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Kern Kinderopvang: the next steps on the road to victory
How should Kern Kinderopvang respond to the customer’s desires and values?
Preface

The idea I had for my thesis’ subject was that I wanted to do something with a large organisation which was encountering difficulties. At first I had some trouble finding a thesis subject because there were so many interesting options to choose from. Whilst being in the middle of the thesis subject determination process, I realised that matters where perhaps not as complicated as they had seemed to me before. As there are many different definitions for nursery, I would like to point out that whenever I refer to nursery in this paper, I refer to the care of children. At the moment, nursery receives a lot of media attention and it has become a strong political tool. In the Netherlands, nursery is a popular item on the political agendas and it has been subject to many debates. Furthermore, I have been working for a nursery organisation called Kern Kinderopvang for over four years now. The organisation has been encountering problems because of the new Nursery Law, which was introduced on the 1st of January in 2005. For the first time in 12,5 years, the company had a negative financial result at the end of the year, furthermore, it has been losing many clients because of their dissatisfaction. From this point onwards, I will refer to the organisation as ’Kern’ or ’Kern Kinderopvang’. There are many different reasons that make this organisation interesting to write my thesis about, if only because of the unsure future that awaits the organisation. In the last couple of years, Kern Kinderopvang went through some significant change processes, such as the replacement of management. To me, it seemed to be an ideal situation to establish strategy proposals, and to do research on some related themes that appeal to Kern Kinderopvang. The fact that I have been working for the organisation for quite some time should provide me with some privileges which I intend to use to my advantage. 
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1. 
Introduction
The Dutch negative mentality towards nursery and the desire for a raised level of emancipation, have created a dynamic and difficult market for organisations active in the nursery business such as Kern Kinderopvang. The complexity lies in making decisions that are profitable for business aims, and socially acceptable at the same time. The media attention for the topic and the political importance add to the dynamics of the market. Therefore, it is of vital importance to Kern to identify the values and needs of the customers, to be able to adapt to them constantly. The focus of the paper will be on both the internal side of the organisation, as well as on the environment in which it operates its business.
The main question that will shape the paper’s structure and its content shall be:

What are the customers’ values and desires and how could Kern respond adequately to perform its business successfully? 

By investigating the customers’ desires and values an image will be drawn of strategic options that Kern could apply. The thesis will contain a customer satisfaction investigation to create an understanding of what the market demands are. Politics will be a factor in this paper, therefore, the intention is to keep up with the latest developments and to integrate them into the content.
The sub questions of this thesis are:

1. What factors determine the organisation’s market?
2. What are the organisation’s strengths ?
3. What are the organisation’s weaknesses?
4. What are the organisation’s opportunities?

5. What are the organisation’s threats?

6. What options does the organisation have to chose from?

To gather information many varying sources will be used, for instance, employees of the organisation, the Internet and the organisation’s customers. These are just some of the sources that will be appealed to in order to identify what is happening on the market, and how Kern Kinderopvang should position itself. By using varying sources the information used in my paper will be as accurate as possible. 

Chapter overview

Chapter 1 

This chapter provides the reader with a short introduction to the theme of the thesis and contains the research methods. The chapter also contains an overview of the chapters and the provision of the general question and the sub questions which this thesis intends to give an answer to.

Chapter 2

This chapter provides a short overview of the organisation’s history and of its current shape by means of the organogram along with additional information. The mission of the organisation is also integrated in this chapter along with important objectives. 
Chapter 3

This chapter contains the mission, vision and objectives of the organisation.

Chapter 4

This chapter contains the internal analysis of the organisation. It provides a business and market definition together with financial data, followed by the internal section of the SWOT analysis that displays the organisation’s strengths and weaknesses.

Chapter 5 
This chapter treats the branch analysis by means of the DESTEP analysis with great emphasis on politics. Furthermore, the sub chapters market factors, market share and industrial branch factors will help to draw a clear picture of the organisation’s branch.
Chapter 6
This chapter contains the customer analysis which should create an understanding of the customer’s values and needs by means of the customer satisfaction investigation. 
Chapter 7
This chapter contains the distribution analysis, which implies a brief overview of the distribution of the organisation’s product on the market.
Chapter 8
This chapter contains the competitor analysis to visualise the competition Kern Kinderopvang faces on the market today and in the future.

Chapter 9
This chapter contains the external section of the SWOT analysis. By combining the knowledge acquired through the customer investigation and the previous analyses strategic options are defined in this chapter. 

Chapter 10 

This chapter contains the marketing mix of Kern Kinderopvang. Apart from the classical 4 p’s it also contains 2 additional p’s; personnel and politics.
Chapter 11
This chapter contains the recommendations for the organisation based on the research done.

Chapter 12

This chapter contains the conclusion of this thesis.
Chapter 13 

This chapter contains the used appendices of this thesis.

2. Kern Kinderopvang Inc.
Formerly known as the SZK (Stichting Zoetermeerse Kinderopvang), Kern Kinderopvang has had an eventful and successful history. Kern was founded in 1973 and its main office is located in Zoetermeer, in the Netherlands. In Zoetermeer, Kern has reached a monopolistic position on the market, and it is quickly expanding its business units to nearby cities. The organisation exists for more than thirty years and is specialised in nursery. Throughout its history, Kern has gone through all stages of the development process, with the improvement of professionalism and the development of several tailor-made job formulas as the most significant adaptations. The market Kern Kinderopvang operates on is highly demanding and requires the organisation to be constantly responsive to fluctuations. The desire for new forms of relief continues, therefore, Kern is looking at possibilities of opening accompaniment centres, where elder children could be looked after. Another need the organisation intends to fulfil in the future is the relief and accompaniment of disabled young people. The organisation’s structure provides it with the possibility to keep developing and to further grow in its specialisation: the relief and accompaniment, development and growth of children of 0 to 13 years old. The main property of the product is to provide guidance to the child and its parents if required. (annual report, 2005, Rijswijk, De Resolutie)
The groups in which the product is divided are:

· Playgroups
    


(0-4 years old)

· Extra-curricular relief 

(4-8 years old)

· Kids clubs 
   


(9-13 years old)
As summarised in Kern’s annual report of the year 2005, Kern owns 18 nursery locations in Zoetermeer, each with several divisions for the different age categories. Effectively, Kern Kinderopvang has distributed its product over 33 divisions in Zoetermeer. Furthermore, the company is present by means of strategic business units in the following cities: Bergschenhoek, Boskoop, Den Haag, Haastrecht, Linschoten, Montfoort, Moordrecht, Nootdorp, Reeuwijk, Rijnsburg, Berkel en Rodenrijs, Stolwijk and Zevenhuizen. 

In Zoetermeer, Kern Kinderopvang has a market share of an estimated 92%. However, this is the city in which the organisation was born and performed its business since its existence. In the other cities, more competition is existent than in Zoetermeer, because location and time are important factors in the nursery business and because the organisation is new to these areas.

The organogram presented on the next page provides a good insight on the formal structure of the organisation and the division of functions and departments.
Organogram
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3.
Mission and objectives of Kern Kinderopvang Inc. 
Kern Kinderopvang’s mission:
To be a safe ‘open’ nursery; to be decisive without being cramped and narrow-minded; to be considerate without forgetting that children need to become able-bodied; to be focussed on the individual and to make children socially strong. (annual report, 2005, Rijswijk, De Resolutie)
The current activities will be enriched by expansion of the markets and the product. At the moment, the organisation is looking at the possibility of working together with primary schools in order to secure sales and to remain socially responsible.

Important objectives to the company are:
· To grow further in terms of sales
· To expand its business to new physical locations
· To become more professional 
Kern Kinderopvang’s vision:
To be a nursery organisation with added value for parents and children, that contributes to social shaping and a balanced development of children. J.F. Boskma, the organisation’s director, (personal interview, September 27, 2006) communicated that an important objective is to obtain an output of  7 % after interest by the year 2009. 
4.
Internal Analysis
4.1 Business definition 
Kern Kinderopvang’s core business is nursery, which has both a commercial and a social aspect. The commercial aspect is the obvious essence of the organisation. However, when operating business in the nursery environment, social ethics become an important factor. Kern Kinderopvang’s challenge is to be commercially successful, and to operate business in a socially responsible manner at the same time. (annual report, 2005, Rijswijk, De Resolutie)
4.2 Market definition 
Kern Kinderopvang operates on the nursery market in the Netherlands. Defining the business through the Abell model implies dividing it into three components; namely the customer groups, the customer functions and the used technologies. By defining the market on which the company operates through this method, one eliminates the mistake of only taking into account parts of the total picture, for example, the offering side of a product and not the demand for the product. The customer groups are the parents of the children. However, the parents of each age group are to be considered a different customer group, since the needs can differ a lot. The customer functions indicate the needs of the customers Kern Kinderopvang intends to answer to; nursery, guidance, learning and the entertainment of children. The used technologies indicate the type of mediums, through which the organisation intends to answer to the needs of the customer groups. Kern’s most significant technology is relief, however, other technologies such as the guidance and support are also important. (D.F Abell, 1980, Defining the Business – The Starting Point of Strategic Planning, Englewood Cliffs; London: Prentice-Hall.) The market definition gives a better insight on the market on which Kern operates and helps defining the growth possibilities for the organisation. Throughout the past 10 years mainly, the organisation has expanded its business by means of strategic business units. Kern Kinderopvang owns 18 business units in Zoetermeer, with most of these consisting of more than 1 division. In the nursery business, location is of vital importance. The facts show that the clientele regards the limited distance between the day care location, the primary school and the neighbourhood as a determining factor. While expanding, the organisation has combined many different strategic development directions. Traditionally, Kern Kinderopvang chooses the market development strategy. This means that it intends to generate more revenues by launching a same type of product on new markets. These new markets are homogenous; the users are comparable in their shared values and needs as in the original markets. Nonetheless, the markets are new, if only for the fact that they are located in a new geographic area with its unique properties. Because of the fact that the market is dynamic and other factors such as the improved professionalism of the industry, new opportunities and threats arise constantly.
The Abell model provides a visual image of the market definition and its three components:

· Customer function       (the needs of the customer)

· Customer technology  (the products that fulfils the customer’s needs)

· Customer groups         (the segments in which the customers are divided) 
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4.3 The assortment

Kern Kinderopvang’s portfolio consists of the following products:

	Product name
	Age category

	
	

	Playgroups 
	0-4    years old

	Extra-curricular relief 
	4-8    years old

	Kids club
	9-13  years old

	Incidental holiday nursery 
	0-13  years old

	Guest parent  
	0-13  years old


Since 2005, the product has been adapted and the organisation started to offer separate nursery products. From the 1st of January 2005, the customer has been able to purchase the pre-school, midday- and after school packages individually. At the same time, customers have been provided the option to opt for separate extra-curricular relief for the holiday periods. 
The amount of customers whom Kern Kinderopvang had a contract with for one or more nursery departments on the 31st of December 2005 was of 5636. (annual report, 2005, Rijswijk, De Resolutie)
Total amount of placed children
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KDV =  Playgroups

BSO  =  Extra-curricular Relief

PSZ   =  Incidental holiday relief

GOB  = Guest parent 

Part of Kern Kinderopvang’s product, is the division of the groups into horizontal groups and vertical groups. Vertical groups contain a maximum of 12 children between 0 and 4 years of age. Horizontal groups are groups where the age difference is of two years at most. A distinction is made between a baby group (0-2 years old) of at the most 10 children, and a pre-scholar group (2-4 years old) with a maximum of 14 children. 
The tendency at the product level shows massive growth at the extra-curricular department, and a smaller growth rate at the Kids club level. However, it also shows a decrease at the guest parent level and the playgroup level. The most preoccupying fact is the significant decrease of the playgroup department. These negative results should be put into perspective because the whole nursery branch experienced a decline in sales while adapting to the new regulations provided by the new Nursery Law. 
4.4  Marketing

Kern Kinderopvang has a clear vision of how to focus on the target group; parents of children within the age category 0-13 years. The company uses the differentiated marketing strategy; it considers every age category a segment that has its own demands and standards. In spite of the product being similar, it cannot be called equal because of the adjustments made for each specific age group. The market mechanism adds to the professionalism of the nursery industry, therefore, these differences will be greater in the near future. The market is ever demanding and because of all the media attention dedicated to nursery, organisations find themselves forced to be flexible and to answer to changes in the demand swiftly. Therefore, the specific demands for each specific area, will have to be taken into account by the organisation. In other words, if the organisation means to remain competitive, the adjustments shall have to be of a deeper level. Through the customer satisfaction research an indication will be provided of what the exact demands are, and how Kern Kinderopvang should position itself to answer to them.
4.5 Seven skills model 
The seven skills model is typically used by large organisations to create an overview of otherwise cluttered aspects of the organisation. It gives the multifaceted company a single set of metrics to analyze data, processes and performances. (Floor Management Jargon, Retrieved July 20, 2006, from http://www.floor.nl/management/7s-model.html)

4.5.1 Strategy

Kern Kinderopvang intends to become one of the largest organisations on the national market of child nursery, by expanding the reach of its product through the expansion of its markets. This is done by means of the acquisition strategy; the acquisition of other companies. A strong strategic move would be the integration of the development of new products and services, as this answers to needs and creates need. 
4.5.2 Structure

Kern Kinderopvang, formerly known as SZK Kinderopvang, exists since 1973. This implies that the organisation has a lot of experience on the market. The formal framework in which the activities of the organisation's members are coordinated, is called a functional structure. In this type of organisational structure, the division of work is the most important factor. Jobs and activities are grouped together, this process is called departmentation. 
4.5.3   Systems

The formal and informal procedures, including innovation systems, compensation systems, management information systems, and capital allocation systems, that govern everyday activity in Kern Kinderopvang, are ultimately managed by the Executive Board. An important factor in this firm’s systems are the shared values that shape both the formal and informal attitudes of the staff.
4.5.4 Style 

The leadership approach of top management, the organisation’s operating approach and the way in which its employees present themselves to the outside world (customers and suppliers), define the company’s style. Authority inspires compliance, but leadership inspires commitment and therefore it is important to create a band within the organisation. The best way to assure this within Kern is to set up social events, and it is important to eliminate the ‘us and them’ sentiment and create a ‘we’ feeling. At the moment, there is no hostile sentiment among the employees, but the gap between management and the day care locations is too large because of the existence of bureaucracy. 
4.5.5 Skills

Kern is a large organisation with many strategic business units, spread over lots of cities nearby and in Zoetermeer. To be able to achieve such expansion, an organisation has to possess some skills to achieve competitive advantage, which helps potential customers opting for it in the decision making process. The particular skills Kern has at its disposal are its size, its expertise in the business, and its qualitative product. With these skills comes the creation of an image, which works in favour of the firm. Kern has an image of being reliable and safe. These are the main skills Kern Kinderopvang has, though it has other important skills that will be highlighted further in other chapters. 
4.5.6 Staff

In February of the year 2005, a new Executive Board was introduced at the organisation. J.F. Boskma became general director and P.N. van den Nouweland became financial director. The former director stepped down, and ever since many initiatives were introduced to improve the efficiency of the company. The organisation opted for a more conservative approach in terms of attracting personnel. It began to attack sickness absence actively, which was something that had cost the organisation dearly for many years. The results are obvious with the sickness absence rate dropping dramatically in little over a year time. In April of the year 2005, more than 85 0-hour personnel members were sacked.

Kern Kinderopvang has a broad and varying staff spread  throughout the entire organisation. The total amount of people working for the organisation is 848. The composition is evident, an estimated 80% of the staff is female. Most male staff members occupy management positions either at the head office or at the crèches. Apart from the fact that the majority of the staff is certificated,  it is also noted for its knowledge, and for the quality it adds to the eventual product. However, the staff has some important weaknesses. It lacks a customer-orientated mentality and a competitive attitude that could add to the competitiveness of the organisation. For the organisation it is important to communicate its values in order to ensure they are shared by its staff. 
4.5.7 Shared values 
J.F. Boskma, director of Kern, (personal interview, September 27, 2006) indicated that one of Kern Kinderopvang’s strengths is the fact that its staff has some important corresponding values regarding the nursery of children. Whether at the main office or at the day care centres, a common sentiment appears to be that it is important to look after the children in the best way possible, and to effectively guide them in their learning process. This is obviously perceived by the parents, the actual customers. Another shared value is the conviction that children should be given space to develop independently, with some guidance applied if required. The ambition to work as a team is present at the management level, however, it is not present at the business units. Two related shared values easily identifiable are the desire to operate business in a socially justified manner, and the awareness of having the responsibility of setting an example for society in terms of education. The selection of personnel is one of the most critical business processes for Kern Kinderopvang since the staff is the parents’ main reference. To further stimulate the construction of shared values, management should undertake meetings with its staff. This should lead to the establishment and development of a corporate identity and culture. According to the Executive Board, many important values are not shared yet by the majority of the firm’s members. One of these values is to always comply with appointments. Management realises that in order to survive in the nursery business, the organisation needs to become more professional on all levels. Another value that management intends to adapt, is the phenomenon that staff members regularly criticise each other in a negative, indirect way. Management believes this to be down to the fact that the majority of its personnel is feminine. The ambition is to create an ambiance where it is easy to talk to each other without offending the other. (annual report, 2005, Rijswijk, De Resolutie)
4.6 Financial data
Kern Kinderopvang is a large organisation with lots of revenues from all its business units across different cities. Many different factors determine the financial data of an organisation. In June of the year 2005, a new accountancy programme was implemented, which resulted in more adequate management of information, and provided better insight in the profitability of all the individual business units. It also aided the Executive Board and the management team to direct the organisation more effectively. In December 2005, Kern Kinderopvang ended its collaboration with KDM, the organisation that had carried out the debtor management. Ever since, the organisation has been invoicing itself and has been able to respond to specific customer demands more easily and more quickly. However, the change of management and the Executive Board had the most significant impact on the financial situation as it introduced a professional and more business orientated mentality. (annual report, 2005, Rijswijk, De Resolutie)  
The composition and the advancement of the organisation’s turnover is as follows:

Turnover (x 1,000)




