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Language Centre

Institutional Context

 Medical-doctoral university 

 13 colleges and schools

 Total enrolment of about 23,000

 Historically use of agents undertaken by Language Centre

 Language Centre cost recovery so more “business driven”

 Language Centre an “outlier” so more flexible

Implementing Institution-Wide Agent Management
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Language Centre

 Creation of SEM Assistant Vice Provost position 

 Institutional mistrust of and unfamiliarity with agents

 Increasing awareness of and investment in internationalization

 Fragmentation of campus – hard to get leadership

 Language Centre cultivated a diplomatic approach over time

Implementing Institution-Wide Agent Management

Intuitional “Ethos”
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Language Centre

 Project Charter established with an executive sponsor

 Purpose to “create and adopt standardized and coordinated 
student recruitment management practices”

 Examine current recruitment management practices

 Investigate best practices used by other institutions

Implementing Institution-Wide Agent Management

Process

 Develop standardized principles, guidelines and practices
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Language Centre

 Definitions: ”agent”, “student/faculty ambassador”, etc. 

 Principles and Best Practices

 Agent screening: application process, evaluation, agreements

 Agent Onboarding: training, resources, communications 

Implementing Institution-Wide Agent Management

Deliverables

 Agent management and issue resolution
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Language Centre

 Commissions: amounts, incentives, invoicing, payments  

 Evaluation and feedback

 Renewals

 Technology: central storage of agreements, information collection 
and data reporting requirements, technology support 

Implementing Institution-Wide Agent Management

Deliverables…

 Agent deployment by market, size of agency, consortia
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Language Centre Implementing Institution-Wide Agent Management

Summary of Best Practies for Agent Management: Key Considerations and Strategies for Policy and Practice

Categories NAFSA Canada USLC / U of S UK Australia NACAC

Definitions “An agent is defined as a third-party individual or 

group that acts in conjunction with and/or on 

behalf of an education institution as part of a 

comprehensive strategy for the recruitment of 

international students.” (NAFSA)

“education agent” (sometimes referred to as an 

“education consultant”) refers to an individual or 

organization offering “education advising services 

to students and their parents in exchange for a 

fee (paid by students and their families) and/or a 

commission (paid by an [educational] institution 

they represent…)”

"An agent is defined as a third-party individual or 

organzation engaged on a contractual basis to 

assist the university in recruitment of students in 

return for financial consideration."

Adopt definition from GOV.UK website under 

Export Agents for International Trade10 and this 

includes:  Help to sell goods abroad; Act on the 

principal’s behalf by introducing him/her to 

overseas customers; Give information and 

contacts for overseas markets; Identify 

opportunities 

An agent is described as a 'bridge between the 

many people involved in international education -

including students, parents, providers and 

homestay families - providing a pivotal link 

between them".  Agents can provide the 

following: 1) promotion, 2) marketing, 3) market 

research; 4) customer service; 5) alumni 

services, 6) business development; 7) services 

for regional or niche markets. {Queensland Dep't 

of Education and Training}

Agencies can be defined as companies or 

individuals (agents) in the business of of 

recruiting international students. Agencies are 

compensated by the institutions they recruit for, 

usually contingent upon the referral of enrollees.

Benefits (Pros) Year round in country representation; knowledge 

of local language and local context/culture; on-

ground intelligence, screen applicants for fit, 

follow up with local leads, assist with in country 

logistics and meetings, can be cost effective 

(good ROI) (NAFSA)

Agents and agencies provide advice, counsel, 

and placement assistance to prospective 

students and their families.

First, agents can provide an efficient, cost-

effective way for institutions to recruit in 

circumstances where and when they lack the 

time, resources, or acumen to do it themselves.

Second, institutions believe that not using agents 

would put them at a significant competitive 

disadvantage vis-à-vis other top destination 

countries like the United States

Lastly, institutions use agents as a response to 

student preference. Students prefer to put their 

trust in someone that speaks their own language 

and understands them and their needs.

Year round in country representation; maintain a 

'store front' on behalf of the university allowing 

daily in-person and on-line access for prospective 

students and families; knowledge of local 

language and local context/culture; on-ground 

intelligence, screen applicants for fit, follow up 

with local leads, assist with in country logistics 

and meetings, can be cost effective (good ROI) 

Markets are large, dynamic, difficult and 

competitive; see agents as necessary and them 

as “a vital tool” and “a key part of our strategy”. 

Unique resources agents bring; has local 

connections contacts with government and 

scholarship agencies, key in some markets. 

