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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 | Global Focus

Your say

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

A ffection and respect, in whatever order, are two words often used 
about her and they fit Della Bradshaw like a well-made glove.

Her persona of a mischievous, slightly naughty schoolgirl conceals a 
sharp intellect, a smart marketing brain, high standards and a love of the 
management education world (though she absolutely rejects the “the most 
important person in management education” line with a characteristic laugh).

Following her retirement from her job as business education editor at 
the Financial Times in the UK earlier this year we are delighted to see her 
interviewed on page 8, the second time she has appeared in Global Focus 
(the first was January 2009). We have almost certainly not heard the last 
of her.

On page 12 Richard Straub proposes a gloomy prognosis for business 
and society unless we realise that there is no return to “business as usual”. 
Instead we need to embrace an improved culture of entrepreneurship.

He writes: “Entrepreneurship, which is self-determination and thus  
a keystone of democracy, leads us back to the essence of being human 
– our ability to conceive ideas and entities never before seen or even 
dreamed of. No algorithm can achieve this. Human judgement, ownership 
and responsibility in risk taking are essential”.

Interestingly, the article also mentions the increasing use by companies 
of “agile development”, a concept originally devised as frameworks for 
software development and subsequently extended to the management 
of complex projects generally, an issue which is covered in more detail 
by Martin Luckmann and Christiane Prange on page 68 to suggest how 
modern universities can regain their traditional role. 

Much of the rest of this diverse issue is concerned with key challenges 
facing, especially, business schools, notably the faculty gender gap (there 
are proportionally too few female business academics (page 20), the need 
for academic faculty and non-academic business school managers to 
co-operate more fully (page 38), the impact on management education 
of “classrooms of the future” page 24) and how business schools must 
respond to the growing demand for “personalised” learning (page 28).

Please enjoy reading.

Global Focus
Iss.2 Vol.10 | 2016

In focus
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Learning in a digital age includes using 
the tools we employ daily and should 
encompass our new digital habits/ 
behaviours, and teaching in an age 
includes facilitating learners that are 
digital natives

Bringing  
Quality to 
Technology 
Enhanced 
Learning
David Asch and  Martin Schader explain why EFMD has 
launched EOCCS EFMD's Online Course Certification System

Five years ago many business schools were 
bracing themselves for disaster with the 

arrival of massive online open courses, or MOOCs. 
The Financial Times now reports that “far from 
cannibalising existing revenue streams the 
availability and accessibility of on-line content  
is broadening the reach of institutions”.

This surge in the use of new technologies 
in higher education, often described as 
“mediatisation of the higher education ecosystem”, 
and the hype about the perils and pitfalls of 
MOOCs has moved the discussion on to thinking 
about the changes and benefits of refining 
pedagogical approaches that incorporate new 
learning technologies.

These changes affect corporates just as much 
as business schools since they have to deal with 
diverse pressures such as time, costs and the 
impact of globalisation (for example, in increasing 
the diversity of employees). This leads 
organisations to re-think how they design, develop 

$1bn
It is estimate that the  
global e-learning market 
exceeded $100 billion  
at the end of 2015
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Bringing Quality to Technology Enhanced Learning | David Asch and Martin Schader

and deliver learning to employees and also  
to customers (for example, how to use some 
new equipment). 

In embracing this brave new world institutions 
should recognise that major investments  
are necessary in hardware, software, and the 
development of skills and capabilities in the people 
involved. The design and delivery of technology 
enhanced learning (TEL) demands specific skills 
and capabilities in web design and the preparation 
of a wide array of learning materials and learning 
technologies. 

Furthermore, new roles have emerged such as 
e-tutor, discussion leader and content specialist. 
Because of the nature of the learning experience, 
careful design of the range of materials and 
technologies used or proposed is needed. 

In recognising the rapid growth of this 
phenomenon (it is estimate that the global 
e-learning market exceeded $100 billion at the 
end of 2015), EFMD established the TEL task 
force in 2014. The first stage of the task force’s 
work focused on updating, where necessary, 
the EQUIS and EPAS Standards and Criteria to 
incorporate TEL.  

Two guiding principles informed our approach. 
First, learning in a digital age includes using 

the digital tools we employ daily and should 
encompass our new digital habits/ behaviours. 
Second, teaching in a digital age includes 
facilitating learners that are digital natives.

As part of the research undertaken for this 
project, it became clear that many institutions 
seem immature when considering digital 
approaches to learning and teaching and were 
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and management education field, is high-quality 
online courses and the recognition of online 
learning as an effective and flexible way of 
learning.

The EOCCS certification system will be 
established and developed with a portfolio of 
prestigious pilot institutions representing both 
the corporate and business school world, 
including Iversity, Mazars, Sberbank, BI Oslo, 
HEC Paris, Henley Business School, IE Business 
School and the Open University. 

The pilot phase is now underway and a great 
deal has already been learned from this early 
stage. For example, it has become clear that 
corporates tend to favour very short on-line 
courses with some having a duration of at most 
12 hours, which was lower than the 20 hours 
that had been designed into early drafts of the 
standards. In the light of other comments from 
the pilots we have also reduced the 
administrative burden for applicants by making 
the application process more straightforward.  

If you would like more information on EOCCS 
please contact the Brussels office or write to 
eoccs@efmd.org

struggling to implement it properly. It also became 
clear that there were very few reputable bodies 
evaluating on-line education and none appeared 
to be focussing on business and management. 

Given that there was no way of knowing 
whether or not an on-line course had been 
properly designed and delivered in a way that 
encourages and facilitates learning, the TEL task 
force designed a system to give online courses 
within universities, business schools, corporate 
learning organisations and public agencies a top 
international quality benchmark in the diverse 
education landscape where digital technology  
is applied to teaching and learning. 

EFMD draws on the experience of both EQUIS, 
the premier business school accreditation system, 
and EPAS, the leading international programme 
accreditation system. In addition, EFMD has 12 
years’ experience in running CEL accreditation, 
which was designed to raise the standard of ICT- 
based learning programmes in the area of 
management education. The expertise EFMD 
acquired through these systems and processes 
ensures that EOCCS (EFMD Online Course 
Certification System) will bring value and an 
external seal of recognition to quality online 
courses across the globe.

EFMD officially launched EOCCS at the 2016 
EFMD Conference for Deans & Directors General 
in Budapest. 

EOCCS is designed as an international 
certification system firmly embedded in the 
general philosophy of EFMD accreditations, 
namely internationalisation, practical relevance 
and quality improvement. EOCCS is open  
to any institution delivering online business  
or management-related courses that may 
stand-alone or constitute part of a certificate  
or programme. The institution must be able  
to demonstrate that the four EOCCS standards 
are satisfied; these relate to institutional context, 
course design, delivery and operations, and 
quality assurance processes.

EOCCS can be seen as an add-on to EQUIS, 
EPAS and CLIP, where online provisioning is 
not a mandatory feature. The intended impact 
of EOCCS to institutions, and to the business 

EOCCS is designed as an 
international certification 
system firmly embedded  
in the general philosophy  
of EFMD accreditations, 
namely internationalisation, 
practical relevance and  
quality improvement

12
It has become clear that 
corporates tend to favour 
very short on-line courses 
with some having a duration 
of at most 12 hours, which 
was lower than the 20 hours 
that had been designed into 
early drafts of the standards
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EFMD@Solvay 
Job Fair and 
Conference
29 – 30 October 2016
Meet and Network with  
New Doctors in Management

EFMD Job Fair and Conference
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EFMD at Solvay PhD in Management Job Fair and Conference | EFMD Conference

We are pleased to launch the first European Job Fair  
for PhD candidates and new doctors in all areas  
of management: Accounting, Finance, Information 
Management, Management (Organisation), Managerial 
Economics, Marketing and Operations Management.

N ew Doctors in all areas  
of Management and PhD 

candidates with expected graduation 
in spring 2016 are encouraged to 
attend. Recruiters will have access to 
a complete résumé and job market 
papers of all job-seeking candidates 
organised by management area. 
Recruiters may schedule interviews 
with candidates during the job  
fair days. This way schools and 
candidates have time to meet each 
other, arrange fly-outs and school 
visits and negotiate contracts for  
the new academic year starting in 
September 2017. 

The Phd Fair will also provide a 
platform, where recruiting faculty 
from global research-active  
or Doctorate in Management 
granting Universities or Schools 
can expand knowledge, broaden 
horizons and network with 
colleagues from across the world.

A PhD in Management Job Fair 
does not exist in Europe. The EFMD 
thinks that the time has come to 
organise such an important event.

With the reach of EFMD we also 
hope that in time the Fair will become 
one of the most important annual 
global academic recruiting events.

The event is organised  
in partnership with Solvay  
Brussels School of Economics and 
Management, Université Libre de 
Bruxelles and hosted in Brussels on 
29-30 of October, with a welcome 
reception on Friday the 28th in the 
evening.

