
Market Segmentation 

Guide
This toolkit aims to help schools assess which, if any, additional 
customer segments might be worth pursuing.

DYNAMIC VALUE PROPOSITION: RELEVANCY TOOLKIT
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Legal Caveat

EAB Global, Inc. (“EAB”) has made efforts to 
verify the accuracy of the information it provides 
to partners. This report relies on data obtained 
from many sources, however, and EAB cannot 
guarantee the accuracy of the information 
provided or any analysis based thereon. In 
addition, neither EAB nor any of its affiliates 
(each, an “EAB Organization”) is in the business 
of giving legal, accounting, or other professional 
advice, and its reports should not be construed as 
professional advice. In particular, partners should 
not rely on any legal commentary in this report as 
a basis for action, or assume that any tactics 
described herein would be permitted by applicable 
law or appropriate for a given partner’s situation. 
Partners are advised to consult with appropriate 
professionals concerning legal, tax, or accounting 
issues, before implementing any of these tactics. 
No EAB Organization or any of its respective 
officers, directors, employees, or agents shall be 
liable for any claims, liabilities, or expenses 
relating to (a) any errors or omissions in this 
report, whether caused by any EAB Organization, 
or any of their respective employees or agents, or 
sources or other third parties, (b) any 
recommendation by any EAB Organization, or (c) 
failure of partner and its employees and agents to 
abide by the terms set forth herein.

EAB is a registered trademark of EAB Global, Inc. 
in the United States and other countries. Partners 
are not permitted to use these trademarks, or 
any other trademark, product name, service 
name, trade name, and logo of any EAB 
Organization without prior written consent of EAB. 
Other trademarks, product names, service 
names, trade names, and logos used within these 
pages are the property of their respective 
holders. Use of other company trademarks, 
product names, service names, trade names, and 
logos or images of the same does not necessarily 
constitute (a) an endorsement by such company 
of an EAB Organization and its products and 
services, or (b) an endorsement of the company 
or its products or services by an EAB 
Organization. No EAB Organization is affiliated 
with any such company.

IMPORTANT: Please read the following.

EAB has prepared this report for the exclusive use 
of its partners. Each partner acknowledges and 
agrees that this report and the information 
contained herein (collectively, the “Report”) are 
confidential and proprietary to EAB. By accepting 
delivery of this Report, each partner agrees to 
abide by the terms as stated herein, including the 
following:

1. All right, title, and interest in and to this 
Report is owned by an EAB Organization. 
Except as stated herein, no right, license, 
permission, or interest of any kind in this 
Report is intended to be given, transferred to, 
or acquired by a partner. Each partner is 
authorized to use this Report only to the 
extent expressly authorized herein.

2. Each partner shall not sell, license, republish, 
distribute, or post online or otherwise this 
Report, in part or in whole. Each partner shall 
not disseminate or permit the use of, and shall 
take reasonable precautions to prevent such 
dissemination or use of, this Report by (a) any 
of its employees and agents (except as stated 
below), or (b) any third party.

3. Each partner may make this Report available 
solely to those of its employees and agents 
who (a) are registered for the workshop or 
program of which this Report is a part, (b) 
require access to this Report in order to learn 
from the information described herein, and (c) 
agree not to disclose this Report to other 
employees or agents or any third party. Each 
partner shall use, and shall ensure that its 
employees and agents use, this Report for its 
internal use only. Each partner may make a 
limited number of copies, solely as adequate 
for use by its employees and agents in 
accordance with the terms herein.

4. Each partner shall not remove from this 
Report any confidential markings, copyright 
notices, and/or other similar indicia herein.

