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Capitalism has not failed nor is it in retreat. It is just an idea, but one,  
argues Malcolm McIntosh, which is in real need of being re-thought
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EFMD Higher Education 
Research Conference 
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More ways to read  
Global Focus

You can read Global Focus in  
print, online and on the move,  
in English, Chinese or Spanish

Go to  
www.globalfocusmagazine.com 
to access the online library  
of past issues

Or search iTunes for  
your iPad edition

In focus

Volume 09 Issue 02 | 2015 

In focus

We are always pleased  
to hear your thoughts  
on Global Focus, and 
ideas on what you would  
like to see in future issues.

Please address comments 
and ideas to Matthew Wood 
at EFMD:

matthew.wood@efmd.org

This edition of Global Focus looks closely at the human side of business. 

In our cover story (page 8), an edited extract from his new book, Malcolm 
McIntosh writes: 

“[The] evidence is that unless markets, enterprise and freedom are closely allied to 
accountability, good governance, the rule of law, mutuality, and recognition of the 
intrinsic value and rights of labour and the Earth, it [capitalism] fails.” 

This argument is picked up and developed by Richard Straub’s article (page 14), in 
which he argues for “nothing less” than a reframing of management to combine the 
very best of art and science, imagination and logic in “a bold and distinctive liberal art 
that can make practical sense of the 21st century”.

A related piece on page 36 is an unusual and intriguing assessment of the importance 
and influence – or otherwise – of, for want of a better word, “spirituality” in the 
workplace. The article is based on a survey by a team of academics from Chester 
Business School in the UK and IDRAC in France.

They label the present day as the “postsecular age” and suggest that values, beliefs 
and attitude and postsecular faith, spiritual thinking and behaviour “complement soft 
corporate cultural dimensions and are not necessarily to the detriment of the harder 
dimensions”. 

Meanwhile a range of articles debate, from various and new perspectives, an issue that 
is no stranger to the pages of Global Focus (see pages 28, 32 and 56). As Richard Taylor 
comments in his contribution (page 28) “… unless business schools embrace change 
they will face the risk of losing relevance and slowly dying”.

As another element of this, “The impact of the impact agenda” on page 44 details how 
business schools are responding to the initiative of EFMD and the French National 
Foundation for Management Education in launching the Business School Impact 
Survey (BSIS) as a methodology to help business schools assess and measure their 
impact on the world around them.

Which leads on to our final featured article. 

On page 40 Karim Seghir, Dean of the American University in Cairo School of Business 
in Egypt, describes how his school, facing challenges perhaps more acute and 
immediate than any faced elsewhere, is continuing ad succeeding in its quest to make 
a positive impact on its locality while maintaining its global presence.

We hope you enjoy reading this edition of Global Focus and, as always, your 
comments are most welcome.
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BUILD A BETTER  
BUSINESS SCHOOL

What’s the formula for a great business 
school? Take some high-quality 
research, add in some exceptional 
faculty, mix with great international 
students and wrap in accreditation 
and rankings. If only it was so easy.

For just over a decade CarringtonCrisp 
has been answering this question for 
business schools around the world. 
Market research and intelligence has 
been provided to schools and work 
undertaken to help them enhance 
their offer.

Now CarringtonCrisp has teamed up with 
EFMD to deliver the businessschool.guru 
service, making a package of high-quality 
market research studies available to 
business schools around the world.

40%
Research has found 
that the percentage 
of students seeking 
full-time MBA study 
has fallen from just 
over 50% five years 
ago to only just over 
40% today

Many schools are aware of the challenges 
facing their MBA programmes and recent 
research has found that the percentage 
of students seeking full-time MBA study 
has fallen from just over 50% five years 
ago to only just over 40% today.

Andrew Crisp, co-founder of 
CarringtonCrisp, explains: “The guru 
service is about much more than data. 
On its own the data can only take you 
so far. CarringtonCrisp provides 
analysis, insight and context from more 
than a decade of studying business 
education, bringing the data to life and 
making it relevant for a business 
school”.

ASK A GURU 
HOW TO
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The five market research studies that 
make up the businessschool.guru service 
will produce data on alumni, MBAs, MScs, 
school websites, brand, reputation and 
marketing. 

Whether a school wants to inform its 
strategy, improve market positioning, 
develop new degrees or build 
relationships with alumni, businessschool.
guru offers individual school reports 
alongside global trends for each study.

Add in access to conference 
presentations, news from the global 
business education marketplace and a 
host of other benefits for those running 
business schools, and you have everything 
you would expect from a guru.

5
Five market research 
studies make up the 
businessschool.guru 
service which will 
produce data on 
alumni, MBAs, MScs, 
school websites, 
brand, reputation 
and marketing

Eric Cornuel, Director General and CEO 
of EFMD, comments: “The EFMD/
businessschool.guru strategic 
partnership builds on our long standing 
relationship with CarringtonCrisp.  
For many years we have worked  
with CarringtonCrisp to provide our 
members with original research to  
help them build their business school 
offer. The businessschool.guru service 
extends and deepens our relationship 
with CarringtonCrisp and offers a 
wealth of insights to our members  
as they look to the future”. 

If you are thinking about the recipe for  
a better business school, a great place 
to start is to ask a guru.

If you would like to learn more about 
how this strategic partnership can benefit 
your school please visit:

www.businessschool.guru 

or contact Andrew Crisp:  
andrew@carringtoncrisp.com  
or Sarah Hardcastle:  
sarah@carringtoncrisp.com 

If you have any other questions regarding 
how EFMD is supporting this partnership, 
please contact Matthew Wood at EFMD: 
matthew.wood@efmd.org

businessschool.guru

On its own data can only take you so far, 
businesschool.guru provides analysis, insight and 
context from more than a decade of studying  
business education, bringing the data to life  
and making it relevant for a business school
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EFMD & GMAC will be combining their 
admissions experience and business school 
need to launch the Admissions Institute  
for New Professionals (AINP) Europe.

We will be recruiting admissions professionals, 
with six to 36 months experience in an 
admissions function, to be part of the 2016 
class. Look out for more details over the 
next few months. Registration will open  
in the summer of 2015.

GMAC & EFMD Partner to 
Launch Admissions Institute  
for New Professionals Europe 
(AINP Europe)

www.gmac.com/ainpeurope

There is no other programme in the market 
that provides such a comprehensive 
admissions curriculum, quality attention, 
participation and learning assimilation
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Key benefits of attending

Taking part

Dates

AINP Europe will be hosted at EFMD’s 
Brussels office in February 2016 and is 
designed to help practicing admissions 
professionals master the admissions toolbox, 
the programme mimics an executive 
education experience and the learning 
environment is analogous to a competitive 
masters programme. There is no other 
programme in the market that provides such 
a comprehensive admissions curriculum. 

GMAC & EFMD have global reputations of 
excellence in education and are pleased  
to be offering this certified programme  
that builds upon the already successful 
Admissions Institute for New Professionals 
offered annually in the US.

More information

More information on AINP Europe will be 
available on the EFMD and GMAC websites 
in the summer.

www.efmd.org

www.gmac.com 

AINP Europe
February 2016

New and unique 
No other programme in the market 
provides a comprehensive admissions 
curriculum targeted to professionals 
relatively new to the Admissions function

Designed as cohort learning 
Executive education experience with 
small classes to ensure quality of learning 
and foster networking

Interwoven cases  
Interwoven cases and content reviewed 
throughout in different settings

Programme delivered by GME industry 
professionals and experts  
Including case study designed exclusively 
for GMAC by LinkedIn

Certificate in Admissions Practice  
On successful completion participants  
will receive a Certificate in Admissions 
Practice

Designed by GMAC 
Expert in graduate management education 
admissions and builds on successful US 
programme

GMAC & EFMD Partner to Launch Admissions Institute for New Professionals Europe (AINP Europe)
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Capitalism has not failed nor is it in retreat. It is just an idea.  
But, argues Malcolm McIntosh, it is an idea, which in its current  
form, is in real need of being re-thought

In 2012, the UN High Level Report 
Resilient People, Resilient Planet called 
for a new international political 

economy that would include objectives 
such as sustainable development and 
welfare issues:

“For too long, economists, social scientists 
and social activists and environmental 
scientists have talked past each other 
– almost speaking different languages,  
or at least different dialects. The time has 
come to unify the disciplines, to develop 
a common language for sustainable 
development that transcends the  
warring camps; in other words, to bring 
the sustainable development paradigm 
into mainstream economics... That is why 
the Panel argues that the international 
community needs what some have 
called ‘a new political economy’ for 
sustainable development.”

One of the greatest challenges we face in 
an interdependent, neurally networked 
21st century was summed up by a 
prescient Aristotle several thousand years 
ago, before we were technically wired: 

“In a democracy if you have a small 
number of rich people, and a large 
number of poor people, the poor people 
will try to seize the rich people’s assets. 
The answer is either reducing democracy 
or reducing poverty”. 

Re-organising the 
political economy

Democracy in Aristotle’s time was not 
unlike the world today. Only some could 
vote, only some people had power and 
the bias was very much in favour of rich 
men. Today there are those who would 
reduce or diminish democracy for their 
own ends and today what we mean by 
democracy is up for discussion in a 
world where mass connectivity and 
participation are matched by total 
surveillance, instant gratification and 
systems instability. 

Capitalism, like justice, education and 
freedom, is an idea that cannot and will 
not go away. It was a term unheard of 
until the publication of Karl Marx’s Das 
Kapital in 1867 and was never used by 
the man often cited as “the modern 
founder of capitalism”, Adam Smith. 

As Marx and Smith were both moral 
philosophers as much as economists, 
capitalism is a term associated with 
the study of political economics rather 
than what is sometimes referred to as 
the “science” of economics. 

How many times have I been at academic 
symposia, street demonstrations and  
in classrooms and been told that 
“capitalism is in crisis” or that “capitalism 
is incompatible with equality”. And, 
obversely, there is often a reactionary 
attack against this “attack on capitalism”.
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In a democracy if you have a small number  
of rich people, and a large number of poor 
people, the poor people will try to seize the  
rich people’s assets. The answer is either 
reducing democracy or reducing poverty

Aristotle
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Most of the discussions are in reality 
discussions of political economy and 
not lambastings of the idea of capitalism. 
Also, many of the current discussions 
in the 21st century about capitalism 
are discussions about supraterritorial 
corporations (STCs) or banking. 

It is the current model of capitalism that is 
in need of rapid change and not the idea 
itself. To study Smith, Marx or Thomas 
Piketty, or indeed Tony Judt or Colin 
Crouch, is to read about the moral, social 
and political economy issues involved in 
interpreting, enacting and implementing 
the idea of capitalism. 

I dispute that capitalism is per se a bad 
idea or has a tendency to be bad. 

Capitalism simply means investment 
of some sort in an idea for a return of 
some sort with the risk taker being 
allowed to retain some of the rewards. 
This is why the ideas behind capitalism, 
such as risk, investment, returns, 
property rights, the rule of contract, and 
management, come back for discussion 
on a regular basis. It is not capitalism  
that is normally being discussed but 
management and governance issues. 

It is the current organs, institutions and 
ways and means of capitalism that are 
to blame for the apparent current crisis. 
It is not the idea of capitalism that is 
wrong but the current interpretation. 

If the “capital” is only financial and is blind 
to social and environmental investment 
and if the returns are only measured in 
monetary terms, then it will inevitably fail 
to satisfy the wider and more complex 
societal inclinations for the good society. 

The new capitalism is neither left  
nor right nor classical, neoliberal nor  
Marxist. The new capitalism is based on 
connectivity, accountability, transparency, 
networks, values, relationships, 
enablement, entrepreneurship and 
rethinking the meaning of capital; it  
can be financial, environmental, cultural, 
manufactured or social. 
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Capitalism and economics did not fail in the 2008/9 
crash because capitalism and economics have no 
memory, soul or conscience. It is simply an idea  
given substance by its political context. It was that 
context that failed then and continues to fail now

21c
Many of the current 
discussions in the 
21st century about 
capitalism are 
discussions about 
supraterritorial 
corporations (STCs) 
or banking

Increasingly, the units of currency and 
power are cities and corporations and 
the issue is how to make them more 
efficient, more responsive and more 
accountable. 

The issues are the same in both cases but 
at the present time both are subsumed 
within nation states and their hold on, 
literally, international governance regimes. 

How can we, as individuals, be both 
located and grounded in affective 
communities and yet virtually 
connected and concerned in effective 
global communities? How can we be 
both local and global citizens and how 
can government and corporations be 
responsible to both local and global 
citizenships? 

Capitalism and economics did not fail 
in the 2008/9 crash because capitalism 
and economics have no memory, soul 
or conscience. It is simply an idea given 
substance by its political context. It was 
that context that failed then and 
continues to fail now. 

The model of economics that dominates 
many large national economies and 
international trade and banking is illusory 
but, in the eyes of commentators such  
as Philip Mirowski, the logic of the 
neoliberalists is that the market “is  
the ultimate information system”. 

It is omnipotent and superior to human 
intelligence and should, like God, be 
beyond our control because, if we dally 
with it, it will fail us. 

Mirowski, Yvonne Roberts, Piketty and 
others observe that this model, which 
espouses freedom through liberalisation, 
marketisation, commodification and 
objectification, has enslaved us all by 
quantifying all human activity only in 
financial terms. 

According to Mirowski, business  
and management schools have been 
factories for the production of the 
managers of profit maximisation and the 
growth of the corporate body. And when 
the private body goes belly up, the public 
state, which under neoliberalism should 
wither away, is supposed to bail it out, so 
enmeshed is the state with the pursuit of 
private profit. 

It mirrors the new cosmological and 
neuroscience understanding of field 
theory: the space between things is more 
important than the things themselves. 

These spaces are energies. We have 
objectified too much. And we have 
created institutional arrangements that 
support complex financial systems that 
are out of control and have been set to 
reward those inside more than society 
as whole. 

Some of our institutions come naturally  
– the family, the village and myths,  
for instance – while many others have 
developed over the millennia due to the 
state of our knowledge and environmental 
conditions – tribes, nation states, 
corporations and, in the last few decades, 
virtual networks.

I argue that this century means coming 
to terms with realising one shared space 
and I call this globality; that there is a 
necessity to rebalance what we think we 
know and can do with a sense of wonder 
and I call this rebalancing science and 
awe; that sharing one space and taking 
time to acknowledge the limits of 
knowing, being and doing require a  
new way of managing, and I call this  
the feminisation of governance; and, that 
many of our institutional arrangements 
and organisations are not suitable and  
are therefore in need of re-organising. 

In the Age of Globality, the biggest 
impediments to reasonable global 
governance are nationalism, tribalism 
and masculinity. 
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ABOUT THE AUTHOR

Dr Malcolm McIntosh, FRSA, former Professor and 
Director of the Asia Pacific Centre for Sustainable 
Enterprise at Griffith University in Queensland, Australia. 
He has worked at the universities of Warwick and 
Coventry, and been a Visiting Professor at the universities 
of Bath, Bristol, Stellenbosch, Waikato and Sydney. He is 
the author or co-author of numerous books and articles 
and has been a special adviser to the UN Global Compact 
and is founding editor of the Journal of Corporate 
Citizenship.

The triumph of capitalism since 1945 is 
the triumph of freedom, accountability, 
collective strength, enterprise and 
innovation, not the triumph of free 
markets. 

But in the last 40 years the former has 
been closely allied to the latter. 

However, the evidence is that unless 
markets, enterprise and freedom are 
closely allied to accountability, good 
governance, the rule of law, mutuality, 
and recognition of the intrinsic value 
and rights of labour and the Earth, it fails. 