Further information
For more information, please contact:– 
Elysse Vincze – elysse.vincze@efmd.org  
or visit our www.efmd.org 
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Higher 
Pass
Della Bradshaw, a key player on  
the management education stage  
for 20 years, has retired but tells 
George Bickerstaffe she still  
loves the business

‘Della has absolutely no equal in the 
press world in terms of knowledge and 
understanding of management education’
ERIC CORNUEL, DIRECTOR GENERAL AND CEO 
EFMD
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Higher Pass: Della Bradshaw interview | George Bickerstaffe

Unless you have been living on Mars for the 
past six months you will be aware that Della 

Bradshaw has retired from the Financial Times. 
The doyen of the FT rankings (and also the editor 
of its weekly management education page) says 
that the parting was amicable if a little emotional. 

She is expected to attend the EFMD Annual 
Conference in Rome in June where she will 
become (along with Professor Charles Handy) 
an Honorary EFMD Member.  

Inevitably, the key question has been what will 
she do next?

Ms Bradshaw says that she has “genuinely, 
genuinely” not yet decided what she wants do 
– apart from a longish holiday in France with her 
husband – though she has had some approaches. 
Almost certainly, though, she says it will be 
something still closely involved with business 
education.

Why?
Because, she says, “the best thing about my 

job at the FT was working with people in business 
schools. They’re great people, delightful people, 
who are very clever and thoughtful. That was the 
bit I enjoyed most – talking to and interviewing 
these people.”

Following graduation from the University of 
Ulster in Northern Ireland in the mid-1970s (at 
the height of the sectarian “troubles”), she taught 
English in Sicily, Turkey and Japan, returning  
to Britain to write for Electronics Weekly, a trade 
newspaper, and then joining the Financial Times 
as a technology writer. After her maternity leave 
she returned to the FT to launch its business 
education page in 1995.

She herself does not have an MBA or other 
management or business qualification and laughs 
when people say she has been among the most 
important people in management education – 
“that’s a joke; it really is” – but she is a fulsome 

supporter of business education. And she saw, 
and still sees, rankings as a way to promote 
business education.

“I think generally the FT rankings and others 
have been positive because they have highlighted 
the fact that there are some very effective business 
schools out there and the rankings have 
promoted the cause of business education.” 

The whole philosophy behind the FT ranking, 
Ms Bradshaw says, has always been to list business 
schools around the world that excel at producing 
global managers for the 21st century based on 
three main criteria: the career progression of 
graduates; the international focus of a programme; 
and the research capabilities of a business school.

The gestation of the FT ranking was 
complicated. The then editor, Richard Lambert, 
was a keen supporter of the idea, believing it 
would enhance the newspaper.

Leading business schools in Europe were 
also enthusiastic backers, believing that existing 
rankings (particularly in North America and 
especially in Business Week magazine), which 
at that time concentrated almost exclusively on 
US schools, did not give them enough exposure.

So, says Ms Bradshaw, the FT ranking was 
initially driven by the newspaper feeling that 
this was something it could do well and European 
schools wanting something that put them on a 
global stage.

However, not all senior staff at the FT were 
in favour of a ranking, leading to some tension 
and leaving at that time the relatively junior Ms 
Bradshaw as “muggins in the middle”, as she 
characteristically puts it.

Eventually, though, the first ranking was 
launched in 1999 and ranked 50 business schools 
on the basis of their full-time MBA programmes.

An initial ranking had taken place the year before 
but was not fully used because Ms Bradshaw 

The best thing about my job at the FT was 
working with people in business schools. 
They’re great people, delightful people, 
who are very clever and thoughtful. That 
was the bit I enjoyed most
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Della has bestrode the world of 
management education like a Colossus. 
She belongs to the hall of leading 
influencers of business schools' 
youthful but impactful history’
SANTIAGO IÑIGUEZ DE ONZOÑO, PRESIDENT, IE UNIVERSITY 
DEAN, IE BUSINESS SCHOOL

was not totally happy with all the methodology 
and, in particular, an attempt to include the views 
of MBA recruiters in Europe, which in some 
countries had not been completely successful.

In a previous interview with Global Focus, 
Ms Bradshaw likened rankings to restaurant 
reviews – we tend to stick with our favourites 
reviewers – but she also revealed some of the 
internal issues involved in compiling rankings.

 For example, the fact that rankings measure 
very small differences between business schools 
and programmes is inevitable given that most 
schools operate in largely similar educational 
systems.

And while each school or programme is 
given an individual place in a ranking, in fact the 
ranking is made up of several clusters of very 
similar scores but with relatively large gaps 
between the clusters, especially at the top. 

So, in 20 years in business education, what 
have been the best bits? 

“As I said earlier, meeting people, talking to 
them, the straightforward journalistic bits. I’ve 
always been amazed at how open business 
schools are and how people there are so available. 
There’s no corporate culture of secrecy at all.”

And the worst?
“People shouting at me! No, not really. It’s 

just having to stand up to people, especially if 
you suspect there’s some cheating going on. It 
can be quite pressurised. You have to stand up 
for your team as well, especially the statisticians. 
You have to back them all the way.”

In her position, Ms Bradshaw has been 
well-placed to observe the multifarious changes 
in the business and management education 
market. The past two decades have been among 
the most turbulent and significant they have seen.

Most obvious, she says, has been the relative 
decline of the US management education market 

'99
The first ranking was 
launched in 1999 and ranked 
50 business schools on the 
basis of their full-time MBA 
programmes
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contemporary programmes, including a 
particularly British emphasis on action learning 
and the close involvement of employers. 
(Coincidentally, Professor Handy’s thinking was 
quite influential in its design.)

Briefly, the programme had an extremely 
“thick sandwich” modular structure with two 
programme options: a two-year version that 
involved one term at Cambridge then a year 
back at work followed by two more terms at 
the school. The three-year version involved an 
extra year of work between the second and 
third school terms.

Unfortunately, the design proved to be too 
radical for many students and it was fairly 
quickly replaced with a traditional UK-style 
12-month full-time MBA.

However, says Ms Bradshaw, looking at it 
now this was a highly innovative programme 
that was “probably ahead of its time”.

Ms Bradshaw has devoted around a third of 
her life so far to business education and business 
schools. It is a remarkable achievement and looks 
set to carry on in some way in the future. 

So, after all that time, has it all been worth it?
“Yes it has been worth it,” she says, pausing. 

“But it was very hard to let it go, actually.”

‘Nobody but Della has had more 
influence on how business schools 
have evolved over the last decade’
DOMINIQUE TURPIN, PRESIDENT OF IMD AND NESTLÉ  
PROFESSOR OF MARKETING, IMD

as it has faced real challenges from the growing 
numbers and quality of business schools and 
programmes in regions such as Europe and Asia.

Added to this, she says, has been the growing 
diversity of academic programmes offered by 
business schools, particularly the rise of specialised 
masters programmes in areas such as finance 
and pre-experience masters in management 
programmes.

Under Ms Bradshaw the FT has cleverly 
used this diversity of programmes to create a 
valuable cohort of separate but related rankings.

There are currently seven in all: Online MBAs, 
Global MBAs, European Business Schools, 
Executive MBAs, Masters in Management, both 
post-experience and pre-experience Masters in 
Finance and Executive Education (custom and 
open enrolment).

This also allows the FT to point out that its 
range of rankings is carefully constructed to only 
compare similar programmes.

Ms Bradshaw expects this diversity to continue, 
with an increasing emphasis on part-time and 
online programmes, largely because she believes 
that fewer and fewer students will be prepared to 
leave their employment to take  on full-time study 
and also because technology is increasingly 
available to ease party-time study.

And this leads her on to make an interesting 
and surprising observation. 

She suggests that now might well be the right 
time to go back nearly 20 years to re-visit one of 
the most high-profile and experimental ventures 
in the design of MBA programmes - the original 
MBA programme at Cambridge’s Judge Business 
School in the UK (at the time known as the Judge 
Institute of Management Studies). 

The programme, introduced in 1993, was 
regarded at the time as radical to the point almost 
of eccentricity when compared with other 

Higer Pass: Della Bradshaw interview | George Bickerstaffe
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Entrepreneurship and innovation are 
needed in society as much as in the 
economy. What that pointed to, Drucker 
said, was an “entrepreneurial society in 
which innovation and entrepreneurship 
are normal, steady and continuous”

Richard Straub explains why ‘getting 
back to normal’ is no longer an option

Building  
the new 
entrepreneurial 
society
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Building the new entrepreneurial society | Richard Straub

‘We wanted flying cars, instead we got  
140 characters’

Putting this in its historical context, the last 
200 years have seen a long surge of economic 
growth fuelled by a potent combination of 
entrepreneurial energy and financial capital. 
Although, as Carlota Perez from the London 
School of Economics, has noted, speculative 
bubbles seem an inseparable part of innovation 
cycles, but until now they have fed into a resilient 
capitalist system that has generated not only 
bubbles but also successive “golden ages” of 
prosperity. As she has shown, that worked 
when finance capital played a supporting role to 
production capital and paper value was firmly 
based on real value. Home in on the present, 
however, and the picture is much less rosy.

