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INTRODUCTION

Higher education has a history of hundreds of years. Right now, because of 
rapid technology development and the globalization, the higher education market 
is radically changing. It is not a privilege only of elite circles, higher education 
nowadays is widely available. Universities are not only centres of knowledge, they 
are becoming generators of innovative companies and cornerstones of countries’ 
future prosperity. The higher education market is quite uneven – university 
competition is moving to the government level where all self-respecting countries 
take part by generous funding of excellence initiatives. The USA and Western 
Europe dominate the rankings and continue to invest strategically in the higher 
education institutions. Worldwide the new life-cycle of a student is transformed 
to a life-long relationship with the university. After graduation begins a new phase 
of mutually beneficial relationship of alumni and universities. Alumni relations 
and fundraising is a large industry in the USA and Western Europe – it provides 
significant share of higher education financing and means for cooperation 
between industry and universities supporting common research, valorization, 
and career development. Alumni play a vital role in university support and 
development. Cooperation with alumni depends on the governance of the 
universities and dominant sources of power. Clark describes three main power 
sources: state authority, academic oligarchy and market (Clark, 1984). Latvia in 
the power triangle is in-between state authority and academic oligarchy close 
to Nordic Countries but far from the United Kingdom and USA, which are very 
close to the market. Being close to the market also means close cooperation with 
alumni. Thus, alumni as a research object are currently extremely important for 
Baltics. The history of centrally organized alumni relations is two centenaries 
long in the USA, several decades in the United Kingdom, less than twenty years in 
Nordic countries and just starting in the Baltics. That reveals many challenges for 
the universities in the Baltics – building alumni relations means building a new 
culture and engaging alumni where majority until recently expected that their 
relationship with university ends after the graduation ceremony. In the Doctoral 
Thesis author researches higher education financing tendencies in the countries 
that are most actively promoting alumni relations. The research reveals clusters 
of countries that support the idea of Clark’s model. Further research focuses on 
these clusters and the impact of higher education system on alumni relations 
and the chosen activities of universities in alumni engagement. That brings to a 
conclusion that in the Baltics expectations to get significant financial benefits 
from alumni in short term are premature – there is no tradition of supporting 
that, and the relationship culture must be changed sometimes even radically. In 
business it is common and convenient to apply monetary measures for success. 
However, intellectual capital of alumni-university relationship, knowledge, 
information and connection to the labour market are difficult to measure and 
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therefore underestimated and insufficiently applied as success metrics. The 
author for the doctoral thesis has chosen another, less researched way of mutually 
beneficial alumni-university relationship form – knowledge management. Most 
commonly knowledge management is associated with organizational efforts to 
manage its inner knowledge for better and sustainable business development. 
Customer knowledge management goes over organizational borders and involves 
three types of knowledge – to, from and about the customer. That precisely fits 
with alumni role in the university because the university cannot exist nowadays 
without the knowledge and experience of the industry because it is preparing the 
resources that will be the future driver of the labor market. At the same time it 
is important for the university to inform alumni and industry what is going on 
in the campus of the university – what skills students are acquiring, what are 
recent inventions, what equipment there is in the campus and how it all can be 
applied in the industry for mutual benefit. Until recently only foreign research 
has investigated different aspects of alumni relations, there is no research in the 
Baltic countries. Also, most of the research worldwide is dedicated to fundraising. 
The Doctoral Thesis is about alumni and their knowledge in all alumni-university 
intersection points. Implementation of alumni knowledge management model 
and systematic use of metrics will timely indicate strategic and knowledge 
gaps between the universities and industry. Cooperation with alumni has a 
multiplier effect because it increases the quality of higher education, provides 
technology and knowledge transfer, development of intellectual capital and 
increase of university brand value. The Doctoral Thesis reviews the main forms 
of cooperation of alumni and university, evaluates the strategic priorities and 
opportunities based on empirical research. 

In the Doctoral Thesis, the following research questions are formulated.
1.	 What is alumni role in university?
2.	 How to enhance alumni long-term engagement in university?
3.	 How to measure the alumni knowledge management implementation results 

in the university?

The research object.

Alumni and alumni relations departments in higher education and research 
institutions.

The research subject.

Application of knowledge management instrument for the enhancement of 
alumni long-term engagement in higher education and research institutions.
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The aim of the research.

To develop tools that assess the degree of alumni engagement and strengthen 
alumni long-term cooperation with higher education and research institutions. 

In order to reach the formulated aim, the following research 
objectives are set.

1.	 To research the history of alumni relations, the environment influencing alumni 
relations management in the universities, and to research alumni relations 
nowadays – tendencies in different regions and how they relate to the situation 
in the Baltics, particularly in Latvia.

2.	 To investigate alumni roles, especially customer role, in relation to university by 
researching scientific and business literature, inquiring university management 
on attitudes and perceptions, and to ascertain the previous analysis by asking 
alumni themselves about their attitudes and perceptions about university.

3.	 To develop alumni segmenting that fosters alumni engagement with university.
4.	 To develop an alumni knowledge management model that involves all 

university-alumni activities and intersections and to develop alumni knowledge 
management metrics. 

5.	 To do the approbation of the alumni knowledge management model.

Limitation of the research.

The Doctoral Thesis focuses on the alumni knowledge management specifically 
at higher education and research institutions, i.e. universities. Most of the 
knowledge management, customer knowledge management and key account 
management scientific research is based on business organizations. The results of 
research were adapted to the higher education environment and used in the design 
and implementation of alumni knowledge management model that is applicable 
particularly in universities. The period of empirical study is from 2014 until 2018. 
The research involves only the information and financial indicators that were 
publicly available.

Theoretical and methodological foundation of thesis.

The analysis of existing research on alumni relations, alumni segmentation, 
customer concept, knowledge management, customer knowledge management and 
key account management is limited to several research areas grouped as follows. 

The first research group studied alumni concept, history, and alumni role 
in university (Shaw et al., 1917; Sailor, 1930; Clark, 1984; Arceo, 2003; Balder, 
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2006; Dobbins, 2011; The Society of Alumni of Williams College, 2012; Council 
for Advancement and Support of Education, 2013; Appelqvist, 2014; Durango-
Cohen and Balasubramanian, 2014; Ebert, Axelsson and Harbor, 2015), alumni 
segmentation (del Barrio-García and Luque-Martínez, 2009; Le Blanc and Rucks, 
2009; Chi, Jones and Grandham, 2012; Durango-Cohen and Balasubramanian, 2014; 
Rattanamethawong, Sinthupinyo, and Chandrachai, 2017; Weerts and Cabrera, 
2017; Windler et al., 2017).

The second research group investigated customer concept, customer loyalty and 
lifetime value (Juran, 1988; Drucker, 1990; Kramer, 2001; Normann, 2001; Ross and 
Segal, 2002; John M.Bryson, 2004; Phills, 2005; Pickton and Broderick, 2005; Hill 
and Jones, 2007; Kaplan and Warren, 2007; Solomon, 2009; Bergman and Klefsjö, 
2010; Rothschild, 2012), customer segmentation (Ross and Segal, 2002; Jonker, 
Piersma and Van Den Poel, 2004; Kim et al., 2006; Hill and Jones, 2007; Kaplan and 
Warren, 2007; Böttcher et al., 2009; Olsen, Prebensen, and Larsen, 2009; Hsu, Lu 
and Lin, 2012; Cuadros and Domínguez, 2014; Floh et al., 2014), and key account 
management (Scott and Westbrook, 1991; Dunn and Thomas, 1994; Pardo, Salle, 
and Spencer, 1995; Millman, 1996; Pardo, 1997; Homburg, Workman, and Jensen, 
2000; Ojasalo, 2001; McDonald and Woodburn, 2007; Zupancic, 2008; Laurin, 2017).

The third research group investigated knowledge management (Huber, 1991; 
Nonaka, 1994; Nonaka; Takeuchi, 1995; Galagan, 1997; Davenport, De Long, and 
Beers, 1998; Lang, 2001; Snowden, 2002; Hassard and Kelemen, 2002; Metaxiotis 
and Psarras, 2003; Jashapara, 2004; Dalkir, 2005; Surowiecki, 2005; Ohmukai, 
2006; Liebowitz, 2012; Horaguchi, 2014; Milton and Lambe, 2016), knowledge 
management in universities (Davenport and Prusak, 1998; Pan  L. and Scarbrough, 
1998; Oosterlinck et al., 2001; Metaxiotis and Psarras, 2003; Rowley, 2010; Hoq 
and Akter, 2012; Draghici et al., 2015; Trivella and Dimitrios, 2015), and customer 
knowledge management (García-Murillo and Annabi, 2002; Grant and Anderson, 
2002; Gebert et al., 2003; Bueren et al., 2005; Rollins and Halinen, 2005; Pavicic, 
Alfirevic, and Znidar, 2007; Zanjani, Rouzbehani, and Dabbagh, 2008; Sofianti et al., 
2010; Fan and Ku, 2010; Shieh, 2011; Chen, 2011; Sedighi, Mohamad Mohsen; Mokfi, 
Taha; Golrizgashti, 2012; Buchnowska, 2014; Khosravi, Razak and Hussin, 2016).

The fourth research group was dedicated to knowledge management metrics 
(Moreira, 1996; Sveiby, 1997; Skyrme and Amidon, 1998; Stewart and Ruckdeschel, 
1998; Johan Roos, Goran Roos, Nicola Carlo Dragonetti, 1998; Bontis et al., 1999; 
Bergeron, 2003; Bose, 2004; Faisst and Resatsch, 2004; Kankanhalli and Tan, 2004; 
Dalkir, 2005; Oliveira and Goldoni, 2006; Gupta, Mehrotra, and Sharma, 2015), 
incl. Balanced Scorecard application (Kaplan and Norton, 1992; Fairchild, 2002; 
Bergeron, 2003; Faisst and Resatsch, 2004; Dalkir, 2005; Gupta, Mehrotra, and 
Sharma, 2015).
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Logics of the research.

Logical structure of the research is determined by the aim of the research and 
consistency of research objectives. Figure 1 shows the structure reflecting logics.

Fig. 1. Logic of the research (developed by author)
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Research methodology

State of art literature review describes alumni relations, theory of knowledge 
management, key account management, customer knowledge management, 
customer notion and customer segmenting. It also reviews latest research and 
practices of knowledge management in the universities. Alumni relations and 
fundraising history and practices nowadays are derived by extensive literature 
research, systematic research of online resources and by expert interviews 
(Emma Johnes, KTH Royal Institute of Technology in Stockholm, Sweden; Sarah 
Havrén Schütz, Uppsala University, Sweden); Giedre Birzyte, Vilnius University, 
Lithuania; Rimante Hopeniene, Kaunas University of Technology, Lithuania; Elen 
Kirt, Tallinn University of Technology, Estonia; Teele Arak, University of Tartu, 
Estonia). There is literature review performed to substantiate the statement 
that alumni are university customers. With the same aim author performed 
an online survey inquiring universities about their services to and attitudes 
towards alumni as customers. As the research approved that one of alumni roles 
in university is being a customer, the author continued the research with state of 
art literature review on existing practices of universities in alumni segmenting, 
expert interviews (named above) supplemented the acquired knowledge. The 
author developed an alumni segmenting model (see Chapter “Triple helix model of 
alumni segmentation”) that was based on knowledge management integration with 
key account management and validated the model within a focus group (alumni 
relations office staff, volunteers, alumni association board members, ex board 
members). As (Griffin and Hauser, 1993) describes in “Voice of the customer”, for 
over 80 % credibility, it is enough to perform six one to one interviews backed up 
by focus groups. This methodology was applied to validate the alumni segmenting 
model. Based on this previous work, the author developed an alumni knowledge 
management model (AKMM) for the universities that is based on customer 
knowledge management theory integration with key account management (see 
Chapter “Alumni knowledge management model”). The author performed an online 
survey to gather information about alumni relations in the Baltic higher education 
(hereafter Universities). The target audience of the survey were alumni of Latvian, 
Estonian and Lithuanian universities and colleges. The survey was open for one 
month, engaging 579 respondents among them 76.6  % Latvian, 12.6  % Estonian 
and 10.9  % Lithuanian. The survey provided the view of alumni and supported 
the conclusion that customer is one of alumni roles in university. It also provided 
factors and priorities necessary for building alumni knowledge management 
model and developing alumni knowledge management index. Alumni knowledge 
management index (AKMI) is a method developed by author that measures the 
success of alumni knowledge management in the university (see Chapter “Alumni 
knowledge management index”). It involves all factors that are involved in AKMM 
and considers the importance of these factors in relation to university strategy and 
alumni perception at a given point of the time. Given the extent of factors involved 
in AKMI, it can be difficult to measure for small alumni relations offices operating 
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in universities, thus the author provides simpler way of measuring AKMI success 
and describes balanced scorecard methodology (see Chapter “Balanced scorecard 
as alumni knowledge management metrics”). 

The findings are based on the author’s 7-year professional experience in the 
field, supplemented by surveys, expert interviews, focus group and case studies. 

The main scientific contributions and novelty of the Doctoral Thesis. 

1.	 Author performed a research of alumni relations in the Baltics. A study of 
this volume and of this particular topic was performed for the first time in the 
Baltics. It reveals overall attitudes of alumni towards long-term engagement 
with HERI as well as details of their priorities and readiness to engage. The 
results of the research will help HERIs to shape their alumni relations activities 
strategically fit to university and alumni needs.

2.	 Alumni triple helix segmentation developed by author is a new way to 
segment alumni according to the fields of engagement and level of activity. 
It provides an instrument for alumni relations practitioners and HERIs to 
communicate and involve alumni in a more meaningful and targeted way to 
ensure better engagement and mutual benefits. 

3.	 Alumni knowledge management model (AKM) was developed based on 
customer knowledge management principles. It covers all intersections of 
alumni-HERI strategic activities and knowledge management supporting and 
enhancing alumni long-term engagement in HERI.