Composition turnover 2005
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The calendar year 2005 has been concluded with a loss of € 0,9 million after taxes. This was the first time in 12,5 years that the organisation determined loss. Many customers experienced nursery as too expensive because of the retirement of subsidies. However, this is not the only reason for the drop in financial performance. Last year, the organisation invested heavily in administrative and internal respect. The solvency dropped dramatically by 40 % to 24 % by 31 December 2005. On the other hand, the liquidity has improved significantly with the current ratio increasing from 56% to 63%. Therefore, 2005 has become the year in which the organisation stocked into a new direction. (annual report, 2005, Rijswijk, De Resolutie)
	                  Account of profits and charges of the accountable year 2005

	Profits                                                        2005                                     2004

	
	
	       €
	
	        €

	Rent company places
	19,736,836
	
	18,096,152
	

	Parent contributions
	436,435
	
	929,952
	

	Municipality subsidy
	808,603
	
	2,381,653
	

	Other incomes
	43,009
	
	
	

	
	
	21,180,610
	
	21,407,757

	Charges
	
	
	
	

	
	
	
	
	

	Staff expenses
	15,927,095
	
	15,514,009
	

	Housing costs
	4,195,588
	
	3,691,193
	

	Organisation costs
	1,450,612
	
	964,355
	

	Care costs
	852,592
	
	867,514
	

	
	
	22,425,887
	
	21,037,071

	
	
	
	
	

	Operating result
	
	(1,245,277)
	
	370,686

	Profits and charges
	
	434
	
	9,256

	Corporation tax
	
	429,770
	
	(129,832)

	
	
	
	
	

	Net result
	
	(815,073)
	
	250,110


The turnover Kern Kinderopvang generated in 2005, was approximately 1% lower

than the obtained turnover in 2004. Due to the omitting of subsidies because of the new Nursery Law, many room for children admittance has been lost and the income source is changed structurally. Therefore, to make a comparison between these two years is a bit difficult. At the same time the costs were raised by approximately 6,6% because of additional usage of personnel and investments in PR and communications. A highly determining factor for the results presented in the above table, was the decision of the government to cut the subsidies provided to nursery organisations. The market developments in 2005 have caused a negative result after tax of over € 815.000. (annual report, 2005, Rijswijk, De Resolutie)
The plans are to further cut down the costs of personnel by taking a more cautious approach. J.F. Boskma, director of Kern, (personal interview, September 27, 2006) provided concrete examples of the past, such as situations in which personnel was deployed for more hours than necessary. Because of the former reality at the organisation, in which personnel could make demands and opt for not working if not at the usual location and for a minimum number of hours, a large percentage of the personnel used to be under the impression that it could work whenever it considered it to be favourable. The new Executive Board has since banned out that mentality because it simply is out of place in the competitive environment that the nursery business has become. The service level provided to its staff has also been lowered to normal standards. Previously, whenever staff was required outside the place of residence and did not dispose of transport a taxi would be rented. This phenomenon resulted in high costs for the company and since the change of management belongs to the past. 
	After result destination
	31 December 2005
	31 December 2004

	Assets

Fixed assets:
	2,366,019
	2,251,368

	Account receivable:
	20,446
	893,092

	Liquid assets:
	1,820,044
	461,120

	Total
	5,106,509
	3,605,580

	Liabilities

Accounts Payable:
	478,551
	586,519

	supplies
	335,999
	238,333

	Short-term liabilities
	5,249,061
	2,780,728

	Total 
	5,106,509
	3,605,580


4.7 SWOT (internal section)

This section contains the internal part of the SWOT analysis, which analyses the organisation’s strengths and weaknesses. It is important to identify these to be able to make strategic choices, as it contains the attributes of the organisation that are helpful to achieving the organisation’s objectives, and the attributes of the organisation that are harmful to achieving its objectives.

4.7.1
Strengths
S1)    High quality product

S2)    Diversity of the product
S3)    Relative low price

S4)    Good price/quality rate

S5)    Positive image

S6)    Experienced in the nursery business 

S7)    History that ensures location and customer awareness advantages
S8)    The organisation’s size
S9)    The level of service provided along with the product
S10)  Entrepreneurship 
4.7.2  Weaknesses
W1)
Scarce investment in marketing/publicity
W2)    Inexistence of formal marketing department
W3)
Conservation-driven
W4)
Lack of management stimulation of shared values
W5) 
Distance between main office and business units
W6)
Lack of professionalism remains
W7)    Communication (internal and external) 
W8)    Bureaucracy
5.
Macro environmental analysis 
5.1
Introduction

In order to provide strategic options to a company, it is crucial to be aware of what is happening on the market. In this chapter an analysis will be provided of the Dutch market as a totality. Kern has to take into account some tendencies on a national scale on which it cannot have any influence, since the largest ambition of the company is to become one of the most important nursery organisations of the Netherlands. This analysis is meant to provide a visualisation of the attractiveness of the nursery market, and to identify the market’s most important factors. In order to achieve this, the DESTEP analysis is utilised to sum up information relevant to Kern Kinderopvang. It is of great importance to identify facts about demographic aspects of the Dutch market, as much as the economic side of it. In most cases, these factors are uncontrollable by organisations and will determine the market’s attractiveness, the objectives and the room for development of the organisation. However, the emphasis will be on politics in this analysis. The nursery business is very much dependent on what is decided in politics. It is bound by regulations established in politics more than any other business. The themes treated in this chapter establish the branch analysis, which is part of the external analysis. (K.J. Alsem, 2001, Strategische Marketingplanning,  p.128-139, Groningen/Houten, Wolters-Noordhoff)
The factors that are involved in this chapter can be divided into three different groups:

· Macro environmental factors.

These are factors that have an impact on business and organisations that perform it, but cannot be influenced by any of these.

· Market factors.

These factors determine the demand on the market and determine the attractiveness of the market.

· Branch structure factors.

These factors determine the intensity of the competition on the market.

5.2    DESTEP analysis 
5.2.1
   Demographic factors
	Age Category
	         %           of the total population in the year 2006

	0-14 years
	18     %          (male 1,515,123/ female 1,445,390)

	15-64 years
	67.8  %          (male 5,656,448/ female 5,525,481)

	65 years and over
	14.2  %          (male 994,723   / female 1,354,296)


(Netherlands, Retrieved July 25, 2006, from https://www.cia.gov/cia/publications/factbook/geos/nl.html)
In July 2006, The Netherlands had a total population amount of 16,491,460 people, of which a small percentage was in the age group 0-14 years. Currently, the country finds itself in a situation where demographic ageing becomes a factor. Relatively, the amount of young 
people is growing more slowly than the amount of elder people. This relative growth of the group of elder people implies that an employed group will have to cover the pensions of a group that is growing constantly. 
Eurostat stated that the population growth rate in the Netherlands is of  0.49 %, and that the Dutch birth rate is of 10.9 births per 1,000 persons. Other factors that shape the population growth rate are the net migration rate of 2.72 migrant(s) per 1,000 persons, and the fertility rate of 1.66 children per woman. The amount of immigrants is decreasing because of the tightened legislation concerning migration. Another consequence is the drop in the number of asylum seekers since the year 2000. A factor that has a huge impact on the population growth rate, is the fact that there are less and less women of around 30 years of age, which is the age at which most women tend to become mothers. The birth rate has been fluctuating between the 1.5 and 1.7 child per woman, this will hardly change in the future.

To put these numbers into perspective, here are some comparisons with other European countries: 
	Country 
	Birth rate/1000 inhabitants
	Net migration rate/1000 inhabitants

	
	
	

	The Netherlands
	10.9   
	2.72

	Germany
	8.5
	1.2

	France
	12.7
	1.7

	England
	12
	3.3


The total fertility rate is of less than two children per woman in every member nation of the European Union.  Another factor that shapes the birth index is the general lack of trust in the economy, and although the economy has been improving a lot, no impact could be witnessed on the birth index yet. (Muenz R., Europe: Population and migration 2005, retrieved 12 December 2006, from http://www.migrationinformation.org/Feature/display.cfm?id=402)
In 2006, some 130,000 Dutch citizens emigrated so far, which is more than the years before at this point of the year. In most cases it concerns people born in the Netherlands. The increase of the number of emigrants, a tendency initiated since 2000, continues. The totality of emigrants has been greater than the amount of immigrants. (Population Implosion: Low fertility and policy responses in the European Union, retrieved 12 December 2006, from http://www.rand.org/pubs/research_briefs/RB9126/index1.html)
5.2.2 Economic factors

The Netherlands has a prosperous and open economy, which depends heavily on foreign trade. The economy’s main components are the stable industrial relations, the moderate unemployment rate and the inflation rate. These factors combined with a considerable current account surplus, and the role of an important European carrier establishes a strong economic position. (Netherlands, Retrieved July 25, 2006, from https://www.cia.gov/cia/publications/factbook/geos/nl.html) In the second quarter of 2006 the economy has grown by 2.8 %. The increment of the GDP (Growth Domestic Product) was reached with one labour day less than last year. Export was the most significant component of the economic growth, furthermore, the internal investments have contributed greatly. The economic growth of the second part of 2006 is almost equal to that of the first part of this calendar year. However, compared to last year the growth has almost doubled. (Netherlands, Retrieved July 25, 2006, from https://www.cia.gov/cia/publications/factbook/geos/nl.html)
The following are the main components of the Dutch economy. 
	Denominator
	      Amount

	
	