Language competency; strong local/regional 

knowledge, particularly in large diverse countries; 

Provide quick access to new markets. More cost 

effective, funding formulas make it easier to get $ 

to pay agent than to hire more staff. Can pre-

screen applicants, verification of documents and 

provide friendly face for distant institution.  Assist 

with visa questions that institution cannot answer.  

Provides marketing and promotion for a target 

market; provides firsthand information on trends 

and opportunities; gives on-the-ground support 

allowing for less time spent physically by 

institution in that market (cost saving); has local 

expertise such as language and cultural 

understanding of market; allows access to "high-

risk markets" without exposing own staff to 

danger; may provide "one-stop shopping" for a 

student. {Queensland Dep't of Education and 

Training}

Helps institutions bring in a diverse international 

student body, adding to the educational 

experience for domestic students and faculty.  

International students are often self-financed and 

prepared to bear the full cost of their education, 

bringing considerable fiscal benefits to the 

institution.

Concerns (Cons) Misrepresent institution (purposeful or 

unintended), purposefully keep institution out of 

market, ongoing cost of training/materials, 

overlapping agent territories, potential legal 

issues, falsification of documents, overcharging 

students (advising it is going to institution), 

unknown enrolment variable, damage to 

relationships, invoicing for students not placed 

(NAFSA)

most efforts have involved persuading agents 

and jurisdictions to voluntarily comply with codes 

of practice and conduct

Concerns regarding the potential damage to 

instituion in branding and reputation

There is always concern that an agency's 

business objectives might conflict with the 

university's educational aims (qualitiy of students, 

suitability for the U of S or study abroad in 

general, etc.).  High rate of counselor turnover in 

some countries.  This requires constant attention 

to training to maintain awareness, commitment 

and competence.

Agencies with high turnover lack ability to 

represent effectively.  Higher risk of reputational 

damage as University has less control over 

methodology. Higher risk of legal or regulatory 

implications due to varying jurisdictions and less 

control. Agents are outcome driven thus pressure 

to achieve can result in misrepresentation, 

falsification of documents, and false promises.

Schools must find resources to manage agents; 

money paid for commissions might be used in 

other ways to market and recruit; following 

regulations and policies on managing agents; 

agents may not be regulated; possible damage to 

reputation of institution.  {Queensland Dep't of 

Education and Training}

Students can become victims of fraud, and 

financial damage as well as other adverse 

outcomes. Students and their parents may not 

realize that agents are receiving a commission 

from the institution as those parents may be 

paying the agent directly for their advice, a 

practice otherwise known as "double-dipping." 

Institutions themselves can be exposed to risk if 

strict accounting and auditing procedures are not 

in place.
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Process Mapping: Agent Commission Approval
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Thank you for your kind attention!

Role of Academic English Programs in Student Success

David M. Parkinson, MA, M Ed
Director
U of S Language Centre

d.parkinson@usask.ca

Dale Yellowlees, BA, . B Ed., PG Dip 
Marketing Coordinator
U of S Language Centre

dale.yellowlees@usask.ca

Follow us on WeChat!
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Prospective 

agent 

identified

Decision to 
pursue or 

decline

Initial

assessment

Profile and 
reference info 

collected

Questionnaire

process

May be initiated 
by any unit or by 

an agency

Process.1
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Decline, or 
check 

references

Questionnaire 

assessed

Recommend 
“yes” or “no”

Status 

Review

Reps of units 
indicate level 

of participation

Response by 

RLT

Process.2
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Unsigned scan 
sent to agency 
for signature

Agreement sent

Scan of signed 
agrmt returned 

to U of S & 
signed

U of S 

signatures

Signed agrmt
distributed & 

filed

Distribution 

and filing

Process.3
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Agency profiles 
& important 

documents to 
SHAREPOINT 

Filing

Process.4
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Structure.1

Language 

Centre

Manager: 
Student 

Recruitment

Undergrad 

Recruitment

Director: 
Internat’n & 

Special Projects

Graduate 

Recruitment

Director

Recruitment Leadership Team



Agency Management System

www.usask.ca/www.learnenglish.usask.ca

Structure.2

Liaison Coordinator Finance OfficerClerical Assistant

Recruitment Leadership Team

University officers / signatories
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Structure.3

TEAMWORK

Liaison 
Coordinator
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UNIVERSITY OF SASKATCHEWAN
Agency Management System

Language 
Centre

Graduate 
Studies

Undergraduate
recruitment
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Before, were were in a state of uncertain roles, responsibilities and 
procedures.  Now we pull together. 