Where business and management 
schools – and, indeed, departments of 
economics – have been most useful is 
where they have been interdisciplinary 
and non-fundamentalist and understood 
that managing the political economy  
is about managing complexity. And  
this is so different from managing the 
comparative simplicity of the single 
bottom line: that is, for accountants, 
not for the art of political science and 
the good society.

How have we come to this point where 
STCs effectively rule and what can be 
done to regain control? 

We are currently mining the lithosphere 
and ourselves and we will either burn out 
or transcend this madness and ascend to 
a higher way of being. 

Just as it took the first and second world 
wars before we decolonised and saw  
the need for universal human rights  
and obligations and social welfare safety 
nets, will it take a further collapse of 
corporations and this model of capitalism 
for us to wake up and smell the future? 

In my new book, I argue that the 
necessary changes are already underway 
but we could give the inevitable a push in 
the right direction.

This article is an edited extract from 
Thinking the Twenty-First Century: 
Ideas for the New Political Economy 
by Dr Malcolm McIntosh, April 2015, 
Greenleaf Publishing.  
www.greenleaf-publishing.com/thinking

Just as it took the first and second world wars before  
we decolonised and saw the need for universal human 
rights and obligations and social welfare safety nets, will 
it take a further collapse of corporations and this model 
of capitalism for us to wake up and smell the future?
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Management has served us well. Since the Industrial Revolution it  
has paved the way for a sustained and accelerating rise in living standards  
unheard of and unforeseen. But with the ‘digital revolution’,  we are entering  
a new era where the logic of industrial-age organisation has lost its purchase.  
It is time to reinvent it, says Richard Straub

Tumbling transaction costs alter the economics of 
organisation and, at a stroke, invalidate old business 
models while enabling unimagined new ones

Management’s 
Second Curve
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I
t could be said that what previous great 
innovations, based on steam, electricity and 
the internal combustion engine, did for human 
muscle, computers and sensors linked by the 

internet are promising to do for the human brain.

Indeed, this has led some in Silicon Valley to talk 
seriously of the “singularity”, the talismanic moment 
when the computer power of the machine brain 
equals or outstrips that of the human variety. 

And just as dramatic changes in the human 
condition brought about in previous revolutions 
– such as urbanisation, large-scale employment, 
mass literacy and generalised healthcare –  
swept away much of the pre-industrial past, the 
accelerating cycles of digital technologies will, for 
good or ill, upend much of the socio-economic and 
mental structures that we have inhabited for the past 
two centuries. 

As Charles Handy notes: “The internet and its 
corollaries are revolutionising much of our lives, 
but taking the guts out of many of our institutions 
as they do so”.

Tumbling transaction costs alter the economics of 
organisation and, at a stroke, invalidate old business 
models while enabling unimagined new ones. 

New giants such as Amazon, Google, Apple and 
Facebook, along with emerging upstarts such as 
Uber and Airbnb, are borne by waves of “winner 
takes all” network effects that dramatically speed up 
corporate, and leadership, life cycles. Michael Porter 
sees the advent of smart connected products as 
signalling a new spurt of growth and change. And 
beyond that, the implications for further innovations 
are simply incalculable. But we can say that no 
aspect of working or private life will be unaffected. 

A foretaste of what is to come is the rapid progress 
of automation not just in routine manufacturing and 
service work but also increasingly in knowledge jobs. 

In a much-quoted report, the Oxford Martin School 
in the UK has predicted that over the next 20 years 
45% of US jobs are at “high risk” of being automated. 
As artificial intelligence improves, it will not just be 
“workers in construction sales and logistics” who feel 
the employment pinch; managers, scientists, 
engineers, journalists and others in the “creative 
industries” will be affected too. 

If we continue to take the idea of automation 
literally (we don’t have to) the “job” in the sense that 
generations of employees have understood it may 
be over. At the very least, “we can no longer rely 
on the institutions of education and the workplace 
to prepare us for life and look after us during it,” 
Handy observes.

Management’s Second Curve by Richard Straub

45%
Oxford Martin School 
in the UK has predicted 
that over the next 20 
years 45% of US jobs 
are at “high risk” of 
being automated, as 
artificial intelligence 
improves, affecting 
manual workers 
through to the 
“creative industries”

Yet dazzling as humankind’s technological 
achievements have been, technology itself is 
only part of the story. Those achievements are 
part of, and embedded in, a larger social reality. 

Reviewing the history of growth, the Bank of 
England’s Andrew Haldane notes that, “as far as we 
can tell historically” the growth spurts in previous 
innovation phases were the product of “a complex 
mix of the sociological and technological, typically 
acting in harmony”. 

Alongside technology, increasing social, human 
and infrastructure capital have all played a part. 

This time, though, Haldane notes that while “the 
technological tailwinds to growth are strong,  
so too are the sociological headwinds”. These 
include increasing inequality, faltering educational 
attainment and a rise in impatient, short-term 
thinking (as opposed to slow, deep, reflection,  
in Daniel Kahneman’s classification) – perhaps partly 
due to technology itself in the shape of information 
overload.

The role of management

As Peter Drucker once said, the 20th century was 
created by management. Like the science-based 
technologies, the discipline has evolved over time  
as both cause and effect. Governance, processes, 
structures, attitudes to customers and employees 
shift in response to social, financial and technological 
norms. 

In turn, expectations are changed by the 
transformations that management has helped  
to bring about. So it should be no surprise that the 
digital revolution requires it to shift again. In business, 
too, as Albert Einstein famously observed, “the 
significant problems that we face cannot be solved 
at the level that we created them.”

This is not just a question of countering the 
headwinds (although fostering capital of all kinds is 
undeniably part of management’s mandate). Digital 
technology like any other is a means, not an end, 
and as Henry Mintzberg warns, confusion between 
the two is a hallmark of the age. 

As the stewards of what Drucker called the 
constitutive elements of modern society – its 
organisations and institutions – managers have a key 
role to play in steering  the technology revolution in 
a direction that benefits all humanity, not just the 
few; and that means a different one from the past.
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There is just one problem: the most important 
indicators – the future-oriented ones related to a 
company’s intangible human assets, which in the 
knowledge-based economy are far more important 
than traditional tangible ones – have gone missing 
in action. 

They are the indicators to gauge the levels of trust 
and social capital within an organisation, and the 
ability to unleash human creativity and engagement 
– just the ones, in fact, that are as indispensable to 
the digital revolution as alignment and conformance 
were to previous ones. As it is, they are often 
considered a luxury, the subject for interesting 
discussions on company programmes that may  
be discarded if the next quarter’s  earnings per share 
is under threat.

Optimists would say that there is a more positive 
way of viewing these developments, albeit a 
backhanded one. As Steve Denning powerfully 
argued at the Peter Drucker Forum in 2014, we 
may be living through a crossover period where 
two economies are running in parallel: a small 
but feisty and rapidly expanding creative “new” 
economy inhabited by agile, inventive firms  
bent on doing their best for customers alongside 
an obsolescent “old” economy made up of 
established and ponderous corporate titans. 

Although the perception endures (rightly) that the 
latter wields enormous political and financial power, 
it is based on weak foundations. 

Writers such as Gerald Davis and Lynn Stout point 
out that the universe of US (and UK) publicly 
quoted companies is thinning out. There are only 
half as many as 15 years ago and their longevity 
has shrunk by three-quarters in the last 60 years.

“Entrepreneurs and business people,” claims Stout, 
“recognise that public corporations run according 
to the principles of shareholder primacy are fragile 
and dysfunctional entities, incapable of pursuing 
long-range plans. Shareholder-value thinking 
appears toxic to many, and perhaps most, public 
corporations.”

It is now clear that the industrial-age management 
mindset, along with the vested interests it has 
generated, has become a rock in the pathway of 
fully realising the digital revolution’s huge potential

Measurement, formulas and algorithms  
– the 20th century model

Thus far, technological change has been guided by 
management’s embrace of scientific rationality and 
engineering prowess, based on a one-dimensional 
model of human nature (economic man) and belief 
in the efficiency of hierarchical command-based 
bureaucratic organisations. 

But it is now clear that this industrial-age 
management mindset, along with the vested 
interests it has generated, has become a rock in the 
pathway of fully realising the digital revolution’s 
huge potential. 

This mindset derives on the one hand from the 
needs of mass-production for standardisation and 
compliance and on the other from management’s 
own understandable ambitions to be considered  
a testable and predictive science. But in this it has 
failed. 

To borrow the title of Sumantra Ghoshal’s famous 
article, “Bad management theories are destroying 
good management practice”. 

Consider management actions such as cutting 
jobs and investment as a response to currency 
fluctuations and the resulting accounting impact 
of those cuts on earnings per share. Such cuts 
are applauded as canny, even heroic, by stock 
markets even as they undermine the longer-term 
value-creating capacity of the enterprise. 

Consider value-creating investments shunned  
or rationalising mergers undertaken for the same 
ultimately self-destructive reasons. Share buybacks 
are too often preferred to investment in innovation, 
entrepreneurship and value creation. And, as  
Clayton Christensen and others have shown, internal 
innovation tends to obsessively target cost-cutting 
instead of the search for new ways to win over 
customers and enable employees and partners.

This is the end-point of an implacable logic held 
together by measurement, formulas and algorithms 
and increasingly dominated by financial indicators 
– the 20th century model. 
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A Darwinian extinction?

If this trend continues, optimists might argue that the 
problem will solve itself through a kind of economic 
Darwinism. The dinosaurs will die out; leaving  
the field to newer more dynamically managed 
corporate life forms. Yet the old order dies hard and 
the accumulated system-wide vested interests are 
strong. They are not just financial. 

Jeffrey Pfeffer and others have repeatedly shown 
how, unlike in the physical sciences, social beliefs 
can become self-fulfilling. So although most people 
would probably profess belief in a degree of human 
altruism, if enough of us come to believe and act  
to the contrary, as classical neo-liberal economics 
proposes, what was originally false makes itself true. 

“A growing body of evidence suggests that self- 
interested behaviour is learned behaviour and 
people learn it by studying economics and business,” 
write Pfeffer and his co-authors. 

One thing we can posit with some certainty is that 
as the first technology and business revolution to 
be driven by the economists’ axioms of self-interest 
and shareholder value – where the benefits are 
supposed to be monopolised by one group in 
society – the digital upheaval is less likely to produce 
the generalised increase in wellbeing we have seen 
in previous editions, let alone eudaimonia, or human 
flourishing. Why not? We should hold it as the digital 
technologies’ ultimate goal. 

Is it coincidence that this time round even techno-
optimists are wondering out loud where the new 
internet-age jobs will come from and how the 
decline of the middle classes can be reversed?

It seems unlikely. The great casualty of industrial-age 
philosophy, it is now clear, is the human being, 
reduced to just another resource that can be 
sacrificed to the short-term interests of shareholders 
and those who see it as their job to serve them. 

There are ample signs around us already of the limits 
of rational logic and algorithmic determinism that 
does not do justice to complex, dynamic social 
settings. The digital revolution, the mother of all 
technology developments, drags the issue centre 
stage. 

We are at a fork in the road. One path – a “second 
curve”, in Handy’s parlance – requires a conscious 
departure from industrial-age management 
practices and mindsets that currently hold so many 
companies back. The other extends and hard-wires 
the existing mechanistic logic in ever more complex 
data and software routines that would lead us into 
a downward spiral. 

As the Future of Life Institute starkly sums it  
up: “Technology has given life the opportunity  
to flourish like never before… or self-destruct”.
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Being human is consciously to bring 
judgment, intuition, creativity, empathy 
and values into play. In business, it is 
the domain of entrepreneurial thinking 
and innovation, of weighing decisions, 
of collaboration and trust
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Management’s second curve

The decisions now being taken in labs, C-suites and 
boardrooms will affect everyone on the planet. To 
guide them, we need a management that is “good”, 
in both senses of the word, building on the best in 
humanity as well as better able to predict and bring 
about favourable outcomes. 

It must acknowledge the reciprocal obligations it 
owes to society in return for the privileges conferred 
on the corporations that it runs. 

It must put the “creative” back in the process of 
creative destruction by prioritising investment in 
customer- and market-creating innovation over 
short-term profits. 

And it must use digital technologies to complement 
rather than substitute human effort, augment rather 
than automate human abilities. That is, add machine 
strengths to human strengths to do things that 
neither could do on their own, as Tom Davenport 
has proposed. 

In short, management is in need of a second curve 
that sets a new positive path away from the 
diminishing returns of the first.

It will require a fresh synthesis of the technocratic 
logic that currently rules in politics, economics and 
management with a deep understanding of how the 
digital disruption is changing the human condition.

This means nothing less than a reframing of 
management along lines traced by Drucker, Handy 
and others, combining the very best of art and 
science, imagination and logic, in a bold and 
distinctive liberal art that can make practical 
sense of the 21st century.

This article was written in the context of of the 
Drucker Forum 2015 “Claiming our Humanity – 
Managing in the Digital Age”. More information  
via www.druckerforum.org

The importance of being human

It does not have to be the latter course. Unlike 
previous industrial revolutions, history and 
experience are there to act as guides. We know 
(although it is easy to forget) that being human  
is about more than analytical intelligence, which 
psychologist Howard Gardner has shown to be 
just one of seven intelligence skills. 

Mechanical marvels like modern airliners have to 
“fly by wire”; not being mechanical, humans do not 
and should not. 

What is most important for humans happens 
precisely where there is no replicable logic or 
algorithm. Being human is consciously to bring 
judgment, intuition, creativity, empathy and values 
into play. In business, it is the domain of 
entrepreneurial thinking and innovation, of weighing 
decisions, of collaboration and trust – qualities  
that are utterly different from the machine logic  
of networked sensors and processors. 

Researcher Carlotta Perez thinks that as the ultimate 
“general purpose technology”, digital connectivity 
could trigger a “new Golden Age”, with the potential 
to outstrip by far the achievements of the steam, 
electrical and fuel ages.

But, as this article has argued (and Perez agrees), this 
is far from an automatic and foregone conclusion. 
To a large degree the golden (or otherwise) 
outcome will depend on the choices made by 
“society’s leadership group”, as Drucker referred  
to managers – those who are called on to allocate 
resources on behalf of the economy and of society 
as a whole.
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SUSTAINABLE VALUE DELIVERY

EVERY ORGANISATION WANTS TO DELIVER VALUE. BUT NOT ALL DO. 
ANDREW KAKABADSE SUGGESTS THAT  FOLLOWING THE  

EVIDENCE IS THE SUCCESSFUL FORMULA

EVIDENCE IS THE KEY
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alue delivery has been held as 
fundamental to the continued success  
of any corporation. 

The attention given to continuously enhancing 
product and service quality, ever-greater team work 
and collaboration, improved strategy creation, more 
focused marketing and sales, and gaining that deep 
understanding of customer and broader stakeholder 
requirements are all testament to the drive for 
ever-enhanced value delivery. 

Yet my research shows that delivering on value 
remains elusive. Many organisations experience 
that whatever value is intended, it is not the value 
that is ultimately delivered.

My global studies strongly indicate that one reason 
for inconstant value delivery is that no one definition 
of value or even competitive advantage exists within 
an organisation. 

I have studied top teams and the strategy creation 
process across 12,500 organisations in 21 countries. 
Just over 34% of top team members are continually 
divided on the mission, vision, strategy, and nature 
of value and competitive advantage. 

The result is internal strife and undermining 
behaviours at the top of the organisation, which 
all too quickly become the norm for the rest of 
the enterprise. 

A further finding is that 66% of top management 
are too inhibited to raise this uncomfortable issue 
and through such paralysis permit the organisation 
to deteriorate to the point of failure. 

In effect, strategy derailment and the continued lack 
of value delivery are the results of nothing being 
done to re-address unwelcome circumstances. 
Why?

