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Abstract: 

This paper focused on the marketisation of education and its challenges to school 
leadership in Nigeria. The paper traces the origin of school marketisation to the developed 
economies, noting that it came as a response to globalization and the need to increase 
standards in education. Privatisation of education and school autonomy  were highlighted as 
elements of marketisation of schools in Nigeria. However the paper distinguished between 
autonomous schools and self-managing schools, noting that Nigerian schools fall under self-
managing schools. Quality, which is the main focus of marketisation was also discussed. The 
paper further highlighted the importance of leadership in undertaking the transformation to 
quality in Nigerian schools ,noting the following attributes of the educational leader for 
quality improvement: vision and symbols, Management by Walking-About, For the Kids, 
Support for Failure, Sense of Family and Sense of the whole. Some challenges to marketing 
in education were also highlighted. The paper concluded by stressing the need for the 
application of strategic planning and market research by school leaders, if quality is to be 
achieved. Finally the paper recommended that capacity building workshops on strategic 
planning and the need for quality be organised for educational leaders in the country.  

 
 
 
   

 
 

Introduction 

Marketisation as defined by Encyclopedia Britannica, is the process of 

transforming an entire economy away from a planned economic system and 

towards greater market-based organisation in guiding the production and 

allocation of goods and services through market incentives rather than the direct 

command or control. However  Bartlett and Fedrick (2012) , traced the origin of 

Marketisation of education to the developed world. According to them 

Marketisation started as a result of the Neo-Libralism or economic rationalism 



in response to globalisation and the need to increase standards to be able to 

compete on a global economy. The proponents of Neo-Liberalism argues that a 

strong market free of government interference would provide desired prosperity 

in the economy . The Neo-Liberals, believe that since education is a major tool 

for economic development, the market principles should be applied to 

education. According to them,  application of market principles to education 

will lead to the establishment of  Equity Principles , hence, higher performance 

in educational institutions.  Therefore ,the  best way to improve standards and 

quality in education is to encourage competition through marketing.  However, 

Bush and Bell,(2008) noted that a market exists where choice exists and 

individuals or organisations can choose between products or services. Thus, the 

market model sees educational institutions as service providers who are to 

compete for clients. That is, mmnnthey are to compete for students, parents and 

the community. With this, education is  seen as a private good which 

individuals should pay for. Agreeing with the application of market model to 

education, Bryant,(2012), noted ,that the role of education is to instil drive, 

initiative and enterprise and that this will come from competition between 

schools, motivating teachers to improve standards and provide parents and 

students with  choice of schools. However, Bush and Bell (2008), emphasized 

that marketisation of schools became necessary as a result of three broad 

pressures on government and educators due to globalisation. These pressures 

according to them are: 

(i). The desire to prepare young people to engage with the global economy 

and technology.  

(ii). The desire to compete internationally: This led governments to raise the 

quality and quantity of the output from education and subsequent  pursuit 

of the three Es of -: Efficiency, Effectiveness and Economy.  

(iii) The libertarian views of the rights of individuals in the society and the 

egalitarian and economic pressures towards widening participation in 

education. 

These pressures therefore pushed the governments in developed countries 

to pursue marketisation of schools, with greater emphasis on increase in 



participation rate and the quality of education. In view of this, Chitty, (2007)  

noted that the drive to widen participation is driven by the pursuit of increased 

economic competitiveness and this has led to improved market strategies by 

schools leadership, hence attracting students globally into their educational 

institutions. The attraction of students from developing countries to developed 

countries is evidenced in the mass  “Brain Drain” of both students and 

teachers/lecturers to schools overseas, where they  seek ‘apparent’ quality 

education and greener pastures respectively. The mass exodus of Nigerian 

youths to other countries in search for quality education testify to this and is an 

indication of poor quality and standard in the education sector in Nigeria. 

According to Sallis (2008) quality is about customers delight rather than 

customer satisfaction and so must be planned for, using a rigorous strategic 

planning process.  

Educational leaders in Nigeria, should therefore plan for quality and pursue it 

with vigorous strategic plan so as to increase the quality and standards of the 

education sector, thereby, attracting quality customers both within and outside 

the country. 

 

 

 

 

 Marketisation , Privatisation and School Autonomy In Nigeria 

Owing to the numerous development projects competing for government funds 

in Nigeria, it becomes more and more difficult to cater adequately to the needs 

of the educational sector. This results in drastic cuts in spending on public 

schools. According to Zeleza ( 2012), some public secondary and tertiary 



institutions in Nigeria hardly pay staff salaries and there is inadequate/lack of 

basic infrastructure for teaching and learning, research and administration. 