Low or no growth
Finance capital rules, production starves. While 

cheap financial capital is in abundant supply, 
states, economies and companies seem unwilling 
or unable to channel it into productive investment. 

Economists such as Larry Summers and 
Robert Gordon predict a new period of secular 
stagnation as the last great phase of innovation- 
fuelled growth (as they see it) comes to an end. 

For Gordon, life-changing inventions such 
as inside plumbing, electric light, motor and air 
transport, and antibiotics – all of which came 
about in a single lifetime – are unrepeatable 
one-offs. By comparison, comfort and choice, 
even the internet and smart-phones, are luxuries. 
With investors fixated on the hunt for the next 
tech-enabled "unicorn", the trivial trumps the 
useful or more broadly ambitious.  

Vital investment is consequently lacking in 
“meat and potatoes” companies that could fuel 
precious growth and employment. As Silicon 
Valley entrepreneur Peter Thiel puts it: “We 
wanted flying cars, instead we got 140 characters”. 

The ailment of capitalism is a symptom of 
something deeper. As Michigan University’s Jerry 
Davis has demonstrated, the public corporation – 
the motor of capitalism for a century and more – 
is in retreat. In the US and UK, their number has 
halved over the last 15 years as more exit from 

S ince the financial crash of 2008 the world 
has been struggling to “get back to normal”. 

But, to quote Charles Handy, “the past is not 
the future”. And as Albert Einstein famously put 
it: “the significant problems we face cannot be 
solved at the level at which we created them”. 

It is now abundantly clear that those “significant 
problems” – sky-high government debt, a still- 
fragile financial system, increasing levels of 
inequality, latent currency crises, slowing growth, 
volatile stock and commodity markets, and 
geopolitical instability and extremism – have not 
arisen by chance. They are the fall-out from the 
decay of a dysfunctional system that had outrun 
the capability of our institutions to cope with it.

Trying to make the patterns of the 20th 
century serve for the 21st is futile. We need  
to recognise that for states, corporations and 
individuals alike there will be no return to “business 
as usual”. Throughout his life, Peter Drucker urged 
corporations to ask themselves: “If we were 
starting from scratch, would we do it this way? 
Would we do it at all?” 

Institutions, theories, values “and all the 
artefacts of human minds and human hands”,  
he wrote in his 1985 book Innovation and 

Entrepreneurship, eventually outlive the 
purpose and assumptions they were designed 
for, imperceptibly changing from a solution  
to a pressing problem to a new obstacle to 
progress. For that reason, entrepreneurship  
and innovation are needed in society as much 
as in the economy. What that pointed to, he 
said, was an “entrepreneurial society in which 
innovation and entrepreneurship are normal, 
steady and continuous”. 

Innovation and entrepreneurship are 
life-sustaining, self-renewing forces pervading 
organisations, the economy and society. They 
would accomplish “what Thomas Jefferson 
hoped to achieve through revolution in every 
generation, and…do so without bloodshed, civil 
war or concentration camps, without economic 
catastrophe but with purpose, with direction and 
with control”. 

The entrepreneurial society would be nothing 
less than a turning point in human history.

Building  
the new 
entrepreneurial 
society
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the entrepreneur and innovator – provided  
the obstacles put in their way do not become 
insurmountable. 

As Drucker, standing on Schumpeter's 
shoulders, described it, such a role is essential 
across the whole economic spectrum, even  
in non-business organisations. 

As stewards of society’s greatest concentration 
of resources, large corporations are vital 
constituents of all advanced economies and will 
likely remain so for industries with high capital 
needs and long product cycles. However, Clayton 
Christensen and others have charted the fading 
appetite of large companies for entrepreneurship 
and innovation and their preference instead for 
consolidation and the use of technology to extract 
maximum profit from existing businesses. That is, 
if they invest at all. 

US companies are sitting on a cash pile 
estimated at $1.9 trillion, much of it held abroad. 
Moreover, in 2015 they spent close to $1 trillion 
on stock repurchases and dividends. Buy-backs 
over the past five years have been running at 
more than 100% of capital spending. 

“These uses of corporate cash are a direct 
transfer of corporate profits away from creating 
jobs and capital investment, increasing income 
inequality,” wrote "Shared Value" expert Mark 
Kramer in the Harvard Business Review. 

Yet it is not only corporations that will 
determine our future. Too few companies 
manage the shift from small to medium-sized 
business. 

Generating more fast-growing "gazelles" is 
therefore another major entrepreneurial challenge 
that even a high-tech start-up nation such as 
Israel has yet to master in order to finally become 
a "scale-up nation". Germany’s Mittelstand 
companies encompass numbers of world leaders 
or "hidden champions", often in highly specialised 
fields, as described by Hermann Simon in his book 
of the same name. 

Much of the Mittelstand consists of family-
owned businesses that exemplify stewardship 
in its truest sense of demonstrating long-term 
commitment to a business and to the employees 
who are its heart and brain. However, even these 
exemplars of entrepreneurial dynamism and 
global growth will yet have to demonstrate 
whether they can successfully master the next 
innovation cycle driven by digital transformation.  

public markets than enter. Their replacements, 
crucially, are both capital and employment-lite 
– as the cost of co-ordination heads for zero, 
workers in the burgeoning platform economy 
are typically not employed at all. 

The impotence of governments
Faced with these challenges, governments 

seem to have little in their locker except further 
regulation. Although well intentioned, the remedy 
is frequently worse than the problem it is trying to 
cure, stymieing genuine entrepreneurship in the 
vain attempt to prevent a crisis that has already 
occurred. 

The burden of Sarbanes-Oxley, a US reaction 
to a number of major corporate scandals such 
as Enron and Worldcom and a paradise for 
compliance lawyers and advisers, is cited as one 
factor that may have contributed to the recent 
drying-up of IPOs. 

It is similarly open to question whether many 
thousands of pages of regulations have enhanced 
banks’ ability to perform their core mission of 
funding the real economy of goods and services. 
We have created a regulation industry, sums up 
economist John Kay, “which is at once extensive 
and intrusive, and yet largely ineffective in 
achieving its objectives”. 

Meanwhile, governments’ approach to their 
own business is resolutely backward-looking 
rather than forward-looking. Welfare, as 
standardised packages of industrial care or 
service mass-produced on “Fordist” lines, is as 
woefully inadequate to today’s conditions as the 
Model-T. It serves the needs of neither citizens 
nor states. All too often it saps resilience instead 
of strengthening it, breeding cynicism and apathy 
at best and at worst active disengagement from 
the state.

Wanted: a truly entrepreneurial society
It is quite obvious that democratic capitalism 

requires an injection of new energy and 
rejuvenation. It needs a transformation of its key 
institutions and organisations and a new vision 
of the world it can help to create. 

Joseph Schumpeter, whose thinking on 
capitalism and innovation was instrumental for 
Peter Drucker, reminded his fellow-economists 
that it is not economic theories, formulae or 
policies that drive economic progress but rather 

$1.9tr
US companies are sitting  
on a cash pile estimated at  
$1.9 trillion, much of it held 
abroad. Moreover, in 2015 
they spent close to a $1 
trillion on stock repurchases 
and dividends...
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Technology could be the foundation for the  
kind of distributed, community-based operations 
that were displaced a century or more ago  
by the large corporation

Moving at warp speed into uncharted 
territory

Organisations of all stripes face unprecedented 
challenges to every aspect of their business. Digital 
transformation and platforms cause a rethink  
of organisation, production methods, supply 
chains, value propositions and business models. 

Thus platforms with global reach eliminate 
the middleman and up-end established players 
in short order, creating uncertainty and angst 
for incumbents, their ecosystems and regulators. 
In an “uberised” world, companies as employers 
are replaced by platforms matching tasks to 
individual micro-entrepreneurs. 

On the other hand, technology could equally 
be the foundation for the kind of distributed, 
community-based operations that were displaced 
a century or more ago by the large corporation. 
Block-chain technology could provide yet another 
element for breaking the grip of centralised 
organisation models and the power monopolies 
and oligopolies that go with them. 

One thing is clear, writes Michigan’s Davis: 
“We are in the midst of a massive expansion of 
new forms of organising the creation of goods 
and services”. The decline of the corporation 
potentially opens the way to more local, 
democratic and sustainable alternatives that do 
not hand control of our future to global platforms 
surfing on network effects. 