4.	 Alumni knowledge management model is described also mathematically as 
alumni knowledge management index. It covers all AKM aspects and can be 
used for the knowledge management system IT support development as well as 
for measurement of alumni and HERI strategic and knowledge management gap. 

5.	 The author developed alumni knowledge management metrics methodology 
on the basis of Balanced Scorecard strategy performance management tool, 
which is also widely applied as knowledge management metrics. The Balanced 
Scorecard methodology application provides an overview of alumni relations 
performance and an opportunity to observe the tendencies in achievement of 
most important measureable targets.

The hypothesis of the Doctoral Thesis is stated as follows.

Accumulation and management of alumni knowledge enhances alumni 
engagement with HERI, which in turn leads towards increase of non-financial 
results and long-term sustainability. 
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The following theses are brought forward for the defence.

1.	 One of alumni roles in relation to HERI is lifetime customers. Such (customer) 
notion impacts attitudes and mutual relationship of both parties. Lifetime 
engagement changes student-alumni lifecycle and breaks the boundaries and 
perceptions by continuing meaningful and strategic HERI collaboration with 
alumni of all ages. 

2.	 Customer knowledge management principles can be applied in alumni relations 
management, sustaining all strategic activities of HERI and alumni relations. 
Customer concept substantiates managing knowledge to, from and about 
alumni. Comprehensive model ensures management of these three knowledge 
directions in all strategic HERI and alumni activities.

3.	 It is possible to develop a quantitative alumni knowledge management model 
that provides a measurable description and analysis of alumni and HERI 
strategic activities and knowledge. 

Practical contribution and key benefits of the Doctoral Thesis.

•• The Results of the Baltic alumni survey describe situation in the Baltic 
universities regarding alumni relations. The survey reveals alumni attitudes, 
their knowledge segmentation, interests, priorities and ways to engage with 
universities. Practitioners can exploit the results by targeting activities to 
specific alumni segments that will provide most meaningful long-term results, 
by realizing activities that are of highest priority for alumni and university 
strategic targets. 

•• The triple helix alumni segmentation model is exploiting key account 
management principles and segments alumni according to 3 main fields of 
engagement and according to the level of their activity or engagement. This 
segmentation helps practitioners to target the communication and activities 
more precisely thus increasing alumni engagement and helping alumni to evolve 
in cooperation with their alma mater.

•• Alumni knowledge management model describes all the alumni relations 
activities in all university strategic fields and respective knowledge 
management activities. Alumni relations practitioners can adapt the model 
according to their university strategic perspectives and structure alumni 
relations activities for a better fit of university and alumni relations strategic 
knowledge management targets.

•• Balanced scorecard management methodology provides practical and easily 
adjustable and applicable tool for measuring alumni knowledge management 
results in universities. 
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Structure and volume of the dissertation.

The Doctoral Thesis consists of Introduction, 4 chapters, conclusions, and 
recommendations. The volume of the Thesis is 201 pages, excluding appendices. 
The content of the Doctoral Thesis has been illustrated by 57 figures and 48 tables. 
The Doctoral Thesis has 7 appendices. The bibliography contains 207 reference 
sources. The content of the Thesis covers both theoretical and empirical study. The 
author has published 11 articles about the topic of the study and its results. The 
results of the Doctoral Thesis have been presented in 12 international scientific 
conferences and approbated and presented in 8 international industry specific 
conferences.

Chapter 1 describes alumni relations concept, history and contemporary 
issues. It covers literature review, latest scientific research, and the statistics 
obtained by industry associations regarding alumni relations and fundraising. 
Financing of higher education in different countries is reviewed to set the 
background for different alumni relations cultures, patterns and models in order to 
derive which is the most realistic focus of alumni relations in Latvia and the Baltics.

Chapter 2 describes customer concept, paying particular attention to non-
profit sector. It reviews latest research in customer segmentation and key account 
management, which is a discipline analysing organizations’ relationships with 
most valuable customers. Latest research and practice of alumni segmentation is 
reviewed in greater detail. 

Chapter 3 covers literature review and latest research on knowledge 
management and its metrics. Particular attention is paid to knowledge 
management in universities. Customer knowledge management encompasses 
acquiring, dissemination and usage of customer knowledge within the organization 
for mutual benefit. The concept is developed by merging knowledge management 
and customer relationship management. The chapter contains literature review, 
scientific research, and describes several models of customer knowledge 
management. 

Chapter 4 describes authors’ empirical research and application of the above 
mentioned theories and conclusions in developing alumni segmentation, alumni 
knowledge management model, metrics, metrics methodology, and approbation of 
these. Literature review and two surveys (one of higher education and research 
institutions (HERI), other of alumni themselves) approved that alumni are lifetime 
customers of HERI and theories and concepts related to customer management 
can be applied in alumni relations. The author developed a triple helix alumni 
segmentation based on key account management principles. Alumni knowledge 
management model is built on basis of customer knowledge management concept. 
The author developed a mathematical model for alumni knowledge management 
(alumni knowledge management index) and practical metrics methodology based 
on balanced scorecard principles. All developments were approbated at Riga 
Technical University.
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1	 HERI ALUMNI RELATIONS DEFINITION, HISTORY, 
FINANCING MODELS AND CONTEMPORARY ISSUES

Chapter 1 of full Doctoral Thesis contains 5 subchapters, 27 pages, 8 tables and 
9 figures.

The main focus of this Thesis is on alumni, thus it is important to define what 
this term comprises. The definition of the word alumnus (masculine, feminine − 
alumna, plural – alumni, informal - alum) in various dictionaries is as follows.

By Cambridge University Press, 2017a:
1)	 a person who has attended or graduated from a particular school, college, or 

university;
2)	 a person who is a former member, employee, contributor, or inmate. 
	 By Oxford University Press, 2017a:

1)	 a former pupil or student, especially a male one, of a particular school, 
college, or university;

2)	 a former member of a group, company, or organization.
	 The origin of the word alumnus dates back to mid 17th century (from Latin 

‘nursling, pupil’, from alere ‘nourish’).

All definitions are very similar. However, interpretations can vary. Universities 
sometimes redefine a wider or narrower scope of alumni. Wider definition comes 
by including in the concept all persons who have ever entered the organization, 
even if not formally graduated (e.g. students who are excluded because of academic 
debts). Narrower concept, on the contrary, deals only with those graduates who 
after graduation meaningfully reconnect to their alma mater and participate in 
university activities. (Medeisiene et al., 2017). This Thesis focuses on alumni in the 
classical understanding – a person who has graduated university, regardless of his/
her activity and further connections with alma mater. 

1.1	 Alumni relations history

Universities in their lifetime always have had one sort or other of cooperation 
with their alumni. The written history registers that organized and deliberate 
alumni relations management started in the 18th century. The underlying 
reasons for organized alumni gatherings and university deliberate relationship 
building with alumni have been the same in the 18th century as they are 
nowadays − networking among alumni, alumni lobbying and knowledge support 
for improvements in the universities, and financial support by alumni to the 
university. The models and organizations have varied in different times and 
different regions. Alumni relations history started in 1792, when Yale University 
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started a system by organizing alumni by class (Sailor, 1930). Since then, class 
address lists and bibliographical records of alumni have been compiled regularly. 
In 1821, in Williams College a meeting took place “at the request of a number of 
gentlemen, educated at this institution, who are desirous that the true state of the 
college be known to the alumni, and that the influence and patronage of those it has 
educated may be united for its support, protection and improvement.” (The Society 
of Alumni of Williams College, 2012; Council for Advancement and Support of 
Education, 2013). In 1913, the first full time paid alumni secretary was appointed 
at the University of Michigan. In 1917, the first book about alumni administration 
“Handbook of Alumni Work” was published. It stated that already at that time 
practically every college or university had some sort of alumni publication 
designed to keep the graduates informed of the progress of their institution. All 
the larger institutions and many of the smaller ones also had a full or at least part 
time alumni relations officer. In 1931, the first comprehensive survey of alumni 
work was undertaken by John G. Olmstead and published as the Survey of Alumni 
Achievement. The report indicated that “there are 119 alumni secretaries in the 
field, the average salary is $3,205, and the average tenure in the profession is 
2.5 years.” (Shaw et al., 1917). Alumni relations are a major source of funding for 
American universities and colleges (E. J. Durango-Cohen & Balasubramanian, 2014)
universities, and other nonprofit organizations-who have seen sharp declines in 
private contributions, endowment income, and government grants in the past few 
years, and face fierce competition for donor dollars (Wall Str J p. R1, 2011

Alumni relations in Europe is a fairly new discipline. In the beginning of the 20th 
century, in Germany and France there were no organizations similar to American 
ones. Germany had a different type of loyal student and alumni organizations – Corps 
or Burschenschaften, where members usually were not from the same university but 
were advocating and supporting higher education, academic traditions, friendship, 
networking and patriotism (Balder, 2006; Shaw et al., 1917). 

The situation was a little different in England and Scotland where alumni had 
considerable voice in the control of the university being part of the governing body. 
Though this situation still differs from American universities’ frequent alumni 
publications, homecomings and alumni relations secretaries’ classical functions 
(Shaw et al., 1917). 

Nordic Countries have a relatively short history of formal alumni relations 
since all higher education is funded by government. In the UK and USA, investment 
in alumni relations is highly driven by expectations to get the money back as a 
result of fundraising. The Nordic Countries historically lacked this form of driver 
due to the financing structure of its tertiary education level. There has been 
an attitude that if there is a need for additional resources for a university in the 
Nordic Countries, the government should take care of it and finance the particular 
need. Universities always maintained an informal link with alumni – guest 
lectures, seminars, inspirational speeches have always been in place. However, a 
formal movement of organized alumni relations started in the late 20th century 
or even just in the beginning of the 21st as the universities realized that it is 
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worth investment. The main driver was governments encouraging universities to 
increase their interactions with society and build relationships with non-university 
stakeholders (Ebert et al., 2015). 

In Latvia, Riga Polytechnical Institute (hereafter RPI, now Riga Technical 
University) Alumni Society was founded in 1910. The University archive contains 
protocols of this Society. According to the History Museum of the University of 
Latvia, there were separate attempts to start the alumni movement but none 
of them resulted in a solid organization. Meanwhile, in Latvia there were very 
active student organizations − fraternities that were similar to the German 
student organizations and sororities that gathered female students for a lifelong 
membership. 

1.2	 Alumni relations nowadays

Nowadays alumni relations (AR) and fundraising are large industries 
attracting interest of various business fields like IT (alumni data base, engagement 
applications, data mining on high net value individuals, etc.), consulting 
(strategies, etc.), marketing and communications services, etc. Most of colleges 
and universities in the USA and UK have alumni associations as their integral part 
of structure. According to author’s research all top 100 US universities do have 
alumni associations (selection is based on QS University Rankings 2016/17 (QS 
World University Rankings®, 2016)). Situation in Europe is slightly different  – 
out of 90 European universities mentioned in QS ranking as best (QS World 
University Rankings®, 2017), 87  % have alumni relations department or alumni 
association, 8 % have department based alumni clubs, for remaining 6 % there is 
no publicly available information about alumni movement connected with that 
particular university.1 Alumni relations professionals have an opportunity to join 
the Council for Advancement and Support of Education (CASE) – an organization 
that originated in the USA, now having branches in Europe, Asia-Pacific and Latin 
America. It offers informal education for the industry participants, organizes 
regular conferences, performs regular surveys and benchmarking. In Europe, most 
active participants in conferences and benchmarking surveys are universities 
from the UK, followed by the Netherlands and Sweden. It reflects the overall 
activity in alumni relations industry in particular countries. According to expert 
interviews performed by author, most of the followers have founded formal alumni 
organizations hoping that alumni will be a self-organizing force without the need 
for financial investment in communication and data maintenance. However, in 
practice alumni organizations cannot ensure continuity without strong university 
support that provides basic administrative needs, alumni data base, marketing and 
communication, etc. 

1	 Full lists of the USA and European universities can be seen in Appendix 1
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The USA and UK, as described above, are the most active and successful 
countries in alumni relations investing lots of effort and finance in building solid 
life long relationship. As the analysis revealed the activities performed in alumni 
relations are identic and could shortly be described as “they do everything” that we 
know as related to alumni relations. Both countries actively organise events, there 
are mentoring and career services, strong loyalty programs, lots of networking 
opportunities including online alumni portals, very solid fundraising with history 
and traditions that dates centuries ago. 

In the Nordic countries alumni relations appeared much later even though the 
activity was remarkably high. Probably the most important aspect that created 
difference was the financing model and mentality– in those countries taxes cover 
all study expenses, higher education is free and students and taxpayers are used 
to that. Thus fundraising and loyalty programs are least developed activities. Here 
extremes can be observed – many universities do not do fundraising at all, some 
already have solid history for fundraising for university equipment, buildings, 
important research. It must be noted that in the last decade universities are 
starting to pay more and more attention to fundraising. Mentoring is more common 
than career services. Main driver of the Nordic alumni relations seems to be 
networking and events that most probably are just another means to support the 
networking. 

The Baltic countries reveal significantly less activities for simple reason – 
very short history of alumni relations. Many universities still do not have alumni 
relations department or have inactive and formal alumni associations. This 
formality reflects in the summary of alumni activities. Just like in the Nordic 
countries events and networking are the drivers, being simplest and most 
obvious way to start building the relationship with alumni. Fundraising has been 
around for a while but in a corporate form – not from individual alumni. Only few 
campaigns involving individual alumni have been appearing recently (e.g. RTU 
Inženierzinātņu vidusskola, LU absolventu taka Botāniskajā dārzā). Career services 
for alumni are close to zero. Mentoring randomly appears but often does not have 
systematic grounds. 

In Latvia, the pioneers in formalizing alumni relations were business schools – 
first, Stockholm School of Economics in Riga (1996), followed by Riga Business 
School (2001). They developed alumni associations – separate legal bodies with 
the aim to unite alumni volunteers for mutual benefit, membership status was 
acquired by paying membership fees. Bigger universities hesitated investing in 
alumni relations. The first one to make the move was Rīga Stradiņš University 
(2009). It successfully cooperated with a sponsor and developed a series of alumni 
events “The Intelligence Academy” where alumni could receive informal education 
in arts, dancing and other disciplines. 