My latest global study of over 100 organisations 
across 14 countries provides some interesting 
insights.

Quizzing corporate leaders concerning poor value 
delivery led to revealing responses. It became clear 
that two contrasting approaches to creating value 
are held by leaders. One is about perceived value; 
the other is about delivered value. 

In the course of my research I noticed that these 
different ways of going about creating value 
indicated two different types, or styles, of leader. 

In effect, strategy derailment 
and the continued lack of  
value delivery are the results  
of nothing being done to 
re-address unwelcome 
circumstances. Why?
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The creator of perceived value is more likely to be 
a big-picture thinker who elevates strategy above 
all else; while the creators of delivered value are 
characterised by their closeness to customers and 
other stakeholders. Most leaders have a default 
setting, leaning towards one or other mindset. 

So, what do I mean by perceived value? Leaders 
with a pre-disposition to perceived value start  
by formulating a value proposition (actually it is 
probably best described as a value hypothesis) and 
then look for evidence to support their strategy. 

They have a pre-conceived notion of how their 
organisation can create value and enact a strategy 
to achieve it. Usually, the strategy emanates from 
inside the boardroom and is informed by a value 
hypothesis that determines the strategy. 

One senior manager in Australia confided that his 
CEO’s attempts to get a major change of structure 
and practice in the organisation were pursued 
without any trial run.

“The CEO’s friends in the top team and on the board 
supported his idea and those who attempted to 
challenge were brow beaten into submission. The  
line managers did not dare say a word and yet they  
all knew that a new service offering to the market  
was going to fail. In this case, it was a vigilant press 
and media in Asia and Australia that brought the 
failing strategy to the attention of the board. What 
happened? We, the general managers, got the blame.”

100
My latest global study 
into value delivery 
comprised over 100 
organisations across 
14 countries and 
provided some 
interesting insights

With the perceived value approach there is a real 
danger that strategy becomes dogma as senior 
management seeks to justify its preconceived 
view of value creation and of the world.

In one case I encountered a legal services firm  
that had decided it should go into employee 
development. The head partner was convinced this 
was what the market wanted but did not check with 
customers or service deliverers whether that would 
create value. It did not and is a good example of 
how a strategy-driven approach can backfire.

What happens next is an all-too-familiar pattern: 
value creation becomes uncoupled from reality 
and from evidence. Routine and denial take over 
and the organisation may run on pre-existing 
competence for some time rather than on 
excellence. But ultimately it is doomed to failure.

As shown by my previous research, strategy 
formulation is often highly politicised – a factor 
frequently driven by consulting firms. In working 
with organisations throughout the world what we 
see repeatedly is the CEO going through political 
machinations trying to find support for his or her 
strategy where there is scant evidence to back it up. 

The research shows that there always is some 
evidence partly to support the view of the CEO. 
However, this evidence is never fully tested and 
remains unchallenged by the very people who have 
a strong grasp of what will and will not work – the 
general managers below the top team.
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There is another way. Leaders can gather evidence 
from stakeholders inside and outside to determine 
the value the organisation is delivering today and 
can deliver in the future. A strategy is then put in 
place to support those findings – and is deliberately 
exposed to challenges from stakeholders to create 
engagement. These are value delivery-driven 
organisations. 

Evidence is the key. Leaders of organisations that 
sustain success over a long period recognise that 
gathering evidence has two purposes: first, as a 
way to understand what is really happening in  
their markets and in their operations in order to 
create a strategy to deliver value; and, second, as  
a transparent process to build alignment and create 
engagement to create traction for the strategy. 

Once a strategy is created and understood, the forces 
that enable it to become a reality are engagement 
and alignment. 

Evidence-based leaders gather evidence from 
stakeholders to create engagement and alignment 
and to adjust the strategy if necessary to deliver 
value. They constantly interrogate evidence in order 
to facilitate engagement and alignment. 

These leaders seek to understand how the strategy 
looks from different viewpoints. Are there obstacles 
that the leader is not aware of? Does the Chinese 
operation face different operational or cultural 
challenges that mean the strategy will fail? Is the 
southern European market more resistant to the 
new approach?

In interrogating the evidence the leader also signals 
that he or she is prepared to listen to the people on 
the ground and consider their perspectives (creating 
engagement and alignment with the strategy).

The organisations I have encountered that have had 
sustained success over many years (which consisted 
of only 20% of the sample) focused on achieving 
engagement and alignment of view. These two 
elements, together with market conditions, constitute 
the context within which an organisation had to 
operate and therefore within which the strategy  
had to be effective. The strategy was then added  
to support and serve the proven value proposition.

In other words, in the best-performing companies the 
strategy is a good fit with the context, not the other 
way round. 

Rather than attempting to shape the context to fit 
the strategy, these organisations place great store 
in collecting evidence to understand the context. 
This open mindedness and willingness to consider 
multiple points of view – a willingness to embrace 
diversity of thinking – allows them to maximise 
alignment and engagement. 

Seen in this light, the purpose of collecting evidence 
is to optimise these two components (alignment 
and engagement). The evidence gathered  
may support or challenge the value proposition 
underpinning the strategy. 

Either way, senior management should listen to  
it. If the evidence contradicts the value proposition  
then the strategy has to change. Collecting  
evidence becomes the safety catch that prevents an 
organisation embarking on a disastrous strategy. Fully 
understanding the context sharpens the strategy.

As these principles became clearer in the research 
interviews, I created a shorthand way to denote the 
different elements and their relationships. I captured 
the three elements – strategy, engagement and 
alignment in a formula – not in the scientific sense 
but more as an aide memoire, a handy reminder 
and a constant and simple means of making sense 
of these organisational phenomena. 

Strategy + (engagement x alignment) = value

The logic of the formula is that leaders need first to 
achieve consensus about where value lies and the 
organisation’s capability to deliver it. Then, and only 
then, they must formulate a strategy to deliver that 
value and constantly test that strategy and the 
assumptions that underpin it with stakeholders  
and reality. 

Research shows these are the principles of consistent 
value delivery captured in a successful formulaic 
pattern. 

Making it happen, of course, is the real and constant 
challenge. But of the 100 organisations I studied only 
few practised the success formula and displayed 
consistent success despite up-turns and down-turns 
in the market. 

The reason there are so few is that top management 
must have the humility to accept better, alternative, 
perspectives. In effect, the gathering of evidence 
needs to be coupled with the control of one’s ego.

20%
The organisations that 
had sustained success 
over many years  –
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only 20% of the 
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achieving engagement 
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Business schools face major challenges if they are to profit from the growth of executive education. 
One way, says Santiago Iniguez, is to produce faculty with diverse and hybrid skills

Meet the ‘teachsultants’ and 
the ‘coachstructors’ – the 
future of executive education
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The question we need to ask 
ourselves is whether most 
business schools, and not just a 
few, are ready, willing and able 
to meet the challenge of 
designing and delivering tailored 
programmes for companies

One of the biggest growth 
opportunities for business 
schools is at the same time one 

of the biggest challenges they face: how 
best to provide in-company training and 
tailored programmes for organisations. 

A number of factors are driving the 
growth in this particular sector of higher 
education. 

Companies need, more than ever,  
to attract, retain and develop talent. 
Research shows that an organisation’s 
commitment to in-house training and 
professional development are among  
the most important factors for executives 
when deciding to join a company, 
particularly in the case of the so-called 
millennial generation. (See Creating 
Tomorrow’s Leaders: the Expanding Roles 
of Millennials in the Workplace; Boston 
College, Center for Work and Family).

In the not-too-distant future, businesses 
will be able to count on the most 
multi-generational workforce in history. 
For many countries, the majority of their 
populations will soon be aged 50 and 
over. Longer life expectancy and delayed 
retirement will provide opportunities and 
challenges for companies. 

Businesses are demanding faculty who 
are specialists in a wide range of subjects 
combined with particular skills that apply 
global knowledge locally. A global 
outlook, the quality of faculty and 
expertise in executive development  
are now crucial factors when choosing 
an education supplier. (See Henley 
Corporate Learning Survey, 2014)

But, of course, not all business schools 
have teachers that are properly qualified 
to deliver executive education courses.  
A recent survey shows that the 50  
top teachers taking part in custom 
programmes belonged to just 29 
business schools. (A Carter, Poets  
& Quants 2012).

What’s more, CLOs are demanding that 
business schools take an approach that 
integrates education with a thorough 
knowledge of their company’s strategy 
and development needs. What 
companies are increasingly calling for 
might best be described as educational 
consulting and talent development rather 
than training per se. 

Business schools’ dominance in the 
in-company training sector has recently 
been challenged by the arrival of diverse 
new players. For example, engineering 
schools and departments of psychology 
or international relations are already 
offering tailor-made programmes for 
companies, as are universities’ continuous 
education and extension units. 

They will be able to draw on the 
experience of older managers, their 
network of stakeholders, their reputation 
and their knowledge of the sector. At  
the same time, a constantly changing 
environment will require periodic 
retraining, maintaining older employees’ 
capacity to innovate, as well as having  
to manage diversity across generations. 

The need for businesses to convert 
knowledge management into a 
differential competitive advantage links 
directly to the internal development  
of talent. 

The question we need to ask ourselves 
is whether most business schools, and 
not just a few, are ready, willing and able 
to meet the challenge of designing and 
delivering tailored programmes for 
companies. 

As things stand, at least based on what 
Chief Learning Officers (CLOs) have to 
say, the answer is “not yet”. 

CLOs say that educational content and 
teaching materials used in custom 
programmes are not properly adapted to 
the development and training needs of 
businesses. They call for less off-the-shelf, 
packaged, US-centric traditional MBA 
contents. (See UNICON, “University based 
executive education markets and trends”, 
Lloyd and Newkirk, 2011)

But the problem with developing adapted 
content for executive education is that 
research incentives at many business 
schools are not generally aligned with 
the needs of executive education. 
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Academics with relevant research experience  
in the business world, experience with companies 
and contact with senior management are  
the best deliverers of in-company training

At the same time, consultancy firms  
see in-company training as part of 
their professional services portfolio and 
are able to offer myriad synergies for their 
business units as well as the possibility  
of implementing their programmes  
in multinationals via their overseas 
subsidiaries. 

Competition is further increasing thanks 
to the growing numbers of freelancers 
and coaches offering their services on 
an individual or associated basis. 

Finally, companies are looking for 
increasingly competitive prices and 
shorter design and execution times at  
the same time as requiring programmes 
to fit in with participants’ schedules and 
locations, added to which they expect 
deliverers to scale up their offer for larger 
groups when needed. 

In this increasingly demanding in- 
company training scenario, developing 
talent and managing knowledge has  
also sparked the growth of corporate 
universities with increasingly 
sophisticated processes and structures, 
including external quality accreditation 
systems such as EFMD’s CLIP (Corporate 
Learning Improvement System). 

In response to all of the above, what 
initiatives can business schools come up 
with to take advantage of the growth of 
in-company training while meeting the 
demands of CLOs? 

I would like to propose a few avenues 
that business schools could explore 
without substantially changing their 
mission but which might allow them  
to take better advantage of the 
opportunities in the custom programmes 
sector while at the same time building 
stronger relationships with their 
corporate clients. 

Applied research 

New ways to measure the impact of 
academic research on the real world  
are required. This means going beyond 
bibliometrics or article citation rates. As I 
have argued elsewhere, (Santiago Iniguez 
de Onzono, The Learning Curve (London: 
Palgrave Macmillan, 2011) this means 
designing systems to measure schools’ 
research and their use as management 
tools in the business world. 

Ideally, this would reflect a wide range 
of cultural and business practices and 
thus the heterogeneity of the research. 

The emergence of the “teachsultant” 
and the “coachstructor” 

Academics with relevant research 
experience in the business world, 
experience with companies and contact 
with senior management are the best 
deliverers of in-company training. 

They combine a thorough technical 
knowledge of their disciplines with the 
necessary neutrality to efficiently and 
independently advise companies on their 
training needs. To develop such profiles, 
business schools need to adapt their 
incentive systems to reward and 
recognise the involvement of their faculty 
in executive education. 

Business schools may bring in teachers 
with practical professional experience, 
people who may participate in the 
academic community, research and 
teaching methodologies at schools. 

The type of educator businesses  
are demanding might be called 
teachsultants—a hybrid of teacher and 
consultant—or coachstructors, half-coach, 
half-instructor. These are people able to 
orchestrate learning and who are capable 
of transcending traditional disciplines and 
understanding from within the decisive 
issues facing a company. 
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We are entering a fascinating 
period in the construction of 
tools based on technology  
that will allow us to measure 
better the effects of educational 
products on the development 
of directive skills and the 
behaviour of participants.

50%
More than 50% of 
CLOs say they are 
unhappy with current 
learning measurement 
systems
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Multiple partnerships

Until now, business schools have  
been very careful about providing  
any information on their custom 
programmes. This is changing and it 
now seems reasonable to hope that we 
will see alliances between schools and 
consultancies, coaching networks, and 
application and technology and content 
providers 

In response to these challenges, my 
business school has created an alliance 
with the Financial Times Group, the 
FT-IE Corporate Learning Alliance, a 
joint venture whose mission will be  
to combine academic muscle and 
direct knowledge of companies with  
a vocation for integrating technology 
and learning. (http://www.ftiecla.com)

Its reach will be global and it is open to 
collaboration with other business schools 
around the world. I believe that similar 
platforms will appear in the coming years.

Measuring the efficacy or impact  
of learning, a need not being met

I do not believe it is possible to measure 
investment in education in terms of ROI. 
In my opinion this is akin to trying to 
measure the impact of implementing 
diversity measures or business ethics on 
the bottom line. 

More than 50% of CLOs say they  
are unhappy with current learning 
measurement systems. (Chief Learning 
Officer business intelligence board, 
2013 http://clomedia.com/articles/view/
slowly-steadily-measuring-impact/2)

This is a growing problem for directors, 
under pressure to justify the impact  
of any investment on the bottom line. 
Currently, evaluation of the impact  
of in-company programmes focuses 
mainly on how satisfied participants 
are with a programme.

That said, it is possible to develop 
methods that allow us to measure  
the impact of a programme on the 
personal development of participants 
and subsequently on their performance 
within the company. 

We are entering a fascinating period  
in the construction of tools based on 
technology that will allow us to measure 
better the effects of educational products 
on the development of directive skills and 
the behaviour of participants. 

Blended programmes

The future belongs to programmes that 
are best able to adapt to the availability  
of directors, integrating technology and 
teaching and thus prolonging the learning 
momentum beyond the traditional 
face-to-face, classroom sessions. 

Integrated learning platforms, managed 
jointly by business schools and their 
corporate clients.

These would give participants access  
to content adapted to their needs and 
environment, while allowing them  
to interact with other directors in the 
company. Such platforms would also 
allow clients to use assessment schemes 
to measure personal or group learning 
progress. 
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The education market has never been more buoyant.  
But that also means more change and new challenges  
to traditional business schools. If they do not respond,  

says Richard Taylor, they may face extinction

Survival of the fittest 
THE NEW WORLD ORDER IN EDUCATION
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We are not yet at the tipping point, where the  
old will meet the new, and I don’t believe that 
traditional institutional education providers are  
fully aware of the tsunami of competition that’s 
about to hit them

Survival of the fittest: the new world order in education by Richard Taylor

Key challenge 1: 
Democratising the world of learning 

The world of learning is being democratised at an 
astonishingly rapid rate, which is driven in large part 
by the fact that technology is opening new doors to 
anyone and everyone across the planet. “EdTech” is 
rapidly evolving and MOOCs (Massive Open Online 
Courses) are one of the first new products making 
a small dent in the sector. 

MOOCs from some of the world’s leading education 
providers (Harvard, MIT, Caltech) can now be 
found online (edX, Coursera and FutureLearn)  
and point to an exciting new channel of learning. 