New roles for the state
As this suggests, the state will necessarily 

 be heavily implicated in the move to an 
entrepreneurial society – starting with the 
“druckerian” prescription of a thorough-going 
reassessment of what should and should not 
fall in its remit. 

On the positive side, Mariana Mazzucato, a 
professor at the University of Sussex in the UK, 
has shown that states have historically played 
an important indirect role in fostering innovation 
through investment in basic research that pays 
off, sometimes many years later, as discoveries 
are turned into wealth-creating opportunities 
by enterprising individuals and companies. 

Building the new entrepreneurial society | Richard Straub

100%
... Buy-backs over the past 
five years have been running 
at more than 100% of capital 
spending
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Management for new times
It hardly needs saying that management itself 

has to evolve to underpin these changes. Since it 
affects the way so many other institutions govern 
themselves, over recent decades management 
has become part of the institutional logjam. 
Corporate management has been locked in 
place by an ideological belief in shareholder 
primacy that drives a top-down command-
and-control and compliance-based agenda 
and allows change only at the margin. 

In a recent essay, Gary Hamel and Michele 
Zanini estimate  that large US corporations  
are carrying an overhead of $3tr in excess 
bureaucratic costs that could be freed up for 
value-creating ends. All this, of course, is the 
opposite of the creative, flexible mindsets 
needed to animate an entrepreneurial society. 
But that is beginning to change.

Thus, big firms are getting serious about 
becoming “ambidextrous” – that is, combining 
robust exploitation capabilities for existing 
businesses with new exploration-driven business 
engines inside and outside the organisation. They 
are also experimenting with the principles of 
design thinking, as described by Roger Martin and 
Tim Brown, and lean start-up, elaborated over 
the past years by Silicon Valley entrepreneurs and 
educator Steve Blank in concert with Eric Ries, Alex 
Osterwalder and others, as a means of bringing 
flexible and adaptive processes of innovation into 
start-ups ,medium-sized and large organisations. 

Social entrepreneurs aim to permanently 
and systematically transform a miserable 
or unfair societal condition. Equally, 
Drucker long ago observed that every 
social problem is a business opportunity 
in disguise

The internet emerged from defence research. 
Google, Apple and others have incorporated the 
results of publicly funded research in their products 
to their great commercial benefit. 

But the notion of the “entrepreneurial state” 
encompasses more than seed-funding and 
research. Equally important is the need to switch 
welfare emphasis from employment protection 
to support for self-help and independent, 
entrepreneurial forms of work. The net aim  
must be to build a supportive environment  
for entrepreneurs along with better-developed 
capabilities for fostering market-based solutions, 
when and where they make sense, and new 
public-private or community-based hybrids 
where they do not. This is particularly true in  
the social sector where we have not yet even 
scratched the surface of the innovation potential 
of social entrepreneurship. 

As Roger Martin, academic leader of the Martin 
Prosperity Institute, and Sally Osberg, CEO of the 
Skoll Foundation, describe it, social entrepreneurs 
aim to permanently and systematically transform 
a miserable or unfair societal condition. Equally, 
Drucker long ago observed that every social 
problem is a business opportunity in disguise. 

It is not hard to conceive of ways in which, 
perhaps in innovative public-private partnerships, 
the same technology could enable “community 
platforms” for acts of citizenship of reciprocal 
support and exchange – a “caring” as well as  
a “sharing” economy. 

$3tr
It is estimated that large US 
corporations are carrying  
an overhead of $3 trillion  
in excess bureaucratic costs 
that could be freed-up  
for value-creating ends
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The vision for the future
To be sure, settling a new economic landscape 

whose contours are only partially visible will be 
exhilarating for some but a painful and frightening 
experience for others. But it can be shaped and 
smoothed by society’s responsible groups, 
among which, as Drucker always reminded us, 
management is a leader. 

Our vision: a new age of innovation and 
entrepreneurship that brings to bear the energy, 
creativity and "wisdom of crowds" in a fresh 
way to articulate the reality of the new times. 

These are not the faceless crowds that we see 
all too often in history and even in more recent 
times as being susceptible to manipulation by 
charismatic leaders, mass media and mass 
movements but a new type of individualised 
crowd based on the connected practical wisdom 
of engaged, motivated and enlightened human 
beings; open and critical minds that can connect 
the real and virtual worlds to understand and solve 
human problems in novel ways; communities of 
practice that share learning from starting 
businesses including the painful yet potentially 
invaluable experience of failing or mastering the 
transition from small to medium-sized companies. 

Entrepreneurship, which is self-determination 
and thus a keystone of democracy, leads us back 
to the essence of being human – our ability to 
conceive ideas and entities never before seen or 
even dreamed of. No algorithm can achieve this. 
Human judgement, ownership and responsibility 
in risk taking are essential.  

With digital technology having reduced  
the barriers to entry by providing readymade 
infrastructures and support services globally on 
demand there may not be a better moment in 
history to democratise entrepreneurship and 
make it the driving force for democratic capitalism. 

Thus entrepreneurs, entrepreneurial 
managers and a new ethos of entrepreneurship 
may represent our best opportunity to make the 
difference between secular stagnation and secular 
prosperity – as such, a true defining moment for 
the 21st century.
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Our vision: a new age of innovation 
and entrepreneurship that brings to 
bear the energy, creativity and "wisdom 
of crowds" in a fresh way to articulate 
the reality of the new times

“Scrum” and “agile development”, (see also 
page 68 in this issue) originally devised as 
frameworks for software development and 
subsequently extended to the management  
of complex projects generally, are opening up 
space for self-organisation for faster iteration, 
leading to better teamwork and quicker project 
completion. Increasingly, agile methods and tools 
are transforming the way work is performed  
in organisations and thus impacting the practice 
of management. 

Educating for self-employment
Emerging countries face challenges of a 

different magnitude. By 2050 two billion young 
adults will enter the global workforce, most  
of them in the emerging world, where 
entrepreneurship and micro-entrepreneurship 
are increasingly seen as the first step towards 
decent lives and a good society. 

In such conditions education for self-
employment bec omes a matter of survival rather 
than choice – providing opportunities for new 
generations eager to play their part in addressing 
the human needs and problems in societies that 
cannot wait to build Western-type institutions and 
infrastructures. Their leapfrogging the West in 
advanced mobile applications such as payment 
services shows the potential that technology may 
bring to development in the 21st century.  

The institutions of lifetime employment and 
cradle-to-grave reliance on others for welfare 
have crumbled over past decades. Under the 
impact of this sea change, GenY members – half 
of whom, as business academics Lynda Gratton 
and Andrew Scott from London Business School 
lay out in their new book, The 100-Year Life – 

Living and Working in an Age of Longevity, will 
live for a century – are beginning to prepare  
for a new social compact based on perpetual 
learning and the need to surmount many 
transitions. Not for nothing did Drucker in his 
landmark book describe the entrepreneurial 
society as, inseparably, also a learning society.

Building the new entrepreneurial society | Richard Straub

2bn
By 2050 two billion young 
adults will enter the global 
workforce, most of them  
in the emerging world, 
where entrepreneurship  
and micro-entrepreneurship 
are increasingly seen as the 
first step towards decent 
lives and a good society
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Mind the gap

Research shows that the gender gap in faculty in European business 
schools is not closing. Lynn Roseberry suggests some reasons why  
and what can be done to improve it

21%
...in 2013 women still 
represented less than  
21% of Grade A academic 
staff in the vast majority  
of EU member states

50%
Women in the EU have 
represented more than  
50% of university graduates 
since at least 1999 yet...

33%
The average proportion of 
all full-time female faculty 
employed by the top 85 
business schools is 33%  
– this number is even  
less (23.3%) at the top 10 
business schools on the list
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To say there is a gender gap among faculty 
at European business schools is an 

understatement. The average proportion of all 
full-time female faculty – not just senior professors 
– employed by the top 85 business schools  
in the Financial Times 2015 European Business 
School Rankings is 33%. This number is even less 
(23.3%) at the top 10 business schools on the list. 

The lack of gender diversity at the top of the 
business academic hierarchy mirrors the pattern 
in higher education institutions throughout the 
European Union. Women in the EU have 
represented more than 50% of university 
graduates since at least 1999 yet in 2013 
women still represented less than 21% of Grade 
A academic staff (the highest position in the 
academic hierarchy) in the vast majority of EU 
member states. 

This persistent gender imbalance has been 
the object of academic research for years and 
a large body of literature on gender balance in 
organisations describes an array of institutional 
and cultural factors that contribute to women’s 
under-representation in leadership. However, 
little is known about what strategies work  
to increase gender diversity or the role and 
characteristics of leadership that might call  
for and produce greater gender diversity. 