Riga Technical University founded Alumni Association in 2012, for its 150 year 
anniversary. The founding of the Association was very much supported (also 
financially) by the University management seeking for meaningful ways of 
cooperation with alumni, entrepreneurs and society. Since the foundation RTU 
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Alumni Association has had paid employees to perform administrative tasks and 
coordinate activities of volunteers. 

University of Latvia took a different approach – their Alumni club was founded 
solely by volunteers only with moral support of the University management. Later, 
as LU Alumni Club activities were growing, the University got more and more 
involved and provided support to the movement of alumni. 

Many of the smaller and privately owned universities founded alumni 
societies with great expectations for volunteer self-sustainability and for instant 
payback in form of donations but that has never been the case and some of 
them have dissipated lacking investment from the university to support alumni 
movement. 

1.3	 Fundraising culture and its impact on alumni relations

Fundraising is one of the activities that is often related to alumni relations. 
There are different notions – some of them perceiving fundraising as one of 
primary tasks of alumni relations, other, on contrary, declaring that alumni 
relations and fundraising are separate but connected activities. Alumni relations 
involve alumni in university life in many different ways – as participants, as 
volunteers, inform them about life in university, involve them as lecturers, 
visit the companies of alumni etc. – the ultimate goal is to build the relationship 
(“friendrising”). Fundraisers can follow and harvest the fruits of this relationship – 
involve alumni as sponsors. In either of perceptions, it is quite clear that, separated 
or not, the ultimate goal is to build a relationship and later to ask money from those 
who are able and interested in supporting university also financially. USA is a 
shining example in higher education fundraising because of 200 years long history 
and culture. There are also economic incentives in place – donations taken from 
company profits are free of tax, same applies to private individuals and foundations 
provided that the organization receiving the donation has non-profit status 
(Appelqvist, 2014). In 2005, EU Commission initiated a major project with the aim 
to draw attention to the philanthropy in the field of higher education. The result 
were two reports (European Commission, 2008; European Foundation Centre, 
2006) proposing possible measures at national and European levels to promote and 
increase donations for research. The impact of philanthropy on higher education 
sector in the UK is described by the results of yearly survey by the Council for 
Advancement and Support of Education in Europe2. Total new funds secured in 
year 2015–2016 was EUR 1202 million. Median new funds secured per institution 
was 1  571  977 EUR, the mean was 10  837  404 EUR, in total 1  192  114  497 EUR 
(110 organizations participated in survey).

2	 www.rosscasesurvey.org.uk 

http://www.rosscasesurvey.org.uk
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Since the beginning of the 21st century, the Nordic universities more and more 
involve in fundraising and there are different drivers behind that. One of them is 
motivation by government (Ebert et al., 2015), which was also a case of Finnish 
universities which signed an agreement with the government saying that for 
every euro attracted by university fundraising the government will allocate to 
the university 2.5 bigger amount of euro. CAF World Giving Index (Charities Aid 
Foundation, 2017) describes giving patterns in the world and shows the place of 
the countries in the world. The pioneers of alumni relations and fundraising – the 
USA – are in the 5th place, the UK in the 11th. From the Nordic countries Island 
makes difference, being the 15th followed the rest – Norway (20th), Sweden (34th), 
and Finland (37th). The Baltic countries are at the end of the list, Estonia being the 
100th, Latvia – the 131st, Lithuania – the 137th, with equally low rates in donating 
money and volunteering time. No doubt there are several economic, historic and 
cultural factors that impact the results and it is worth another research but for 
the scope of this research this just illustrates the environment in which Latvian 
universities work and the environment in which Universities in other parts of the 
world work.

All major universities in Latvia have founded separate entities for fundraising. 
They are called “development funds”. They have worked with varying degrees of 
success (see Table 1.1) – some have started activities only in 2011, some have 
ceased existing during recent years. 

Table 1.1
Fundraising in Latvian Higher Education Institutions (EUR)3 

2013 2014 2015 2016
RSU fund 25 589 47 149 29 564 71 010
LLU development fund 25 497 12 493 20 049 19 850
RTU development fund 580 112 383 725 687 197 1 108 756
LU fund 2 441 725 1 627 003 2 270 279 2 820 166
VA fund 1961 3345 2300 4805
LiepU support society 0 0 0 0
BA fund 4306 13 422 7416 4725
SSE Riga foundation 1 965 322 1 007 404 251 628 78 290
RGSL fund 93 994 64 676 291 783 198 010

3	 Data acquired from annual financial reports submitted to The  Register  of Enter-
prises of the Republic of Latvia published by Lursoft https://www.lursoft.lv/lv/
gada-parskati?setm=gp 

https://www.lursoft.lv/lv/gada-parskati?setm=gp
https://www.lursoft.lv/lv/gada-parskati?setm=gp
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The biggest share in fundraising income is from large property donations, 
legacy and from companies. Companies are motivated by tax discounts for 
donations. They are also interested in students as prospective employees, and 
attract students by scholarships and paid internship. Thus, most active work 
in fundraising is with companies because it results in bigger donations with less 
investment.

1.4	 Models of higher (tertiary) education financing and its 
impact on alumni relations

To compare financing of higher (further tertiary) education in different 
countries, two types of financial data will be reviewed – government expenditure 
on tertiary education as  % of GDP and government expenditure on tertiary 
education as % of total expenditure. All data is derived from the UNESCO Institute 
for Statistics (http://data.uis.unesco.org/). Of all countries, special attention is 
paid to the USA and UK as leaders in alumni relations and fundraising. In the USA 
and UK most of tertiary education financing is private. Closer look is also taken at 
Sweden, Norway and Finland as the Nordic countries representing the financing 
model in which the government covers almost all university costs and to the Baltic 
countries, which are of particular interest in this research. 

The Nordic countries cluster in same region of 1.5 to even 2.5 % of government 
expenditure on tertiary education as % of GDP 4. Meanwhile in the UK the spending 
fluctuates – rising from 1999 to 2005 and then constantly diminishing to its lowest 
of 0.74  % in 2009, influenced by economic crisis, to start rising again after 2010. 
Since then the expenditure is constantly rising and reaching the level of USA. The 
Baltic countries also stay in one cluster of 0.5 to 1.5  %, Estonia and Lithuania 
changing leading roles year by year, but Latvia always being the last with a sudden 
rise in 2012. If we look at clustering tendency, relatively the indicators of the USA 
and UK are close to the Baltic government expenditures. But then, it must be noted 
that in the USA and UK, government financing is only about 30  % of all tertiary 
education expenditure whereas in Latvia, it reaches 80  %. That is one of the 
indicators describing the underfinancing of higher education in Latvia. 

As to the government expenditure on tertiary education as % of total 
expenditure, Estonia has been the leader among the Baltic states growing from 
69.9 % in 2000 to 84.6 % in 2014, just missing 4.5 % to reach the level of Sweden. 
Latvia, with one exception of sudden jump in 2008, the percentage of tertiary 
education expenditures covered by government, is performing stable rise 
from 59  % in 2000 to 79  % in 2014. The USA and UK have the tradition of large 
private financing in tertiary education. In 2014, government share on tertiary 

4	 Here and further concerning expenditure on tertiary education, source is http://data.
uis.unesco.org/ 

http://data.uis.unesco.org/
http://data.uis.unesco.org/
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education financing in the UK has been dropping from relatively stable 57.3  % in 
previous years and reaching the level of 27.9 % in 2014 – being the country of least 
percentage of government financing share. That is reflected in the rising interest of 
universities in alternative sources of financing. In the Nordic countries government 
funding exceeds 80  %. That strongly reflects the fact that all these years higher 
education in the Nordic countries has been almost fully financed by government – 
traditionally having high taxes but almost fully covering all expenditures of 
tertiary education. The distribution of public and private financing in tertiary 
education influences alumni attitudes towards fundraising. 

The funding of Latvian HERI sets up a challenging landscape. To compare with 
the closest neighbors, the total budget of the University of Tartu (Estonia) is EUR 
142.6 million, Tallinn University of Technology – EUR 80.3 million, and Vilnius 
University – EUR 81.5 million. Average funding for universities in TOP600 of QS 
World University ratings is EUR 93.3 million, TOP 400 in the same rating have 
average EUR 228.6 million budgets5. Students are free to choose universities 
worldwide, and research and publishing requirements for researchers are the same 
worldwide. The financial gap adds to the challenges and in the long-term private 
financing (alumni being one of the sources) can help to reduce this gap and support 
tertiary education.

The previous analysis describes the overall situation in higher education 
financing in the world and more closely in the selected countries. There are 
similar tendencies in all indicators in the Nordic countries – the taxes are high, 
the government covers higher education almost fully and spends highest % of GDP 
on it showing that tertiary level of education is of utmost priority there. The UK 
and USA spend lower % of GDP on tertiary education and the proportion of public 
and private spending on higher education radically differs – most of the higher 
education financing is covered by private funding.

The extent of university investment in alumni relations and fundraising 
depends on many factors – the financing model of education in particular country 
or region; tax law concerning tax reductions for those entities who donate to 
nonprofit organizations; historic and other reasons. Just as it was described above 
the situation in the rest of Europe where Universities are funded by government, 
funding is decreasing and remaining stable (low in the case of Latvia) and it is 
not enough for the growth of universities. They look for other ways to remain 
competitive. Most typical strategic directions are attracting of foreign students 
who pay for their studies, participation in local or EU funded projects, new 
partnerships with entrepreneurs, valorization, alumni relations and fundraising. 

5	 Times Higher Education World University Rankings 2018
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2	 CUSTOMER CONCEPT, SEGMENTATION AND 
APPLICATION IN ALUMNI RELATIONS MANAGEMENT

Chapter 2 of full Doctoral Thesis contains 5 subchapters, 20 pages, 7 tables and 
11 figures.

Customer is the reason of existence of organizations (Bergman & Klefsjö, 
2010; Hill & Jones, 2007; J. M. Kaplan & Warren, 2007; Solomon, 2009), thus there 
is plentiful of theories and research on the topic. This chapter describes several 
definitions of the term customer and closely related terms, looks at the origins of 
the term, most popular ways to do customer segmentation and gives insight into 
customer loyalty. Since the subject of the Thesis is nonprofit organizations, there 
is a discussion on who the customer of nonprofit organizations is and how to 
determine customer groups there.

The definition of customer (plural customers) in various dictionaries is as 
follows: 

1)	  “a person who buys goods or services” (Cambridge University Press, 2017b);
2)	 “a person of a specified kind with whom one has to deal” (Oxford University 

Press, 2017b).
Also persons who do not perform a direct transaction but intend to can be 

considered customers. Origin and etymology of term “customer” reasonably 
describes its current meaning: “customs official later buyer (early 15century), 
from Anglo-French custumer, from Medieval Latin custumarius, from Latin 
consuetudinarius. More generalized meaning – a person with whom one has 
dealings – emerged in 1540s; that of a person to deal with – in 1580s” (Harper, 
2017). Juran extends the use of customer concept stating that customer is “anyone 
who is affected by the product or by the process used to produce the product” 
(Juran, 1988b). Normann emphasizes the significance of customer impact on 
the organization stating that in the future “we will see the customer more as a 
co-producer in a value creating network” (Normann, 2001).

Customer concept is more straightforward in business than in public sector. 
Especially in relation to HERI there are many reasons for discussions. Customer 
is the reason for organization’s activities, to whom the entity wants to create 
value (Bergman & Klefsjö, 2010). Especially in public services and nonprofit 
organization the transaction does not always include buying and that makes 
organization-customer relation boarders blurred, also expectations and needs of 
various customers do not match (Drucker, 1990; John M.Bryson, 2004; Phills, 2005; 
Ross & Segal, 2002). Kramer (2001) suggests that nonprofit organizations have 
three customer groups simultaneously: volunteers working for the organization; 
sponsors ensuring the financial flow and customers (sometimes called beneficiaries 
in nonprofit terminology) who are identified in the mission statement and 
receive the services provided by volunteers and financed by sponsors. In order to 
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outperform the competitors (other nonprofit organizations striving for funding 
and solving similar issues), the organization must seek how to satisfy the need of 
all three groups simultaneously. Customer definition prioritizes the strategic use 
of resources (Rothschild, 2012). Many authors have researched and discussed on 
who HERI customers are and how to group them – according to the impact, roles, as 
primary, secondary, tertiary or as internal and external. Defining HERI customers 
is not a trivial task and there is a lot of scientific discussion about it (Conway, 
Mackay, & Yorke, 1994; del Barrio-García & Luque-Martínez, 2009; Juran, 1988a; 
Kotler & Fox, 1995; Pereira & Silva, 2003; Taiwo, 2010; Weaver, 1976). Alumni are 
HERI customers not only in direct meaning when they purchase HERI services but 
also continuously because the value of their diploma always depends on the HERI 
performance at that particular moment (Heckman & Guskey, 1998; Kotler & Fox, 
1995; Taiwo, 2010). Kotler and Fox emphasize that “educational institutions have 
many customers: students, staff, faculty, alumni, donors and others” (Kotler & Fox, 
1995). Taiwo (2010) describes three types of external customers of HERI, among 
them distinguishing alumni being HERI customers. He separates community as 
a customer group, expecting HERI to contribute to the development by training 
leaders, competent workforce and creating politically and socially active citizens. 
Conway et al. (1994) focus on strategic planning in HERI and in that context 
analyze the different types of customers of HERI. Authors refer to primary 
(students), secondary (employers, education authorities), and tertiary customers 
(parents, alumni) of HERI.

The author performed a survey to discover the extent to which universities 
consider alumni their customers. The respondents of the survey were employees 
of the European universities, 43.5  % of them being alumni relations experts, 
16.1 % – fundraising experts, 12.9 % – marketing and communication experts and 
rest of them taking different university management positions. 42 organizations 
participated in the survey. 50  % of respondents fully agreed that alumni are 
customers of HERI, 40 % partly agreed, 5 % mostly disagreed, 1 % disagreed, and 
1 % did not have an opinion.