However, MOOCs are just the first wave of digital 
learning and though they provide a glimpse of the 
future, at present they are challenged as a product 
because they offer no “real-world” commercial 
value. They are simply not being taken seriously by 
business: but this is not surprising, given that there  
is no formal qualification upon completion, they are 
often free and the completion rates are in single digit 
percentages. 

The “price versus value” equation will no doubt 
evolve as they become ever more present in our 
lives. Furthermore, their cultural and economic 
significance should not be underestimated, as 
they point to a growing digital education market. 

But just what does this mean for business schools? 

It means that innovation has to be at the heart of  
the organisation: traditional schools need to act 
more like fast and nimble tech start-ups and less like 
lethargic bureaucracies. It is tough as the old world 
still rules – but we are fast approaching this tipping 
point. Those that embrace change and “try, try and 
try again” will succeed, more often than not by 
testing new approaches, but also by their sheer 
determination to do something new and innovative. 

Those that do not embrace this democratic world 
face an uncertain future with an avalanche of new 
entrants coming to steal their students. 

The world is changing at a faster rate than we 
have ever witnessed. The education sector 
is benefiting from increasing advances in 

technology and the barriers to entry are lower than 
ever, as more people look to cash in on this growing 
global market. 

We are not yet at the tipping point, where the old 
will meet the new, and I don’t believe that traditional 
institutional education providers are fully aware of 
the tsunami of competition that’s about to hit them.  
I am not sure whether it is a case of the old brigade 
burying their heads in the sand or whether they 
simply do not know how to become again relevant 
to their students. 

Either way, unless business schools embrace 
change, they will face the risk of losing relevance 
and slowly dying. We have identified four key 
challenges that may stop the onslaught and 
allow business schools to grow and prosper:

1
Currently MOOCs  
are simply not being 
taken seriously by 
business: but this is 
not surprising, given 
that there is no 
formal qualification 
upon completion, 
they are often free 
and the completion 
rates are in single 
digit percentages
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Tailored learning is currently in its 
infancy – which provides a great 
opportunity for business schools

Key challenge 2: 
Tailored and bespoke learning 
The traditional paradigm of your life being ruled 
by learning is coming to an end.

Technology is not only helping to democratise 
learning, it is now at the stage of helping students 
to fit their studies around their increasingly hectic 
lives. There is increased potential for bringing more 
graduates into the market as schools support them 
with programmes that are tailored to their lifestyles, 
and to their unique business challenges. 

Blended learning is a trend that we shall see evolve 
further with technology. 

However, the impact of face-to-face interaction 
cannot be underestimated. In time, technology  
will deliver a more advanced face-to-face learning 
experience but it will never truly replicate the 
experience of being in the room with others and 
co-learning, side-by-side. As humans, we simply 
connect better when we are face-to-face with 
each other.

Postgraduate students are more inclined than 
ever to look at tailored learning to drive their 
career forward: whether with a masters, MBA  
or executive education programme. So learning 
that is tailored to a particular job role or commercial 
challenge is going to become the norm. 

The postgraduate student might no longer be able 
to afford the learning, which will leave them reliant 
on the employer to foot the bill. This points to a key 
opportunity for business schools. We no longer live 
in a “job for life” world and, as a result, employers 
are reluctant to train talented people in case they 
jump ship two or three years down the line. 

So business schools need to be adaptable. They 
need to create unique tailored programmes around 
companies’ and students’ needs in order to deliver 
in the short-term. 

Management consultants are already challenging 
this space of learning and, if successful, it will help to 
bring the business schools and the business world 
much closer – thus generating mutual benefits.

Tailored learning is currently in its infancy – which 
provides a great opportunity for business schools. 

It leaves us with two goals for schools to focus on: 
to build their internal structures, processes and 
people around their primary customers (students); 
and to build and deepen their networks with 
commerce, which will ensure that they remain 
relevant to both. 
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More  
and more 
countries  
are investing 
in their own 
education 
infrastructures 
in a move to 
stimulate their 
economies 
towards more 
prosperous 
post-
recession 
times

The schools need to do what they can to remove 
the barriers and just collaborate, collaborate, 
collaborate. It sounds simple but years of legacy 
processes and procedures mean that delivering real 
change is often hard work, so it ends up being easier 
to do what people have always done before. 

Change is culturally hard and as human beings  
we prefer to maintain the status quo. But without 
change many business schools face the prospect of 
slipping down the all-important league tables – and 
into oblivion. 

Key challenge 3: 
The new world order
The education world order is changing in a number 
of ways, as new entrants vie for space and a tougher 
international market looks to entice students away 
from Europe. 

More and more countries are investing in their own 
education infrastructures in a move to stimulate their 
economies towards more prosperous post-
recession times. 

The UK has always been regarded as the exemplar 
for best practice but is now struggling to stay ahead 
of the game (partly due to a lack of investment) as 
governments in the US and Asia look to invest in 
order to build their economies. In fact, US President 
Barack Obama recently stated that his country 
needs “to out-innovate, out-educate, and out-build 
the rest of the world”. 

Additionally, many management consultancies, 
membership organisations and education start-ups 
are looking to challenge the traditional institutions by 
offering similar products and services in what they 
see as a lucrative and untapped market. Many of 
them work closely with their commercial partners 
and those deep-rooted relationships will make it 
tougher for traditional business schools that have 
always been viewed as “old school” theoretical 
outsiders.

These “new world order” challenges point to the 
issue of relevance and making sure that the products 
and services delivered by business schools are 
relevant to the needs of students – and, more 
importantly, to business. 

The business schools that succeed in the future will 
be those that deliver a product that best meets the 
needs of commerce and industry. And they may just 
win by partnering with the organisations that already 
have strong relationships with the wider commercial 
world.

Key challenge 4: 
Disrupt the norm 
My work lets me enjoy contact with a wide variety 
of business sectors and I now know what works and 
what doesn’t in the world of branding and marketing. 

When we first started working in the education 
sector a decade ago, we were shocked by the 
similarities that most brands exhibited. We christened 
it a world of “bland-ing”. 

Each institution blends into the next with a bland 
brand that lacks any meaningful differentiation or 
imagination. Traditional business schools tend to 
lack any real differences. From a visual perspective 
most are either blue or green and have traditional 
emblems and crests alongside Latin inscriptions. 

How does this engage with a tech-savvy young 
audience that watch Game of Thrones and  
play Candy Crush on their iPhones? There is an 
opportunity in the fact that, if everyone starts to look 
the same, you only need to act and behave a little 
differently to stand out – a huge commercial 
opportunity.

Very few business schools seem to be disrupting 
the norm and engaging either the students they 
are looking to recruit or the businesses they are 
looking to support. Most seem to just follow what 
they have done for decades and have the 
philosophy of “if it’s not broke we won’t fix it”.

Our focus as a business is to help brands stand out 
by ensuring they are relevant to their audience (how 
they position their brand) and different to their 
competitors (how that position is unique to the 
organisation). If you get both right you stand every 
chance of succeeding in the future. 

But so few are practising what their internal 
marketing lecturers are no doubt preaching – where 
others zig we should look to zag, and do it “our way”. 
Too few just follow the herd into oblivion. 

In conclusion, the education market is moving at 
warp speed, with a host of new entrants coming 
in to take some of the lucrative market share as it 
grows globally. It is, in the truest sense of the phrase, 
“survival of the fittest”. 

Those business schools that embrace innovation 
and technology, along with building products and 
services that are relevant to their students and the 
wider business world, stand a good chance of 
winning. To win big they need a strong brand that 
stands out from the competition and offers students 
something uniquely different: a product that relates 
to their lives and future career ambitions. 

As yet, we do not see many embracing the change 
– but if they wait much longer it might just be 
too late. 
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Jordi Díaz outlines three key challenges currently  
faced by established Western business schools

 

It is interesting to see how China has shifted 
from being an ‘importer’ of management 
programmes from all over the world to setting 
the rules of the game
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Recently I had the opportunity to take part 
in three conferences on business education 
held in three different continents.

Several ideas put forward by leading experts in 
the field made me reflect on the significant role 
that business schools fulfil today. 

On my return to Barcelona, one question kept 
nagging me: what is it that keeps directors of 
managerial training institutions awake at night? 

In answer to this question, I have identified three 
main challenges that, in my opinion, encapsulate 
the new expectations of participants on business 
training programmes and hence the challenges 
to providers of management education. 

CHALLENGE NUMBER ONE  
Globalisation and the role of China  
and Latin America

We need to start with China and Latin America 
because the penetration of both these markets in 
the field of training is becoming increasingly evident. 

BBVA Research 2014, presented during the last 
meeting of the Consejo Latinoamericano de 
Escuelas de Administración (Cladea), stated “the 
Pacific axis, which includes China, Japan, Oceania, 
North America and Latin America, will account for 
77.5% of global growth from here to 2022”. (www.
bbvaresearch.com)

For all higher education, China attracts 8% of the 
4.3 million globally mobile students, according to 
the Institute of International Education. The US, by 
comparison, has 11%. 

The latest ranking of the top Executive MBA 
programmes states that “four out of the top 10 
programmes worldwide are taught entirely in 
China or in partnership”. 

It is also interesting to see how China has shifted 
from being an “importer” of management 
programmes from all over the world (usually from 
the best institutions) to setting the rules of the game. 

The most recent move by the Chinese government, 
for example, has been to prohibit state officials from 
taking such programmes. Executive MBAs are 
popular among officials and can cost about 600,000 
yuan (€85,000) a year, more than 10 times the 
annual salary of some officials. A government 
document issued in July said that all Executive MBA 
programmes would be classified as “expensive” 
and cadres prohibited from studying for them.

Rather than paying for postgraduate education out 
of their own pockets, officials have been known to 
cover the expense by using public funds or money 
from companies or the schools themselves, creating 
various openings for corruption.

Chinese institutions are well aware of their relevance 
in the global training market. What is more, there 
is a clear trend away from the model of exporting 
students all over the world or importing programmes 
from top institutions in order to offer them inside 
China. The main challenge now has to do with 
seeking alliances. 

These are primarily alliances with partners who 
are willing to risk the option of a true China-
Western model such as the CKGSB China EMBA 
programme; launched with IMD in Switzerland. 

Another example is the New York University 
Shanghai. NYU Shanghai is a joint venture 
between East China Normal University (ECNU) 
and New York University, “the first Sino-US joint 
venture university” according to NYU Shanghai’s 
website, whose first undergraduate class was 
inaugurated in autumn 2013. 

China has a 51% share in NYU Shanghai and is 
the controlling party. Correspondingly, 51% of 
each entering class must be Chinese nationals, 
while the remaining 49% come from around the 
world, mostly from the U S.

Meanwhile, as Della Bradshaw, editor of the London 
Financial Times’ business education section, has 
noted, Latin America is and should be another area 
where directors of global business schools need  
to focus. This is where Spanish institutions are in  
a privileged position thanks to existing agreements 
and collaboration in the region. 

11%
...the US, by 
comparison,  
has 11%, according 
to the Institute  
of International 
Education
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For all higher 
education, China 
attracts 8% of the  
4.3 million globally 
mobile students...
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CHALLENGE NUMBER TWO  
New technologies and the upsurge  
in online programmes

Special attention also needs to be paid to “massive 
open online courses” (MOOCs), which are becoming 
increasingly significant, particularly in the US. 

The example of Wharton, as John Byrne, editor of 
Poets and Quants, has pointed out, is paradigmatic. 
A total of 875,000 students on nine courses, 75% 
outside the US and half of them from emerging 
countries, with one out of 12 students still watching 
the videos after eight weeks. 

Harvard Business School has set up its own HBX 
division, which already employs 35 full-time staff and 
has offered its first programme for 600 participants  
at $1,500 dollars a course. Where top American 
institutions enter, others shall surely follow, either as 
an opportunity to develop a new set of programmes 
or as a potential marketing tool. 

The objective of MOOC programmes can be 
outlined by four ideas: 

•  The first is the social mission of these institutions 
in providing global access to courses at very low 
or zero cost 

•  Second, MOOCs allow business schools to 
increase their expertise in the use of technology 
because of the nature and structure of the courses 

•  Third, they can reinforce their brand at a worldwide 
level 

•  Finally, these courses may stimulate demand for 
future management training programmes or even 
MBAs

An interesting offshoot of MOOCs are SPOCs  
and Freemium services. SPOCS are also online 
but replace the “massive” concept with “small”. 
The intention is to have a closer relationship  
with registered participants in order to avoid the 
extremely high dropout rates seen in the mass 
programmes. 

Freemium is currently applied to wi-fi access in 
hotels or at airports, free basic access as opposed 
to Premium access at an extra cost. 

Although a lot of time and attention is currently 
being devoted to the MOOC sector, it is becoming 
increasingly obvious that programmes for managers 
(rather than university programmes or masters for 
recent graduates) are increasingly heading towards  
a more blended or hybrid format. These are basically 
programmes that combine face-to-face training 
with distance training. 

CHALLENGE NUMBER THREE  
Added value in the training experience

However, it is not all about new technologies. 
Participants also expect benefit from training 
programmes. The majority of students that fill our 
classrooms belong to the “millennial” generation.  
In other words, young people who have grown  
up with distinct possibilities and who have adopted 
technology as a regular part of their lives. 

They are also a generation that demands a training 
experience that brings added value. And it  
is precisely this value that we must improve  
in classrooms, in how richly our participants live  
the experience with customised support from 
professional careers teams and executive coaching 
services. To accomplish this we need to engage 
the corporate community in order to ensure all 
training reflects the demands of the market.

Within this constantly changing environment, the 
training sector for managers must rethink its added- 
value proposal. 
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Are we really getting more spiritual? And is this affecting business 
culture? Chris Baker, Peter Stokes and Jessica Lichy suggest we 
may be – and it is

Values, belief  
and attitudes
The implications for 
organisational culture
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In the fields of business organisation and 
management much has been written and spoken 
about values and beliefs. However, we find 

ourselves entering a fresh and novel phase of 
experience, a new spirituality-linked epoch we  
can describe as a “postsecular” era in which the 
secularisation of society has given way to renewed 
attention to the values of faith, religion and spirituality.

Spirituality in the workplace continues to gain 
acceptance as a field of study in management 
education, with widespread application to practices 
within organisations. As a topic, spirituality is no 
longer a passing trend – it has gained significant 
legitimacy in recent years. But managers still struggle 
to grasp the context and to apply notions of values, 
beliefs and attitudes to establish an advantage over 
competitors.

With this in mind, colleagues from the University 
of Chester in the UK and IDRAC Business School 
in France have formed an international and cross/ 
inter-disciplinary team project to consider from  
a novel and hybrid perspective identified by the 
team as workplace ‘values, beliefs and attitudes’ 
(or the useful acronym VBA). 

The Chester/IDRAC team draws together 
commentators from the fields of religion and 
theology, business management, marketing and 
international business. The results are striking and 
point the way towards a new way of thinking 
about and “operationalising” VBA and its strong 
connections to existing spiritual, religious, social 
and human capital within organisations.

In recent years, human capital (the skills and 
knowledge for operating in the workplace) and 
social capital (the value-creating relationships in the 
workplace) have received considerable attention. 

Social capital has had a chain of significant 
proponents. Sociologists Pierre Bourdieu, James 
Coleman and Robert Putnam, among others, have 
examined it in relation to the neo-liberal, market-
driven values and systems that have increasingly 
dominated national and global markets from the 
latter part of the 20th century onwards. 