According to him ,all these result to poor academic quality. He further noted 

that the Nigerian universities do not have the capacity to admit the thousands of  

potential candidates qualified for university education and so a realistic 

response to these issues is the springing of private and state –owned 

universities. The existence of privately owned higher institutions in Nigeria is 

an element of marketisation of schools in Nigerian educational system, where 

schools are privatised though with little degree of autonomy. According to 

Chitty, (2007) privatisation of schools are measures designed to ensure that 

schools are in private ownership. In recent times, Nigeria witnessed an upsurge 

of university education owned by private individuals and state governments. 

The primary aim is to widen participation, thereby providing education to the 

teaming population. It is also aimed at increased quality of education that can 

compete with the global economy. Schools in Nigeria, especially private and 

state owned are given substantial degree of autonomy to enable them compete 

for quality and standards. The result of this is that parents prefer these private 

schools to public schools ,as  there seem to be better standards and quality in 

some of the private schools. Since the private schools are given some degree of 

autonomy especially in financial matters, they are in a better position to seek for 

quality and compete for it than the public schools. Autonomous school as seen 

by Cadwell and Spinks ( 1998),is one that is truly independent and non-

systemic. This means that an autonomous school has a degree of independence 

that is not provided in a centrally determined framework. They further defined 

self – managing schools, bringing out the difference between them and the 

autonomous schools. According to them, a self – managing school is a school in 

a system of education to which there has been decentralised, a significant 

amount of authority and responsibility to make decisions related to the 

allocation of resources within a centrally determined framework of goals, 



policies, standards and accountabilities. This distinction places Nigerian schools 

under self – managing schools. This is so, because in Nigerian schools at all 

levels are under various education boards whose duty is to ensure standards and 

quality. They are therefore not truly autonomous. Being truly or completely 

autonomous may not be the best for a country in achieving quality education. 

What is important is having a higher degree of autonomy within self – 

managing schools that will give them more freedom in setting their own targets 

for achieving higher standards and quality (Caldwell &Spinks, 1998). It seems 

that the proliferation of  higher education in Nigeria has not been able to 

achieve the desired quality as is evidenced in the unprecedented mobility of 

Nigerian students to higher institutions outside the country. Educational leaders 

at all school levels in Nigeria should therefore aim at setting standards that will 

help in achieving higher standards in education. This according to Sallis, (2008) 

can only be achieved through strategic planning. 

 

 

 

 

 

 

Strategic Plan And Quality Management 

The strategic plan, sometimes called  corporate or institutional 

development plan gives detailed measures of what the institution intends to take 

to achieve its mission. Its aim is to give the institution guidance and direction. 

In educational institutions, the production of a strategic plan assumes 



considerable importance and without it, the institution lacks direction. 

According to Sallis (2008), in developing a strategic plan, the strategy must be 

based around the various educational stakeholders and their expectations and 

from these, develop policies and plans which can deliver the mission and 

progress the vision.  Table 1, outlines a possible planning sequence that could 

be adopted by any educational institution ,especially in Nigeria, that seeks  

quality. 

 

 

 

 

 

 

 

 

 

 

Table 1-: STRATEGIC PLANNING PROCESS  

Mission And Vision  
 

What is our purpose? 

What are our vision, mission and values? 
 

Customer/Learner Requirements 

Who are our customers? 

What do our customers expect of us? 



What do we need to be good at, to meet customer expectations? 

What do our learners require from the institution? 

What method do we use to identify learner / customer needs? 

 

Route To Success  

What are our strengths, weakness, opportunities and threats? 

What factors are critical to our success?  

How are we going to achieve success? 
 

Quality Performance  

What standards are we going to set? 

How are we going to deliver quality? 

What will quality cost us? 
 

Investing In People  

How should we make the best of our staff? 

Are we investing sufficiently in staff and staff development  
 

Evaluating The Process 

Do we have processes in place to deal with things that go wrong? 

How will we know if we have been successful? 

 

Source: Sallis, E.  (2008) Total quality management in education  p .123. 

 

 Table 1, shows that strategic plans involve a whole lots of questions at 

every stage. It is only when answers to these questions are given that the track 

to quality can be established. The true answer to these questions can only be 

gotten if appropriate analytical management techniques are applied and from 

there, the right decisions concerning the institutions will be made. In Nigeria, 

the educational leaders should answer these questions so as to put in motion the 

process of quality education that will attract both Nigerian youths and youths 

from other parts of the world.  

 



The Nigerian Educational Leader And Market Research 

 

  The significance of leadership for undertaking the transformation to 

quality cannot be underestimated. Without leadership at all levels of education, 

the quality process cannot be achieved. Commitment to quality is the prime role 

for  Nigerian educational leader. It is for this reason that Peters and Austin 

(2003) see the educational leader as needing the following attributes for quality 

improvement.  