The author also performed a survey inquiring alumni themselves. The 
target audience of the survey were alumni of Latvian, Estonian and Lithuanian 
universities and colleges. Online survey was open for one month, engaging 
579  respondents among them 76.6  % in Latvia, 12.6  % in Estonia and 10.9  % in 
Lithuania. To the statement “alumni are customers of their University” 37.1  % 
agreed, 9  % strongly agreed, 22.4  % disagreed, 3.6  % strongly disagreed, and 
27.9 % were neutral. This perception gap gives a serious signal to the universities 
about their attitudes towards alumni and requires reviewing of strategies of 
alumni engagement. However all research, business literature, scientific articles, 
survey of university management and survey of alumni, confirm that one of alumni 
roles in relation with university is customer, even though they are not buying goods 
or services at particular moment, thus further research and scientific novelties 
designed in the Doctoral Thesis perceive alumni as customers of HERI.
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3	 KNOWLEDGE MANAGEMENT, THEORETICAL MODELS, 
METRICS AND THEIR APPLICATION IN HERI

Chapter 3 of full Doctoral Thesis contains 4 subchapters, 32 pages, 5 tables and 
17 figures.

Knowledge management is defined as a process of applying systematic approach 
to capturing, structuring, managing, and disseminating knowledge throughout an 
organization to work faster, reuse best practices, and reduce costly rework from 
project to project (I. Nonaka; H. Takeuchi, 1995). It is one of the newest field of 
management science (Horaguchi, 2014; Milton & Lambe, 2016) and with growing 
magnitude of data, capacities of processing and growing resources of knowledge 
it is getting more and more integral part in every organization’s management 
practices. 

Knowledge management most often is described as a cycle (Figure 3.1) that 
embodies the following: 

•• discovering knowledge – awareness of data, information and knowledge 
residing within the organization;

•• generating knowledge –use of knowledge management tools and 
technologies to involve people, to encourage organizational learning;

•• evaluating knowledge – deciding which knowledge is strategically most 
important and effective, assessing management processes;

•• sharing knowledge – implementing knowledge management incentives, 
creating knowledge sharing supportive organizational culture, leadership 
and employee support;

•• leveraging knowledge – generation of high level intellectual capital, 
measuring at an organizational level. 

Fig 3.1. Knowledge management cycle (Jashapara, 2004).
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Customers gain their own knowledge, experience and expertise by using 
organizations’ services or products. They also have much wider market know-
how than one organization can obtain. Organization needs this knowledge to 
improve its existing services and products as well as for its strategic planning to 
be in line with market needs. Customer knowledge management is a discipline 
that integrates customer relationship management and knowledge management 
(Chen, 2011; Gebert, Geib, Kolbe, & Brenner, 2003; Shieh, 2011). CKM encompasses 
acquiring, dissemination and usage of the customer knowledge within the 
organization for mutual benefit of the product/service provider and the customer 
(Khosravi et al., 2016). Knowledge flow can be split into three categories: 
knowledge for customers, knowledge from customers, knowledge about customers 
(Dorota Buchnowska, 2014; Bueren et al., 2005; Gebert, Geib, Kolbe, & Brenner, 
2003; Gebert, Geib, Kolbe, & Riempp, 2003; Shieh, 2011). Managing these three 
knowledge flows is the main challenge of customer knowledge management – how 
to collect, store and distribute only strategically important knowledge and not to 
waste valuable time/human/storage resources on irrelevant knowledge (Chen, 
2011; Gebert, Geib, Kolbe, & Brenner, 2003). 

Universities shift from their traditional academic to a new entrepreneurial role 
as promoters of innovation to significantly contribute to their local economics. 
Moving away from universities’ traditional two roles of creating knowledge 
(research) and disseminating knowledge (teaching), Draghici et al. (2015) describe 
three main roles for the universities: “education (smart people), research (new 
knowledge) and knowledge transfer to society (entrepreneurship, technology, 
expertise)”. Oosterlinck (2001) discusses that universities are expected no 
only to be active in science and technology development but also to turn these 
developments into innovations and even further implement creation of new 
ventures. Thus universities are required to maintain bilateral knowledge flow 
to keep up with innovative learning and teaching (Metaxiotis & Psarras, 2003). 
Universities must foster creation and sharing of knowledge among most important 
stakeholders – teaching and non-teaching staff, students, alumni, sponsors, and 
other (Hoq & Akter, 2012b).
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4	 ALUMNI KNOWLEDGE MANAGEMENT MODEL FOR 
ENHANCEMENT OF ALUMNI LONG-TERM ENGAGEMENT 
IN HERI 

Chapter 4 of this Doctoral Thesis contains 5 subchapters, 50 pages, 12 tables, 
18 figures and 27 formulas

4.1	 Triple helix model of alumni segmentation

Customer segmentation divides customers in groups that have similar needs, 
resources and interests in relation to a particular product or service. Segmentation 
is central concept within marketing and organizations use segmentation to better 
respond to customer needs in order to increase their satisfaction (Cuadros & 
Domínguez, 2014; Floh et al., 2014; Hsu et al., 2012; Jonker et al., 2004; Kim et al., 
2006). Most typical and basic customer segmentation is based on demographics 
(also general attributes (Hsu et al., 2012).

Key account management (KAM) is about the relationships with most valuable 
customers of the organizations. Those customers that are vital for the existence 
of this organization – losing them would mean getting into serious difficulties. 
Homburg et al. (2000) define KAM “as the designation of special personnel and/
or performance of special activities directed at an organization’s most important 

Fig. 4.1. The key account selection matrix (McDonald & Woodburn, 2007).
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customers”. Zupancic (2008) enriches the definition by 3 main components of 
KAM and defines it as a “systematic selection, analysis and management of the 
most important current and potential customers of a company. In addition it also 
includes the systematic set up and maintenance of necessary infrastructure”. The 
foundation and core for KAM activities is selecting the right customers (Laurin, 
2017b; McDonald & Woodburn, 2007; T. F. Millman, 1996; Pardo, 1997; Pardo et al., 
1995). KAM is about strategic decisions – aligning choice of strategic customers to 
the strategy of the organization. And that is not always reflected directly in short 
term financial results (McDonald & Woodburn, 2007).

KAM requires clear customer segmenting rules that support the long-term 
strategic goals. It must be taken into account that the term relationship is by 
definition a two-way road, thus the selection of key customers also involves 
their perception of the organization. (Fig. 4.1) describes the selection of the key 
customer based on the customer attractiveness as seen by the organization 
(supplier) on the horizontal axis and supplier attractiveness as seen by the 
customer on the vertical axis. The size of the colored circles represent the volume 
of existing or potential relationship with particular customer.

The method proposed by author for alumni segmenting is based on KAM and 
involves three components, just like in the geometric concept and triple helix model 
of innovation. The proposed components are as follows: 

1)	 finances;
2)	 knowledge;
3)	 cocreation capacity.
In each segmentation component four subgroups emerge – streamline, status, 

star and strategic (see Table 4.1). Such segmentation helps alumni relations 
practitioners to engage alumni meaningfully according to their interests, resources 
and level of activity. Alumni upgrade to the next level of activity must be one of 
alumni relations deliberate tasks that must be carried out by recognizing alumni 
potential and offering alumni development opportunities. The triple helix alumni 
segmentation will set up the basis for alumni knowledge management according to 
their engagement segment and level of activity.

Table 4.1 
Triple Helix Alumni Segmentation in HERI (developed by author)

Segm. levels Description Examples
Finances
Streamline Alumni, who constantly 

query the price, negotiate on 
everything, want to see rapid 
return on investment. Manage 
for cash flow.

Alumni association member 
paying membership fees.
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Segm. levels Description Examples
Status Strategic alumni of the past. 

Mature relationship. 
Alumni who have donated 
individually for university 
projects.

Star Strategic alumni of the future. 
Relationship is just developing. 

Alumni actively promoting 
university fundraising projects; 
owners of companies that are 
potential sponsors.

Strategic High net worth alumni. The 
most innovative and important 
ones. Close relationship.

Owner/CEO of a large company 
regularly sponsoring strategic 
projects.

Knowledge
Streamline Alumni ready to cooperate 

on business basis, giving 
discounts or other favorable 
conditions. 

Share experience in seminars, 
must be paid for that (give 
discount); owners of training 
companies; consultants; 
experts. 

Status Strategic alumni of the past. 
Mature relationship. 

Mentors; guest lecturers

Star Strategic alumni of the future. 
Relationship is just developing. 
Need expertise for common 
projects.

Publicly recognized opinion 
leaders from industry.

Strategic The most innovative and 
important ones. Close 
relationship. Common 
projects. 

Scientists working in large 
companies.

Cocreation 
capacity
Streamline Beneficiaries of alumni 

activities, interested in staying 
close with the university. 

Active participants of alumni 
events.

Status Strategic alumni of the past. 
Mature relationship. 

Alumni association board 
members; lobbyists.

Star Strategic alumni of the future. 
Relationship is just developing. 

Publicly recognized opinion 
leaders with a potential to 
promote higher education.

Strategic The most innovative and 
important ones initiating and 
managing common projects.

Advisory board; involved in 
valorization.
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4.2	 Alumni knowledge management model

Alumni as customer lifecycle is adapted to classical customer lifecycle and 
merged with triple helix model of alumni segmentation that is described above. 
The alumni lifetime engagement is cyclic and with each cycle it aims for deeper 
engagement and closer ties, more personal relationship and higher investment in 
the university. It consists of four consecutive stages.

1.	 Identification – finding alumni, discovering their knowledge, needs, 
interests and capacity, segmenting.

2.	 Engagement – meaningfully engaging new alumni in alumni and/or 
university activities.

3.	 Retention – building long term relationship with alumni, deepening loyalty, 
encouraging advocacy.

4.	 Upgrade – once higher level of engagement is reached and maintained for 
a certain period, upgrade alumni to next segment (see Triple helix model of 
alumni segmentation) to create new forms of engagement and to build more 
personalized relationship.

Once alumni are identified, they become engaged in university and alumni 
functions. Once they are engaged, the alumni relations task is to create for them 
opportunities to progress and upgrade to the next level in triple helix alumni 
segmentation. 

Study process, research, valorization and smart digitalization are primary 
functions of the university (Riga Technical University, 2014). 

The further model is derived by deconstructing these functions into relevant 
alumni relations functions. Synergies between main processes and alumni 
relations functions can appear in any place. 

There are six most typical alumni relations processes (see Chapter “Alumni 
relations nowadays”): event management, mentoring, career services, loyalty 
program, networking and fundraising activities.

•• Events – custom designed evens targeted at alumni. They can be both 
entertaining or educational by nature. Examples: seminars, company visits, 
inspirational speeches, trips to university labs, homecomings, etc.

•• Mentoring – alumni-student or alumni-alumni mentoring supported and 
organized by career or alumni relations office.

•• Career service – career support also for alumni. Examples: portal for job 
adverts, networking platform, career advice by university career center, etc.

•• Loyalty program – access to university infrastructure, products or services 
for alumni for a special price. It can involve university providing further 
education courses with special conditions (discounts, place reservation, 
etc.) Loyalty program can also involve alumni to alumni discounts where 
entrepreneurs offer discounts for their business products/services for fellow 
alumni. The program can be supported by alumni ID cards.
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•• Networking – events and services that support alumni networking. 
Examples: online platform with alumni directory, integration with social 
networks, networking events – live library, vine tastings, fuckup nights, etc.

•• Fundraising – open fundraising projects that offer alumni opportunities 
to co-finance projects that are strategically important for the university, 
involves also student scholarships.

Knowledge management cycle (Jashapara, 2004) is present in all functions of 
the university and alumni relations. 

•• Discovering knowledge – involves alumni-employee personal interaction, 
knowledge identification; in other models – revealing (García-Murillo & 
Annabi, 2002).

•• Generating knowledge – using existing knowledge to create new 
knowledge; in other models – knowledge levelling (García-Murillo & Annabi, 
2002).

•• Evaluating knowledge – valuation of knowledge, assigning values to 
knowledge assets, determining strategic value of the knowledge; in other 
models – knowledge sorting (García-Murillo & Annabi, 2002), valuing 
(Davenport et al., 1998; Rowley, 2010).

•• Sharing knowledge – knowledge coding, storing, publishing, knowledge 
sharing in groups – training, experience sharing; in other models – knowledge 

Fig. 4.2. Alumni knowledge management model inspired by the model of Gebert, Geib, Kolbe, 
& Brenner (2003).
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externalization, socialization (Nonaka; Takeuchi, 1995), knowledge levelling 
(García-Murillo & Annabi, 2002); access (Davenport et al., 1998; Rowley, 2010).

•• Leveraging knowledge – use of acquired knowledge to generate high-level 
intellectual capital. Term leverage means “to use something that you already 
have in order to achieve something new or better” (Cambridge, 2015). 

This also applies to knowledge – ability to discover strategically important 
knowledge, to code and store it unequivocally and to retrieve, share and apply the 
right knowledge at the right moment sums up in leveraging knowledge.

Alumni knowledge management model exploits the concept of alumni being 
customer – that changes attitudes and perspectives towards the strategic 
activities and knowledge that HERI intends to manage in alumni matters. The 
model also discovers all possible combinations of HERI-alumni intersections by 
combining university strategic functions with typical alumni relations processes 
and implementing knowledge management cycle in each of these intersections. 
However, full implementation of such a model requires significant organizational 
and IT support as well as intrinsic interest and understanding in all HERI 
organizational structures to engage alumni.

4.3	 Alumni knowledge management index

Alumni knowledge management index is based on alumni knowledge 
management model and measures performance in three blocks of the model - HERI 
strategic functions (α), Alumni relations processes (β) and knowledge management 
(γ) (see Fig. 4.2).