Spirituality in the workplace continues 
to gain acceptance as a field of study 
in management education, with 
widespread application to practices 
within organisations
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The central message emerging from these debates 
was that individual employees going about  
their everyday life add value in multifarious ways. 
Consequently, organisations are increasingly  
alert to the importance of social interactions  
and relationships at work. The emphasis is on 
understanding social capital in order to foster, utilise 
and enhance the success of the organisation. 

How does all this fit into the elusive term 
“postsecular era” and how should businesses  
be paying attention to it? 

The postsecular age dawned due to a range of 
events and influences but not least to a conjunction 
of the fall of the Soviet Empire and the end of the 
Cold War, the emergence of globalised capitalism, 
and the call for ethical, sustainable and responsible 
responses from organisations, citizens and 
stakeholder groups. 

Religion was viewed rather negatively prior to these 
changes. And secularism, built on market-driven 
mechanisms, materialism, commodification and 
consumerism, eclipsed many spiritual and religious 
spheres. 

In the 21st century there is evidence that religion 
is being re-assigned an important role in many 
individuals’ lives and in the way we understand 
public life more widely. 

This change has been heralded by bodies such as 
the William Temple Foundation, a charitable body 
within the Department of Theology and Religious 
Studies of the University of Chester that describes 
itself as “a research and ideas hub shaping the debate 
on religion in public life”. 

The Foundation has underlined the role of faith- 
based engagements in civil society for their positive 
contributions in enhancing resilience in the wider 
community. 

This marries with the increasing number of 
individuals who define themselves as “spiritual 
but not religious” in addition to those people who 
consider themselves as not having a religion but 
nevertheless maintain a close interest and respect for 
religious notions and practices.

In consequence, businesses and organisations are 
witnessing a range of new “spaces” opening up 
connected to spiritual capital, which they will need 
to be mindful of and address. 

The definition of spiritual capital in this context  
is the “why” that generates, and indeed energises, 
the “what”. 

In the case of faith groups and individuals, their 
desire to transform daily life for the better comes 
from the dialectic interplay of theological ideas, 
beliefs, membership of a faith community, practices 
of prayer and worship, and the way they seek to 
conduct themselves in the public sphere. 

For those who define themselves as of “no religion”, 
their spiritual capital will be those values, ethics and 
visions for change that come from non-religious 
sources and ideas but which are powerful “whys” 
that shape the “what” that they do.

Increasingly insightful approaches are beginning 
to show a role for the recognition of VBA, the 
postsecular and religious dimensions in organisational 
life falling in line with a swath of kindred aspects that 
have emerged in recent decades including coaching, 
well-being, work-life balance, corporate governance 
and corporate social responsibility (CSR). 

Managers are increasingly required to have implicit 
knowledge of the various aspects of their 
organisation that  give it a particular climate or feel. 
This awareness goes beyond the mere “culture” of 
the organisation. Understanding how values can 
influence attitudes and beliefs can 
provide managers with an insight 
into what is important to stakeholders 
concerning resource management.

All of the above points to the difficulty, 
merit and appropriateness of actually 
trying to manage (in the hard culture 
style) the spaces inside an employee’s 
head – and indeed heart, as some 
commentators have noted, raises the 
question of whether some aspects  
of the human condition and thinking 
are likely to be “unmanageable” 
– postsecular VBA may be just one 
such space.

In order to look more closely at how 
issues of VBA, spiritual capital and 
organisational life play out, the Chester/ 
IDRAC VBA project interviewed  
staff from three distinctly different 
organisations based in the north of England: an IT 
and web-design company; a regional legal firm; and 
a Japanese-associated manufacturing enterprise. 

The number of employees in the organisations 
ranged from 30 to 200-plus and interviews involved 
senior and middle management, human resources 
personnel and the wider workforce. 

60%
Approximately 60%  
of respondents 
identify themselves 
as being somewhere 
on the agnostic-
atheistic spectrum... 
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Values, belief and attitudes: The implications for organisational culture by Chris Baker, Peter Stokes and Jessica Lichy

In addition to the interviews, individuals participants 
were invited to complete a Likert Scale to gauge 
their identification with one or more of four positions 
with regard to religious or spiritual beliefs including, 
for example, “I would define myself as: Religious, 
Spiritual, Agnostic, Atheist”. 

The early results reveal a range of interesting and 
fascinating insights (albeit from an initial small sample). 

Approximately 60% of respondents identify 
themselves as being somewhere on the agnostic-
atheistic spectrum. In addition, 20% clearly indicate 
some form of spiritual belief and a further 20% 
indicate themselves as being definitely religious. 

The profile is interesting in the manner in which it 
raises attitudes towards faith, values and beliefs and 
the revealing picture it presents of the contemporary 
workplace with equal spreads across age, gender 
and business sectors examined. 

In particular, the following factors emerged as 
prescient and relevant for the role of VBA in the 
organisation:

Drivers of behaviour 

These centred on issues of bottom line; 
employee satisfaction and happiness; spiritual 
capital (doing things well and in a good spirit); 
relating all the aforementioned into the “bigger 
picture” – macro-global changes and pressures 
on the micro-individual dimensions.

Sources of VBA

Education, family values and experience, peer 
pressure, culture, the media, company ethos, 
business practices, personality, wisdom with 
maturity, friends, religion, and spiritual values 
and expectations by others.

Impact of VBA on individual and corporate 
behaviour

Illustrations of working together and sharing to get 
through hard times – for example, taking and sharing 
reductions in hours to ensure people keep their jobs 
albeit on reduced incomes during order downturns.

Identifying and reporting deceitful or dishonest 
behaviour.

Being mindful of how to talk to each other and 
clients.

Negotiating and performing religious identities 
in the workplace

Seeing religious belief as a private affair that has 
no formal place within the organisational setting.

The extent to which employees feel comfortable 
expressing their religion/spirituality in the workplace 
may well depend on how their managers 
observe and interpret employment regulations.

These four themes, shaping and reflecting VBA in 
the corporate setting, that emerged from the project 
provide a subtle and interwoven indication of the 
role of spiritual capital in the postsecular 
organisation. 

VBA makes a frequently concealed and everyday 
contribution to human capital. It plays a role in 
enhancing not only emotional well-being and 
satisfaction but also complements a range of 
workplace skills and capabilities. 

In the everyday world of work, VBA and religious 
belief as it is expressed in the postsecular corporate 
sphere, spiritual thinking and behaviour complement 
soft corporate cultural dimensions and are not 
necessarily to the detriment of the harder dimensions. 

VBA, as both a form and expression of spiritual 
capital, makes a contribution not only at the 
micro-relational level of individuals but also at 
the organisational entity level. A more strategic 
acknowledgement and embracing of it could 
potentially enhance organisational life and 
performance at all levels. 

20%
...in addition, 20% 
clearly indicate some 
form of spiritual belief 
and a further 20% 
indicate themselves 
as being definitely 
religious

The extent to which employees feel comfortable 
expressing their religion/spirituality in the workplace 
may well depend on how their managers observe 
and interpret employment regulations 
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Creating regional 
impact in a global 
environment

Despite immense ongoing challenges, Karim Seghir describes 
how a business school in the Arab region is continuing its quest 
to make a positive impact on its locality
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As a leading regional business 
school with a global influence,  
the AUC School of Business strives 
to become responsible agents of 
change who have a positive impact 
on their communities

Entrepreneurship 

In forging the pathway for the future, business 
schools should aim at addressing contemporary 
issues of international relevance and deeply rooted 
regional significance. 

One of the most pressing challenges the Arab region 
is currently facing is unemployment. With almost 
three million young people entering the job market 
in the region annually, over 100 million new jobs 
need to be created by the year 2020.

A sustainable and viable solution to this rising 
challenge of unemployment is a well-directed 
entrepreneurship ecosystem. In 2010, AUC School of 
Business launched the Center for Entrepreneurship 
mandated to educate citizens in the Arab region as 
to what entrepreneurship is and to infuse them with 
the desire to create and innovate. 

The school is working on entrepreneurship in 
Africa as well by launching the African Academic 
Association on Entrepreneurship (AAAE), which 
includes six universities in Africa. 

AAAE aims to build linkages among African business 
schools focusing on teaching and research in the 
areas of entrepreneurship and family business. 

AUC School of Business also houses the AUC 
Venture Lab, the first university-based incubator 
in Egypt, which translates technologies and 
innovations into commercially viable ventures, 
thereby contributing to economic development 
and job creation. 

The start-ups benefit from training and mentoring 
sessions and access to venture capitalists and angel 
investors. Despite the Venture Lab’s young age, it 
was recently recognised as one of the five most- 
promising university-based incubators in Africa by 
Sweden-based UBI-index—a notable honour and a 
strong indicator of AUC’s commitment to helping 
the region’s employment plight.

If the popular uprisings in the Arab region have 
taught us one thing, it is that in an environment 
that focuses solely on maximising shareholder 

value we cannot expect individuals to care about 
other values such as sustainability nor about the 
socio-economic challenges the region is facing, 
including poverty, corruption and inequality. 

To foster a sustainable and value-oriented society, 
management education must work on developing 
responsible business leaders, shifting the culture 
from one of pure market capitalism, profit 
maximisation and perpetual growth to one that 
upholds and values the role of business in society, 
sustainable development and stakeholder interests. 

The impact of business schools that instil these 
values in their students will be seen when future 
leaders make ethical decisions that take into account 
multiple factors aside from profit and which will 
benefit the community as a whole. 

Driven by its mission to develop responsible leaders 
who can make a difference, the School of Business at 
the American University in Cairo (AUC) has become 
the MENA Chapter Co-ordinator of the Principles for 
Responsible Management Education (PRME). It is also 
an active member of prominent associations such as 
the Academy of Business in Society (ABIS), the 
Egyptian Corporate Responsibility Center and  
the Bottom of the Pyramid Global Network. 

Furthermore, AUC is the first university in the Arab 
region to publish its Carbon Footprint Report, which 
enables it not only to manage its impact responsibly 
but also to serve as a model encouraging others to 
address climate change. 

As a leading regional business school with a global 
influence, the AUC School of Business trains 
responsible agents of change who will make  
a positive impact on their communities.

3m
With almost three 
million young people 
entering the job 
market in the region 
annually, over 100 
million new jobs 
need to be created 
by the year 2020
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80%
Family-owned 
businesses are  
the backbone of the 
economy in the Arab 
region, accounting 
for about 50%  
of private-sector 
employment and 
more than 80%  
of all companies 
in the region

80%
The Queen Rania 
Foundation for 
Education and 
Development has 
launched Edraak, a 
non-profit platform 
that aims to develop 
MOOCs for the 
Arabic region (80%  
of whom are not 
English speakers)

Economic development 

During the past decade, the Arab region has been 
through trying political and economic conditions 
such as the international financial crisis and the 
Arab uprisings. 

These events challenge traditional views on 
economic development and generate a pressing 
need to foster a fresh and innovative perspective 
on issues pertaining to economic growth and 
development in the region. 

Business schools have an unprecedented 
opportunity to contribute to the development of an 
emerging Arab economy founded on the principles 
of inclusiveness and accountability. Based on its 
belief in the good economy and good governance, 
the AUC School of Business focuses on economic 
governance and the development of robust financial 
markets.

Well-rounded business graduates 

A major contributor to the high unemployment 
rates in the Arab region is the significant mismatch 
between the needs of the job market and the skills 
of graduates. 

Business schools in the Arab region should refrain 
from adopting a completely theoretical approach 
that focuses solely on functional areas. 

AUC School of Business uses a very practical 
approach to business education rooted in a liberal 
arts educational context that fosters critical thinking, 
creativity, emotional intelligence and problem-
solving skills. New and creative teaching methods 
whereby students are engaged and taught concepts 
through experiential learning and other means need 
to be used. 

Moreover, business schools in the region should 
work on bridging the gap between business 
education and the corporate sector in order  
to maximise their students’ readiness to join  
the business world. 

The collaboration between business schools and the 
corporate sector brings together theory and practice 
and it is becoming increasingly essential for students 
to make use of their time at university to prepare 
themselves for today’s competitive job market. 

The strong ties between AUC School of Business 
and industry have not only been invaluable for 
enhancing academic and executive education 
programmes, research and placements but also in 
boosting the school’s resources, including endowed 
professorships and funding bright students through 
scholarships and fellowships.

Family-owned businesses

Family-owned businesses are the backbone of  
the economy in the Arab region. These businesses 
account for about 50% of private-sector employment 
and more than 80% of all companies in the region. 

Business schools in the Arab region should help 
business-owning families better understand and 
navigate challenges such as governance, succession 
plans, and innovation and entrepreneurial spirit, 
which will in turn have a positive impact on 
companies’ sustainability, longevity and growth 
and consequently assist in the creation of long- 
lasting jobs. 

AUC School of Business strives to foster the 
development of family-owned businesses  
in the Arab region by providing tailored  
services through a range of executive education 
programmes, academic courses and case studies.

Producing and disseminating knowledge  
about the region

In a world no longer limited by geographical barriers, 
business schools must equip their graduates with an 
understanding of global market perceptions and 
realities, preparing them to become leaders in the 
global market. 

While barriers are diminishing on one hand, on the 
other different parts of the world are in different 
stages of development with different needs and 
challenges. 

For this reason, business schools should not become 
too isomorphic and standardised across the world. 

The mission of business schools should not only 
depend on global trends but also on geographic 
location. Going forward, business schools should 
address global trends while responsibly contributing 
to the pressing socioeconomic issues relevant to 
their region. 

For example, using case studies and other teaching 
tools “imported” from the US and Europe might not 
be adequate to address needs and challenges 
specific to emerging economies. 

In this respect, AUC School of Business launched 
El-Khazindar Business Research and Case Center in 
2008 to produce and disseminate local business 
cases that provide business leaders with pertinent 
knowledge about the challenges and opportunities 
specific to the Arab region.  
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130k
Edraak, which 
includes AUC,  
offers more than  
24 online courses  
in Arabic and 
includes over 130,000 
learners of whom 
40% are female

The use of technology is even more critical 
for business schools in politically unstable 
countries as they have been struggling to 
attract international students

Use of technology and online learning

Although technology’s ability to dramatically 
improve students’ learning experience is evident, 
very little has been done in this respect in the 
Arab region. 

The use of technology is even more critical for 
business schools in politically unstable countries  
as they have been struggling to attract international 
students. Technology can be effectively utilised to 
break geographic barriers and foster an environment 
that includes participants from around the globe. 

Cloud-based teaching is one way to achieve this 
as it allows students to form virtual teams and 
work on projects together with their counterparts 
in different parts of the world. 

AUC School of Business is the first in the Arab region 
to use this learning tool in a course that is an 
international collaboration between six universities  
in four continents. These courses prepare students 
for the modern working world, where employers 
require employees to communicate with colleagues 
located on different sides of the globe. 

In addition, the Queen Rania Foundation for 
Education and Development has launched Edraak, a 
non-profit platform that aims to develop MOOCs for 
the Arabic region (80% of whom are not English 
speakers). 

Edraak, which includes AUC among a select group 
of regional universities, offers more than 24 online 
courses in Arabic and includes over 130,000 learners 
of whom 40% are female.

Conclusion 

These achievements notwithstanding, as a result of 
the Arab Spring many business schools in the region 
have been facing major challenges in recruiting 
international faculty and students. 

In addition, many business schools have 
experienced significant budget cuts and reduction 
of academic and administrative staff members, 
courses and in some cases even programmes. 

Business schools that have built a strong reputation 
over the past decades have been successful in 
maintaining reasonable, steady growth in recruiting 
talented students and highly qualified faculty, despite 
the significant challenges. 

During its 60-year history, AUC School of Business 
has witnessed and withstood numerous changes. 
Its foremost accomplishment is the triple-crown 
accreditation achieved in 2014, making AUC School 
of Business the first school in the Arab region to 
achieve AACSB, AMBA and EQUIS accreditations. 