	GDP (purchasing power parity)
	€ 395.1 billion 

	GDP real growth rate
	1,1%

	GDP per capita
	€ 24.150

	Unemployment rate
	6.6%

	Inflation rate (consumer prices)
	1.7%


5.2.3 Socio-economic factors 
Since the year 2000, the tendency is that in the Netherlands less women have children. An estimated number of 1.66 children born per woman reinforces this statement. In the case of autochthonic women, the first child comes at a later stage in life. The average age of Dutch women that give birth to their first child is 29 years. It is expected that some 20% of women that currently are 30 years of age, will have no children. This number has almost doubled compared to their contemporaries in 1970. In particular, well-educated women remain childless and without partnership. A great majority of the foreign women in the Netherlands tend to have children, which is almost twice as much as autochthonic women although the difference is diminishing. The share of the group 20-64 years old that works at least 12 hours per week and nurses 12 hours, increased from 14% to 34% between 1975 and 2000. In the Netherlands the so-called ‘one and a half earner model’ has become dominant. This model implies that either the man or the woman works on a full-time basis, with the other person working on a part-time basis. In practice, women tend to be the part-time working element. In 1986, slightly 16% of the couples belonged to this category and 50% lived according to the traditional livelihood partitioning model. In the year 2000, over 40% of the couples were one and a half earners and 27% were single wage-earners. This tendency is expected to continue. 
The modern family ideal of living together, getting married, having children, with both man and woman working and looking after the children, has become very dominant in the Dutch society. The Dutch society expects women without children to have paid jobs. The vast majority of the Dutch no longer have a problem with the fact that mothers with children that follow primary education work. The general opinion displays a less positive perception on the fact that women place their children in nursery because of work, which in fact is a contradiction. Generally, Dutch men and women prefer to see the woman working a part-time job. Before the year 2020, a majority of the population expects more parents to work full-time jobs. On the level of domestic and care tasks it is expected that within the next 5 years the situation will tend to a more equal partitioning. (Andere tijden voor huishoudens, retrieved October 26, 2006, from http://www.scp.nl/publicaties/persberichten/9037701590-hoofdstuk2.shtml)
After a long period in which the time available for labour seemed to have to clear the path for care and spare time, society now pleads for the intensification of work. This mentality finds expression in terms of labour hours per week but in years as well. The actual pension age went back from approximately 62 years to 65 years of age. (Schnabel P. Het sociaal en cultureel rapport, retrieved October 21, 2006, from http://www.scp.nl/publicaties/boeken/9037701590/SCR2004_Samenvatting.pdf) Approximately 80% of the Dutch men and women desire more paid care-related relieve of absence, more options of working at home, and to have more voice over their labour hours. Another interesting fact is that some 70% of the total population finds more options in nursery desirable. 
5.2.4
Technological

Technology plays a small role in the nursery business. Naturally, some technological applications are appealed to as in all other businesses. Kern Kinderopvang is not dependent on the development of new technologies because the need it fulfils is not exposed to large fluctuations. The organisation does not stimulate the creation of new technologies. 

5.2.5 
Ecological

The physical environment has no impact on Kern’s business, nor has the availability of natural resources. 
5.2.6
Political factors  
All the changes in the political priorities, and the measures to keep a balance of the different roles and tasks in the personal and social life of the Dutch society, indicate one particular phenomenon. Dutch politics has been intending to facilitate the participation of women on the labour market. This policy has been successful so far, though unmistakably, women have ended up with the charges of combining labour and care, forming a disproportionate weight on the shoulders of Dutch women. The political ambitions are now focussed on creating more of a balance between the man and the woman on the level of domestic and care tasks. However, the possibilities of the government are limited and difficulties lie in the stiffness of traditions and role patrons. (retrieved November 11, 2006, from www.elsevier.nl/kinderopvang)
On the 1st of January 2005, the new Nursery Law was introduced, which arranges the quality and the financing of nursery. The main objectives of this new law initially were to construct healthy competition on the nursery market, to improve the quality of nursery, and to create a fair cost partitioning between parents, the government and employers. The idea was that each party would pay an equal amount of the costs, namely a third. However, the contribution part that is to be provided by the employer is not a legal obligation and signifies one sixth per employer. Parents contribute one third but the governmental compensation is dependant on the level of income. According to the government, a quarter of the parents would have to pay slightly more, a quarter would have to pay less and the rest would pay a comparable amount or the same amount for nursery. Research performed by the parent association BOinK points out that little over 61 % is paying more than it used to. In practice, many employers refuse to contribute and parents are left to cover a greater sum. Since the introduction of the new Nursery Law one out of every ten parents has limited the number of hours of their purchase in order to limit the costs. This is a dramatic outcome for a law that originally exists to make nursery more accessible. (Gerkens A., Kappelhof R., Palm I., Kinderopvang, een gewone zaak?, retrieved October 14, 2006, from http://www.sp.nl/nieuws/nwsoverz/div/rapport-enquete-kinderopvang2005.pdf) 

The cabinet appears to have made mistakes while implementing the new Nursery Law, and has misjudged the effects for people with average or high incomes. The law has made matters more complicated and thus has not succeeded in its cause. The introduction of the market mechanism and the refund through tax funds worked quit good, but the cabinet has insisted too much on not inhibiting the people with a low income in working. In fact, the majority of people that appeal to nursery have an average or high income. With this conclusion one of the fundaments of the new law is wiped out completely. In order to improve the functionality of this law the self-regulation of nursery should be stimulated by making the employer’s contribution legally obligatory. (Kinderopvang: Wet is niet houdbaar, retrieved October 14, 2006, from http://www.elsevier.nl/magazine/artikel.asp?artnr=50873&jaargang=61&week=25)
The conclusion is evident, many people would be able to enjoy their pension some years earlier if the labour potential would be exploited adequately. The labour participation of women has been growing steadily over the past few years. Undoubtedly, this growth could be further stimulated by employers and the government. In this hypothetical situation, the employer would have to provide the employee that combines labour with care, with maximum space to coordinate the labour hours to the needs of the family. The government should see to it that nursery becomes accessible for everyone, and should provide generous leave regulations. By implementing in this manner, the chance of achievement of  the targets on the level of the emancipation policy will become considerably greater. Examples are the increment of the labour participation, economical independence and the representation of women in high professional positions.  
Here is a list of the political parties and their respective perceptions on the future of nursery in the Netherlands:

· The PVDA, foresees a future with nursery being free to all children, irrespective of their parents working or not. The investment according to this political party would be of an additional 2,3 billion euros. 
· The CDA intends to raise the family allowance and to make nursery financially more attractive and accessible. The investment would be of an additional 550 million euros. 
· The VVD wants to have free nursery for working and undertaking parents. The investment is to cost an additional 400 million euros. 
· The D66 wants free nursery to be available to all working parents, possibly in the form of a child-bounded budget. This investment would have to cost an additional 400 million euros. 

· Groenlinks wants nursery to become free to all employed parents. The parents should be offered the option to opt for informal nursery. The investment would sum a total amount of 300 million euros. 

· The CristenUnie wants to see a income dependent, child-bounded budget that parents can use as they please that replaces the subsidy for nursery. It also wants to raise the family allowance. The investment would cost an additional 700 million euros. 
· The SP intends to have free nursery for all children. It wants to raise the quality of nursery and family allowance should belong to the past for parents with a higher income. The amount of funds required for this sort of investment is unknown.
· The Partij voor de Vrijheid has no specific plans for nursery at the moment.