Alumni knowledge management index reflects how alumni relations reach 
strategic and knowledge management targets. University has certain strategic 
goals and alumni relations strategy must be in line with these goals, supplementing 
them. These goals are reflected in “university weight”, which signifies importance 
and priority of the particular strategic activity. “Alumni weight” reflects the 
importance and priority that alumni assign to particular strategic activity – this 
weight is obtained from alumni surveys in which alumni are asked to range alumni 
relations activities according to their importance. By applying these weights to the 
numeric results of certain activities and observing the difference (Δ), we can see 
where university strategy goes in line with alumni perceptions and where there 
is a gap that should be attended and decreased by communication or strategic 
actions. The first signal of necessity to review HERI and alumni relations strategy 
is when university and alumni weights for particular activity significantly differ. 
Then we can observe what are measurable results in particular activity and 
whether by multiplying them with weights, the results significantly differ. There 
might be cases where alumni assign importance to particular activities but their 
views are shifted or they want to look better and in real life their actions differ. 
That could result in a situation when HERI and alumni weights are different, 
but the final results when they are applied, are similar. Or vice versa – the other 
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extreme. Any of the cases helps alumni relations to identify the activities where 
particular attention and corrective actions should be applied. The closer the 
alumni knowledge management index is to zero the smaller is the gap between 
the university strategic needs for alumni knowledge and actual alumni relations 
performance.

AKMI – alumni knowledge management index can be written as follows: 
	 AKMI = f(α, β, γ),	 (4.1.)
	

where
α – HERI strategy;
β – alumni relations;
γ – knowledge management.

	 AKMI = ∆SAR × ∆CKM,	 (4.2.)
	 AKMI → 0,	 (4.3.)

∆SAR – strategic gap (see Strategy and alumni relations);
∆CKM– knowledge gap (see Strategy and alumni knowledge management).

Strategy and alumni relations
The aim is for the university desired strategic alumni relations SARu to be as 

close as possible to alumni relations activities SARa. Alumni relations must either 
strategically plan their activities and improve their quality or improve alumni 
segmenting so that alumni perceptions and interests are in correlation with 
university strategic interests and gap ∆SAR is minimized and tends to zero. 

In the following equations ∆SAR is strategic gap,SARu is strategic (study, 
research, valorization, digitalization) processes, university weight applied, and 
SARa is strategic (study, research, valorization, digitalization) processes, alumni 
weight applied.

	 ∆SAR = SARαβu – SARαβa	 (4.4.)

	 SARu = f(α, β, u) = (Su + Ru + Vu + Du)	 (4.5.)

	 SARa = f(α, β, a) = (Sa + Ra + Va + Da)	 (4.6.) 

	 α = (S R V D)	 (4.7.)

	 β =    	 (4.8.)

where en, mn, ln, nn and fn represent alumni relations activities (see model in 
Fig  4.2). Each of them can have several factors according to HERI and alumni 
relations strategy and organizational capabilities. The illustrative factors are 
described in the next chapter. 

e1    m1    c1    l1    n1    f1
e2    m2    c2    l2    n2    f2
e3    m3    c3    l3    n3    f3
e4    m4    c4    l4    n4    f4



37

Table 4.2 
Alumni Relations Activity Factors (developed by author)

Factor Description Data type
Ev

en
t f

ac
to

rs e1 Average amount of event attendants Real number
e2 Events per year Integer
…
en Average evaluation of events  

(from surveys after the events). 
Real number 
(1 to 10)

M
en

to
ri

ng
 fa

ct
or

s m1 Mentoring cases successful Integer
m2 Total mentoring cases Integer
…
mn Mentee satisfaction (from surveys)

Scale 1 to 10
Number from scale 1 to 10

Real number 
(1 to 10)

Ca
re

er
 fa

ct
or

s

c1 Work adverts Integer
c2 Real matching cases  

(alumni gets job from uni career portal) 
Integer

…
cn Alumni satisfaction with career services  

(from surveys)
Number from scale 1 to 10

Real number 
(1 to 10)

Lo
ya

lty
 p

ro
g.

 
Fa

ct
or

s

l1 Number of agreements Integer
l2 Real transactions (alumni use discounts) Integer
…
ln Alumni satisfaction with loyalty program  

(from surveys)
Number from scale 1 to 10

Real number 
(1 to 10)

N
et

w
or

ki
ng

 
fa

ct
or

s

n1 Number of networking events Integer
n2 Number of success stories Integer
…
nn Alumni satisfaction with networking events and 

services (survey)
Number from scale 1 to 10

Real number 
(1 to 10)

Fu
nd

ra
is

in
g 

fa
ct

or
s

f1 Number of fundraising campaigns Integer
f2 Number of participants (alumni donating) Integer
…
fn Target completion success

Number from scale 1 to 10
Real number 
(1 to 10)
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Alumni relations activity factors
Each institution can define the amount and values of factors for each alumni 

relations activity. The range of factors depends on HERI and alumni relations 
strategy, organizational capabilities and resources. The measuring data type must 
be assigned so that the results could be comparable. 

The challenge in developing factors and assigning measurable targets is 
the scope of analysis. The more variables we want to include, the bigger is the 
challenge to gather data regularly. Alumni will not be enthusiastic to fill detailed 
surveys each year, data gathering for analysis must not be too expensive and must 
not take more resources than it brings economic profit from the conclusions. In 
organizations where IT support is strong and integrated in all sorts and levels 
of activities, data analysis can be automated and provide the desired results in 
seamless manner. Thus, it is important to invest in IT infrastructure. If there 
are not resources for solid IT infrastructure, alumni relations must choose a 
few measurable factors that are strategically important and easy to measure 
regularly. Further an example of the construction of formula (9) is provided that 
mathematically describes how alumni relations activity factors are applied to 
calculate the real (6) and desired (5) value of alumni relations activities and the 
gap between both (4).

The desired value of alumni relations activities in each  
university strategic directions

The desired value of alumni relations activities is calculated by adding all 
alumni activities that are related to strategic processes where each activity 
is multiplied by university weight. In each process, there one or more alumni 
relations activities can be measured – for example, alumni relations can organize 
many seminars for alumni and measure alumni participation rate or satisfaction 
rate. Then the resulting value will be a sum of result indicators of all these 
activities. The example of constructing formulas and variables is described further.

Su – alumni relations activities related to study process, can be written as 
follows:
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kas matemātiski apraksta, kā absolventu attiecību aktivitāšu faktori tiek izmantoti, lai 
aprēķinātu reālo (6) un vēlamo (5) absolventu attiecību aktivitāšu vērtību un plaisu (4) starp 
abām. 

Absolventu attiecību aktivitāšu vēlamā vērtība katrā no AIPI stratēģiskajiem 
virzieniem 

Absolventu attiecību aktivitāšu vēlamo vērtību aprēķina, summējot visas absolventu 
aktivitātes, kas saistītas ar stratēģiskajiem procesiem, kur katra darbība tiek reizināta ar 
AIPI svaru. Katrā procesā var izmērīt vienu vai vairākas absolventu attiecību aktivitātes – 
piemēram, absolventu nodaļa AIPI var organizēt vairākus seminārus absolventiem un 
novērtēt absolventu līdzdalības līmeni vai apmierinātības līmeni. Tad iegūtā vērtība būs 
visu šo darbību rezultātu rādītāju summa.  

Formulu konstruēšanas piemērs un mainīgie ir aprakstīti tālāk dotajās formulās: 

(9) Su absolventu attiecību aktivitātes saistībā ar studiju procesu,  
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wu – AIPI koeficients, kas apzīmē aktivitātes svarīgumu (saskaņā ar AIPI stratēģiju); 

 esi – pasākumu, kas saistīti ar studiju procesu, faktori; 
msi – mentoringa, kas saistīts ar studiju procesu, faktori utt. 

Reālā absolventu attiecību aktivitāšu vērtība katrā no AIPI stratēģiskajiem 
virzieniem 

Reālo vērtību absolventu attiecību aktivitātēm aprēķina, summējot visas absolventu 
aktivitātes, kas saistītas ar stratēģiskajiem procesiem, kur katra darbība tiek reizināta ar 
absolventu koeficientu, t. i., svarīgums, ko absolventi piešķir konkrētai aktivitātei. Kā 
aprakstīts iepriekš, absolventu koeficients tiek ņemts no absolventu aptaujām, kurās viņiem 
tiek lūgts novērtēt absolventu attiecību aktivitātes. Katrā procesā var izmērīt vienu vai 
vairākas absolventu attiecību aktivitātes, piemēram, absolventu attiecības var organizēt 
daudzus mentoringa pasākumus absolventiem un novērtēt absolventu dalības līmeni vai 
apmierinātības līmeni. Tad iegūtā vērtība būs visu šo darbību rezultātu rādītāju summa. 

Reālo absolventu attiecību aktivitāšu vērtību katrā no AIPI stratēģiskajiem virzieniem 
var aprēķināt šādi: 

(10) Sa – absolventu attiecību aktivitātes saistībā ar studiju procesu 

	
(4.9.)

where
wu – university weight (coefficient) of the importance of the activity applied (taken 
from university strategy);
esi – study process related events factors;
msi – study process related mentoring factors;
etc. 
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Current (existing) value of alumni relations activities  
in each university strategic directions

The current value of alumni relations activities is calculated by adding all 
alumni activities that are related to strategic processes where each activity is 
multiplied by alumni weight – i. e. the importance that alumni assign to particular 
activity. As described above, alumni weight is taken from alumni survey in 
which they are asked to evaluate a range of activities. In each process there 
can be measured one or more alumni relations activities – for example, alumni 
relations can organize many mentoring events for alumni and measure the alumni 
participation rate or satisfaction rate. Then the resulting value will be a sum of the 
result indicators of all these activities. 

The existing value of alumni relations activities in each university strategic 
directions can be calculated as follows (example of formula construction).

	 Sa – alumni relations activities related to study process, alumni weight 
(coefficient) for the importance of the activity applied can be calculated as follows:
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𝑆𝑆𝑆𝑆a = w𝑠𝑠𝑠𝑠𝑎𝑎𝑎𝑎�𝑎𝑎𝑎𝑎𝑎𝑎𝑎𝑎i +
𝑛𝑛𝑛𝑛

𝑖𝑖𝑖𝑖=1

w𝑠𝑠𝑠𝑠𝑠𝑠𝑠𝑠�𝑚𝑚𝑚𝑚𝑠𝑠𝑠𝑠i + w𝑠𝑠𝑠𝑠𝑎𝑎𝑎𝑎

𝑛𝑛𝑛𝑛

𝑖𝑖𝑖𝑖=1

�𝑎𝑎𝑎𝑎𝑎𝑎𝑎𝑎i + w𝑠𝑠𝑠𝑠𝑎𝑎𝑎𝑎

𝑛𝑛𝑛𝑛

𝑖𝑖𝑖𝑖=1

�𝑎𝑎𝑎𝑎𝑎𝑎𝑎𝑎i + w𝑠𝑠𝑠𝑠𝑎𝑎𝑎𝑎

𝑛𝑛𝑛𝑛

𝑖𝑖𝑖𝑖=1

�𝑎𝑎𝑎𝑎𝑎𝑎𝑎𝑎i +
𝑛𝑛𝑛𝑛

𝑖𝑖𝑖𝑖=1

w𝑠𝑠𝑠𝑠𝑠𝑠𝑠𝑠�𝑓𝑓𝑓𝑓𝑠𝑠𝑠𝑠i

𝑛𝑛𝑛𝑛

𝑖𝑖𝑖𝑖=1

 

wa – absolventu  koeficients, kas apzīmē aktivitātes svarīgumu (no absolventu 
aptaujām) utt. 

Līdzīgi, kā aprakstīts nodaļā “Absolventu attiecību aktivitāšu vēlamā vērtība katrā no 
AIPI stratēģiskajiem virzieniem”, dažos gadījumos absolventu attiecības var aplūkot tikai 
vienu faktoru un noteikt kāda ir atšķirība starp AIPI stratēģiskajiem mērķiem un absolventu 
uztveri par aktivitātes nozīmīgumu. Tas atklās nepilnības konkrētā darbības segmentā un 
ir izmantojams, ja konkrētais segments ir īpaši svarīgs vai resursi vai nepietiekams IT 
atbalsts neļauj analizēt visu darbības jomu. 

Stratēģija un absolventu zināšanu vadība 

Mērījumu mērķis ir pietuvināt AIPI vēlamās absolventu zināšanas AZVu reālajām 
absolventu zināšanu vadības aktivitātēm 𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝑆𝑆𝑆𝑆a. Absolventu attiecību nodaļai jāplāno 
aktivitātes tā, lai plaisa ∆𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝑆𝑆𝑆𝑆  tiektos uz nulli.  

Zināšanu plaisa 

∆𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝑆𝑆𝑆𝑆 – zināšanu plaisa 

(11) ∆𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝑆𝑆𝑆𝑆 = 𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝑆𝑆𝑆𝑆𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼 − 𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝑆𝑆𝑆𝑆𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼 

(12) 𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝑆𝑆𝑆𝑆u = 𝑓𝑓𝑓𝑓(𝛼𝛼𝛼𝛼, 𝛾𝛾𝛾𝛾,𝑤𝑤𝑤𝑤𝛼𝛼𝛼𝛼) 

(13) 𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝑆𝑆𝑆𝑆a  = 𝑓𝑓𝑓𝑓(𝛼𝛼𝛼𝛼, 𝛾𝛾𝛾𝛾,𝑤𝑤𝑤𝑤𝛼𝛼𝛼𝛼) 

𝛼𝛼𝛼𝛼 – stratēģiskie procesi; 
S – studiju procesi; 
R – pētniecības procesi; 
V – valorizācijas procesi; 
D – digitalizācijas procesi. 

(14) 𝛼𝛼𝛼𝛼 = (𝑆𝑆𝑆𝑆 𝑅𝑅𝑅𝑅 𝑆𝑆𝑆𝑆 𝐷𝐷𝐷𝐷) 
𝛾𝛾𝛾𝛾 – klientu zināšanu vadība. 