This article presents the results of a research 
project that sheds light on the latter issue. The 
project was initiated in 2014 and funded by EFMD, 
EQUAL and 11 European business schools. I led 
the research team, which consisted of associate 
professor Robyn Remke at Copenhagen Business 
School, Denmark, and professors Johan Klæsson 
and Thomas Holgersson at Jönköping 
International Business School in Sweden. Data 
collection began in early 2015 and the results of 
the project were submitted to the project Steering 
Committee in February 2016. 

The project approaches gender diversity in 
European business schools from the perspective 
of organisational change because the institutional 
and cultural factors that contribute to the under-
representation of women in leadership positions 
have proven not to disappear by themselves. 

In fact, progress towards gender integration 
across all sectors, occupations and organisational 
hierarchies has stalled since the late 1990s. 
Early gains in the 1970s came about mainly 
from the movement of women into middle-
class occupations and, to a lesser extent, from 

the expansion of more integrated sectors and 
the shrinkage of segregated ones. Those were 
the easy gains. 

But if compliance with prohibitions against 
sex discrimination and the passage of time were 
enough, occupational segregation by sex should 
have declined steadily and more or less uniformly 
across sectors. It has not. 

Change initiatives have, unfortunately,  
a discouraging tendency to flop. Change 
management scholars began focusing their 
attention on this tendency in the 1990s. In a 1989 
article published in Strategic Management Journal, 
one of the earliest comments on the subject, Bill 
Wooldridge and Steven Floyd hypothesised that 
the success of change initiatives depends in part 
on the extent to which organisational members at 
multiple levels understand the strategy (cognitive 
agreement) and are committed to it (affective 
agreement). They illustrate the possible 
configurations of understanding and 
commitment with a 4-cell matrix (Figure 1). 

Wooldridge and Floyd explain that the most 
successful implementation of change occurs 
when organisational members have a high  
degree of understanding and a high degree of 
commitment (cell 1). When commitment is high 
but decision makers misunderstand the strategy, 
individuals are well intentioned but ill-informed 
(cell 2). When decision makers are sceptical (they 
understand the strategy but are not committed to 
it), cynicism and resistance may develop (cell 3). 

Floyd and Wooldridge note that both 
understanding and commitment are likely to be 
low in the early stages of the change process but, 
as it proceeds, there are opportunities to improve 
understanding and commitment.

Mind the gap | Lynn Roseberry

Figure 1:  
Configurations of shared understanding and commitment. 

Source:  
Wooldridge, B. and Floyd, S. W. (1989). ‘Strategic process effects  
on consensus’. Strategic Management Journal, 10, 3, 295–302

High Commitment 1 2

Low Commitment 3 4

High Under- 
standing

Low Under- 
standing
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Research approach 
Using this matrix as the starting point for our 

investigation of how European business school 
leaders might approach gender diversity, we 
formulated the following research question: 

How do European business school leaders’ 

understanding of and commitment to faculty 

gender diversity affect action taken by their 

business schools towards achieving gender parity?

By “understanding” we mean a cognitive 
awareness or knowledge of the main factors 
long identified in research as contributing to 
the under-representation of women among 
business school faculties. These factors include: 

 • Conflicting expectations about male versus 
female leadership, career development and 
academic behaviour
 • Unconscious bias in evaluating female 
academics’ qualifications and performance
 • “Chilly” academic cultures that prevent 
women from “plugging in”
 • Expectations about productivity (publications, 
teaching, service) that do not harmonise with 
individual obligations to take care of the 
home, children and/or other family members 
who need care or assistance
 • Penalties for career interruptions related  
to maternity and child care
We define “commitment” in accordance 

with a definition suggested in a 2005 article in 
European Management Review by Johan Roos 
and Robert Said: commitment consists of a private 
and a public dimension; the private dimension of 
identifying with the goal of gender diversity and 
the public dimension of taking action to achieve 
the goal. 

We first collected data through a quantitative 
survey. The survey questionnaire included  
39 Likert-styled questions that focused on  
the respondents’ understanding of the factors 
affecting the gender diversity of their faculties 
and their own commitment to gender diversity. 
The sampling frame comprised the deans  
and directors of 316 European business school 

The results indicate that while a majority of European 
business school leaders are committed to the concepts  
of gender equality and faculty gender diversity, they  
lack the expertise and information necessary to develop  
and implement effective strategies

members of EFMD. The survey resulted in 108 
viable responses, about 34%. 

We also selected four business schools to 
serve as illustrative cases, using data developed 
from qualitative interviews with members  
of their leadership teams. The four cases are 
geographically, structurally and organisationally 
diverse:

 • C1: university-situated business school 
located in the UK/Ireland
 • C2: stand-alone business school located 
in Scandinavia
 • C3: stand-alone business school located  
in Southern Europe
 • C4: stand-alone business school in the 
German-language region
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Conclusions for business school leaders
These findings imply that translating 

commitment to faculty gender diversity into 
effective strategies requires business school 
leaders to:

 1) seek out, listen to and learn from the 
experiences of their female faculty members 
 2) provide unequivocal and visible support 
and accept ultimate responsibility for all 
gender diversity initiatives, including the 
work of any appointed gender diversity 
committees, advisers or experts 
 3) seek expert help in reducing the impact 
of gender bias in the formulation and 
application of hiring, tenure and promotion 
criteria 
 4) consider adopting “soft” positive action 
measures such as reduced teaching load on 
return from maternity leave and rules requiring 
applications from qualified candidates of both 
sexes for academic positions
 5) professionalise work on gender diversity 
at business schools, for example, by 
appointing an expert in gender and diversity 
to a full-time position that reports directly to 
top management 
 6) enlist multiple stakeholders – students, 
alumni and employers – to inspire and 
legitimise gender diversity initiatives. 
The results of this project indicate that while 

a majority of European business school leaders 
are committed to the concepts of gender equality 
and faculty gender diversity, they lack the expertise 
and information necessary to develop and 
implement effective strategies. 

The best-performing business schools in 
gender diversity are led by men and women who 
have a good understanding of the psychological 
and social phenomena that contribute to the leaky 
academic pipeline. Their successes underscore 
the importance of asking for input from qualified 
experts and female academics to ensure that high 
commitment is coupled with high understanding. 

316
We collected data through  
a quantitative survey, which 
included 39 Likert-styled 
questions. The sampling 
frame comprised the  
deans and directors of  
316 European business 
school members of EFMD. 
The survey resulted in 108 
viable responses, about 34%
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Mind the gap | Lynn Roseberry

Results 
The combined data from the survey  

and qualitative interviews show that: 
 1) the majority of business school leaders 
participating in this study is fully committed  
to the principle of gender equality and 
uncomfortable that women are under-
represented in business academia. They regard 
the lack of faculty gender diversity as a problem 
for both the quality of education and the 
reputation of their schools 
 2) a majority of the business school leaders 
have a low level of understanding; they did 
not seem to be aware of the main factors 
contributing to lack of faculty gender diversity 
 3) a leader’s personal commitment towards 
greater gender diversity does not by itself drive 
active engagement in promoting gender 
diversity initiatives 
 4) results of existing diversity management 
initiatives vary widely and depend heavily 
on the most senior leader’s understanding. 
Initiatives that achieve the greatest success 
respond directly to specific challenges 
women face in their own business schools
 5) prompting by stakeholders – employers of 
graduates, alumni, students and government 
– spurs business school leaders to engage 
actively in promoting gender diversity 
 6) leaders with a high degree of both 
understanding and commitment seek out the 
input of gender balance experts and take 
seriously what junior female faculty tell them 
about their experiences 
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Classrooms  
of the Future
Martina Wolff de Carrasco and Elmar Husmann detail how 
curiosity and creativity can thrive in modern learning spaces
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Classrooms of the Future | Martina Wolff de Carrasco and Elmar Husmann

What can be done to provide children 
and adults alike with coveted 21st 
century skills? These interlinked skills 
combine foundational literacies (such  
as technical ICT knowledge and coding) 
with competences (problem solving  
and creativity) and character qualities 
(initiative and curiosity)

O bserving children is one of the best ways 
to find out how learning happens, be it  

as a side-effect of life, through experimentation 
or trial and error, or by creativity and curiosity. 
Children are explorers.

Professor Yong Zhao, who holds the 
presidential chair at the University of Oregon's 
College of Education in the US, argues that most 
young children are full of creativity and curiosity 
when they enter the educational system. But what 
happens when they leave school? They resemble 
sausages, says Zhao. They all look like each other, 
moulded to meet the supposed needs of the 
labour market and to fit national standards. 

There’s nothing wrong with sausages but 
they do lack curiosity and creativity – two vital 
21st century skills. The same can be said of adults. 

In its Skills Outlook 2013 report, the OECD 
presented findings from the International 
Assessment of Adult Competencies (PIAAC) – a 
complementary study to the PISA assessment at 
school age – that found that, on average, only 
6% of adults demonstrated the highest level of 
proficiency in “problem-solving in technology-
rich environments”.