(Stellinga M., (2006, October 7) De onzin van gratis crèches, Elsevier magazine)
5.3
Comment: politics, society and nursery 
The most obvious objective of the political initiatives; to increase the labour participation of women, will hardly be reached by means of the proposed measures. Free nursery will not be the answer, and it is, in fact, unnecessary. Nursery is quit cheap already and with the measures of the current cabinet Balkenende it will be even cheaper in 2007.  The PVDA, GroenLinks and the SP aspire free nursery for all children, independently of the fact if their parents are employed or not. This is a form of state education, which a majority of the parents does not desire. It has to be said that the term ‘free’ is used rather carelessly. Through impositions, all citizens will have to contribute to this ‘free’ nursery. And impositions do not discriminate, this concerns not only parents. Nursery would have to be paid for by parents that use it and by parents who do not. 
Nowadays, a conviction exists in politics that mothers are held back from working by expensive nursery. Compared to foreign countries, the amount of women that work in the Netherlands is relatively high. However, Dutch women tend to work small part time jobs in general. Translating the facts into the totality of hours worked, the Netherlands occupies one of the lowest positions on the list with important industrial countries. The idea to raise the female participation in the Netherlands in order to combat other social problems, such as demographic ageing, by means of free nursery is based on an illusion. Parents appear to have other motives that have an impact on their choice whether to opt for formal nursery or not. Moral conceptions about what is good and what is not for children play an important part. Dutch women are not required to get jobs, because of the fact that families live comfortably with the man having a high income and the woman having a lower income. This provides the woman with the luxurious option to choose whether to work or not. Just 5% of the mothers would consider working more if the costs of nursery were lowered according to data from the Central Plan Bureau.
Another unjustified perception in the Dutch society, is that women have to cede all of their income to nursery. On average, mothers spend 25% of their net income on the nursery of their children. There are no identifiable indications that mothers would want to participate on the labour market more actively than they are doing at the moment. Not the nursery determines how much mothers desire to work, the amount of hours mothers want to work determine the amount of nursery they need. The effect of a lowered price for nursery on the amount of hours worked by women is minimal, and the Netherlands is no exception compared to other countries. Kern has also experienced this in the past when it did a price cut for its products and ended up losing revenues. Many international studies suggest the same statement. Amazingly, politics have failed to notice this phenomenon despite recent evidence. Since the introduction of the new Nursery Law in 2005, nursery for people with low incomes became cheaper by 9% to 11% in the same year. Nevertheless, only 1,4 % of these parents opted for an increased usage of nursery. For people with the lowest incomes in the Netherlands, nursery costs only 44 eurocent per hour. Despite this, this group of mothers appeals the least to nursery of all income groups and the wealthiest people use it most. 
The problem is that money or tax advantages are not considered to be of such importance in the Dutch society as the national care ideal. This ideal is that a child should best be raised by its own parents. Dutch parents find the crèche pitiful and a sad place to send their children to. This conception is becoming more common in the Netherlands. In 1991, 25% of the population shared the opinion that mothers should not work a full-time job. In 2002, 45% of the population identified itself with this thought. In march 2006, the Social and Cultural Plan bureau, concluded from its emancipation research held in 2004 that 50% to 75% of the women, would rather not bring their children to the crèche or day care. 
Another questionable issue are the costs that would be attached to the initiatives planned by most of the political parties. High quality nursery would cost 1,7 to 2% of the Gross National Product. Considering that the PVDA wants three days of free nursery, the costs would be between 5.5 to 6.5 billion euros. This goes to show that political parties have reacted too rushed, in their ambition to exploit the political potential that the nursery theme has. In practice, it is probable that free nursery will mean high costs, exaggerated consumption and a waste of money. Free nursery will probably lead to a loss of quality which in fact would damage the negative image of nursery even further. 
Nursery has become a lot cheaper in 2006, and in 2007, the current cabinet will further lower the price by obligating the employers to contribute their share, and by further raising its own contribution with an additional 135 million euros. Parents with an average or high income that use nursery for more than one child will save between 1,200 to 2,700 euros on a yearly basis in 2007. Perhaps a better alternative would be to invest in informing parents with low incomes on the attractiveness of nursery in terms of finances for them. Large shares of this group wrongfully think nursery to be too expensive for them. Another opportunity lies in investing in the quality of nursery, in order to stimulate the growth of usage, perhaps by doing this the original target would be reached of having a higher female participation on the market. (Stellinga M., (2006, October 7) De onzin van gratis crèches, Elsevier magazine)

5.4        
Market factors 
The economy of the Netherlands, which had been falling due to the fall in the world economy, is recovering quickly. In the second part of 2006, it grew by 2,4 %. The employment rate is increasing constantly; some 80,000 additional jobs were available compared to last year according to data from the Central Bureau of Statistics. (De Nederlandse economie, retrieved September 17, 2006, from http://www.cbs.nl/NR/rdonlyres/A67D8B01-D937-4BD5-9CBB-B66BD55CE71B/0/2005p19pub.pdf) In sum, households have spend some 2,8 % more compared to last year in the second quarter of 2006. This growth is the highest since the year 2000. 
One and a half million children are cared for in the Netherlands. That is over half of the totality of children of 12 years and younger. Nearly 400,000 children are cared for by professional organisations and over 800,000 children receive informal care. Nursery can be witnessed most frequently in the most urbanised municipalities. This concerns approximately 65% of the children up to and including 12 years old, which is in fact about 20% of the total amount of children. On the contrary, in less urbanised municipalities, slightly more than half of the children have use of nursery, which equivalents to 10 % of the total amount of children. 
One out of every five children finds itself involved with more than one form of nursery. The babysitter in many cases is utilised as a supplement for other forms of child care; of every 10 children 4 are cared for by a babysitter as well. The same goes for children that use nursery via playgroups and day care centres.  As municipalities urbanise, the combination of forms of nursery occurs more frequently. The facts show there is a large group of an estimated 150,000 children that have need of more professional nursery. On the one hand, it concerns a group of children that is not receiving any care through formal nursery yet, on the other hand, it concerns a group with parents that already make use of formal nursery, but have an unsatisfied greater need for it. It is interesting for organisations active on this nursery market to learn that there is still much unsatisfied demand for nursery. Kern nurses 5636 children and to learn that there is still a large share of the 150,000 children to be satisfied is interesting. Naturally, only a relative share of this group is available to Kern, however, it is encouraging that the majority of this group is located in the urbanised section of the country. Looking at the facts presented in this chapter one opportunity arises almost immediately; the guest parent care. The concept, and the description of the opportunity can be found in chapter 8. 
An important negative effect of the Nursery Law is the extension, and the complication of the administrative tasks parents find themselves exposed to. Since the law was introduced, parents have been needing support in a massive way, especially because of mistakes made by the employers and the tax department. Positive effects are the fact that nursery has become more attractive financially to people with a low income. Since parents have become contractual partners they have started to become more critical and involved which will only benefit the industry. 
5.4.1 Potential market share

J.F. Boskma, director of Kern, (personal interview, September 27, 2006) indicated Kern Kinderopvang has a market share of approximately 92% on the market in Zoetermeer, which in fact is the first market which it began competing on actively since its establishment. In a society where emancipation and nursery are regarded as issues of great importance, organisations like Kern will always be able to grow if adapting to the market’s changes and demands. Kern Kinderopvang indicates that it intends to become one of the greatest players on the Dutch market. In other words, to be present dominantly in the most important sections of the conurbation of Western Holland and Northern Holland. The potential market share can only be established by knowing how well the organisation is going to react to fluctuations on the market, something that cannot be predicted. However, it can be stated that the organisation’s ambition is to be highly flexible, because it has realised this is vital to their desire to develop its markets and to extend its profits. 
5.4.2 Growth on the market 
A large group of potential customers with an unsatisfied need is existent on the Dutch market. Reports of unhappy parents that have to wait for months and in some cases for years in order to obtain nursery for their children, are the norm rather than the exception. Despite the fact that through governmental support this tendency should be limited a bit in the near future, this is an underestimated social problem with great consequences. On the one hand, the political parties are supporting female participation by proposing ambitious plans including free nursery. On the other hand, the service which is vital for an increased female participation on the labour market; nursery, is often too difficult to reach or complicated by other factors. Kern is an organisation which is partly owned by the authorities, operating with a social purpose, and partly an organisation that cannot exist without sales aspiring profits above all. This makes the business even more challenging than one would say at first, because the organisation has to compromise all the time between decisions that are profitable for the business, but perhaps in terms of social responsibility are inadequate. The market for nursery has been liberated in 2004, so one can state that it is a very young market. However, it is a very particular market as well were organisations tend be dominant, remain small or disappear completely in a relative short amount of time. The market still has great potential, because of the unsatisfied demand of actual consumers and non consumers. 
From 2007 onwards, primary schools will be obligated legally to nurse children before school time and after school time. The tendency is that lots of nursery organisations approach primary schools in the areas of their business units, to offer them the opportunity to share this responsibility with them. In spite of the fact that next year this will be the norm, it can be witnessed already on a huge scale. Primary schools in populated zones are comparable to chains that are connected because of their identical cause. In practice, once a primary school establishes an agreement with a nursery organisation such as Kern, given that it is satisfied with the results, it will most likely persuade other primary schools to join in whenever asked for advice and recommendations. This is an important opportunity, which can be used to the advantage of the company’s ambitions. It could be a significant threat if competitors identify the potential of the tendency. It is probable that since Kern Kinderopvang intends to eventually become one of the countries’ largest nursery organisations, it will find itself exposed to this phenomenon because of the amount of time it requires to reach that point. By the time Kern Kinderopvang is able to further expand its business through market development, many important physical areas will already be covered by primary schools or competitors. Therefore, a strategy will have to be applied if Kern intends to reach its objective in a successful manner. This will be discussed in chapters 9 and 10. 
5.4.3 Industry factors

Nursery is vital to the development of the Dutch economy, which partly explains why it has become such a hot political item. The reputation nursery has in the Netherlands is quit poor, which is a factor that cannot be ignored but it should put into perspective. Because of the social, economical and political importance of nursery, the expectations are always unrealistic and too difficult to meet. Naturally, the one thing that is of importance on a demanding market is quality. Factors such as the product life cycle are not that significant since the demand for the product is constant, because it responds to a social need. The stages of the product that can be witnessed are the ones connected to the age group in which a child finds itself. The nursery business is exposed to season sensitiveness, but it works in its favour most of the time. A large factor in the determination of the season sensitiveness are the holidays of the children. It goes without saying that parents do not have as much time of as their offspring. This creates a natural demand for additional care during the holidays in the four seasons. The effects of economical conjuncture on the business efforts are highly noticeable. A strong economy signifies that lots of people work, thus an increased amount of parents will require nursery for their offspring. The opposite will happen whenever the Dutch economy looses strength and stability.
On average, 0,5% of the employees is male in Dutch nursery organisations. The low status of the work and the limited salary is attractive to few men. This has an impact on the development of young male children. The European Commission decided recently that in two years time, one out of every five crèche leaders should be male. In the Netherlands, only 900 of the 40,000 employees in nursery belong to the male line. In most cases they occupy management functions, a relative small group works at the day care. Parents consider the presence of a male person at the group to be positive. Female employees tend to have more negative attention for young boys than for young girls. Men could break this pattern as they provide the boys with more space for their development, which is just a natural phenomenon. Considering the social responsibility nursery organisations such as Kern Kinderopvang have, the government should stimulate the male presence on the day care groups. The relatively low social status nursery work has, and the associated remunerations, will not likely appeal to many men. This reflects the Dutch mentality towards nursery. In Scandinavian countries 20% of the nursery employees is male, the level of education is higher and the salaries accordingly. In my opinion, there is a lot to be gained in this area, and Kern should lobby to raise the male participation on their day care groups considering the social responsibility and the fact that practically all parents consider it to be positive and innovative. (mannen worden er beter van, vrouwen trouwens ook!, retrieved September 11, 2006, from http://www.emancipatieweb.nl/uploads/55/7_BoekjeMannenWordenErBeterVan.pdf)