(15) 𝛾𝛾𝛾𝛾 = 𝑓𝑓𝑓𝑓(𝐾𝐾𝐾𝐾𝑣𝑣𝑣𝑣,𝐾𝐾𝐾𝐾𝐾𝐾𝐾𝐾,𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎,𝐾𝐾𝐾𝐾𝑠𝑠𝑠𝑠,𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎) 
 
Kd – zināšanu atklāšana; 
Kg – zināšanu radīšana; 
Ke – zināšanu novērtēšana; 
Ks – dalīšanās ar zināšanām; 
Kl – zināšanu pielietošana; 
WS – koeficients zināšanām, kas saistītas ar studiju procesu;  

	 (4.10.)

Where wa is alumni weight (coefficient) for the importance of the activity 
applied (taken from alumni survey), etc.

Just like for “The desired value of alumni relations activities in each university 
strategic directions” in some cases, alumni relations can review just one factor 
and the difference of HERI strategic targets and alumni perception of activity 
importance. That will reveal gaps in particular activity segment and is applicable if 
the particular segment is of interest or if resources or IT support does not allow to 
make analysis of full scope.

Strategy and alumni knowledge management
The aim is for the university desired alumni knowledge CKMu to be as close as 

possible to the results of alumni knowledge activities CKMa. Alumni relations must plan 
activities so that gap ∆CKM is minimized and tends to zero. 

Knowledge gap
∆CKM – knowledge gap can be calculates as follows:
	 ∆CKM = CKMαγu – CKMαγa	 (4.11.)

	 CKMu = f(α, γ, wu)	 (4.12.)

	 CKMa = f(α, γ, wa)	 (4.13.) 

where
α – strategic processes;
S – study process;
R – research process;
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V – valorization process;
D – digitalization process.

	 α = f(S R V D)	 (4.14.)
γ – customer knowledge management can be calculated as follows:

	 γ = f(Kd, Kg, Ke, Ks, Kl)	 (4.15.)
where
Kd – knowledge discovering;
Kg – knowledge generating;
Ke – knowledge evaluating;
Ks – knowledge sharing;
Kl – knowledge leveraging;
WS – coefficient for science related knowledge;
WR – coefficient for research related knowledge;
WV – coefficient for valorization related knowledge;
WD – coefficient for digitalization related knowledge.

	 	 αi = (S R V D)	 (4.16.)
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WR – koeficients zināšanām, kas saistītas ar pētniecības procesu;  
WV – koeficients zināšanām, kas saistītas ar valorizācijas procesu;  
WD – koeficients zināšanām, kas saistītas ar digitalizācijas procesu.  
 

(16) 𝛼𝛼𝛼𝛼𝑖𝑖𝑖𝑖 = (𝑆𝑆𝑆𝑆 𝑅𝑅𝑅𝑅 𝑆𝑆𝑆𝑆 𝐷𝐷𝐷𝐷) 

(17) 𝛾𝛾𝛾𝛾𝑖𝑖𝑖𝑖𝑖𝑖𝑖𝑖 = �

𝐾𝐾𝐾𝐾𝑣𝑣𝑣𝑣1 𝐾𝐾𝐾𝐾𝐾𝐾𝐾𝐾1          

𝐾𝐾𝐾𝐾𝑣𝑣𝑣𝑣2 𝐾𝐾𝐾𝐾𝐾𝐾𝐾𝐾2          

𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎1 𝐾𝐾𝐾𝐾𝑠𝑠𝑠𝑠1 𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎1   

𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎2 𝐾𝐾𝐾𝐾𝑠𝑠𝑠𝑠2 𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎2  

𝐾𝐾𝐾𝐾𝑣𝑣𝑣𝑣3 𝐾𝐾𝐾𝐾𝐾𝐾𝐾𝐾3          

𝐾𝐾𝐾𝐾𝑣𝑣𝑣𝑣4 𝐾𝐾𝐾𝐾𝐾𝐾𝐾𝐾4          

𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎3 𝐾𝐾𝐾𝐾𝑠𝑠𝑠𝑠3 𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎3 

𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎4 𝐾𝐾𝐾𝐾𝑠𝑠𝑠𝑠4 𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎4

� 

(18) 𝑤𝑤𝑤𝑤𝑖𝑖𝑖𝑖 = �

𝑊𝑊𝑊𝑊𝑆𝑆𝑆𝑆
𝑊𝑊𝑊𝑊𝑅𝑅𝑅𝑅
𝑊𝑊𝑊𝑊𝑆𝑆𝑆𝑆
𝑊𝑊𝑊𝑊𝐷𝐷𝐷𝐷

� 

(19) 𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝑆𝑆𝑆𝑆𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼 = (𝑆𝑆𝑆𝑆 𝑅𝑅𝑅𝑅 𝑆𝑆𝑆𝑆 𝐷𝐷𝐷𝐷)�

𝐾𝐾𝐾𝐾𝑣𝑣𝑣𝑣1 𝐾𝐾𝐾𝐾𝐾𝐾𝐾𝐾1          

𝐾𝐾𝐾𝐾𝑣𝑣𝑣𝑣2 𝐾𝐾𝐾𝐾𝐾𝐾𝐾𝐾2          

𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎1 𝐾𝐾𝐾𝐾𝑠𝑠𝑠𝑠1 𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎1   

𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎2 𝐾𝐾𝐾𝐾𝑠𝑠𝑠𝑠2 𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎2  

𝐾𝐾𝐾𝐾𝑣𝑣𝑣𝑣3 𝐾𝐾𝐾𝐾𝐾𝐾𝐾𝐾3          

𝐾𝐾𝐾𝐾𝑣𝑣𝑣𝑣4 𝐾𝐾𝐾𝐾𝐾𝐾𝐾𝐾4          

𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎3 𝐾𝐾𝐾𝐾𝑠𝑠𝑠𝑠3 𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎3 

𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎4 𝐾𝐾𝐾𝐾𝑠𝑠𝑠𝑠4 𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎4

��

𝑊𝑊𝑊𝑊𝑆𝑆𝑆𝑆
𝑊𝑊𝑊𝑊𝑅𝑅𝑅𝑅
𝑊𝑊𝑊𝑊𝑆𝑆𝑆𝑆
𝑊𝑊𝑊𝑊𝐷𝐷𝐷𝐷

� 

VAI 
(20) Absolventu zināšanu vadības vēlamā vērtība (AIPI koeficients wju) 

𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝑆𝑆𝑆𝑆𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼 = ��𝛼𝛼𝛼𝛼𝑖𝑖𝑖𝑖𝛾𝛾𝛾𝛾𝑖𝑖𝑖𝑖𝑖𝑖𝑖𝑖𝑤𝑤𝑤𝑤𝑖𝑖𝑖𝑖𝑖𝑖𝑖𝑖

4

𝑖𝑖𝑖𝑖=1

4

𝑖𝑖𝑖𝑖=1

 

Absolventu zināšanu vadības vēlamo vērtību aprēķina, summējot visus zināšanu 
vadības faktorus, kas saistīti ar stratēģiskajiem procesiem, kur katrs faktors tiek reizināts 
ar AIPI koeficientu (20). Katrā no procesiem var mērīt vienu vai vairākus absolventu 
zināšanu vadības faktorus. 

(21) Klientu zināšanu vadības reālā situācija (absolventu koeficients wja) 

𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝑆𝑆𝑆𝑆𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼 = ��𝛼𝛼𝛼𝛼𝑖𝑖𝑖𝑖𝛾𝛾𝛾𝛾𝑖𝑖𝑖𝑖𝑖𝑖𝑖𝑖𝑤𝑤𝑤𝑤𝑖𝑖𝑖𝑖𝑖𝑖𝑖𝑖

4

𝑖𝑖𝑖𝑖=1

4

𝑖𝑖𝑖𝑖=1

 

Absolventu zināšanu vadības reālo vērtību aprēķina, summējot visus zināšanu vadības 
faktorus, kas saistīti ar stratēģiskajiem procesiem, kur katrs faktors tiek reizināts ar 
absolventu koeficientu (20). Katrā no procesiem var mērīt vienu vai vairākus absolventu 
zināšanu vadības faktorus. 

Absolventu zināšanu vadības faktoru piemēri aprakstīti nākamajā nodaļā (skat. 
“Absolventu zināšanu vadības faktori”). 

OR
alumni knowledge management desired value (university weight wju)
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WR – koeficients zināšanām, kas saistītas ar pētniecības procesu;  
WV – koeficients zināšanām, kas saistītas ar valorizācijas procesu;  
WD – koeficients zināšanām, kas saistītas ar digitalizācijas procesu.  
 

(16) 𝛼𝛼𝛼𝛼𝑖𝑖𝑖𝑖 = (𝑆𝑆𝑆𝑆 𝑅𝑅𝑅𝑅 𝑆𝑆𝑆𝑆 𝐷𝐷𝐷𝐷) 

(17) 𝛾𝛾𝛾𝛾𝑖𝑖𝑖𝑖𝑖𝑖𝑖𝑖 = �

𝐾𝐾𝐾𝐾𝑣𝑣𝑣𝑣1 𝐾𝐾𝐾𝐾𝐾𝐾𝐾𝐾1          

𝐾𝐾𝐾𝐾𝑣𝑣𝑣𝑣2 𝐾𝐾𝐾𝐾𝐾𝐾𝐾𝐾2          

𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎1 𝐾𝐾𝐾𝐾𝑠𝑠𝑠𝑠1 𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎1   

𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎2 𝐾𝐾𝐾𝐾𝑠𝑠𝑠𝑠2 𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎2  

𝐾𝐾𝐾𝐾𝑣𝑣𝑣𝑣3 𝐾𝐾𝐾𝐾𝐾𝐾𝐾𝐾3          

𝐾𝐾𝐾𝐾𝑣𝑣𝑣𝑣4 𝐾𝐾𝐾𝐾𝐾𝐾𝐾𝐾4          

𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎3 𝐾𝐾𝐾𝐾𝑠𝑠𝑠𝑠3 𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎3 

𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎4 𝐾𝐾𝐾𝐾𝑠𝑠𝑠𝑠4 𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎4

� 

(18) 𝑤𝑤𝑤𝑤𝑖𝑖𝑖𝑖 = �

𝑊𝑊𝑊𝑊𝑆𝑆𝑆𝑆
𝑊𝑊𝑊𝑊𝑅𝑅𝑅𝑅
𝑊𝑊𝑊𝑊𝑆𝑆𝑆𝑆
𝑊𝑊𝑊𝑊𝐷𝐷𝐷𝐷

� 

(19) 𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝑆𝑆𝑆𝑆𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼 = (𝑆𝑆𝑆𝑆 𝑅𝑅𝑅𝑅 𝑆𝑆𝑆𝑆 𝐷𝐷𝐷𝐷)�

𝐾𝐾𝐾𝐾𝑣𝑣𝑣𝑣1 𝐾𝐾𝐾𝐾𝐾𝐾𝐾𝐾1          

𝐾𝐾𝐾𝐾𝑣𝑣𝑣𝑣2 𝐾𝐾𝐾𝐾𝐾𝐾𝐾𝐾2          

𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎1 𝐾𝐾𝐾𝐾𝑠𝑠𝑠𝑠1 𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎1   

𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎2 𝐾𝐾𝐾𝐾𝑠𝑠𝑠𝑠2 𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎2  

𝐾𝐾𝐾𝐾𝑣𝑣𝑣𝑣3 𝐾𝐾𝐾𝐾𝐾𝐾𝐾𝐾3          

𝐾𝐾𝐾𝐾𝑣𝑣𝑣𝑣4 𝐾𝐾𝐾𝐾𝐾𝐾𝐾𝐾4          

𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎3 𝐾𝐾𝐾𝐾𝑠𝑠𝑠𝑠3 𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎3 

𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎4 𝐾𝐾𝐾𝐾𝑠𝑠𝑠𝑠4 𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎4

��

𝑊𝑊𝑊𝑊𝑆𝑆𝑆𝑆
𝑊𝑊𝑊𝑊𝑅𝑅𝑅𝑅
𝑊𝑊𝑊𝑊𝑆𝑆𝑆𝑆
𝑊𝑊𝑊𝑊𝐷𝐷𝐷𝐷

� 

VAI 
(20) Absolventu zināšanu vadības vēlamā vērtība (AIPI koeficients wju) 

𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝑆𝑆𝑆𝑆𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼 = ��𝛼𝛼𝛼𝛼𝑖𝑖𝑖𝑖𝛾𝛾𝛾𝛾𝑖𝑖𝑖𝑖𝑖𝑖𝑖𝑖𝑤𝑤𝑤𝑤𝑖𝑖𝑖𝑖𝑖𝑖𝑖𝑖
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Absolventu zināšanu vadības vēlamo vērtību aprēķina, summējot visus zināšanu 
vadības faktorus, kas saistīti ar stratēģiskajiem procesiem, kur katrs faktors tiek reizināts 
ar AIPI koeficientu (20). Katrā no procesiem var mērīt vienu vai vairākus absolventu 
zināšanu vadības faktorus. 

(21) Klientu zināšanu vadības reālā situācija (absolventu koeficients wja) 

𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝑆𝑆𝑆𝑆𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼 = ��𝛼𝛼𝛼𝛼𝑖𝑖𝑖𝑖𝛾𝛾𝛾𝛾𝑖𝑖𝑖𝑖𝑖𝑖𝑖𝑖𝑤𝑤𝑤𝑤𝑖𝑖𝑖𝑖𝑖𝑖𝑖𝑖
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Absolventu zināšanu vadības reālo vērtību aprēķina, summējot visus zināšanu vadības 
faktorus, kas saistīti ar stratēģiskajiem procesiem, kur katrs faktors tiek reizināts ar 
absolventu koeficientu (20). Katrā no procesiem var mērīt vienu vai vairākus absolventu 
zināšanu vadības faktorus. 

Absolventu zināšanu vadības faktoru piemēri aprakstīti nākamajā nodaļā (skat. 
“Absolventu zināšanu vadības faktori”). 