What can be done to provide children and 
adults alike with coveted (by employers) 21st 
century skills? These interlinked skills combine 
foundational literacies (for example, technical 
ICT knowledge and coding) with competences 
(such as problem solving and creativity) and 
character qualities (like initiative and curiosity). 
(See Figure 1 overleaf).

Technology usually tops the list when 
politicians are asked how we can reform 
education systems. That is why spending on 
high-tech devices in schools reached $13 billion 
worldwide in 2013, with the US alone spending 
more than $4 billion that year on mobile devices. 
Total global spending on educational technology 
is set to reach $19 billion by 2019.

However, we must not forget that technology 
is just a tool, made for humans by humans. 
Kentaro Toyama, W K Kellogg Associate Professor 
of Community Information at the University of 
Michigan School of Information in the US, calls this 
the “Law of Amplification”, saying “technology’s 
primary effect is to amplify human forces so, in 

education, technologies amplify whatever 
pedagogical capacity is already there …[and 
it also] amplifies the children’s propensities”. 

Put more simply, a great teacher will achieve 
even greater results with the help of educational 
technology, a mediocre one won’t. The same 
goes for children. They can develop and learn 
much more easily with digital devices – 
assuming they have the right learning space. Yet 
it’s also possible that they will just end up playing 
Angry Birds. 

To support competencies such as creativity, 
we need to rethink the entire environment  
in which learning takes place. As Mihali 
Csikszentmihaly, Distinguished Professor of 
Psychology and Management at Claremont 
Graduate University in the US, observed as long 
ago as 1996: “It is easier to enhance creativity by 
changing conditions in the environment than 
by trying to make people think more creatively”.

So what is the missing element that would give 
technology the cutting edge? We think the answer 
to this lies in new learning spaces that combine 
excellent technology with flexible designs that 
inspire people. These would give pupils room  
to explore, experiment and to acquire those 21st 
century skills they need in order to thrive in the 
digital age. We will call these spaces “Classrooms 
of the Future”. Here are just a few examples: 
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Redefining the role of the book
While digital tools for education are on the rise, 

we should not forget the printed book, still the 
most widespread and affordable tool in education. 
We started an initiative for educational publishers, 
digital media experts and printing technologists to 
collaborate in creating a “schoolbook of the future” 
to support our learning expe ditions. We chose 
a hybrid approach that blends digital text and 
traditional print, producing a printed book that 
can be enhanced and co-created by teachers 
and pupils using digital content.

The classroom of the future is also about 
reading and writing – data and code

Gesche Joost, professor for design research 
and German Digital Champion for the EU 
Commission, is an advocate of digital literacy  
in the classroom. She deplores the fact that 
German schools still work largely offline and looks 
enviously at the US and the UK, where coding and 
data literacy are already part of the curriculum. 
Understanding how “digital” works will be vital for 
success in a digital world, she said at the recent 
Code Week 2015 conference. 

Yet the reality is still very different in most  
of Europe. An initiative such as the BBC’s Micro:bit, 
which last year distributed tiny, codeable 
computers to 11-year-olds across the UK,  
is a step in the right direction.

We now want to build on this by producing a 
digital kit to distribute to school pupils, prompting 
them to play with code and data just as they 
would with paint and paper. 

The new learning spaces are not at school
Think about it. Why do you have to sit down 

to learn? Why do you have to read – especially 
if you are a visual or audio sort of person? If you 
want to learn, what good does it do to have a 
wall between you and the world? 

When we considered these questions we 
realised that digitisation would allow us to bring 
learning back into life – where it belongs. So we 
started to create learning spaces in all kinds of 
places: on the street; in museums; in libraries; and, 
especially, at the Frankfurt Book Fair in Germany. 

Since 2012, the Classroom of the Future has 
been a feature of the Frankfurt Book Fair. We 
encourage schoolchildren and teachers to visit 
and immerse themselves in this new environment. 
They become active members of pre-designed 
learning expeditions in all parts of the Fair and they 
meet experts and get to know new technologies. 
That is when learning happens (see Figure 2). 

We have also established different zones, 
including a pupils’ makers’ lab, a media creation 
office, small teamwork spaces, and flexible open 
spaces in which teams collate and discuss the 
results of their expeditions.

Figure 1:  
21st century learning skills.  
Source: World Economic Forum 2015, New Visions for Education report

Figure 2:  
Characteristics of a learning expedition,  
Source: ELIG.org/ we.learn.it
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A BBC initiative, Micro:bit, 
last year distributed tiny, 
codeable computers to 
11-year-olds across the UK

We want to produce a digital kit to distribute to 
school pupils, prompting them to play with code 
and data just as they would with paint and paper

The classroom of the future lets pupils 
explore using all their senses

Explorers are makers, movers and shakers. 
They do not sit behind desks. They and their 
peers take the world in their hands. We took a 
do-it-yourself approach last year to let school 
children explore their dream jobs, hands-on. 

Being a journalist for a day with a microphone 
in their hands showed them more about that 
particular job than their teachers ever could. We 
have also brought film makers, audio producers, 
graphic artists, naturalists, computer game 
designers and many other experts to Frankfurt 
to work with our pupils.

Project ZERO at the Harvard Graduate School 
of Education in the US has investigated the 
impacts of maker-centred learning. 

“The most salient benefits of maker-centred 
learning for young people have to do with 
developing a sense of self and a sense of 
community that empower them to engage with 
and shape the designed dimension of their world”, 
say project experts.

Shouldn’t this be the ultimate aim of education 
in the 21st century, to develop young people’s 
self-reliance and build on their individual talents, 
sparking their curiosity and empowering them to 
lead their lives and shape the world around them 
as active citizens, with passion and creativity? 

We are convinced there is a need to rethink 
our educational environments and to pursue 
innovations constantly with that aim in mind.

Frankfurt Book Fair 
19 – 23 October 2016, Hall 4.2
wolffdecarrasco@book-fair.com
www.buchmesse.de/en/Focus_on/education/

Classrooms of the Future | Martina Wolff de Carrasco and Elmar Husmann
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“Personalisation” is increasingly demanded 
by students at all levels of study. It stems 

from the fact that an individual’s needs, wants 
and preferences in any given setting will differ 
slightly from those of other individuals. 

In an educational situation, personalisation 
means a multi-dimensional and multi-layered 
tailoring of the overall student experience for 
each and every student. This is a far cry from 
the still-dominant model of education designed 
for the industrial age and characterised by Alvin 
and Heidi Tofler in their book The Revolutionary 

Wealth in 2006 as the “factory model” of education. 
In the globally competitive environment of 

business education, relentless innovations have 
created many niches but the bulk of business 
education remains locked in the paradigm of 
mass provision. The mass-education model has 
proved successful so far; but very few business 
schools have been able to provide a personalised 
experience to all.

Personalisation is important to the individual 
student in terms of: 

 • the modes of study and the mix of 
subjects needed to complete a programme
• individual learning approaches or styles 
 • what students aspire to be and become in 
their long-term careers and goals 
 • identification of their individual careers paths 
and preparation for them 
 • experiential development and connectivity 
to the business world 
In short, personalisation is important because 

we recognise that every student is different and 

they need the educational system to treat them 
as individuals and not put them through a mass- 
processing experience.

Analysis of direct feedback from students  
at programme, school, university and, indeed, 
national levels shows that there is an unmet 
demand for personalising the entire student 
experience and tailoring to the individual’s needs. 
At Nottingham Business School (NBS), part of 
Nottingham Trent University (NTU) in the UK, we 
set about responding to this challenge in 2012 and 
started to prepare our entire system of education to 
become increasingly personalised. 

In order to create a cohesive framework, 
personalisation at NBS was defined as a multi- 
dimensional tailoring of every student’s total 
educational experience on four dimensions/
axis with the individual student at the centre 
(see Figure 1 overleaf):

• knowledge
• learning approaches
• experiential learning 
• career development
Many universities do indeed provide a level 

of personal choice for students, particularly 
through options and voluntary participation  
in extracurricular activities. But NBS sees this 
approach as insufficient and ad hoc. Hence the 
NBS framework was developed and designed 
to be systematic and comprehensive.

Personalisation for students at NBS therefore 
consists of “developing a joint understanding 
and a specific agreed plan, between the student 
and the school, for each student’s needs with 

Baback Yazdani describes how one UK business school has  
embraced the concept of the ‘personalisation’ of business education

This time  
it’s personal
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This time it’s personal | Baback Yazdani  

In short, personalisation is important 
because we recognise that every 
student is different and they need the 
educational system to treat them as 
individuals and not put them through  
a mass-processing experience
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respect to their study pathway within the overall 
limits of their course, their experiential learning 
pathway and their learning approach in order to 
enhance their success potential in their studies 
and future career”.