With these seals of high quality, the school is 
equipped to face any new challenges that may 
arise and will continue to be a leading educator 
and partner in the Arab region.
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BUSINESS SCHOOLS ARE FACING INCREASING PRESSURES TO DEMONSTRATE 

THEIR ‘IMPACT’ ON THEIR SURROUNDINGS AND OPERATIONS. CHRISTOPHE 

LEJEUNE, JULIE DAVIES, AND KEN STARKEY ANALYSE NEW RESEARCH INTO 

HOW THE IMPACT AGENDA IS AFFECTING SCHOOLS
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Although many current debates and 
discussions are about the assessment 
and measurement of impact, an 
interesting question concerns the 
organisational consequences of “impact 
thinking.” In other words, what is the 
effect of the impact agenda on business 
schools? 

Our research uses the UK as a specific 
case study to explore the impact of 
impact. To investigate this topic, we 
sent a short survey to deans, directors 
of research and research managers  
of UK business schools, and collected 
answers between 14 November 2014 
and 12 December 2014. 

We purposely chose UK business schools 
as a starting point since they seemed to 
be the European business schools that 
are most aware of having to articulate 
the impact agenda, especially with the 
UK government’s REF intervention.

Further, most UK business schools, with 
the exception of a few graduate schools, 
are university based and full service with 
a balance of research and teaching in 
their missions. 

The impact of the impact agenda by Christophe Lejeune, Julie Davies, and Ken Starkey

98%
Respondents who 
participated in the 
survey represent 
business schools  
that provide graduate 
programmes (98%)  
and executive 
education (79%). 

130
From the targeted 
population of 130 UK 
business schools, we 
received answers  
from 42 respondents, 
representing 35 
business schools (27%). 

Among the many implications  
for business schools of the 2008 
financial crisis was the emergence 

of the “impact agenda.”

At its core have been policy makers 
seeking greater evidence of learning 
institutions’ contributions to the public 
good and different measures of their 
accountability to multiple stakeholders. 

The business school community is 
well positioned to provide evidence  
of its impact.

In early 2014, for example, EFMD together 
with FNEGE (the French National 
Foundation for Management Education) 
launched the Business School Impact 
Survey (BSIS) as a methodology to help 
business schools assess and measure 
their impact on the world around them. 
The Australian Business Deans Council 
and AACSB International have made 
similar responses.

In the UK, the Research Excellence 
Framework (REF) is a peer review 
assessment of the quality of research 
taking place at higher education 
institutions, which is used to distribute 
government funding. REF incorporates  
an impact dimension to assess excellent 
research in universities and business 
schools.

From the targeted population of 130 UK 
business schools, we received answers 
from 42 respondents, representing 35 
business schools (27%). Respondents 
who indicated their profiles included 
deans (38%), directors of research, (31%) 
and research managers (7%). Business 
schools in the sample included members 
of the Russell Group representing  
24 leading UK universities (24%); the 
University Alliance Group of science 
and technology universities (24%);  
and the Million+ Group, a collection  
of 22 universities that were formerly 
polytechnics (7%). 

Different business school missions were 
represented by a range of institutions 
identified as research intensive (24%), 
teaching and research balanced (57%), 
and teaching intensive (19%). Finally, 
respondents who participated in the 
survey represent business schools that 
provide graduate programmes (98%) 
and executive education (79%). Our 
analysis of the survey responses 
conveys three key messages related to:

• Strategic priorities and research design

•  New roles and hiring and promotion 
criteria

•  The continued imperative for excellent 
scientific outputs in academic journals. 

An interesting question concerns  
the organisational consequences of 
‘impact thinking’ – in other words, 
what is the effect of the impact agenda 
on business schools?
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68%
The majority of 
respondents, 68%, 
stated that the 
impact agenda  
has changed their 
strategic priorities. 
Over 75% felt that  
the impact agenda 
has recognised an 
increased diversity  
of contributions

Strategic priorities and research design 

The majority of respondents, 68%, stated 
that the impact agenda has changed 
their strategic priorities. Over 75% felt  
that the impact agenda has recognised 
an increased diversity of contributions. 
Almost half the respondents felt this 
would help their school’s differentiation 
strategy. In addition, over half felt that  
the impact agenda has changed the 
prioritisation of key stakeholders for  
their school. 

The vast majority (90%) said that the 
impact agenda has supported the  
way they think strategically about how 
they engage with external stakeholders. 
Consequently, some 85% of respondents 
said that the impact agenda has also 
influenced the design of future research 
projects. 

New roles and hiring and promotion 
criteria

One business school in a technologically 
focused university has recently been 
hiring more scientists and individuals 
with trackrecords of increasing research 
income to change the mix of faculty hires 
and to help design research projects to 
be more impactful. 

29% of the respondents in our survey 
disagreed that the impact agenda has 
modified faculty recruitment and/or 
processes and 34% disagreed that it 
has changed criteria and/or processes 
for faculty promotion and tenure. 

Moreover, it is clear from the responses 
that the impact agenda has influenced 
business school leadership. 

The role of the dean is strongly affected 
by the notion of impact, with almost half 
of respondents agreeing that the dean’s 
remit has changed as a result of the 
impact agenda. Most of the respondents 
stated that the role of the director of 
research has also been affected by the 
impact agenda (81%) and to a slightly 
lesser extent the role of the research 
manager has also altered (64%).

Continued imperative of excellent 
scientific outputs in academic journals

The impact agenda does not appear  
to have reduced the importance  
of scientific publications or promoted 
higher-quality research outputs. Most 
respondents (73%) disagreed that the 
impact agenda has decreased the 
importance of academic publications. 

Less certain in the survey was the 
perception that research outputs  
of higher quality are necessarily a 
consequence of the impact agenda, with 
only 20% saying that it has promoted 
research outputs of higher quality. 
Interestingly, the impact agenda was 
seen to have increased the diversity of 
recognised contributions (78%) rather 
than the quality of research outputs. 

Next to these specific questions, the 
survey also asked a set of open questions 
related to changes resulting from the 
impact agenda in terms of: (1) behaviours, 
(2) processes and activities, (3) positions 
and responsibilities, and (4) incentives 
and rewards. 

Behaviours

In terms of behaviours, respondents 
suggest that the impact agenda has 
promoted more collaboration and 
communication, either inside business 
schools, across departments and teams, 
or with external parties. Respondents 
noted perceived behavioural changes: 
“Less silo thinking and more cross-
disciplinary thinking” as well as “More 
legitimacy around engagement with 
external stakeholders” and “Greater 
emphasis on outward-facing activity.’ 

Respondents observed that the impact 
agenda has also pushed forward 
information systems, formalisation  
and quantification attempts. 

In short, the impact agenda seems  
to have reinvigorated some types of 
interactions within and across business 
schools at the same time as triggering 
formalised mechanisms to record 
these interactions and their outcomes.



EFMD Global Focus: Volume 09 Issue 02  |  2015   47

Incentives and rewards 

Finally, new incentives and reward 
systems related to impact mainly take the 
form of promotion and specific workloads. 
Comments such as “promotion criteria 
now include evidence of impact” or “we 
now give credit in the workload model  
for media, press and public engagement 
work” illustrate this well. 

Criticisms of the impact agenda suggest 
the risks of university research becoming 
too commercialised, with REF impact 
case studies rewarding journalese and 
impact as a distraction from blue skies 
and fundamental research or from  
an appreciation of impactful teaching 
activities. 

There are also concerns about how  
new forms of doctoral training might 
encompass impact. There is potential for 
greater value to be placed on the DBA 
that UK research funding bodies currently 
do not support. 

For some schools, the impact agenda 
means simply formalising what was 
done before. For others, it is perceived 
as role enlargement or “yet another” 
constraint to consider with additional 
pressures on individual faculty anchored 
to a single discipline to work in cross- 
disciplinary teams. 
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The impact of the impact agenda by Christophe Lejeune, Julie Davies, and Ken Starkey

85%
Some 85% of 
respondents said that 
the impact agenda 
has also influenced 
the design of future 
research projects

In recent discussions with UK directors 
of research, there seems to be some 
shift from a fixation on impact to a 
concern for generating more income for 
management research. There are many 
unresolved issues. How can business 
schools attract greater industry and 
international funding on the scale of 
some major management consultancy 
firms? How can they generate income 
through collaborations with other 
disciplines and through consortia with 
other business schools, publishers, 
private competitors, social enterprises, 
SMEs and medium-sized organisations 
as well as large corporates? Will journal 
editors incorporate broader dimensions 
of impact? How can social media  
be used for greater impact, research 
income generation, and enhancing  
the legitimacy of business schools? 

The impact agenda is here to stay. 
Clearly, governments, employers, families 
and students that are funding education 
find rankings, accreditation kitemarks, and 
other indices useful to make informed 
judgments. Business schools globally can 
draw on a basket of metrics to show that 
they make a positive difference to the 
various outcomes valued by students,  
the community, practising managers  
and scholars. 

Finally, we argue that measures of impact 
should not merely enhance business 
schools’ profiles and reputations. The 
impact of impact should ultimately be to 
create synergies, for example between 
research and executive education, to 
advance innovative business models and 
practices, and make tangible differences 
in society.

The authors would like to thank all 
respondents in the survey.

Processes and activities

When looking at the processes or 
activities that were developed to make 
impact more central in business schools, 
respondents indicated new IT/monitoring 
systems, staff development/training 
workshops on impact and 
encouragement by research directors. 
Other changes related to new roles. 

Positions and responsibilities 

Respondents indicated some new 
positions and groupings that include the 
terms “impact” or “engagement” such as 
associate dean for business engagement, 
impact co-ordinator and faculty impact 
officer. Some new positions and 
responsibilities explicitly refer to  
the business world such as business 
development manager or business 
engagement champions. 

In other cases, they reported that impact 
is “embedded in our normal positions 
rather than having impact-specific roles.”
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If CSR is to have a lasting effect on the planet and its 
people, those with workforces of hundreds (or even 
tens) rather than thousands need to be on board

Frank Vidal and André Sobczak assess a study by Audencia 
Nantes that suggests that small companies are ignoring the 
benefits of corporate responsibility initiatives

SME too!
WHY SMEs MUST S IGN UP TO CRS
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Over the last decade, corporate social 
responsibility (CSR) has moved from being  
a fad or fashion to a top priority for business 

leaders across the world. 

An increasing number of large companies now no 
longer see the integration of social and environmental 
challenges into their core strategies and management 
practices as an additional burden but as a strong 
driver of innovation and new business models. 

This good news for the planet and its people  
also seems to be a guarantee of firms’ long-term 
economic health. Some business schools, in particular 
those committed to the United Nations’ Principles 
of Responsible Management Education (PRME), 
have actively supported this development through 
their research, teaching and executive education. 

However, one large part of the business world seems 
to be missing the point. 

Research shows that small and medium-sized 
enterprises (SMEs) not only lack knowledge of  
CSR but are also very sceptical about a concept 
apparently invented by and for multinational 
companies and the business schools that co-operate 
closely with them. 

Many leaders of SMEs see CSR at best as a marketing 
tool that far from corresponds to the real practices  
of multinationals and, at worst, as a new constraint 
imposed by those multinationals on their suppliers 
and subcontractors.

However, it would be a pity to exclude these 
companies from the CSR movement. The majority 
of people work not in multinationals but in medium, 
small and very small companies. 

If CSR is to have a lasting effect on the planet and its 
people, those with workforces of hundreds (or even 
tens) rather than thousands need to be on board. If, 
at the level of individual SMEs, CSR strengthens a 
company’s economic success, it seems important 
not to exclude them from this opportunity. 

Business schools have a major responsibility to 
adapt their own activities and discourse towards 
SMEs in order to change SMEs’ perception of CSR 
and to support them in developing appropriate 
strategies in the field.

Choosing a CSR approach in line with the size and 
culture our smaller firms can allow responsible 
actions to have a real effect on profits.

A study carried out by the CSR Chair at Audencia 
Nantes, a business school in the west of France, 
backs this up. The Audencia research team linked 
up with the Banque de France, a bank, and the 
country’s network of young business leaders to 
assess if responsibility and profitability do indeed 
go hand in hand. 
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The study confirmed that a strong and positive link 
does exist between CSR and the financial health of 
SME firms.

In late 2014, in another study, Audencia asked 
bosses of medium, small and very small firms to give 
their views on CSR issues. 

The results speak for themselves; these business 
leaders are far from convinced of the value of CSR 
and of the positive impact it can have on their 
financial results. 

This is most true of firms employing fewer than 10 
people. Less than 10% of those in charge of these 
very small companies declared that they knew what 
CSR was. And more than two-thirds had never even 
heard the term before. 

When the research team questioned the head of 
firms with workforces of between 50 and 250 “only” 
40% said they did not know what CSR was about. 
Despite being a minority this is still a very significant 
number of the sample and perhaps comes as a 
surprise in a world where similar initiatives are now 
part of daily life. 

Alongside these low levels of recognition of CSR 
comes a less than flattering view of what CSR can 
bring to a business. 

Though business school faculty highlight the fact 
that CSR can act to boost innovation, motivate 
employees and increase team spirit, the decision 
makers in very small firms see real advantages in 
just two areas: image and reputation. 

Less than a third of them believe that CSR  
helps improve economic performance and 
competitiveness. They also declare that they seldom 
put in place any really ambitious CSR measures. 
Once again, those at the head of firms of between 
50 and 250 employees seem to make a stronger link 
between CSR and company performance. 

These survey results are all the more dramatic 
because firms of less than 10 people make up the 
largest part of most countries’ economic landscape. 
Though this research was carried out in France, 
experts involved believe the findings can be applied 
to the vast majority of economies. 

30
Audencia Nantes is 
one of less than 30 
worldwide to be  
cited as a “champion” 
school by PRME and 
so acts as a model  
for others wishing to 
follow the same path

40%
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the head of firms  
with workforces  
of between 50 and  
250 “only” 40% said  
they did not know 
what CSR was about
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fewer than 10 people, 
less than 10% of those 
in charge declared 
that they knew what 
CSR was...

2/3+
...and more than 
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even heard the term 
before

In France, very small companies of this kind account 
for more than half of the country’s GDP and employ 
two-thirds of the active work population. That such 
firms remain immune to what CSR can offer will 
have an adverse effect on society as a whole and on 
the companies themselves. 

The question then arises as to what business schools 
can do to change this. 

The challenge is to make any size of firm understand 
that in a tough business context CSR can help steal a 
lead on the competition by prompting a rethink of 
how things are done. 

However, smaller companies need to be aware of 
the fact that they cannot simply copy what larger 
employers are doing in terms of CSR. Such actions 
would not correspond to the size and resources 
on hand. 

Furthermore, those impacted by CSR measures 
would not expect such an approach: the degree 
of a firm’s responsibility is more often than not 
tied to its economic weight and influence.

The Audencia CSR Chair works hard at making 
smaller firms understand that CSR is for them  
too. It is no coincidence that the school’s first 
MOOC (massive online open course) was  
on just this subject and that the CSR Chair is 
supported by a number of firms, including some 
local concerns with far less than 100 employees. 

These smaller companies are as active within the 
Chair as the multinationals that also help finance it. 
They can learn from larger firms and from academic 
experts and then act as ambassadors to spread the 
word to other businesses. 

Similarly, Audencia runs an annual prize for local 
companies that have excelled in CSR. The winners 
of these trophies then throw open their doors for 
guided tours and explanations of how CSR has 
changed them. 

Simply publishing such a CSR survey shows that 
schools such as Audencia can increase debate 
through research. The French media have picked 
up on the results, making them visible to a larger 
public. Top managers at very small businesses have 
seen them and perhaps noted that they are lagging 
behind. In order to catch up they could do worse 
than to find inspiration in how small and medium-
sized firms have evolved over the last few years. 