5.4.4 Conclusion

It is obvious that much unsatisfied demand is existent for nursery, therefore, there is enough room for the ambitious plans of Kern Kinderopvang. Since a profitable economic growth can be witnessed in the Netherlands the need for nursery will most likely extend further. It is important to have a positive image for any competing organisation, but even more so in the nursery business because of the general negative image of nursery in the Netherlands. Kern Kinderopvang should stimulate the improvement of its image considering its importance. The market itself is challenging and will become more professional in time. Therefore, marketing has become a factor of great importance for nursery organisations.
6
Customer analysis

6.1
Introduction

Customers are of vital importance to the success of an organisation and have a great impact on its marketing processes. It is crucial to appreciate what the customer finds important, and what can be done in order to respond to this knowledge. In Kern’s case, identifying the customer is not a difficult task; the potential and current clients are parents. It would be unwise to think that children are the target group although a secondary function Kern has is the entertainment of the children. By means of an inquiry a visualisation will be provided of what the actual customers find important and what is considered positive and negative about the company. 
6.2  
Research results

The purpose of this research is to create an understanding of the needs and values of Kern Kinderopvang’s customers. A total number of 94 customers from different business units have participated in this research. The inquiry used will be available as an appendix.
The first aspect in the investigation is the adaptation of the organisation’s name. Some 54 % finds that the name has neither improved nor gotten worse. Nearly 30 %

finds the new name a deterioration compared to the old name. 13 % of the investigated customers expressed that the new name is an improvement. While answering this question of the inquiry, many customers commented that the name adaptation had been irrelevant and inadequate in their perspective. 
Here is a list of the most frequent associations customers have with the organisation’s name:
· central






· atomic energy

· danger, explosions, nuclear bomb

· basis, beginning, the inside
The second aspect of the inquiry focussed on what the customer’s perception of the product’s quality is. A little over 73 % of the inquired customers finds the product’s quality high. Nearly 22 % perceives the product’s quality to be average. Slightly less than 5 % of the customers indicated that the product’s quality is poor. 
The next phase of the analysis is the measurement of the client’s perception on the price of Kern Kinderopvang’s products. None of the clients perceived the price as low. However, the vast majority of 64 % experiences the prices as average. A rather large group of 28 % of the totality perceives the price as high and 8% finds it too high. Indications were provided about the dissatisfaction about the price increment year after year.
To put these facts into perspective the inquiry then focussed on the price/quality rate. Some 16 % of the customers are very satisfied with this rate. 73 % finds the price/quality rate normal and 11% of Kern’s customers are dissatisfied with it.
Since the introduction of the new Nursery Law it has become ever important in the nursery business to provide an adequate service along with the product. 15 % of the customers indicates to be very satisfied with the quality of the service. 65 % is satisfied with the service and 12.5 % indicated to be neither satisfied nor dissatisfied. A small group of 7.5 % is not satisfied with the service provided with the product.
The most significant factors for people to opt for formal nursery are:
· the interaction of children

· the facilities of the nursery organisation

· the location

· the quality of the product

· the continuity formal nursery provides

· the fact that alternatives are not subsidised. 

The most frequently mentioned factors for the customers to prefer Kern over other nursery organisations are:
· product




11  %

· reputation




8.5 %

· the organisation’s size


11  %
· the location




48  %

· the lack of competition


8.5 %

· the connection with primary schools

11  %

Factors that ensure people prefer informal nursery over formal nursery are:

· price advantage of informal nursery over formal nursery

· the flexibility of informal nursery

· the small-scale of informal nursery

Many inquired customers did not seem aware of the existence of the organisation’s webpage nor of the interaction through this medium. 4 % of the customers indicated that the webpage was highly user-friendly. 91 % finds the webpage well-organised and 4 % finds it poorly organised and user-unfriendly. 

When asked about the degree of satisfaction about the interaction of the organisation with its customers 8 % indicated to be very satisfied, 24 % indicated to be satisfied and more than half of the customers, 52 %, finds the interaction average. 16% perceives it as insufficient and poor.  
According to the customer, initiatives that could improve the interaction of Kern and its customers in general or by means of the webpage are:
· To digitalise the registration procedure.

· A more proactive approach towards the client, i.e. an informative magazine.

· To improve the knowledge of the staff.

· To respond to the online reactions of the client.
Whilst looking at the answers to the question regarding the opening hours and the closing hours, it became clear that the customer seems content with the availability. 86 % of the customers indicated to be satisfied with the offer. The other 14 % indicated that the extension of closing hours by half an hour would be desirable because of working hours until 18:00. 
The next question in the inquiry analyzed the degree of the customer’s satisfaction regarding the provision of information and communication, as perceived by the client. To this question, 5,5 % responded to be very satisfied with the distribution of information and the communication of Kern. 30 % of the customers indicated to be satisfied whilst 48 % finds it sufficient. A group of 5,5 % indicated to find it not that good and a larger group of 11 % indicated that the provision of information and the communication are really insufficient and need improvement.
As the market is becoming more and more professional, it is of vital importance to have a professional staff. When asked for their opinion regarding this aspect of the staff 73,5 % indicated to be satisfied with the degree of professionalism. Some 23,5 % finds it average and 3% is unhappy with it. The main areas in which the customer indicated to see room for improvement are: the communication, the flexibility and the professionalism. 
Through the parents’ committee parents can lobby for their interests. The next question measured the degree of satisfaction about the influence parents have on matters at Kern Kinderopvang. 5 % of the customers indicated to be very satisfied whilst 25 % feels satisfied with the degree of influence. Furthermore, 52,5% indicated to be neither satisfied nor dissatisfied whilst 16,5% is dissatisfied with the degree of influence the client has. 
The client was then asked for their general impression of the organisation. 5 % indicated it to be very good. 64 % indicated to have a good impression of Kern Kinderopvang. 23 % has an average impression of the company, which means that it is neither good nor bad. 5 % of the inquired clients does not have a good impression of the company and in only 2,5% of the cases the impression the client has is poor.
The most important strengths of the organisation are as indicated by its client:
· The locations

· The personnel

· The activities

· The extensive product
The most important weaknesses of the organisation, as indicated by its client, are:
· The bureaucracy

· The internal and external communication

· The irregular staff at the business units

· Unfair and impersonal treatment of the client

The most significant recommendations provided by the customers are:
· To improve the security level at the business units.
· To provide the business unit’s staff with more authority to act.
· To improve the collaboration with primary schools.
· To extend the communication between the main office and the business units.

· To reorganise the administration process. 

· To maintain a constant group of staff at the business units. 

· To invest in flexibility.

· To have customers pay for what they actually consume.

· To become more customer-friendly.

· To organise more activities for the children.

· To go along with the developments of the society.

· To invest in professionalism.
Conclusions
The adaptation of the company’s name was unnecessary, since the customer does not seem to mind the name as long as the product is of a high quality. In many occasions, the name is associated with matters that have nothing to do with nursery. The product’s quality is perceived as high, whilst the majority perceives the price as average or high. The vast majority of its customers finds the price/quality rate adequate to high. The service provided with the product appears to be satisfactory to most clients of the organisation. Many customers do not seem aware of the existence of the webpage nor of the interaction that it provides. The greater part of the clients finds the quality of the webpage quite high, however, the majority finds the interaction by means of this medium average. Extension of the availability of the product appears unnecessary, although a small group finds it desirable. The customer finds the communication and distribution of information average to good. On more than one occasion Kern was criticised for the poor communication between the main office and the business units. A majority seems pleased with the staff’s degree of professionalism, however, another large group indicated it to be average with room for improvement. More than half of the customers appear neither satisfied nor dissatisfied with the amount of influence it has on matters within Kern Kinderopvang. There is a rather large group that feels dissatisfied with the amount of influence it has. The impression the clients have of the organisation is good to average. Few people actually find the company’s state poor.      
7.
Distribution analysis

Kern Kinderopvang distributes its product directly to the customer by means of the business units. These are spread over several cities and positioned in populated zones near primary schools. The product is distributed throughout the following cities: Bergschenhoek, Boskoop, Den Haag, Haastrecht, Linschoten, Montfoort, Moordrecht, Nootdorp/Pijnacker, Reeuwijk, Zevenhuizen and Zoetermeer. The focus of the distribution strategy is on saving up funds. This is expressed by the movement off small groups of children into business units that have space left. The product is divided into three groups: playgroups, curricular relief and kids clubs. Each group relates to a different age category. The organisation is dependent on the degree to which the municipality supplies locations available for renting. As Kern provides a service the production and consumption come together, therefore, there is no actual distribution channel other than the business unit. Service marketing appeals to 3 different distribution strategies. The multisided strategy contains 1 formula and is applied by all locations. The fact that the product is intangible and easily distributed provides Kern with broad opportunities for distribution. An overview of the business units is added to the appendix chapter, namely chapter 13.
8.
Competitor analysis 
To establish a strategy it is important to identify the competitors on the market, and what their plans are for the future. In Kern’s largest market, Zoetermeer, competition is hardly a factor as the organisation has a market share of an estimated 92 %. The rest of the market in Zoetermeer, is occupied by small companies with at most 2 business units. This is different on the new markets Kern has entered through acquisitions, where other large organisations compete actively. 