5. Each partner is responsible for any breach of 
its obligations as stated herein by any of its 
employees or agents.

6. If a partner is unwilling to abide by any of the 
foregoing obligations, then such partner shall 
promptly return this Report and all copies 
thereof to EAB. 
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How to Use This Toolkit

Action Steps:

Relevant: 

Produces benefits and 
outcomes that are valued 
by a defined audience

Differentiator Criteria:

Assessing Relevancy of 
School Offerings

Creating a Market-Tested 
Customer Profile

Market Segmentation 
Guide

Brainstorm families’ jobs-to-
be-done

Connect jobs to pains and gains

Test and finalize customer profiles

Evaluate school offerings on 
relevancy

✓Validate your prototype 
in the market 

✓Create your customer 
profile prototype

Tools:

The Value Proposition Management System: Step 1

Great programs don’t matter if they don’t matter to your audience. Too often, 
schools invest in offerings without clearly understanding what families truly value. 
The first step to building relevance is developing a clear, data-informed customer 
profile that captures parent and student needs.

This toolkit is one of three relevancy toolkits that will assist schools in completing 
step 1 of EAB’s 3-step dynamic value proposition. Refer to p. 5 of EAB’s Value 
Proposition Management System Implementation Guide for an overview of the 3-
step process, and p. 7 for an overview of step 1.

This toolkit begins with a brainstorming exercise to help school leaders identify 
potential new customer segments in their market. Next, a viability questionnaire 
helps assess whether each segment is worth pursuing further. Based on the results, 
schools can then decide whether to create a Customer Profile Prototype (in the 

Creating a Market-Tested Customer Profile toolkit) for any new segments beyond 
their traditional independent school audience.

See the graphic below for a step-by-step overview and track your progress using the 
action plan checklist on pp. 8–9 of the Implementation Guide.

https://www.eab.com/
https://eab.com/resources/tool/evaluate-relevance-independent-school-programs#assessment
https://eab.com/resources/tool/evaluate-relevance-independent-school-programs#assessment
https://eab.com/resources/tool/evaluate-relevance-independent-school-programs#profile
https://eab.com/resources/tool/evaluate-relevance-independent-school-programs#profile
https://eab.com/resources/tool/evaluate-relevance-independent-school-programs#profile
https://eab.com/resources/tool/evaluate-relevance-independent-school-programs#profile
https://eab.com/resources/tool/value-proposition-management-system-implementation-guide-independent-schools/
https://eab.com/resources/tool/value-proposition-management-system-implementation-guide-independent-schools/
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Customer Segment Viability 
Toolkit
Use this toolkit to help you assess if a customer segment in 
your market is a viable choice for your school to pursue.

EAB’s Dynamic Value Proposition

https://www.eab.com/


eab.comeab.com6©2023 by EAB. All Rights Reserved. 

Customer Segment Viability Toolkit

Customer Segment Brainstorming Guide

Use the following examples and guiding questions to brainstorm potential new 
customer segments in your market. 

Sources: Bottorff, C. and Jolaoso, C., Customer Segmentation: 
The Ultimate Guide, Forbes 2024; EAB interviews and analysis. 

Keep the following guiding questions in mind when brainstorming new or potential 
segments in your market: 

• What are the characteristics of families in your community that don’t interact with 
your school?

• What demographic changes or trends have you noticed in the market?

• What families do your competitors target that you do not?

International 
Families

Potential Family 
Priorities

• Status in 
community and 
workforce back 
home

• Concerns about 
personal safety 
and visas

First-Generation 
Families

Potential Family 
Priorities

• Family pride being 
first to get degree

• Feeling included 
among families 
who have long 
attended 
independent 
schools

Potential New Segments

Generation-Z 
Families

Potential Family 
Priorities

• Focus on 
innovation instead 
of tradition

• More discerning in 
spending money 
on private 
education

Brainstorm Segments

https://www.eab.com/
https://www.forbes.com/advisor/business/customer-segmentation/
https://www.forbes.com/advisor/business/customer-segmentation/
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Customer Segment Viability Toolkit

Customer Segment Viability Questionnaire 

Select one customer segment to assess at a time. Now, on pp. 7-9, follow these 
instructions for each customer segment you choose. Check the box next to each 
statement if your school can answer in the affirmative for the selected customer 
segment. Then, answer the accompanying reflection question in each section.