	
The desired value of alumni knowledge management is calculated by adding 

all knowledge management factors that are related to strategic processes where 
each factor is multiplied by university weight (20). In each process there can be 
measured one or more alumni knowledge management factors.

customer knowledge management existing situation (alumni weight wja)

CKMαγ
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WR – koeficients zināšanām, kas saistītas ar pētniecības procesu;  
WV – koeficients zināšanām, kas saistītas ar valorizācijas procesu;  
WD – koeficients zināšanām, kas saistītas ar digitalizācijas procesu.  
 

(16) 𝛼𝛼𝛼𝛼𝑖𝑖𝑖𝑖 = (𝑆𝑆𝑆𝑆 𝑅𝑅𝑅𝑅 𝑆𝑆𝑆𝑆 𝐷𝐷𝐷𝐷) 

(17) 𝛾𝛾𝛾𝛾𝑖𝑖𝑖𝑖𝑖𝑖𝑖𝑖 = �

𝐾𝐾𝐾𝐾𝑣𝑣𝑣𝑣1 𝐾𝐾𝐾𝐾𝐾𝐾𝐾𝐾1          

𝐾𝐾𝐾𝐾𝑣𝑣𝑣𝑣2 𝐾𝐾𝐾𝐾𝐾𝐾𝐾𝐾2          

𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎1 𝐾𝐾𝐾𝐾𝑠𝑠𝑠𝑠1 𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎1   

𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎2 𝐾𝐾𝐾𝐾𝑠𝑠𝑠𝑠2 𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎2  

𝐾𝐾𝐾𝐾𝑣𝑣𝑣𝑣3 𝐾𝐾𝐾𝐾𝐾𝐾𝐾𝐾3          

𝐾𝐾𝐾𝐾𝑣𝑣𝑣𝑣4 𝐾𝐾𝐾𝐾𝐾𝐾𝐾𝐾4          

𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎3 𝐾𝐾𝐾𝐾𝑠𝑠𝑠𝑠3 𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎3 

𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎4 𝐾𝐾𝐾𝐾𝑠𝑠𝑠𝑠4 𝐾𝐾𝐾𝐾𝑎𝑎𝑎𝑎4
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VAI 
(20) Absolventu zināšanu vadības vēlamā vērtība (AIPI koeficients wju) 
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Absolventu zināšanu vadības vēlamo vērtību aprēķina, summējot visus zināšanu 
vadības faktorus, kas saistīti ar stratēģiskajiem procesiem, kur katrs faktors tiek reizināts 
ar AIPI koeficientu (20). Katrā no procesiem var mērīt vienu vai vairākus absolventu 
zināšanu vadības faktorus. 

(21) Klientu zināšanu vadības reālā situācija (absolventu koeficients wja) 

𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝐴𝑆𝑆𝑆𝑆𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼𝛼 = ��𝛼𝛼𝛼𝛼𝑖𝑖𝑖𝑖𝛾𝛾𝛾𝛾𝑖𝑖𝑖𝑖𝑖𝑖𝑖𝑖𝑤𝑤𝑤𝑤𝑖𝑖𝑖𝑖𝑖𝑖𝑖𝑖
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Absolventu zināšanu vadības reālo vērtību aprēķina, summējot visus zināšanu vadības 
faktorus, kas saistīti ar stratēģiskajiem procesiem, kur katrs faktors tiek reizināts ar 
absolventu koeficientu (20). Katrā no procesiem var mērīt vienu vai vairākus absolventu 
zināšanu vadības faktorus. 

Absolventu zināšanu vadības faktoru piemēri aprakstīti nākamajā nodaļā (skat. 
“Absolventu zināšanu vadības faktori”). 

	

The existing value of alumni knowledge management is calculated by adding all 
knowledge management factors that are related to strategic processes where each 
factor is multiplied by alumni weight (20). In each process there can be measured 
one or more alumni knowledge management factors.

The examples of alumni knowledge management factors are described in the 
next chapter and given in Table 4.3. 

Alumni knowledge management factors
Each institution must define the amount and values of factors for each alumni 

knowledge management process. The range of factors depends on HERI and alumni 
relations strategy, organizational capabilities and resources. The measuring 
data type must be assigned so that the results could be comparable. Measuring 
knowledge is data intense and requires sophisticated IT support and analysis tools.

Table 4.3 
Alumni Knowledge Management Factors (developed by author)

Factor Description Units

kn
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sc
ov

er
in

g

kd1 Quality of stored knowledge Real number (1–10)
kd2 Level of knowledge updating Real number

kd3

Quantity of useful suggestions incorporated 
in productive processes  
and/or products

Integer

kd4
Statistics of utilization of the search 
mechanism Integer

kn
ow

le
dg

e 
ge

ne
ra

ti
ng

kg1
Quantity of discussion groups on process or 
product innovation Integer

kg2
Quantity of valid contributions for 
organizational memory /intranet Integer

kg3 Number of ideas or patents Integer
kg4 Evidence of best practice (countable amount) Integer

kn
ow

le
dg

e 
ev

al
ua

ti
ng

ke1
Comparison of the number of hours planned 
for measurement and actual hours Real number 

ke2
Number of evaluations made in comparison 
with the plan Integer

ke3 Experts evaluation to check quality Real number (1–10)
ke4 User’s feedback Real number (1–10)

CKMαγa
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Factor Description Units
kn

ow
le

dg
e 

sh
ar
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g

ks1
Quantity of messages or documents stored in 
the system Integer

ks2
Number of registered users who use the 
system Integer

ks3 Quantity of editions or updates Integer
ks4 Average time to solve problems Real number

kn
ow

le
dg

e 
le

ve
ra

gi
ng

kl1 Quantity of active communities of practice Integer

kl2
Statistics on use of organizational memory / 
intranet Integer

kl3

Perception of collaborators with available 
internal means of
communication

Real number (1–10)

kl4 Cost of distribution Real number

Alumni knowledge management index covers all spectrum of alumni relations 
activities, university strategic directions and knowledge management cycle. The 
main challenge for performing calculations is getting the data for all variables. 
The means, energy and finances spent for getting the data should not exceed the 
value that the calculated results give to our understanding of the current situation 
and actions on the future strategies. Especially the factors that require opinions 
and evaluations of the customers – nowadays there is such information richness 
and abundance that it is getting more and more difficult and thus expensive to 
get high quality data. In order to make valid comparison of attitudes, they should 
be measured regularly, e.g. yearly. That is a good practice but it is not always 
economically feasible for small alumni relations offices in the universities. Thus, 
another type of most typical knowledge management metrics described in Chapter 
“Balanced scorecard as alumni knowledge management metrics” can be applied. 
Balanced scorecard requires focusing on a few strategically important aims 
thus making performance evaluation more focused and easier to implement for 
organizations with less resources or insufficient IT support. 

4.4	 Balanced scorecard as alumni knowledge management metrics

Regardless of the method applied, the aim for measuring KM is one – to find 
out how well the organization converts human capital to organizational capital 
or knowledge, i.e. converted tacit knowledge to explicit knowledge and reduced 
the risk of losing valuable knowledge if people leave the organization. Kaplan and 
Norton (1992) searched for chain of cause and effect that would lead to strategic 
success. They distinguish financial, internal, customer, and learning and growth 



43

perspectives that are essential to the strategy. Customer knowledge management 
clearly fits in as learning and growth and customer aspects being two cornerstones 
of the measurement metrics.

Figure 4.3 graphically describes how BSC can be applied in alumni knowledge 
management. Customer strategic perspective is replaced with alumni strategic 
perspective, and learning and growth is replaced with knowledge management 
perspective. 

Implementing BSC means following the main steps.
1.	 Defining. 

1.1.	 Mission (why organization exists).
1.2.	 Values (guiding principles).
1.3.	 Vision (future described).
1.4.	 Strategy (differentiating activities).

Fig. 4.3. Application of balanced scorecard in alumni knowledge management developed by 
author and based on main principles of Kaplan and Norton (1992).
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2.	 Building a strategy map (putting objectives on the map according to the 
4 strategic perspectives and linking the objectives according to their 
dependencies. 

3.	 Creating performance measures. 
4.	 Setting targets and prioritizing initiatives.
In order to follow the implementation of alumni customer knowledge 

management, performance measures must be assigned to each of the strategic 
objectives, targets must be set and appropriate initiatives must be assigned 
that ensures implementation of the assigned targets. Setting up realistic targets 
and choosing initiatives to implement them is one of the most important tasks. 
Each alumni relations department or association can define their own respective 
initiatives corresponding to the organizational structure, assigned resources and 
overall strategic priorities.

4.5	 Approbation of alumni knowledge management model in HERI

The model was approbated in Riga Technical University during the time period 
from 2017–2018, based also on data, knowledge and measurements acquired since 
the founding of the organization in 2012. 

As described in Chapter “Alumni relations nowadays” RTU has founded Alumni 
association in 2012 as a separate legal entity, nonprofit organization, with separate 
statutes and volunteer governance. However, it is not the only way the university 
cooperates with alumni. There are several formal and informal ways that existed 
even before establishing the Alumni association. The author has worked in RTU 
Alumni association since its foundation. 

Alumni relations in RTU strategy
Alumni relations management is included in overall Riga Technical University 

strategy (Riga Technical University, 2017) in several points.
1.	 Organizational efficiency. 

1.1.	 To develop close co-operation with alumni. Measurable targets – yearly 
increasing number of alumni that become members of RTU Alumni 
Association.

1.2.	 To develop advisory boards within all departments.
1.3.	 To develop commercialization offers. 

1.3.1.	 To develop RTU services sales platform.
1.3.2.	 To communicate with entrepreneurs about RTU services and 

commercialization opportunities.
2.	 Financial efficiency.

2.1.	 To attract financial support and investment from organizations and 
alumni.
2.1.1.	 Increase of total funds attracted.
2.1.2.	 Increase of scholarship funding attracted. 
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RTU Alumni Association strategy
Riga Technical University Alumni Association strategy (RTU AA, 2013) was 

developed in 2013 and has been regularly updated within yearly strategic retreats. 
The strategy defines the vision, mission, values, aim and 5 strategic tasks that 
are further detailed with several activities per each task. Each activity has a 
measureable target, term and a responsible person. 

Vision: Organization that unites RTU/RPI alumni, promotes implementation of 
alumni communication and common incentives and serves for RTU development.

Mission: To be the center for RTU/RPI alumni communication, personal growth 
and link with the university.

Values: Cooperation, growth, leadership.

Alumni relations management structure
Since the foundation, alumni management structure has changed during the 

years. During the first years, the Alumni association was strongly subsidized 
by the university which allowed the Association to employ executive director 
and staff taking care of project management and communication activities. 
Later, RTU established the alumni relations department as a structural unit 
within the university and hired employees who manage alumni relations, ensure 
cooperation with Alumni association, and promote and encourage alumni 
volunteer engagement. Alumni relations department has 3 employees – Head of the 
Department, Communications Manager and Project Manager. Alumni association 
remained on its self-contained budget and volunteer governance. The General 
Meeting of Members is the highest decision-making body of the Association (RTU 
AA, 2012). The General Meeting elects 9 board members in the annual meeting. The 
Board members in the Board Meeting elect the Chairperson of the Board. However, 
the strong link between university alumni relations department employees and 
alumni association volunteers cannot be underestimated – the ongoing engagement 
of professional alumni relations managers ensures continuous operation of 
Alumni Association, provides all administrative support, communication, 
cooperation with the university, infrastructure support and generation of new 
ideas. Historically the oldest instance where university collaborated with alumni 
was RTU Advisory Board. “RTU Advisory Board has been established to promote 
RTU growth, determining the course of its strategic development in accordance 
with the needs of the national economy. The Advisory Board meets four times a 
year. It consults the Senate and Rector on the issues concerning RTU development 
strategy, discusses structural reforms and development perspectives, as well as 
considers and offers advice on university budget planning. The Senate, Rector, or 
Faculty Councils can propose an expert in the field of research, education, culture, 
or national economy to become a member of the Board who then openly elected an 
Advisory Board member by RTU Senate for the period of three years by a simple 
majority vote” (RTU, 2014). RTU Advisory Board has 26 members and an elected 
Chairman of the board. It has a consultative role, thus there is no dependency 
link within the organizational chart. Gradually advisory boards were founded 
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in each RTU Faculty in accordance with the University strategy (Riga Technical 
University, 2017). The advisory boards of Faculties, just like the main Advisory 
Board, have a consultative role. Both types of advisory boards mostly consist of 
successful alumni – entrepreneurs, leaders of state enterprises and of government 
institutions. 

Riga Technical University Alumni Association has been developing alumni 
association branches in three regions of Latvia where RTU Branches are located. 
The Branches do not have separate legal bodies or elected management boards. 
Instead, representatives from regions are volunteers in the central elected RTU 
AA Board. Coordination of alumni outside the capital city is a challenge since they 
are more dispersed, separated by longer distances, and less using social networks, 
therefore more difficult to reach. RTU Alumni Association has set membership fees 
for association members but is working with all alumni. The paying alumni have 
privileges of discounts for alumni events and enjoy loyalty program providing 
discounts for University infrastructure and services as well as discounts for 
services or products of fellow alumni companies. During 6 years of existence 
RTU Alumni Association has grown to more than 900 members, 13  000 unique 
email addresses receiving a regular newsletter, organizing more than 30 events 
(seminars, company visits) per year for alumni, implementing alumni loyalty 
program, sharing success stories in international alumni relations conferences and 
many more. All that is possible due to the generous support of the University and 
active participation of alumni volunteers. 