The survey results are all the more  
dramatic because firms of less than  
10 people make up the largest part of  
most countries’ economic landscapes
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SME too! Why SMEs must sign up to CRS by Frank Vidal and André Sobczak

Smaller companies need to be aware of 
the fact that they cannot simply copy what 
larger employers are doing in terms of 
CSR – such actions would not correspond 
to the size and resources on hand

While not always formalising their CSR actions, 
these employers have launched many initiatives 
that are making a difference. The compact nature 
of these companies is a clear plus as it allows 
CSR measures to be adopted without the need 
for big changes in organisation or co-ordination. 

In partnership with the urban area of Nantes, 
Audencia has launched a weekly TV programme 
called the “CSR Minute”, which highlights various 
CSR initiatives launched by local SMEs in order  
to encourage others to develop similar practices. 
The school also moderates a website that lists 
local support for SMEs in the field of CSR.

But business schools also need to marry local 
initiatives such as these to high-profile global 
initiatives. 

Audencia was the first French business school to 
sign the UN Global Compact responsibility pledge 
and helped the UN to draft PRME. Today, the 
school is one of less than 30 worldwide to be cited 
as a “champion” school by PRME and so acts as a 
model for others wishing to follow the same path. 

It is a case of practising what you preach. Audencia 
is a medium-sized organisation that has embraced 
CSR and is proving that it can lead to greater 
innovation and a brighter future. 

The EFMD has recognised this. Its Business School 
Impact Survey (BSIS) launched in 2014 to measure 
the impact of business education providers in the 
realms of economics, finance, image, innovation 
and society gave Audencia a firm endorsement, 
qualifying the school’s work in the area of 
responsibility as “remarkable”. 

Integrating CSR in our core strategy has strengthened 
our visibility and the links with our stakeholders. It 
also gives us more legitimacy to develop research 
and executive education in this field.
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How RSM business school in the Netherlands is strengthening  
its links with China by George Bickerstafffe

Understanding how to do business in China is often 
included in business school curricula but many 
higher education institutions still struggle with the 
differences and expectations
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China was the obvious choice when 
Rotterdam School of Management, Erasmus 
University (RSM), a leading European 

business school based in the international port city 
of Rotterdam, moved to the next strategic step in  
its international development. 

Chinese universities and business schools have 
developed a strong interest in collaboration with 
international institutions and this is expanding 
beyond traditional English-speaking markets. 

European business schools are creating stronger 
footprints in foreign markets, national systems have 
become more open and students now go in both 
directions for study exchanges and in their study 
choices. 

RSM’s appointment of Dr Ying Zhang as Associate 
Dean for China Business and Relations in June 2014 
is a sign of the school’s serious intent. Her selection 
recognises the need for an entrepreneurial and 
proactive approach to developing relationships, 
bridging the differences in culture and 
administrational systems using a mix of skills, 
awareness and knowledge. 

Zhang’s career displays highly suitable credentials for 
the role. After excelling in her classes in secondary 
and university education in China, she came to 
the Netherlands as a masters student of engineering 
and completed her PhD thesis, Entrepreneurship 
Development in China by using a Multilevel 
Approach, at United Nations University-MERIT 
and Technology University of Eindhoven in the 
Netherlands. 

Her current research includes entrepreneurship  
and innovation, examining how Chinese firms 
catch up, globalisation, corporate social 
responsibility, project management, business 
school development, international academic 
collaboration and organisational change. 

In a recent research project with KPMG (which  
is now a Harvard Business School working paper), 
Zhang analysed approaches to project management 
by Dutch and Chinese managers and highlighted the 
value of understanding cultural differences. 

Understanding how to do business in China is often 
included in business school curricula but many higher 
education institutions still struggle with the differences 
and expectations. Zhang says it is vital to identify what 
is important for both sides and how value is created in 
a relationship.

“Not only are business students from China 
important to the school but the involvement of a 
highly-ranked European business school in China  
is important for China too,” she adds. “With China’s 
rapid economic development, there is an intensive 
demand for highly qualified human capital and a 
broad range of high-quality business education is 
clearly needed. American and European business 
schools can both contribute and such collaborations 
will lead to extensive mutual learning, benefiting 
both sides.” Zhang says that understanding Chinese 
policies in higher education and following an 
effective strategy in working with Chinese 
partner universities are very important. 

“Working on China-related ventures without 
thorough consideration of culture and social norms 
is harmful for an organisation’s internationalisation 
progress,” she says. “It’s a long-term orientation and 
you will need to have a thorough understanding of 
the whole spectrum of both cultures, and be able 
to connect these.” 

Confucianism influences Chinese business practices 
and one of the manifestations is an aversion to 
conflict, the maintenance of proper demeanour and 
the preservation of “face”. 
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RSM’s China strategy began in 2009 with the launch 
of an MSc programme in Chinese Economy and 
Business, which it ran jointly with Leiden University 
in the Netherlands for five years with Zhang as 
programme director

“Difficulties are always there,” says Zhang. “This job 
is very exploratory with high levels of responsibility. 
Everything is from scratch. We must bear in mind 
the difficulties and challenges at every moment. 
And while every job has those, my challenge is to 
solve the problems and recreate the harmonious 
conditions at an institutional level.”

RSM’s China strategy began in 2009 with the launch 
of an MSc programme in Chinese Economy and 
Business, which it ran jointly with Leiden University 
in the Netherlands for five years with Zhang  
as programme director. This provided low-risk 
experience for RSM and a better understanding of  
its brand impact in China and the attraction it might 
have for Chinese students.

Another example is the Global Executive OneMBA 
programme consortium, which includes RSM and 
three other founding partner business schools in 
Mexico, Brazil, and the US, joined by the School  
of Management at Xiamen University in China  
in 2014. Chinese students are being recruited  
to the OneMBA and all programme participants 
travelled to Xiamen for joint projects in May 2015. 

The contribution of mainland Chinese professors 
and students in such a globally orientated 
programme provides great benefits to all participants, 
in particular because all students have senior roles  
in their organisations and can enhance mutual 
understanding of doing business across borders.  
The appointment of Zhang as Associate Dean also 
facilitated RSM’s role in the Alliance of Chinese and 
European Business schools (ACE), which alliance 
consists of 10 European and 10 Chinese business 
schools supported by EFMD as an important 
initiative to encourage collaboration between 
Chinese and European business schools. Regular 
meetings and sharing of ideas are a great platform 
for collaboration. 

RSM’s active approach has given quick results as 
relationships of trust are built and negotiations 
take place with a good understanding of culture 
and values. 

In October 2014 RSM went public with its China 
strategy by announcing a series of double masters 
degree programmes. In a five-year agreement with 
the College of Business at Shanghai University of 
Finance and Economics (COB SUFE), SUFE students 
will now follow the MBA programme in China at 
COB SUFE in the first year of their study and spend 
their second year taking an RSM’s MSc programme. 

In December 2014, RSM confirmed its relationship 
with Lingnan (University) College at Sun Yat-sen 
University with the same model. The two schools 
previously worked together to host the former MSc 
in Chinese Economy and Business and have been 
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successfully exchanging students for several years. 
This model has been moved forward with Beijing 
Jiaotong University, Tongji University, Sun Yat-sen 
Business School, and Southwest University of 
Finance and Economics. RSM will also take a 
selection of its MBA modules in logistics and 
international business to COB SUFE Shanghai. 

“Our modules will differ from those offered in 
Shanghai and from other western business schools,” 
explains Zhang. “We will tap into local expertise and 
relate to local businesses. And we’ll take our own 
faculty members with knowledge of China.”

RSM prides itself on its active international alumni 
network, which is highly valued by its 29,000-
plus members, who are offered “lifelong learning”. 

This is provided through regular activities all over 
the world as well as events in Rotterdam and 
Amsterdam and regular publications to keep them in 
touch with the school and new business knowledge. 

“Our China-based alumni are very keen to contribute 
to our network through mentoring, programme 
involvement, projects and through personal 
recommendations”, says Zhang. “They have 
discovered RSM, the city of Rotterdam and the 
Netherlands are great facilitators for their future 
success, and our partnerships with Chinese business 
schools and with Chinese companies such as the 
international telecommunications company Huawei 
give further pride and recognition to their degrees.” 

As RSM prepares for its new cohort of Chinese 
students in autumn 2015, Zhang is enjoying 
facilitating the process of bringing RSM and China 
closer together. Her passion for joining the different 
parties to be able to take advantage of opportunities 
between Europe and China is matched by her 
commitment to research the challenges and 
opportunities for China itself. 

“I’m at my happiest when I can see delegates from 
industry and governments engage with our research 
and our students,” she says. “I guess I really follow  
my own advice to them – that you can build a 
successful strategy of collaboration between China 
and Europe by investing in mutual understanding, 
insight and value creation. Our students and alumni 
will be the proof of our success – their active role in 
building the RSM brand in China is also the main way 
we can grow and sustain our footprint in China.” 
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Change: opportunity or threat? by Viki Holton and Fiona Dent

51%
Our survey found that 
51% of private sector 
responders agreed 
“change in my 
organisation is 
managed well”, falling 
to 45% in higher 
education and 39% 
in the public sector

C
hange remains one of the 
most significant contemporary 
business challenges for 
organisations, leaders and 

managers. Recent research by Ashridge 
Business School in the UK that surveyed 
leaders in the private, public and higher 
education sectors indicated that 
implementing and managing change 
remains a major issue for all. 

This is highlighted by the survey findings 
that 51% of private sector responders 
agreed “change in my organisation is 
managed well”, falling to 45% in higher 
education and 39% in the public sector.

Change as an opportunity

One of the insights from all of the survey 
evidence we have collected over the past 
seven years (from a total group of more 
than 5,000 managers) is that while  
a good deal of effort may go into the 
planning and design of change initiatives, 
relatively few people see change as an 
unalloyed good thing. 

Although the senior team may plan a 
change process as an opportunity, it is 
much harder to convey this to staff, who 
are more likely to see planned changes 
as a threat.

Even more worrying is the senior team 
overlooking the importance of keeping 
everyone aligned with change throughout 
the process. 

The following is an example of what 
might happen: 

Stage 1:  
The senior team expends considerable 
effort organising, planning and 
envisioning the change that will 
happen. This usually involves significant 
time, energy and resources but often 
behind closed doors at this initial stage. 

Note: During this time the rest of the 
organisation will know that “something 
big” is happening and may catch a 
glimpse of the process but know very 
little else. This might be called “suspended 
animation” and is most unpleasant and 
frustrating for those not in the know.

Stage 2:  
The senior team may then involve the 
next level of managers in the process.  
At this stage time pressure to begin 
implementation may be considerable  
so further debate and discussion is often 
discouraged or dismissed as “we’ve 
covered this already”. As a result,   
middle managers often feel discouraged, 
disenfranchised and cynical – which  
then affects their ability to assist in the 
implementation process. 

Note: “The top team are all excited about 
the change but the rest of us lower down 
in management have no clear idea of 
what might happen. They tend to forget 
we are not as committed to the ideas as 
we haven’t had time to consider and 
assimilate them.” This might be called  
a “forced partnership” where one group 
is less equal than the other.

Stage 3: 
It is now time to get the rest of the staff 
involved, which tends to include some  
or all of these techniques – workshops, 
town hall meetings and a flurry of 
communication (emails, posters, pop-up 
meetings).  

Note: The problem here is that the senior 
team are fully committed to the process 
they have developed and expect others 
in the organisation to buy in and trust 
them. The next level of management 
may feel and show less engagement  
and the remainder of the staff are often 
confused and ambivalent as they feel they 
have not been involved in the process 
at all. 

This story is one we hear a lot from 
people in organisations, often 
compounded by a variety of change 
programmes being introduced at the 
same time. One of the problems is that 
while senior people understand the 
theory of change models they seem  
to forget the practical implications and 
processes involved when it comes to 
implementation.
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Two of the most popular theories about the process 
of change and the stages people go through when 
dealing with change are the Change Curve created 
by Swiss-American Elizabeth Kubler-Ross and The 
Four Rooms of Change model by Norwegian Claes 
Janssen. (Other influential change models by Kurt 
Lewin, Rosabeth Moss Kanter and John Kotter are 
included in the book list opposite.)

The Change Curve is one of the most widely 
used models to illustrate the typical stages people 
experience in times of change. Kubler-Ross identifies 
seven such stages: shock, denial, frustration, 
depression, moving over time to acceptance, 
experiment and commitment. 

The Four Rooms of Change model, first set out in 
Janssen’s book Personal Dialectics (1975), offers a 
psychological theory of individuals moving through 
four stages during any change process. These stages 
are: contentment, denial, confusion and renewal. 
(See claesjanessen.com for a more detailed 
explanation.)  

Both models focus heavily on the emotional and 
psychological elements of change and the need for 
processes to be developed to help people through 
these stages and on to commitment to the change.

Our experience indicates that organisations and 
leaders tend to focus on the practical and technical 
context rather than engaging with these emotional 
elements. This is just as likely to happen whether 
you work in the public, private or education sectors. 

Lessons for effective change implementation

Our survey respondents indicated success factors 
and blockers for the implementation of change. 
None of these are startlingly new nor are they  
a surprise but they are worth highlighting as 
organisations and leaders continue to make  
the same mistakes repeatedly (see Figure 1).

FIGURE 1

Here are some suggestions in relation to each of the 
success factors in Figure 1:

Communication 

People almost always cite communication as  
the main element missing when driving change. 
Senior management are frequently puzzled by 
this as they believe they are communicating via 
town hall meetings, emails and team briefings. 

What they forget is that people receiving the 
message may be at different stages of the change 
process and their level of acceptance of the 
changes. There is no easy answer for successfully 
communicating through change but some of the 
best practices involve:

•  Establishing change co-ordinators throughout 
the organisation. These people should be influential 
in their own right and should be selected from all 
levels and departments. Their role is to act as both 
catalysts and facilitators and they must be people 
who are trusted and respected by their colleagues.

•  Regular updates from the top management – not 
just the odd email from the CEO but multimedia 
options – email, podcasts, town hall meetings, 
road shows, team briefings, two-way webinars 
where staff can be actively involved, ask questions 
and offer ideas. 

Staff engagement 

This is all about consultation, clarity and 
communication. Consulting people early in the 
change process so that they have an opportunity to 
share their feelings, ask questions of decision makers 
and also contribute their ideas makes them feel 
involved, valued and engaged. Ultimately, time taken 
in the early stages means getting commitment to 
the change will make things easier in the long run.  
It is that well-known principle of going slower (in  
the beginning) to get more traction later.

Vision

The top team must have the ability to convey in a 
compelling way the benefits and need for change. 
Here, focusing on the future and making sure that 
this is communicated in a way that clarifies the goal 
and the journey is vital. Passion and commitment 
are essential and the senior team must make sure 
that they have all fully bought into the goal. Any 
dissension will result in mixed messages being given 
to others. 

One large retail organisation used posters to 
emphasise their vision for the future. This was a 
simple and graphic image to remind people of the 
final goal and stages – this type of symbolism keeps 
people focused on what is important. 

BLOCKERS

Lack of leadership

Resistance

Lack of resources

Limited communication

SUCCESS FACTORS

Communication

Staff engagement

Vision

Leadership
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Leadership 

“It is important to drive it top down – and set an 
example.” 

“Management need to be honest, believe in the 
change and lead from the front.”

“When things go off track – and they will – the senior 
team need to take swift remedial action rather than 
dithering and letting things fester.”

These three quotes illustrate some of the issues with 
leaders and leadership teams and highlight the need 
for active, interactive and real involvement from 
the top people in any organisation. They must 
demonstrate the 3 Ps, Patience, Passion and 
Persistence, when leading their organisation through 
the change process. 