Sources: Maysel, B., A Step-by-Step Guide to Finding New Markets, Analytics Vidhya, 2020; Williams, B., How To Assess Segmentation 
Attractiveness for Product Launch, Insight7; Ng, P.Y., Identifying and Understanding Your Target Customer and Market Segments, MaRS; 
Appinio Research, Target Market Expansion – How To Grow by Expanding Your Target Market, 2023; EAB interviews and analysis.  

Selected Customer Segment: _______________________________________

2. Profitability: 

• Families in this segment are able to pay full or majority of tuition.*

• Families in this market are willing to pay full or majority of tuition. 

 

Reflection Question

How could your school adjust its pricing strategy and financial aid support
for families in this segment, if needed? 

1. Market Size and Growth Potential:

• There is a sizeable percentage of families in this segment in our market.*

• The percentage of families in this segment of our market is growing.

Reflection Question

How can you keep track of the market growth of families in this segment? 

*Note: Consider using EAB’s Projecting Enrollment at Your School with Employment Data 
Tool for guidance on how to determine the market size and profitability of each segment. 
While some of the tool is geared towards the COVID-19 pandemic, several insights can 
still be applied to any market sizing effort.

https://www.eab.com/
https://medium.com/analytics-vidhya/a-step-by-step-guide-to-finding-new-markets-81e5451affd5
https://medium.com/analytics-vidhya/a-step-by-step-guide-to-finding-new-markets-81e5451affd5
https://medium.com/analytics-vidhya/a-step-by-step-guide-to-finding-new-markets-81e5451affd5
https://medium.com/analytics-vidhya/a-step-by-step-guide-to-finding-new-markets-81e5451affd5
https://medium.com/analytics-vidhya/a-step-by-step-guide-to-finding-new-markets-81e5451affd5
https://insight7.io/how-to-assess-segmentation-attractiveness-for-product-launch/
https://insight7.io/how-to-assess-segmentation-attractiveness-for-product-launch/
https://learn.marsdd.com/article/identifying-your-target-customer-and-market-segments/
https://www.appinio.com/en/blog/market-research/target-market-expansion
https://www.appinio.com/en/blog/market-research/target-market-expansion
https://www.appinio.com/en/blog/market-research/target-market-expansion
https://eab.com/resources/tool/projecting-school-enrollments-employment-data/
https://eab.com/resources/tool/projecting-school-enrollments-employment-data/
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Customer Segment Viability Toolkit

Customer Segment Viability Questionnaire (cont.)

Sources: Maysel, B., A Step-by-Step Guide to Finding New Markets, Analytics Vidhya, 2020; Williams, B., How To Assess Segmentation 
Attractiveness for Product Launch, Insight7; Ng, P.Y., Identifying and Understanding Your Target Customer and Market Segments, MaRS; 
Appinio Research, Target Market Expansion – How To Grow by Expanding Your Target Market, 2023; EAB interviews and analysis.  

3. Customer Needs:

• Our school understands the specific jobs, pains, and gains of families
in this segment.

• Our school is able to meet the specific jobs, pains, and gains of families in
this segment.

Reflection Question

What sort of jobs, pains, and gains do families in this segment share with your
current families? What jobs, pains, and gains are different?  

4. Competition:

• There is little competition among schools in our market for enrolling
families in this segment.*

• We see gaps in the market where our school offerings can provide value
to families in this segment that competitors cannot.  

Reflection Question

What decision criteria do you think families in this segment use when choosing
one school over other schools?