The two most important competitors are:

· SKON (Stichting Kinderopvang Nederland) 
· Catalpa Kinderopvang 
SKON has only one business unit in Zoetermeer and it has not expanded in the many years it has been present, therefore, in that market it is no real threat at the moment. However, in other markets such as The Hague and other potential markets nearby the original market, SKON owns over 30 business units. The organisation applies a differentiated tariff policy, but the price rates are comparable to those of Kern Kinderopvang. SKON is much larger than Kern Kinderopvang in terms of business units and customers. It owns over 100 strategic business units and has over 1100 staff members distributed over more than 30 important cities in the Netherlands. Recently, it joined forces with NAVITAS Capital, an investment company that invests in successful Dutch ventures. This has provided it with a stronger financial position and it emphasises its potential to grow further on the market. SKON appeals to an acquisition strategy with ventures as alternatives. (retrieved November 15, 2006, from www.skon.nl)
Catalpa Kinderopvang is present at almost all of the Dutch provinces and possesses over 150 business units spread over the country. However, it is not present on any of the markets Kern is present on. It is likely that either Catalpa will enter a market which Kern is present on, or Kern will enter a market Catalpa is present on. One thing that is certain is that sooner rather than later, Kern will see its business influenced by the presence of Catalpa. It goes without saying that Catalpa will be a key competitor if Kern intends to expand its business. The tariffs of the Catalpa products are higher than those of Kern Kinderopvang’s products. (retrieved November 15, 2006, from www.catalpa.nl)
Other important competitors are:

· 2Samen 
· Kinderopvang DAK 
· Triodus 
These organisations are comparable to Kern and apply similar strategies to conquer the market; a market development strategy. The products are divided into three components connected to each age group as with Kern’s product. The competitors are firmly established in The Hague, therefore it will be difficult for Kern to enter and to become a strong competitor in this area. The advantage Kern has is that it appears to have started to expand its business geographically earlier than these companies. For nursery organisations it is important to anticipate the growth of population in areas/cities to be able to expand it business efficiently; to enter ‘young’ markets. Basically, these competitors have done this in the past but only in The Hague. A tendency that can be witnessed on the market since it has been liberated in 2004, is that the involved nursery organisations invest in quality. This is due to the market forces; the customer’s demand. The threat of newcomers on the market is always present, however, the nursery business is not very accessible. The new Nursery Law has complicated matters for parents and this has resulted in a decline of users in the nursery business. Established nursery organisations, such as Kern, have felt the consequences so it is even less attractive to new organisations. Furthermore, it is difficult for small and new companies to grow in a market covered by large organisations. 

Conclusion

It is clear that there are strong competitors on the nursery market. As Kern expands its physical markets in the future, it will definitely encounter at least some of these organisations. It seems that the market development strategy is the most common strategy among the large nursery organisations. The critical success factors for this strategic group are: quality, timing, service and flexibility. The tendency is that all these organisations invest actively in the quality of their products. The competition appears to be alert on market developments as it invests in collaborations with primary schools. The possibility of a professional collaboration with a competitor has become an attractive option since the markets outside of the occupied markets seem difficult to enter. Since the business is becoming more and more professional it is definitely recommendable to look for options to further develop the existence of marketing. In chapter 8 this will be further highlighted. 
9.
Strategic Options

9.1 
Introduction

In order to establish concrete strategic options for an organisation, one has to take a look at two things. Firstly, the capability of the organisation is vital to be able to respond to whatever chance there is for improvement and competitiveness on the market. Secondly, the market itself is a factor that needs to be considered. On the market there will be opportunities to grow and to expand but there will also be threats that endanger the competitiveness of the organisation. Kern Kinderopvang will be exposed to new situations and environments as it develops its markets. This means it will encounter differing conditions and new competition. When performing business on a market that is exposed to many variables it is important to choose a fitting and competitive strategy.
9.2 SWOT (external section)

Whenever establishing strategic options it is of vital importance to identify the external aspect of the business, namely the opportunities and threats that arise. The nature of the strategy is very dependent on the external part of the SWOT analysis, as it provides an image of the market’s external conditions that are helpful to achieving the objectives, and external conditions that are harmful to the achievement of these. 

Opportunities

O1)    The increment of the amount of working mothers

O2)    Strong Dutch economy

O3)    To become more flexible in terms of opening- and closing hours

O4)    Unsatisfied need for nursery on the Dutch market

O5)    To start a collaboration with another strong nursery organisation

O6)    Expansion to other markets as legislation ensures large increment in demand
O7)    Market mechanism creates new levels in demand
O8)    The new Nursery Law 

O9)    Informal nursery
Threats

T1)    Ineffective implementation of name adaptation

T2)    The withdrawal of a large part of the subsidies

T3)    The new Nursery Law

T4)    Informal nursery 

T5)    New markets signify new competitors

T6)    Politics; increment in governmental involvement 
T7)    Demographic ageing

T8)    Negative mentality towards nursery in the Netherlands

9.3
Guest parent nursery concept 
In the Netherlands, two third of the parents that use nursery for their children do this through informal nursery forms such as great parents, neighbours or acquaintances. The new Nursery Law provides the possibility to formalise this previously informal form of nursery. (Vergoeding voor oppas-oma’s, retrieved October 11, from http://www.nos.nl/nieuws/artikelen/2005/1/22/kinderopvang.html) The person that intends to apply for a guest parent position inscribes him- or herself at a guest parent bureau. The guest parent bureau then checks if the person and location destined for the nursery meet the established standards. Parents that use this form of nursery can then apply for an income dependent subsidy. The person that obtains income through guest parent nursery has to sign up to the tax department. Considering that 800,000 children have use of informal nursery, it would be wise if Kern fully appreciated the potential of this guest parent nursery concept. It goes without saying that particularly parents that require it frequently, will most likely consider the option. It is important to provide this group with high qualitative and quantitative service. Primarily, it is of vital importance to create awareness of the existence and to communicate the advantages of guest parent nursery. This gap in the market is created by the new nursery law though it can be doubted whether this was done intentionally. (Hamer M., Antwoorden en vragen vergoeding informele kinderopvan, retrieved October 6, 2006, from http://www.mariettehamer.pvda.nl/renderer.do/menuId/171951/sf/21664/returnPage/21664/itemId/52162/realItemId/52162/pageId/21664/instanceId/171957/)

9.4
SWOT- matrix
	
	Strengths
S1   high quality product

S2   relatively low price

S3   positive image

S4   diverse product

S5   good price/quality rate

S6   positive image

S7   experience in nursery business

S8   history advantages

S9   the organisation’s size

S10 the level of service
S11 entrepreneurship
  
	Weaknesses

W1    scarce investment in marketing and publicity

W2    inexistence of formal marketing department
W3    conservation-driven

W4    lack of shared values

W5    distance main office and business        units

W6    lack of professionalism

W7    communication

W8    bureaucracy



	Opportunities

O1  increment working mothers

O2 strong Dutch economy

O3  desire for more flexibility

O4  unsatisfied demand for  nursery

O5  collaboration with competitor

O6  expansion to other markets

O7  market mechanism  creates new levels in demand

O8  new Nursery Law

O9  informal nursery

	SO1 promotion campaign focused on new markets
SO2 price increment  

SO3 market development through acquisitions to respond to increment in demand
SO4 to intensify collaboration with primary schools

SO5 to invest in guest parent nursery

SO6 product development

SO7 increment in flexibility of opening- and closing hours

SO8 invest in specialisation on the staff level
	WO1 to focus promotional efforts on mothers
WO2 to provide business units with more authority

WO3 to invest in seminars, workshops and training programs
WO4 to intensify collaboration with customers
WO5 to pay close attention to the desires of the customer

WO6 to invest in the modernisation and efficiency of communication 

WO7 to create a formal marketing department

	Threats

T1   ineffective name adaptation 

T2  withdrawal of some subsidies

T3  new Nursery Law

T4  informal nursery

T5  new competitors

T6  politics

T7  demographic ageing

T8  general perceptions on nursery costs
	ST1 to eliminate double name promotions
ST2 product development

ST3 to identify new markets at an early stage

ST4 to search for options of collaboration with other organisations 
ST5 to increase customer-orientation

	WT1 to raise the funds available for marketing and to be more efficient while promoting

WT2 to invest in flexibility 

WT3 to invest in the creation of a corporate image

WT4 to invest in service 
WT5 collaboration with specialised organisations
WT6 to modernise communication



10. 
Marketing mix
10.1 Introduction

This chapter provides an overview of Kern Kinderopvang’s marketing mix, with the 4 classical p’s and 2 additional p’s which are of exceptional importance to the organisation: people and politics. Some themes are already thoroughly treated in other chapters, but could not be left out of the marketing mix because of their importance. An indication will be provided of where the emphasis should be placed upon to help Kern determine an adequate strategy. 

