. Progress towards these goals can be monitored in order to decide to relocate means and attention.

5.1.5.1 - Increase brand awareness

There has never been a measurement of brand awareness among people in the target group. But since INTERNeX has never put any effort in brand awareness in these countries, nor was it active in selling its programs in these countries, the brand awareness will be zero. The first goal is to increase brand awareness among people planning to go abroad to 15% in the first three years.
5.1.5.2 - Increase positive attitude towards INTERNeX

Same as with brand awareness, there has never been a measurement of the current attitude towards INTERNeX. Since the brand awareness is considered to be zero, there is no current negative attitude towards INTERNeX. A positive attitude will mean that people see INTERNeX as a trustworthy and personal company that offers good value for money and has authority when it comes to international exchanges. Therefore the second goals is to establish a positive attitude towards INTERNeX among 50% of INTERNeX’ target group within three years.
5.1.5.3 - Search Engine Optimization 

Most people use internet to search for information when planning to go abroad. And most people use Google when searching online. Being on top in the search results for keywords such as ‘internship’, ‘working holiday visa’, ‘young workers exchange visa’, ‘working in the Rocky Mountains’, ‘working in Vancouver’, ‘work and study’, ‘ranch stay’ and ‘ski instructor Whistler’ is therefore of vital importance.

Experience by INTERNeX’ webmaster to optimize search engine results for Canada shows that increasing the ranking is possible within 1 year. The will be no extra costs to realize this goal as INTERNeX has an employee who is specialized in search engine optimalization.

Therefore the third goal is to be on the first page (top 11) of Google’s search results when people search for designated keywords, within 1 year.
5.1.5.4 - Increase involvement on social networking websites

Hundreds of millions of people use social networking sites (see also paragraph 5.1.7.1), INTERNeX currently uses Facebook and Twitter. On Facebook, people can become a fan of INTERNeX, 102 people have done so. On Twitter, people can become a follower of INTERNeX, only a few people have done so. The more fans and followers INTERNeX has, the more credibility it will have towards potential customers. 

Therefore the fourth goal is to increase the number of followers and fans by 100% each year in the next 3 years. With hundreds of new customers every year, this is a realistic target.

5.1.5.5 - Increase conversion ratio

Every day INTERNeX receives direct enquiries, approximately 5% will finally enroll one of INTERNeX’ programs. Answering all these direct enquiries costs time and money. By tailoring information towards the target group the conversion ratio could increase. My research shows what information is important for candidates. This information can be used to give the right information. This will not only increase the conversion ratio for the European market, but will increase the conversion ratio of all direct enquiries. Therefore the fifth goal is to increase the conversion ratio to 10% within one year and to 15% within three years.
5.1.5.6 - Increase percentage of direct enrolments
The previous goals must lead to a greater share of direct enrolments by increasing the number of direct enrolments (as opposed to decrease the number of enrolments through agencies and language schools). In 2008, INTERNeX got only 16 direct enrolments from the UK, the Netherlands, Belgium and France, so there is a lot to gain. Right now the total share of direct enrolments is 3%, in the Netherlands, Great Britain, Belgium and France combined the share of direct enrolments is 37%. Since these countries are the first countries to target and the goal is to bypass the agencies in these countries, the sixth goal is to increase the share of direct enrolments in the Netherlands, Great Britain, Belgium and France to 75% within three years.

5.1.6 – The mediums

INTERNeX currently uses agencies, its own website, social media (e.g. Facebook Twitter), Google AdWords and fairs to reach potential customers. Other mediums are not used, mainly because of the costs. INTERNeX does not have the financial means to use mass media such as television, radio, magazines and newspapers. Sponsoring will also be too expensive. Direct Mail requires a database with addresses; to buy an e-mail address will cost between 0,14 and 0,54 Eurocents per address.

My research shows that candidates rely on three main sources for their information before they come to Canada: agencies, internet and friends and family. Since INTERNeX wants to rely less on agencies, internet is the mediums to focus on. Combined with having presence on fairs (e.g. masterbeurs, carrierebeurs, vakantiebeurs) where young people come to inform themselves about international educational opportunities.