 Vision and Symbols: Here, the principal or educational leader must 

communicate the institution’s values to staff, students, parents and the 

wider community.  

 Management By “Walking About”: They argued that for any 

educational leader to lead the quality revolution, such leader must adopt a 

leadership style of “Management By Walking About” (MBWA), 

According to them, a passion for excellence cannot be communicated 

from behind the office desk.  

 For the kids: Educational leaders must ensure that the institution has a 

clear focus on its primary customers i.e. “close to the customer”. 

 Autonomy, experimentation and support for failure: – Educational 

leaders must encourage innovation among their staff and be prepared for 

the failure that inevitably accompany innovation. 

 Create a sense of family: The leader needs to create a feeling of 

community among the institutions pupils, students, parents, teachers and 

support staff.  

 Sense of the whole, rhythm, passion, intensity and enthusiasm: These 

are the essential personal qualities required of the educational leader. 

Peter and Austin’s attributes for  quality leaders are essential for Nigerian 

educational leaders if quality is to be  achieved. In addition to these 



qualities , Peter and Austin, noted that  the educational leader should be 

able to carry out good market research, if quality is to be achieved. This 

involves listening to customers both actual and potential (students and 

potentials students) Earlier, Gary, (2001) noted that quality of education 

is meaningless without market research. Research can be used to 

determine the issues as seen from the point of view of the customers. It 

can provide data on the image that the institution has with the various  

customers or potential customer groups. Educational leaders in Nigeria 

need to know what different customer groups think of them and why 

some people like their institutions and others don’t. This can help them to 

know areas that need improvement to meet the needs of their customers 

and also be able to compete favourably for quality with other schools 

both within and outside the country. In a similar view, Smith,Scot and 

Lynch, (2005), noted that market research in education is not something 

that can be carried out once and for all. It should be done on a regular 

basis. 

In Nigerian educational system ,market research can be carried out at the 

various levels of education through market survey using  questionnaire  

and oral interviews. Questionnaires can be given to parents, students, 

teachers  and members of the community on the various aspects of the 

institution. The feed back can help them in correcting areas that require 

amendments. It can also help them to know the expectations of their 

customers. Constant market research can provide advanced warnings of 

changes in customer perception of their institution. Customer perception 

through market research can therefore help educational leaders in Nigeria 

to detect problem areas and work on them for improved quality 

education. Market research will also help them to develop appropriate 

market strategies that can help them facilitate quality. 

 



The Challenges of Marketisation of Education to Educational Leaders in 

Nigeria         

The rise of marketing in education is a big challenge to educational 

leaders in Nigeria. This is because for a market in any situation to be successful, 

many assumptions are made -:  

1.The existence of independent buyers and sellers who cannot influence the 

market 

2.  Producers who make homogenous products. 

3.  Freedom to enter and exit the market 

4.  Buyer who have full knowledge of the market  

     It is therefore obvious that there is little or no chance of education becoming 

a perfect market and so it becomes a big challenge to the educational leader  

who is to apply  the  market principles to achieve quality. Marketisation of 

schools, according to Clarke and Newman (2002) brings with it, a rise in new 

“managerialism” with its emphasis on management based in the culture of the 

market rather than the culture of education. They described the new 

managerialism as the changing nature of school leadership with emphasis on 

“Bilingualism”. This means that educational leaders are forced to be bilingual. 

That is, talking the languages of business and the language  of education. To 

cope with this would be a big challenge to Nigerian educational leaders, whose 

idea of market is mainly that of buying and selling . In addition, the mass 

movement of Nigerian children to schools outside the country in search of 

quality education is a big challenge to our educational leaders. They are 

therefore, challenged to pursue quality and standard to be able to attract 

Nigerian parents and their children back to education in Nigeria. They are also 

challenged to pursue market strategies that will attract students from other parts 

of the world into schools in Nigeria. This is quite challenging since 

marketisation of education is not yet adopted in educational policy in Nigeria.  



They are further challenged to  reorient our educational system to be focused on 

the outside world to meet the demand of the global economy.  

 

Conclusion And Recommendations  

The rise of marketing in education brought with it, numerous challenges to 

educational leaders. Although elements of marketisation of schools exists in 

Nigeria due to privatisation of schools, the term is still in its infancy in Nigerian 

educational system. With globalisation and global economy, the issue of quality 

education remains paramount.  

It is therefore recommended that educational leaders in Nigeria should 

undertake the transformation to quality through strategic plans. In this regards, 

capacity building on strategic planning should be organised for educational 

leaders in the country. It is also recommended that educational leaders should 

engage regularly on market research to enable them know what their customers 

expects from them. 
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