10.2 
Product

Kern Kinderopvang’s product is not exposed to the product life cycle as other products on the market. The demand for nursery in the Netherlands is constant and since the economic recuperation it has increased. However, since the demand for child nursery declines with the growing up of the child, it is of vital importance to attract new customers constantly. The product function is shaped by the children’s age, despite the fact that its core function remains nursery. Research and development are important to the product since the market has been liberated. The ambition to expand to new markets and to respond to new demands requires the product to be highly flexible and adjustable. Kern should stimulate the experience sentiment of its product by adding dimensions to it that concern secondary needs of the children. This could be done by means of the offering of music lessons or other services along with the main service. Future research should focus on the degree of attractiveness of specific new dimensions to the product as it is likely that competitors will do likewise, and to have a unique product compared to the competition.
10.3 
Price

The price of a product is essential to the marketing mix, for it is the only element which generates revenues. The other p’s make up the variable costs for the organisation. The product’s price has the task to make the other elements possible and it has to reflect the supply and demand relationship. (pricing strategies, retrieved August 29, 2006, from http://www.learnmarketing.net/price.htm) As nursery is regarded as being expensive, additional attention should be paid to this theme. The facts show that Kern Kinderopvang offers its products at a relatively low price rate. The playgroup product is offered at a price of € 5,30 per hour. The national average price for playgroups is of € 5,72. The same goes for its price of the extra curricular relief product which is of € 5,85 per hour with respect to the average price of € 6,03. As the product Kern provides is of high quality, and considering the average prices for nursery on a national scale a price increment should be considered. It is a sensible theme as there is a large group of customers that already find the price average to high. However, it is clear that the customer finds the quality of the nursery their children receive of main importance. If Kern could convince the customer and potential customer of the quality and surplus value of the product it would be possible to increase the revenues in an effective way by means of a price increment. In order to realise this, promotional efforts should be organised focussing on these particular properties.
10.4
Place

In nursery, location is of vital importance. In interviews with clients on more than one occasion, they expressed that despite the fact of being unhappy with the organisation, they remained customers because of it being the only nearby nursery provider. In order to distribute the product successfully it is important to realise where the customers live and the cheapest and easiest way to get the product to them. Kern Kinderopvang applies a strategy of renting locations owned by the municipality on central locations in residential areas. This is an effective strategy, however, the organisation should realise that it can only expand its markets by means of an effective acquisition strategy. To prevent unnecessary costs, it should have a broad view on the physical market, to identify locations where new residential areas will be constructed. Timing is a highly important factor in its distribution strategy. 
10.5 Promotion

Kern Kinderopvang promotes mainly through newspapers and events. Since the organisation had an unsuccessful period last year, there has not been much room for promotional efforts. The organisation’s former name SZK Kinderopvang, was well-known if only for its long existence. A huge promotion campaign was launched since the adaptation of the organisation’s name. The aim was to promote on a large scale  through several mediums, and the organisation succeeded in its purpose. However, on a handful locations, among which business units, the organisation was still presented as SZK Kinderopvang. This mistake has had a large impact on the promotional efforts, because many non-clients now perceive these organisations as distinctive. In fact, this is a very ineffective way of promoting and therefore the organisation should be more cautious to prevent this type of mistakes in the future by systematically checking the locations used for promotional efforts. Future promotional efforts should focus on the quality of the product, the options that are provided with it and on what differs Kern as an organisation from the other nursery organisations on the market. 
10.6 
People

Since the nursery market has been liberated, the demand aspect has become a dominant factor. This also implies the improvement of the professionalism of Kern’s staff because of the demand and the competition. New training programs are to be established to help the staff cope as it assumes its extended responsibility. Kern Kinderopvang’s staff policy is also restricted by law, as it obliges the company to attract specialised personnel to work on the playgrounds and day-cares. Kern should stimulate the awareness among its staff of the importance of its role in the business by investing in seminars, workshops and training programs.

10.7 
Politics

Politics play a key role in the business processes of Kern Kinderopvang. The fact that the organisation is partly owned by the authorities and the existing legislation shape its business course. Its future is also dependent on politics. An example is that at this moment political parties are discussing the possibility of making nursery free to all parents. It goes without saying that this would change matters for the organisation dramatically. Politics could also have a positive influence on Kern’s business. An example would be the inclusion of midday nursery into the current financing system. In fact, it would be a logical step since it is just another form of nursery provided by formal nursery organisations. This way, midday nursery would be attractive once more to parents. In order to be reduce the effects of politics or to be more prepared for them, Kern should invest in its flexibility and should try to reduce the bureaucracy. The most important political themes are discussed in the DESTEP analysis. 
11
Recommendations

In order to continue to be successful in the future some adaptations have to occur. 

Here is a list of practical initiatives for Kern to improve:

· Product development.

The customers indicate to be too busy with the hobby and sports activities of their children. Kern could anticipate by adding dimensions to its product such as music lessons, dancing classes or painting classes. This adds to the entertainment factor which for parents is important. At primary schools, this is a success already and it stands for new revenues. Considering the plans to expand to other markets it would be a nice initiative to distinguish itself from the competition. 

· Anticipation on the market.

Kern should look closely for small organisations located in strategically attractive areas. These organisations are more attractive to acquire because of their size and limited importance on the market. Kern should also be aware of the construction of new highly populated areas within cities to deploy new business units before a competitor does. Therefore, Kern should improve its awareness on the governmental plans.
· Collaboration with primary schools.

As the customer becomes more demanding because of the market mechanism, it is important to collaborate with primary schools, even more so considering that from 2007 they shall be forced by law to provide nursery. In order to prevent  this from becoming a threat to commercial success, Kern should be alert and use the potential of this legislation.

· The modernisation of the registration procedure.

Customers traditionally complain about the registration procedure. The solution is simple and modern; provide the customer with possibility to register and to follow the progress online. 

· Listen carefully to the customer.

The customer will become more and more powerful in the nursery business, but perhaps Kern has yet failed to recognise this. The customer desires to pay for the nursery what is being used and does not desire obliged usage. It would be interesting to do some more research on specific location desires, as at some business units there are large groups of customers that desire more flexibility in the opening and closing hours for example. Kern should stimulate the sentiment that nursery is an experience instead of a necessity. For instance, this could be done by means of a magazine which reports on the activities at the business units.  
11.1
Strategy and investments

The strategy to expand the business to other markets should be the acquisition strategy.

The focus of the investments should be on:

· quality.                                                                

· differentiation through product development.

· guest parent nursery.
· collaboration with primary schools.

· communication.
· customer orientation.
12. Conclusion

The most important factors concerning the nursery business have been highlighted in this marketing plan for Kern Kinderopvang. Both internal and external aspects are expounded to create an understanding of the organisation, and the market on which it operates its business. After the consideration of these aspects, this is the appropriate moment to provide an answer the central question that has shaped this report:
What are the customers’ values and desires and how could Kern respond adequately to perform its business successfully? 

The customers’ values are best described as the search for safeness, quality and the entertainment of their offspring in a social and dynamic environment. The customer’s desires are high quality nursery, flexibility, a customer orientated mentality, and the improvement of professionalism. 

To perform its business successfully, Kern should focus its investments on the increment of the quality of its product, differentiation through product development and the collaboration with primary schools. Furthermore, both its internal and external communication should be improved just as the customer orientation. 
Firstly, an internal analysis was done to get an impression of the organisation’s qualities and weaknesses. The organisation’s most important strengths are its product, its price/quality rate, its experience in the business, and its size. The organisation’s most significant weaknesses are the low investment level in marketing, its bureaucracy, the lack of professionalism and its communication. 

Secondly, a branch analysis was executed to determine the market and factors that have an impact on it. The most significant factors are the demographic, economic, social/cultural and the political. 

The customer analysis provides an image of the customer and its values and desires. This image was created by means of an inquiry directed to the customer. The distribution analysis provides an insight on how Kern distributes its product to its client. 

Based on the internal and external analysis including the customer analysis, recommendations and possible strategic options were provided to help Kern Kinderopvang become more successful in its cause. In the final section of this thesis the marketing mix with possible development directions for Kern Kinderopvang is provided. 

Further research should focus on the potential of guest parent nursery and on the identification of new product dimensions. Apart from that it will be vital to Kern to identify new markets with potential at an early stage considering the amount of competition on the other physical markets. It is obvious that the nursery market displays enough room for growth which is encouraging considering Kern’s ambitions. However, I strongly advice the organisation to analyze matters thoroughly as the branch is exposed to rather rigid fluctuations. The key to success will be the degree to which Kern succeeds to become a modern and professional nursery organisation that considers its customers´ values and needs in the new nursery market where the demand aspect has become crucial.
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