NBS has always been well known for its 
philosophy of methodical and systematic 
integration of theory and practice and embedding 
the experiential learning cycle throughout its 
modules, courses and programmes as well as the 
industrial links that enable that. Our engagement 
with business and society informs our research 
and teaching, which in turn have a higher impact 
upon our world and allows more opportunity 
for innovation. 

The manifestation of this philosophy is the NBS 
Experiential Learning Cycle, which has been fully 
developed and implemented in everything we do. 
In both research and education, theory and 
practice are tested in real applications, where 
observation and reflection allow us to adjust  
and improve theory, as shown in Figure 2, which 
depicts a continuous evidence-based knowledge 
acquisition cycle. 

Our engagement with business and 
society informs our research and 
teaching, which in turn have a higher 
impact upon our world and allow  
more opportunity for innovation

Figure 2:  
NBS experiential learning cycle

Personalisation at NBS has therefore been 
designed to include experiential learning and 
reflection as an integral part of the system. For full 
personalisation to be possible, a comprehensive 
set of experiential learning opportunities and 
support systems have been put in place. This  
is supported through the use of analytics, 
diagnostics, individual tutor and industrial mentors 
systems, and the overall provision of opportunities 
offered by NBS and NTU to all students. 

Thus NBS offers a holistic system that 
personalises the total student experience and 
structures the provision of support systems to 
comprehend the student’s needs and jointly arrive 
at a dynamic pathway and plan that maximises 
the student’s potential. 

Critical to the delivery of personalisation are 
a number of innovations that allow tailoring and 
customisation along the dimensions or axis 
mentioned above. These are:

 • use of analytics in a student “dashboard” 
to maximise engagement
 • use of a set of diagnostics to measure student 
strengths and weaknesses on a number of 
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Figure 1:  
NBS’ multi-dimensional personalisation of student experience
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learning dimensions 
 • an Alumni Fellowship Programme that 
matches students’ needs to NBS’s extensive 
global alumni body
 • an Academic Mentoring System that utilises 
analytics and diagnostics to support the student 
journey 
 • comprehensive provision of experiential 
learning opportunities embedded in the 
curriculum, including placements, internships, 
industrial and community project-based 
learning, high-quality international exchange 
programmes and adaptive learning tools  
The student dashboard is an award-winning 

online resource designed to help each student 
and academic mentor to understand how well 
a student is engaging with his or her studies 
compared with other students on their course 
or programme. 

The dashboard takes data from a number of 
university sources and creates a graph containing 
an average engagement rating for every student. 
This enables mentors and students to discuss 
individualised plans. 

Personal academic mentors and Alumni 
Fellows develop a professional relationship 
with every student and really get to the root  
of a student’s needs by understanding his or 
her experiences, exploring their aspirations  
and creating a personal development plan  
that reflects their goals. Thus the students act 
as “co-creators” of their individual learning, 
which is documented in a “personal e-portfolio”. 

In addition to mentoring, personalised learning 
also needs personalised experience to succeed. 
For this kind of learning to be really effective,  
it must include work experience at every  
level, tailored to a student’s ambitions while also 
developing a range of transferable skills. Students 

must reflect on it and learn from it with the 
guidance of their personal mentor, creating  
a deeper learning experience. Providing a 
comprehensive set of opportunities for students 
to choose from also helps to improve the 
overall student experience and gives them  
the opportunity to develop according to their 
aspirations and skills. 

Following two years of development, this  
year (2015-16) saw the roll-out of personalisation 
at NBS. Personalised learning has now been 
delivered to all 3,500 NBS undergraduate students 
as an embedded part of their programme. The 
same approach has been prepared and designed 
for all postgraduate and post-experience 
programmes and all students will be benefiting 
from personalisation from the start of the 2016 
academic year. 

All our internal metrics show a positive impact 
in terms of engagement and participation. The full 
impact of personalisation is being measured on an 
ongoing basis and is expected to positively impact 
student engagement and student satisfaction, 
progression, attainment and employability, which 
will be measured and analysed at the end of this 
academic year. NBS is confident the time for 
personalisation has come and others will follow 
this path. 
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3.5k
Following two years of 
development, this year 
(2015-16) saw the roll-out 
of personalisation at NBS. 
Personalised learning has 
now been delivered to all 
3,500 NBS undergraduate 
students as an embedded 
part of their programme

For personalised learning to be  
really effective, it must include work 
experience at every level, tailored  
to a student’s ambitions while also 
developing a range of transferable skills

This time it’s personal | Baback Yazdani  
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Searching  
for the  
Holy Grail
Patricia Hind and Viki Holton outline four  
principles of effective management development
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Searching for the Holy Grail | Patricia Hind and Viki Holton

T he organisations most of us live and work 
in are many and varied. They may have a 

commercial, educational, social, sporting or other 
focus but they are the life blood of our society. 
Most of us spend our lives, whether working or 
relaxing, within some sort of organisation and 
to meet the needs of those within them, all 
organisations need to be managed in ways that 
are effective, efficient and sustainable. 

However, it is often difficult to ensure that 
organisational management is as valuable as it 
can be, yet developing effective management 
is crucial to organisational success. We know 
that management development, when it is  
good, looks effortless. It delivers energised  
and enthusiastic participants, motivated and 
committed faculty, and a good return on 
investment for sponsoring organisations.

However, ensuring successful management 
development is complex. 

For a start, success means that it must meet 
its “objectives”, yet the objectives of management 
development are diverse. Ashridge Executive 
Education asked a number of programme 
participants and their sponsors the question 
“What is management development for?” Some of 
the answers were that management development 
is to:

 • broaden the skills sets of managers who 
want to up their game as a leader or manager
 • reward past performance – high flyers receive 
the “prize” of a business school programme 
or personal coaching 
 • ensure that organisations score highly on 
“best place to work” rankings – developing 
people is a good thing
• help managers to drive business results
 • help organisational leaders to speak the same 
language at all levels of their organisation
• to “fix”, or correct, personal faults
So, given the breadth of management 

development objectives, alongside its importance, 
we really need to understand how organisations 
can be sure they are getting true business value 
from the management development investments 
they make. What should we be looking at to 
ensure it really works? 

The purpose of too many programmes 
is to keep participants entertained 
rather than to provide an environment 
that challenges assumptions and 
encourages managers to experiment 
with ideas and innovate

There are many different designs, philosophies 
and delivery methods for management 
development programmes, some of which will 
meet all expectations and objectives, but it is fair 
to say that not every programme is effective.

Most business schools – as well as experienced 
clients – can instantly recognise and appreciate an 
effective programme but it is also true that few 
providers devote sufficient time to understanding 
the various different and sometimes contradictory 
factors that guarantee success. 

Many of the well-established ways of assessing 
success, such as review sheets, may not be 
conducive to creating a true development 
experience – a point that is reflected in the fact 
that such reviews are often known as “happy 
sheets”. The purpose of too many programmes  
is to keep participants entertained rather than  
to provide an environment that challenges 
assumptions and encourages managers  
to experiment with ideas and innovate.
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Research findings
Our research study conducted semi-structured 

interviews with 28 experienced faculty and found 
that effective management development pays 
equal attention to four key issues, or principles, 
relevant to both design and delivery. These are:

1. The Principle of Communities concerns 
the communities of both learners and providers. 
This is not simply the community of participants 
on each programme but more broadly includes, 
for example, the community of the host 
organisations and the faculty delivering the 
programme  

2. The Principle of Contracts concerns both 
commercial and psychological as well as explicit 
and implicit agreements involved in the provision 
of the development. There are obvious contracts 
such as those between the provider and the buyer 
of the service but also more subtle ones such  
as those experienced within the faculty team 

3. The Principle of Content concerns 
everything that has impact during the learning 
experience including the material delivered, 

learners’ emotional response to the learning and 
the time allowed for reflection on the learning

4. The Principle of Context concerns all the 
environments within which the learning takes 
place. This includes the classroom and the context 
of the participants’ personal and organisational 
life. All of these contexts were reported as being 
relevant to facilitating or hindering learning. Most 
interviewees felt that finding a variety of ways to 
manage the atmosphere and dynamics of the 
learning space to create an engaging experience 
is at the heart of the learning context.

There is a clear interconnectivity between 
these four principles, a little like a game  
of dominoes where successful play relates  
each domino to others in the set. We have 
conceptualised each principle as a connected 
circle with the key issues identified for each area 
(see Figure 1).

Our study confirmed that the process of 
adult learning is complex and dynamic but 
perhaps more importantly it identified what 
can be described as a symbiotic relationship 
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between all the key players involved in both 
the commissioning, design and delivery of 
management development. 

The key players – the business school (or 
other provider), the client, the host organisation, 
the teaching faculty and the individual learners 
– all have their part to play in ensuring that the 
development intervention delivers value to both 
programme participants and their organisations.