*Note: Refer to p. 33  of the Creating a Market-Tested Customer Profile toolkit to help 
you determine this information.

https://www.eab.com/
https://medium.com/analytics-vidhya/a-step-by-step-guide-to-finding-new-markets-81e5451affd5
https://medium.com/analytics-vidhya/a-step-by-step-guide-to-finding-new-markets-81e5451affd5
https://medium.com/analytics-vidhya/a-step-by-step-guide-to-finding-new-markets-81e5451affd5
https://medium.com/analytics-vidhya/a-step-by-step-guide-to-finding-new-markets-81e5451affd5
https://medium.com/analytics-vidhya/a-step-by-step-guide-to-finding-new-markets-81e5451affd5
https://insight7.io/how-to-assess-segmentation-attractiveness-for-product-launch/
https://insight7.io/how-to-assess-segmentation-attractiveness-for-product-launch/
https://learn.marsdd.com/article/identifying-your-target-customer-and-market-segments/
https://www.appinio.com/en/blog/market-research/target-market-expansion
https://www.appinio.com/en/blog/market-research/target-market-expansion
https://www.appinio.com/en/blog/market-research/target-market-expansion
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Customer Segment Viability Toolkit

Determine Customer Segment Viability (cont.)

Sources: Maysel, B., A Step-by-Step Guide to Finding New Markets, Analytics Vidhya, 2020; Williams, B., How To Assess Segmentation 
Attractiveness for Product Launch, Insight7; Ng, P.Y., Identifying and Understanding Your Target Customer and Market Segments, MaRS; 
Appinio Research, Target Market Expansion – How To Grow by Expanding Your Target Market, 2023; EAB interviews and analysis.  

Next Steps

✓ Review your responses above. If you marked ‘yes’ for at least one statement in 
each of the five sections, determine with the school leadership team how you 
might incorporate this segment into your value proposition work. 

✓ If you did not mark ‘yes’ for at least one statement in each of the five sections, 
keep track of this segment and identify what would need to change to explore 
marketing to this segment.

✓ Consider if you should make a Customer Profile Prototype for any additional 
segments that may be in your market. Repeat the steps in the Creating a Market-
Tested Customer Profile toolkit for any new segments you decide to explore.

5. Accessibility:

• Our school can easily and effectively target families in this segment.

• We know what barriers could prevent families in this customer segment
from enrolling at our school.

Reflection Question

What do you think may prevent families in this segment from considering
and enrolling at your school, besides potentially tuition? 

https://www.eab.com/
https://medium.com/analytics-vidhya/a-step-by-step-guide-to-finding-new-markets-81e5451affd5
https://medium.com/analytics-vidhya/a-step-by-step-guide-to-finding-new-markets-81e5451affd5
https://medium.com/analytics-vidhya/a-step-by-step-guide-to-finding-new-markets-81e5451affd5
https://medium.com/analytics-vidhya/a-step-by-step-guide-to-finding-new-markets-81e5451affd5
https://medium.com/analytics-vidhya/a-step-by-step-guide-to-finding-new-markets-81e5451affd5
https://insight7.io/how-to-assess-segmentation-attractiveness-for-product-launch/
https://insight7.io/how-to-assess-segmentation-attractiveness-for-product-launch/
https://learn.marsdd.com/article/identifying-your-target-customer-and-market-segments/
https://www.appinio.com/en/blog/market-research/target-market-expansion
https://www.appinio.com/en/blog/market-research/target-market-expansion
https://www.appinio.com/en/blog/market-research/target-market-expansion
https://eab.com/resources/tool/evaluate-relevance-independent-school-programs#profile
https://eab.com/resources/tool/evaluate-relevance-independent-school-programs#profile
https://eab.com/resources/tool/evaluate-relevance-independent-school-programs#profile


ABOUT EAB

At EAB, our mission is to make education smarter and our communities stronger. 

We work with thousands of institutions to drive transformative change through 

data-driven insights and best-in-class capabilities. From kindergarten to college 

to career, EAB partners with leaders and practitioners to accelerate progress and 

drive results across five major areas: enrollment, student success, institutional 

strategy, data analytics, and diversity, equity, and inclusion (DEI). We work with 

each partner differently, tailoring our portfolio of research, technology, and 

marketing and enrollment solutions to meet the unique needs of every leadership 

team, as well as the students and employees they serve. Learn more at eab.com.

202-747-1000 | eab.com

@eab @WeAreEAB@eab_ @eab.life
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