IT support for RTU alumni knowledge management
As described above, IT management support is needed to implement knowledge 

management in HERI and to measure the success of it. In 2018, RTU made a 
decision to implement an alumni platform thus strategically deciding to strive 
for data quality and a sustainable link with alumni supported by sophisticated IT 
system integration. As the system is often mentioned later in the Thesis as a tool 
that supports knowledge management, it is necessary to describe the functionality 
in more detail. Alumni platform RTUConnect contains wide functionality that 
supports the alumni engagement and knowledge management comprising the 
following information:

•• Alumni directory. During registration, alumni are required to indicate their 
study field, work place, location and also the ways they want to help other 
alumni or students. This sets the basis for segmented communication with 
alumni – according to their field of study, industry, and region. It makes 
possible the development of alumni chapters all around the world, it helps 
alumni without intermediate assistance to search for help in foreign 
countries. It also develops the ground for mentoring service, since other 
alumni in the directory can perform search based on industry and the 
remark “willing to be a mentor”. The platform also supports alumni relations 
with engaging functionality – easy registration with LinkedIn and Facebook, 
helping the platform users to find study mates from the same faculty and 
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year and offering these contacts on welcome screen interface as suggestions 
to connect. Link with Facebook and LinkedIn also ensures that alumni 
contact data is not obsolete – even if alumni prefer to update their career 
information in one place (e.g. LinkedIn), they can easily synchronize their 
data with the platform just by hitting one button. 

•• Album. Place for sharing photos, tagging friends, events, adding comments 
and timeline. This is an engaging feature working with users’ sentiments and 
exploiting users’ interest in visual materials. 

•• Events. Function similar to social networks, especially Facebook, allowing to 
create and publish events, and invite participants. This feature is working as 
the main engagement vehicle since from the very beginning when students 
become alumni – the registration for graduation ceremony will be in 
RTUConnect platform. Later all events related to alumni will be developed 
here which will ensure alumni registration and interest in the system. This 
also provides an easy way for the University Faculties to engage alumni and 
to obtain proper alumni data contrary to the situation when the Faculties do 
not have any data about their alumni or store them in Excel sheets. 

•• News and updates functionality provide an opportunity for the University 
to provide knowledge to alumni. It integrates the stream of social networks 
and chosen news topics from the University and Alumni Association home 
pages. It also generates a regular newsletter that is proven to be the most 
effective way to communicate with alumni. 

•• Jobs. Career advancement is one of the most important alumni relations 
activities and now there is an IT support allowing companies to publish 
job adverts that are targeted at alumni. There is also a possibility to email 
information to strictly defined alumni segments. There is also an option 
to integrate RSS feed of job adverts from the University Career Center. The 
platform also provides an effective search mechanism for alumni who are 
looking for job opportunities.

•• Groups. Alumni engagement increases as they have a feeling of belonging 
to a certain group – department, sports team, student union, choir or any 
other organizational form where they have participated during their studies. 
Their closest friends are from this group, their memories, pride and loyalty 
is connected with this group. The platform supports the development of 
groups, each alumni can be attached to one or more groups. Within groups, 
members can post updates, organize events, share photos in an album and 
search for others who have similar interests. The groups are the basis for 
user generated content and are another strong driving force enabling alumni 
engagement. 

RTU alumni relations management metrics
The overall results of alumni knowledge management metrics show that there 

has been a rapid progress and many activities implemented taking into account 
that the alumni relations culture in the biggest universities is not even 10 years 
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old. Still there are many ways to improve, especially in the fields where the set 
targets have not been reached. Overall, the Baltic alumni satisfaction with alumni 
relations activities is alarmingly low (5.9 out of 10). In Lithuania, on average alumni 
satisfaction is higher (Kaunas Technical University – 6.87, Vilnius University – 
6.8), in Estonia it is the lowest (Tallinn University of Technology – 5.47, University 
of Tartu – 5). In Latvia, out of 3 biggest universities, Riga Technical University is 
having the highest score (6.1), Riga Stradiņš University following with (5.14) and 
University of Latvia (4.64). The data is taken from the Baltic alumni survey. The 
results show the necessity for organizing future research that would investigate in 
greater detail alumni preferences, their expectations, the public image of Alumni 
Association, connection of alumni satisfaction to the image of the university itself. 

Implementation of triple helix alumni segmentation 
Triple helix alumni segmentation is in its initial stage in RTU. To be 

implemented in full scale, it needs IT support in the form of alumni platform that 
has been implemented in 2018. That will add high quality data, it is especially 
important that knowledge about the activities in the Faculties is added. Presently 
the activities in the Faculties are dispersed and not registered. Thus most of the 
segmenting data are describing the situation from the centralized point of view and 
data sources. 

Results of alumni knowledge management model approbation
The results of alumni knowledge management model approbation can be seen 

in Appendix 7 of the full text of the Doctoral Thesis. The results are collected in 
worksheets, two for each strategic BSC perspective (knowledge, internal business 
process, alumni, finance). The first worksheet describes measures, targets, 
department or position that is responsible for reaching the targets, results, data 
source from which the result data is obtained and the tendency (exceed ↑, lower 
than target ↓, exactly as planned =). The other worksheet describes initiatives that 
were assigned and corresponding implementation for all initiatives. Riga Technical 
University alumni relations experience proved that alumni knowledge management 
model is practically applicable in alumni knowledge management. The results 
prove that implementation substantially increases non-financial results and alumni 
engagement sustainability which confirms the stated hypothesis of this Doctoral 
Thesis.
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CONCLUSIONS AND RECOMMENDATIONS 

Conclusions

During preparation of the Doctoral Thesis, the topicality of alumni knowledge 
management in universities has been confirmed. Summarising the results of the 
Doctoral Thesis, the author has made the following conclusions.
	 1.	 Universities in their lifetime always have engaged in cooperation with 

their alumni. The underlying reasons for organized alumni gatherings and 
university deliberate relationship building with alumni have been the same in 
the 18th century as nowadays – networking among alumni, alumni lobbying 
and knowledge support for improvements in the universities, and financial 
support by alumni to the university. Nowadays, because of rapid technology 
development and globalization, higher education market is radically changing, 
thus it is important to research which activities exactly support alumni long-
term engagement in universities.

	 2.	 Alumni relations history starts in 1792 in Yale University. In Europe, rapid 
development starts only in the end of the 20th century, main driver being 
government encouragement for the universities to increase their interactions 
with society and build relationships with non-university stakeholders. 
Alumni relations in the Baltics has its roots in the beginning of the 20th 
century, being interrupted by historical events and restarted from scratch 
just recently, following Western European countries and building new culture 
of engagement and philanthropy. Thus, it is crucially important to support 
building of a new alumni-university life cycle in the Baltics with solid research. 

	 3.	 There are different notions – some of them perceiving fundraising as one 
of primary tasks of alumni relations, other, on the contrary, declaring that 
alumni relations and fundraising are separate but connected activities. 
However, the most common approach considers that alumni relations involve 
alumni in university life in many different ways: as participants, volunteers, 
lecturers, mentors, governors, etc. – the ultimate goal is to build relationships. 
Fundraisers can follow and harvest the fruits of this relationship and later 
involve alumni as sponsors. 

	 4.	 Students are free to choose universities worldwide and research and 
publishing requirements for researchers are same worldwide. The insufficient 
funding of Latvian HERIs sets a challenging landscape. The overall financing 
of Latvian HERIs sometimes is two times smaller than in the neighboring 
Baltic countries or just 20  % of best universities in the world. In the long 
run strategic and purposeful investment and work of alumni relations will 
significantly support the HERIs.

	 5.	 Literature review reveals that alumni are HERI customers not only directly 
when they purchase HERI services but also continuously because the value 
of their diploma always depends on the HERI performance at that particular 
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moment. Alumni are a bridge between HERIs and the society at large. The real 
success of the HERI is often measured by the success of its alumni and how 
they represent its values in everyday lives and work. Strengthening this bridge 
involves a two way cooperation, including alumni in all possible life stages of 
HERI in a participatory way.

	 6.	 The survey that was performed in European universities shows that 50 % of 
respondents fully agree that alumni are customers of HERI and 40  % partly 
agree, thus affirming the conclusion of literature review that alumni are 
customers of HERI. The survey of the Baltic alumni supports it by 37.1  % of 
alumni agreeing, 9 % strongly agreeing, and 27.9 % remaining neutral. 

	 7.	 Alumni segmentation is an important tool to reach the goals of alumni 
relations and there are different approaches according to the goals, richness 
of available data and resources. Grouping alumni into particular categories 
that share similar characteristics helps to gain greater mutual understanding 
and improve organization’s needs to serve the alumni better and to foster their 
positive and accumulative engagement with the university.

	 8.	 The foundation and core for key account management activities (KAM) is 
selecting the right customers, aligning the choice of strategic customers to 
the strategy of the organization, and building sustainable relationship that 
corresponds to each chosen segment of customers. It also involves upgrading 
the transactional relationship from simple to complex, integrated engagement. 
Alumni are university customers, thus KAM principles are applicable in alumni 
relations. 

	 9.	 Large university is not homogenous. It has complex structure and sometimes 
alumni have radically different interests and views. If alumni relations 
address all alumni without segmenting, those who are not interested in 
particular activities evaluate alumni relations operations as unsuccessful 
and stop engaging and following alumni relations communication channels. 
In addition, if there are active alumni who would like to dedicate their time 
and finance and alumni relations do not offer them appropriate opportunities, 
they will find other organizations where to invest their energy and resources. 
Segmentation helps alumni relations practitioners to engage alumni 
meaningfully according to their interests, resources and level of activity.

	10.	 Traditional higher education institutions, where significant part of funding 
is public, are encumbered with excessive control by government institutions. 
The requirements of accountability dictate quality and governance practices 
and often negatively impact efficiency and ability to follow the pace of other 
players of knowledge intensive industries. Thus, Universities must foster 
creation and sharing of knowledge among most important stakeholders  – 
teaching and non-teaching staff, students, alumni, sponsors and others. 
Universities are large, specific and complex organizations with many 
organizational branches and diverse functions and activities. Thus, the most 
important first step is to know which is strategic knowledge and sources of 
such knowledge.



51

	11.	 Customer knowledge management is applicable in HERI alumni relations. 
Alumni knowledge management model developed by author exploits the 
concept of alumni being customer and is built on the basis of customer 
knowledge management. The model discovers all possible combinations of 
HERI-alumni intersections by combining university strategic functions with 
typical alumni relations processes and implementing knowledge management 
cycle in each of these intersections. However, full implementation of such a 
model requires significant organizational and IT support as well as intrinsic 
interest and understanding in all HERI organizational structures to engage 
alumni.

	12.	 Alumni knowledge management index developed by author covers the whole 
spectrum of alumni relations activities, university strategic directions and 
knowledge management cycle. It reflects how alumni relations have reached 
strategic and knowledge management targets – where university strategy 
goes in line with alumni perceptions and where there is a gap that should be 
attended and decreased by communication or strategic actions

	13.	 Balanced scorecard performance management tool is applicable as alumni 
knowledge management metrics. It requires focusing on a few strategically 
important aims thus making performance evaluation more focused and easier 
to implement for organizations with less resources or insufficient IT support. 
The metrics was approbated in RTU.

	14.	 The model was successfully approbated in Riga Technical University. RTU 
alumni relations experience proved that the alumni knowledge management 
model is practically applicable in alumni knowledge management.

	15.	 According to the survey, in alumni activities of the Baltics have the following 
priorities: 
•• networking; 
•• events; 
•• career development. 

		  Thus, maximum engagement can be reached by focusing alumni relations 
on these activities and knowledge management must be present in all 
intersections. During approbation, these considerations were implemented in 
RTU.

	15.	 There is strong and purposeful alternative to a monetary assessment of 
alumni relations activities – alumni knowledge management and its metrics. 
It supports alumni relations management to implement long-term alumni-
university relationship. The theses and hypothesis of the Doctoral Thesis were 
approved. 
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Recommendations

Based on the research results, the following recommendations have been made.
1.	 The Baltic universities must focus on alumni knowledge and gradually build the 

culture of fundraising since there is little chance to get high financial returns 
from alumni relations in short-term. Alumni relations must build a new culture 
of philanthropy and social responsibility. As historic examples prove, in the 
long-term private financing will help to reduce underfinancing of tertiary 
education. Since alumni are one of the sources, universities must build alumni 
engagement in a strategic and meaningful way.

2.	 The research proves that universities must invest in alumni relations to 
improve alumni engagement and views on continuous collaboration with HERI. 
University must acknowledge alumni as customer and treat them respectively 
at the same time demonstrating challenges and possibilities of this role. It is 
very difficult to change attitudes of alumni thus alumni relations must start 
collaboration with students to form their mind-set for continuous collaboration 
with HERI that does not end with graduation. 

3.	 Alumni upgrade to more and more engaging levels of activity must be one 
of alumni relations deliberate tasks that must be carried out by recognizing 
alumni potential and offering alumni development opportunities. It is 
recommended for HERIs to implement triple helix segmentation developed by 
author, which divides alumni into three strategically most important segments 
(knowledge, co-creation and financial) and additionally in each of these 
segments allows engaging alumni according to their level of activity.

4.	 HERIs in the Baltics should adapt to the new life cycle of alumni and see the 
collaboration with alumni as a long-term investment where all departments 
and faculties must get involved in a systematic way. It is recommended to 
assign significant organizational and IT support as well as intrinsic interest and 
understanding in all HERI organizational structures to engage alumni and fully 
implement alumni knowledge management model.

5.	 In alumni knowledge management metrics, the means, energy and finances 
spent for getting the data should not exceed the value that the calculated results 
give to our understanding of the current situation and actions on the future 
strategies. 

6.	 Organizations should implement balanced scorecard for alumni knowledge 
management performance metrics by setting strategic goals, assigning 
objectives, measures and targets for each of them. Each alumni relations 
department or association can define their own respective initiatives 
corresponding to the organizational structure, assigned resources and overall 
strategic priorities.

7.	 According to the research it is recommended that the universities do the 
following:
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a.	 have alumni relations strategy that is in line with university strategy;
b.	 have organizational support and culture that is aware of the value of HERI 

and alumni collaboration;
c.	 choose a few strategic priorities per certain time period;
d.	 focus on management of strategic knowledge for the chosen priorities;
e.	 regularly research alumni opinions, interests and capabilities;
f.	 segment alumni according to their interests and capacity, engage them 

accordingly and contribute to their upgrade to higher level of engagement;
g.	 set targets and measure the results of knowledge management.
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