5.1.7.1 - Online

As previously mentioned, INTERNeX is using its website more and more as a sales tool. Currently the website is only in English, to be accessible for everybody it should be translated in various other languages. Having a website with the right content is of vital importance. The right content means that there has to be information about the subjects mentioned in my research (e.g. work, visa, leisure, accommodation). The website needs to be translated in multiple languages to provide easier acces to the information, people from France for example do not always speak the language. But they might be interested in going to a language school in Canada to learn English.

Potential customers have access to the website at any given time, from anywhere in the world. The website can also be linked to search results in search engines and to social engines such as Facebook or Twitter.

Social engines are becoming increasingly important; people spend an increasing amount of time on webistes as Facebook, Twitter, Wordpress, Blogger, LinkedIn and Hyves. Currently, more time is spend on one of these sites than on e-mail. (www.pcmag.com) Having presence on such website increases the chance that people come in contact with INTERNeX. 

5.1.7.2 – Fairs
Fairs offer some unique benefits as compared to other means of communication. The target group decides to come to the fair, so they know they will be confronted with commercial information. And they do not mind, as this is the whole purpose of going to a fair. At a fair it is easier to get a face-to-face contact with potential customers. For INTERNeX, whit its high cost, high involvement services, personal contact is very important. On a fair, customers can easily compare products and prices, INTERNeX offers a high quality service for a low price, so it could be beneficial for INTERNeX to be compared to its competitors. Because of the large number of visitors that come to a fair, INTERNeX can collect e-mail addresses for later use. Fairs to target are job fairs, travel fairs and educational fairs such as the masterbeurs in the Netherlands.

5.1.8 – costs

The advised communication mediums are very affordable. This is a must since INTERNeX does not have a big media budget. As I mentioned before, INTERNeX spends an average of CA$15,000 on mediums such as fairs, brochures and the website.

The website is build and the costs to maintain are almost zero, the webmaster is also in charge of the construction program and the I.T. infrastructure. 

Having presence on social network websites is free, it only requires access to internet.

Attending fairs and expos will cost money for the stand, and for promo material. Hiring space on a fair will cost around $200,- per square meter. (nobilis) Hiring and building a stand will cost a minimum of $2500 (onyx). Promo material such as flyers and brochures will cost a minimum of $4000 dollar (digitech) for 5000 flyers and 2000 brochures.
Paragraph 5.2 – A communication challenge: How can INTERNeX improve communications with its candidates.
To communicate a reliable, experienced and customer oriented image, INTERNeX needs to work on being reliable, experienced and customer oriented in the perception of its current and future candidates. 

To make this happen I formulated the following advice.

5.2.1 – Have regular client satisfaction surveys.
INTERNeX will not know how it achieves unless it asks its customers. Therefore it is important to have regular client satisfaction surveys. These surveys will give INTERNeX insight in how its customers rate INTERNeX’ programs, service level and communications. Based on these insights INTERNeX can make the necessary changes to improve its processes.
5.2.2 – Answering e-mails
My research shows that e-mail is used most by candidates to communicate with INTERNeX. One of the greatest complaints that candidates have is a late reply, or no reply at all. INTERNeX needs to focus on replying each e-mail within a reasonable time. 

Replying e-mails is very time consuming, especially when in increase in direct enquiries results in an increase in incoming e-mails. Therefore INTERNeX will have to systematize its responses. A lot of questions asked will be similar, and a lot of outgoing e-mails will have similar content. Creating templates will decrease time spend on writing e-mails and will allow INTERNeX to respond to e-mails faster.

Another complaint that came up in my research was the insufficiency of the information provided by INTERNeX. Investing time in creating templates can increase the quality of the response. But it also requires every INTERNeX employee to focus on the sufficiency of all information that is given to candidates. This also means that INTERNeX employees need to be proactive and ask if they can be of any assistance, without the candidate asking for assistance.

5.2.3 – Keep candidates informed

In my research candidates indicated that they feel kept in the dark about their status during their process. Did INTERNeX find them a job yet; when is their start date and what will be the specific nature of their internship, are questions candidates have during the process. It is important for a company that strives for a high level of customer satisfaction to be pro active. Try to answer questions before candidates ask them, keep candidates informed every step of the process. It will cost time, but it will also save complaints and build trust.
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Quotes
To be able to predict the costs of the adviced communication means, I got in touch with the following companies:

www.nobilis.nl
www.onyx.nl
www.digitech.ca
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