Too often leaders are not fully engaged because 
they have opted out once the change process 
has begun. They need to remain totally involved 
and committed throughout the process. Leaders 
who withdraw too early do so at their peril.

In summary

Our survey indicated that most respondents  
(mainly middle and senior managers and business 
professionals) see managing change as an important 
element of their role. As the data below illustrates, 
the majority of respondents say that leading (or 
managing change) is part of a manager’s role in  
their organisation. However, there is a less positive 
response when asked if leaders have the skills, or are 
trained, to lead change well.

Change: opportunity or threat? by Viki Holton and Fiona Dent
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We believe this sense of responsibility for change 
is important for commitment and success. But this 
is not sufficient. Mangers must also have the skills 
and capabilities to help them through the process. 

Some tips are:

•  Make sure you bring your people with you

•  Use the survey evidence shown above to check 
out the change capabilities in an organisation

•  Communicate early in the process

•  Be clear about the vision, goals and purpose 
– these should be both rational and emotional

•  Clearly demonstrate your commitment to the 
change “tell the human story, a narrative, create 
a dream of what’s required and why it matters 
to people”

•  Remember, not all people will be at the same stage 
of the psychological journey through change so 
flexibility will be required

•  Always emphasise that change is all about business 
building and improvement. If you cannot clearly 
demonstrate the value of the change required then 
do not be surprised if staff seem to be only 
lukewarm.

We also believe that every organisation that 
embarks on change has the necessary skills, abilities 
and ideas available to them. What are needed are 
more patience, passion and persistence in order to 
allow these to develop. Most leaders (and business 
schools) understand the power of a top-level team 
to focus on driving change through at those early 
developmental stages. 

But another dimension is useful: A similar top-level 
team keeping a close watch on key issues such as 
communication, engagement, conveying the vision 
and acting as role models would help ensure the 
message of change is about an opportunity rather 
than a threat. 

Surely, a good way forward and a practical way to 
help ensure success with change! 

51%
Leaders in my 
organisation have 
the skills they need 
to lead change

43%
Leaders in my 
organisation are 
developed to lead 
change well

75%
Leading or managing 
change is a  significant 
aspect of the roles  
and responsibilities  
of managers in my 
organisation

DO LEADERS 
HAVE THE SKILLS, 
OR ARE THEY 
TRAINED TO 
LEAD CHANGE 
WELL?
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Leading growth  
in the digital age
A cross-sector perspective  
and call for action

Andrew Rutsch explains how companies can prosper in the digital age
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T
he digital age has arrived. Massive  
public and private investments into  
IT infrastructure now allow doing  
things not possible a few years ago.

Positively, entrepreneurs can tap thousands of 
people to take their new businesses off the ground 
through crowd funding. Negatively, terrorists can 
build a bomb with a plan and ingredients sourced 
online and deploy it with the help of supporters 
found on Facebook.

Even if this is already a major shift, Massachusetts 
Institute of Technology’s (MIT) Principal Research 
Scientist, Andy McAfee, argues that “we haven’t 
seen anything yet” and that the impact of digital 
technology on our economy will be transformational. 

In a three-year study with Capgemini Consulting 
on the impact of digital technologies on over 400 
companies worldwide, they found that 2006 marked 
the start of a new phase with an explosion of new 
media, the arrival of smart phones and tablets, 
computers driving cars and humanoid robots in 
factories – all expected to drive further acceleration 
(Figure 1).

So how are we dealing with this unprecedented 
level of change – are we falling victim or are we 
taking advantage of it?

The EFMD CLIP Sharing Best Practice Workshop 
hosted by French IT services group Capgemini on 
17 October 2014 near Paris, France, brought senior 
managers together from a variety of sectors tasked 
with people and management development at its 
state-of-the-art Les Fontaines Campus. 

The objective was to engage on and work out  
a collective view on how to increase the capacity 
of the corporate learning function to address 
major business issues in the digital age. Best 
practices where showcased by Capgemini, 
Siemens, Santander Group and salesforce.com.

What we can learn from digitally advanced 
organisations

Insights from the study by Capgemini Consulting 
and MIT on the impact of digital technologies helped 
set the scene for the workshop and its objective. 
According to the study, most large enterprises are 
taking action but few are capturing real business 
benefits. Those that do have a “digital advantage” – 
called Digital Masters – by mastering the “what” and 
the “how” of Digital Transformation to drive increased 
profitability and growth.

•  Digital capability, the “what”, ie technology-enabled 
initiatives to improve customer engagement and 
internal operations or reinvent business models

•  Leadership capability, the “how”, ie capabilities 
including vision, governance, organisational 
engagement and business-IT relations

More specifically, the study found that Digital Masters 
outperformed average industry performance by 9% 
on revenue generation efficiency and by 26% on 
profitability. 

For instance, cosmetic firm L’Oréal uses digital 
technology to enhance its physical distribution 
channels in order to multiply how its brands create 
emotion-filled customer relationships; while 
Commonwealth Bank of Australia is digitally enabling 
its customers to play a greater role in designing 
customised and intuitive products (Westerman, 
Bonnet & McAfee 2014).

FIGURE 1:  
DIGITAL TRANSFORMATION  
WE HAVEN’T SEEN ANYTHING YET (CAPGEMINI 2013)

MOORE’S LAW  
= 

DIGITAL POWER X2  
EVERY 18 MONTHS26%

The study found  
that Digital Masters 
outperformed average 
industry performance 
by 9% on revenue 
generation efficiency 
and by 26%  
on profitability
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Recognising organisations and their markets  
as social systems

Hence, we can learn much from digitally mature 
companies – and we can create even larger impact. 
To realise sustained profitable growth, organisations 
and their markets need to be rallied around a shared 
purpose (the “why”) and reinforced through 
additional types of assets beyond digital (ie physical, 
intangible) thus recognising them as social systems 
and how these work.

Notably, social systems are populated by actors with 
diverging motivations and needs and objections to 
continuous change and they very often hold us back 
from moving forward, for example, through their 
ingrained beliefs, practices, language, structures 
and culture.

The notion of organisations as social systems  
was underlined through the main conclusion  
that surfaced over the course of the workshop  
and applies to any person in a managerial position, 
whether as chief executive of an organisation or 
contributing to it through a functional role such as 
Strategy, Marketing, Communications, IT or Human 
Resources. 

Specifically, the key insight emerged as follows:

We have it in our own hands to create a larger 
impact. If we grow individually, grow our teams 
and work together with organisational leadership 
in tackling major business challenges, we can do 
anything.

Participants agreed to build better listening, 
consulting and coaching skills, work on their 
teams’ positioning and competencies such as 
digital capacity, but also how they are structured 
and governed, and influence other parts of their 
organisations such as making business and 
functional leaders co-responsible in tackling 
larger issues. 

In short, they recognised they need to impact their 
organisations as whole social systems rather than 
partially.

We are not good at dealing with social systems

Recognising that we are all part of and have to 
influence larger social systems to increase our 
impact in an increasingly digital environment is 
important. Research, however, shows that we  
– including our colleagues from other functions 
– are not particularly good at this. We tend  
to operate in silos and not work well together 
(Vermeulen, Puranam & Gulati 2010). 

In their study of corporate functions and the 
contributions to firm performance, Campbell, 
Kunisch & Müller-Stewens (2012) report that less than 
one out of 10 functions received sufficient guidance 
on how to contribute to their firm’s strategy, and 
instead were asked to develop their own plans, 
necessitating role definition and collaboration.

This lack of guidance is not a surprise. Professors 
from IMD Business School in Lausanne, Switzerland, 
who work with top managers find that executive 
“teams” are seldom really teams. They are typically 
made up of overachieving, rationally biased 
individuals intent on delivering results in clear 
accountable areas. They are disinclined to commit 
emotionally to shared purposes and objectives  
in ways that would unleash their collective 
performance potential but rather engage in one-on-
one relationships with their CEOs (Killing, Malnight  
& Keys 2005).

$9b
Procter & Gamble’s 
Pampers business 
unified managers, 
staff, customers  
and partners around  
a deeper purpose  
to transform an 
engineering culture 
focused on functional 
benefits and turf wars 
between its regions 
from a $3.4 billion into 
a $9 billion business 
between 1997 and 
2010 (Stengel 2011)
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Leading growth in the digital age – a cross-sector perspective and call for action by Andrew Rutsch

So what is the way forward in the digital age? The 
EFMD CLIP workshop participants concluded that 
we need to better influence the social systems of 
which we are part to increase our impact

The way forward – growth leadership in the 
digital age

So what is the way forward in the digital age? The 
EFMD CLIP workshop participants concluded that 
we need to better influence the social systems of 
which we are part to increase our impact. And what 
better tools have we ever had than what the digital 
age offers: truly social in its very nature such as social 
media, networks or co-creation tools.

However, digital alone will not solve the challenge. 
A true shared purpose, the right assets and 
performance, and practices are equally at the core. 
Thus, it starts with each one of us tackling three 
key questions:

1.  Why am I and my colleagues motivated to work 
for our organisation? Do our core beliefs align with 
fundamental values, such as joy, connection or 
exploration, of the customers we serve?

2.  What mission-critical assets – digital and non- 
digital – and performance do we need to grow  
in the short- and long-term in order to satisfy the 
fundamental values of our customers?

3.  How can we make this happen, ie which practices 
– digital and non-digital – can we use to drive 
shared meaning and action as well as systemic 
change in realising sustained growth?

Building rational and emotional strength at scale by 
aligning and acting on these three dimensions – 
the “why”, the “what” and the “how” – we can create 
what Boyatzis and McKee (2005) call collective 
resonance that delivers exceptional results.

From digital maturity to leading growth in the 
digital age

So imagine what would be possible if you no longer 
marvel at the likes of Apple, Google, Uber or 
Airbnb but start unleashing the full power of your 
organisation as a social system to become an 
industry shaper itself.

Increasingly, practice and research are telling us that 
this requires engaging key stakeholders rationally  
and emotionally at scale through purposes built on 
shared fundamental beliefs and values (the “why”), 
mission-critical assets and performance (the 
“what”), and practices that drive shared meaning 
and action as well as systemic change (the “how”).

Such growth leadership practice able to shape social 
systems and create larger impact then becomes  
a purposeful and mission-critical content-focused, 
orchestrated social process. And the evidence is 
building up. For example:

•  A 10-year growth study found 50 businesses that 
outperformed the S&P 500 index by creating and 
bringing deeply resonating purposes to life – for 
example, Procter & Gamble’s Pampers business 
rallied and unified managers, staff, customers and 
partners around a deeper purpose to transform an 
engineering culture focused on functional benefits 
(the most absorbent diapers) and turf wars between 
its regions from a $3.4 billion into a $9 billion 
business between 1997 and 2010 (Stengel 2011)

•  In my own research on six key growth initiatives 
of a global professional services firm over five 
years and benchmark organisations from different 
sectors, I found that the outperforming initiatives 
– those with yearly, double digit profitable 
revenue growth – built initial stronger purposes 
substantiated by mission-critical assets and 
performance. And they evolved and grew these 
faster through practices that emotionalised and 
rationalised their ventures at scale (Rutsch 2015)
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MEMBER SCHOOLS

PARTICIPANT 2015 

Genial, relaxed and supportive 
atmosphere for learning and 
networking. Very insightful and 
inspiring faculty/speakers. Sessions  
in support groups were excellent!

Aix-Marseille Graduate  
School of Management CEIBS HEC IMD  

Business School
Indian School  
of Business INSEAD

DATES AND LOCATIONS FOR 2016

International Teachers Programme Module 1:

10th – 16th January 2016
at CEIBS Shanghai Campus

International Teachers Programme Module 2:

3rd – 9th July 2016
at CEIBS Beijing Campus

www.ceibs.edu/itp/
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International Teachers Programme Module 1:
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at CEIBS Shanghai Campus
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3rd – 9th July 2016
at CEIBS Beijing Campus
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“The International Teachers Programme© is an intensive 
faculty-development programme dedicated to helping 
business educators develop suitable skills and capabilities to 
be successful in their careers. This programme is beneficial 
for junior and mid-career faculty who teach business and 
management at any level: Bachelor, Master, MBA, Executive 
Education, Ph.D. and faculty development professionals. It is 
ideal for participants with some prior teaching or coaching 
experience who are looking to take their capabilities to the 
next level. ITP has served over 1,500 high-caliber faculty 
and educators from many countries since it started more 
than 50 years ago.” 

George S Yip 
Professor of Strategy, CEIBS Program Chair, International Teachers Programme
www.ceibs.edu/itp/

PARTICIPANTS IN 2015

Aalto University

All India Management Association

CEIBS

Durham University

Goa Institute of Management

Hanken School of Economics

HEC Paris

Hong Kong Polytechnic University

Indian School of Business

Leeds University Business School

London Business School

SDA Bocconi

SKEMA Business School

St. Petersburg State University

Stockholm School of Economics

University of Manchester

University of Strathclyde

Vlerick Business School

PARTICIPANT 2015 

The opportunity to meet 
and share experiences  
with colleagues from other 
universities

PARTICIPANT 2015 

Discussion with professors 
and colleagues between 
sessions. Personal journey 
and variety of activities

Kellogg School  
of Management

London  
Business School

Manchester  
Business School

NYU Stern  
School of Business

SDA Bocconi  
School of Management 

Stockholm School  
of Economics 

2016 TEACHERS INCLUDE

Aswath Damodaran
Leonard N Stern School of  Business, New York University

Kristine De Valck
HEC Paris

Pär Mårtensson
Stockholm School of Economics

Carolina Serrano Archimi
IAE, Aix-Marseille Université

Terence Tsai
China Europe International Business School

International Teachers Programme 2016
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The EFMD Global Network Americas Annual Conference  
has been designed for all those interested in management 
education and development. It brings together EFMD Global 
Network members, companies, educational institutions and 
other associations that have an interest in the Americas. This 
includes Deans, Deputy and Associate Deans, International 
Relations Directors, Programme Directors, Executive Education 
Directors and other Business School and Executive 
Development Professionals.

The conference will include: 

_Discussion Panel:  
Collaboration amongst Schools

_Working Groups:  
Connect to Collaborate

_Corporate Panel:  
Collaboration with the Corporate World

_The Power of Collaboration

For more information and registration, contact  
Zulay Perez zulay.perez@efmdglobal.org

2015 EFMD GN

Speakers:
Dipak Jain 
Director, Sasin Graduate Institute of Business 
Administration, Chulalongkorn University, Thailand

Elizabeth Mannix 
Associate Dean for Executive Education, Samuel 
Curtis Johnson Graduate School of Management, 
Cornell University

Paulo Resende 
BRICs on BRICs, Fundação Dom Cabral, Brazil

Elspeth Murray 
Associate Dean of MBA and Masters Programs, School 
of Business, Queen’s University; Cornell-Queen’s 
Executive MBA Program, USA and Canada

Bernard Labelle 
Senior Vice President, Global HR Business Operations, 
CGI, Canada

Hosted by  
Université Laval, Quebec, Canada

19-21/10/2015

Americas  
Annual Conference:
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https://www.cvtrust.com/public/SMART_CERTIFICATE_USD.pdf
http://www.cvtrust.com/?SmartDiplomaMood
http://www.cvtrust.com/?SmartDiplomaMood


 In association with: Find out more:

The key tool for measuring your 
business school’s impact  

on the world around it

www.efmd.org/bsis
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Looking for 
more students?
Recruit the best talent from  
around the world

gmac.com/getmorestudents 
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Capitalism has not failed nor is it in retreat. It is just an idea, but one,  
argues Malcolm McIntosh, which is in real need of being re-thought