Take, for example, the relationship between the 
key faculty and the client. This may be a major 
determinant for success but is not always included 
in any formal discussions. There are subtle cultural 
dimensions to this relationship, such as how 
management development is viewed throughout 
an organisation. This can translate into important 
perspectives such as how faculty are viewed 
– whether as “experts”, “partners” or “suppliers”. 

Drilling down a little more, we can see how 
important this is. For example, if faculty are seen  
as “partners” does this mean senior managers 
from the organisation will want to co–deliver?  
If so, what is their level of skill for doing this? 
Answering these questions might reveal a need 
for a “train the trainer” intervention over and above 
the participant programme. Will this be acceptable 
or will there be additional developmental work 
needed to ensure that it is? If faculty are seen  
as “experts” will they need to deliver the “right” 
answer to organisational dilemmas? And, finally, if 
faculty are simply “suppliers” what effort must they 
put into relationship building? 

Another key relationship which emerged in 
connection with the faculty role is the importance 
of the partnership between faculty and individual 
learners. This was frequently mentioned by 
interviewees and again it is not a straightforward 
teacher/ learner partnership. Faculty must 

simultaneously be both a “guru”, an expert on the 
subject matter, and an “edu-tainer” with that rare 
talent to simultaneously educate and entertain. 

But they also need to be able to fulfil a 
multiplicity of other roles, which may include 
being advisor, mentor, coach and confidante as 
well as some more directive aspects associated 
with a leader in the organisation. Faculty must 
be able to “work with the experiences or issues 
that emerge once you are in the room…” 

Other issues in the “learning journey” that must 
be addressed include:

 • “hygiene” factors of the physical learning 
environment – too hot or cold or no hot 
water will disrupt and undermine even the 
best designed and delivered programme
 • pace of learning, the variety of content and 
levels of energy in the room – building in 
sufficient “white space” for reflection and 
review is agreed to be important but in 
practice it is hard to achieve, partly because 
some clients confuse a packed schedule with 
value for money 
 • motivation levels and the willingness to learn 
among individual learners – one individual 
described three types of participant – a 
“prisoner” who does not want to be there; a 
“tourist” who is very pleased to be there but not 
for the learning; and a third type, the “learner”. 
Participants’ readiness to learn is a significant 
factor in the success of an intervention 
 • The level of excellence in terms of design, 
delivery and management of a programme  
needs to include post-programme transfer  
and evaluation when learners are back at 
work. This last phase is a perennial problem 
and few providers have found successful 
solutions for this “Cinderella” phase

Conclusion
The most obvious implication of the study is 

the fact that learning has to be everyone's business. 
In theory, most of the different groups involved 

in executive education know this, though it is a 
point that is rarely specifically spelled out. In both 
the classroom and during contracting discussions 

The level of excellence in terms of 
design, delivery and management of  
a programme needs to include post-
programme transfer and evaluation 
when learners are back at work

Searching for the Holy Grail | Patricia Hind and Viki Holton
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....and found that effective 
management development 
pays equal attention to four 
key issues, or principles, 
relevant to both design  
and delivery
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with clients, more could be done to clarify this 
“ownership” of learning and  to find ways to apply 
the learning.

Key questions on the client side should include 
identifying the learning for both individual 
participants and the organisation. How does it 
link to both the programme objectives and to 
organisational objectives and how will this be 
demonstrated after each programme? What 
are the measures of success once executives 
are back at work and, more importantly, who 
will help them to apply what they have learned? 

Established ways of measuring success are 
often problematic and it is critical that we devise 
better and more rigorous ways to establish return 
on the investments of time, energy and money 
that all management development involves. 

One key issue for business schools and 
clients concerns developing senior support. 
Challenging senior managers to be involved 
and to stay involved in the learning process is 
not always easy. Yet, this makes a significant 
difference to the likely success of executive 
education, whether this is delivered in the 
classroom, blended or completely virtual. 

Going forward, all the key players such  
as individual participants, clients, faculty (and 
faculty teams) and business schools involved in 
executive education need to come together and 
co-operate more effectively to allow learning to 
have both organisational and individual impact.

To enhance collaboration between these 
partners, professional organisations such as EFMD, 
the Association of Business Schools and UNICON 
(The International University Consortium for 
Executive Education) have a significant part to 
play. Awards for successful learning programmes 
(EFMD‘s “Excellence in Practice” is a good example) 
show what good looks like. Winning entries are 
great for the reputation of those who win but  
also serve a dual purpose – to encourage other 
providers to up their game and either match or 
excel them.

Some of our findings may well confirm what  
is already known but we believe that, uniquely,  
our report offers a unified model of the principles 

and pedagogy of learning that can be shared 
by organisational managers, learning and 
development (L&D) professionals and those 
involved in the delivery of management 
development. 

The findings provide L&D and HR professionals 
with evidence for understanding what lies 
beneath the surface of excellence in management 
development. The shared understanding of the 
four key areas (the principles) of the model will 
help clients and faculty to work more closely 
together and ensure that the learning journey for 
individual participants is a holistic one, offering 
relevance, personal insight and organisational 
impact. 

The findings have many practical 
implications for executive education providers, 
teachers, individual learners and for those who 
are commissioning management and executive 
education. Not least of these is the importance 
of clarity and honesty when it comes to the 
“contract” as shown in the quote below from 
one faculty member:

“Almost everything that goes wrong in a 
programme is a problem of contracting. I mean 
legal contracting and I also mean the psychological 
contracting. If it’s not right, we turn up in the room 
trying to do something that actually can’t be done.”

Established ways of measuring success 
are often problematic and it is critical 
that we devise better and more rigorous 
ways to establish return on the 
investments of time, energy and money
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Piloting the 
academic 
leadership 
plane
Co-operation between academic leaders and 
professional managers is essential for the success  
of large business schools says Eric Ponsonnet
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Piloting the academic leadership plane | Eric Ponsonnet

Business schools are managed by a 
combination of academic and non-academic 
employees, the latter increasing more rapidly 
in numbers than the former. Based on 12 large 
business schools (employing more than 300 
non-academic employees), administrative 
staffing increased more rapidly for all (+21% on 
average) than faculty size (+4%) between 2009 
and 2014.

As for many large businesses, the organisation 
chart of large business schools is vertical (Figure 1) 

But the faculty is often not represented  
in organisation charts and the academic and 
non-academic communities are separate on 
many dimensions (for example, recruitment, 
evaluation and management). In some US 
schools, professors who assume an administrative 
position (such as departmental deanships) do  
not assume formal responsibility for managing 
any administrative staff.

Generally, faculty organisation is rather flat. 
The main goal is to ensure equal treatment and 
a high degree of association or consultation of 
faculty, especially concerning academic topics.

The duality of communities in large academic 
business schools is represented in Figure 2 
(overleaf), which shows what I have termed  
the “academic leadership plane”.

In this image, the wings, representing the 
faculty, are the key device that enables the plane 
to fly. The body of the plane is the administration’s 
rather vertical organisation. The intersection at  
the top (the cockpit) is occupied by the dean  
and the executive team, in which a small group  
of professors and non-academic managers have 
to co-operate in order to keep the plane flying. 

In smaller business schools in which the divide 
between academic and non-academic staff is less 
obvious, the leadership structure is simpler with 
shared responsibilities between a small number of 
professors and staff, who generally all know each 
other. A divided structure becomes obvious when 
academic institutions grow and reach a certain 
size. Structures enable schools to manage 
professors equally and to organise administrative 
staff and processes efficiently. In parallel, the 
contact between the two groups becomes more 
limited on board the plane. 

Professional organisations such as law  
firms, consultancies, hospitals, schools and 

universities are usually led by a combination of 
experts (lawyers, consultants, doctors, professors) 
and professional managers who have to co- 
operate with each other on a daily basis to 
ensure the work of the organisation gets done. 

In some cases the “corporatisation” of, for 
example, law firms through the recruitment of 
management professionals (CFOs, COOs) has 
generated new workplace challenges for both 
newcomers and managing partners. 

Does a similar situation exist in academic 
institutions, in particular in large business schools, 
where professors, who are strongly focused on 
their academic agenda, and a fast-growing body 
of non-academic professional managers have to 
co-operate in running the institution? 

The specificity of academic culture, the role  
of faculty in management and the faculty– 
administrator relationship have all been identified 
as sources of challenges and tensions in the 
professionalisation of institutional work in 
universities and business schools. The growing 
role of the administrators and the intrusive 
behaviour of some other stakeholders are often 
perceived by professional academics as a threat 
to an institution’s academic culture and academic 
leadership. 

At the same time, top universities and business 
schools perform well and have retained their 
position for very lengthy periods, sometimes over 
centuries. This suggests that their leadership and 
management structure has a proven capacity to 
adapt in the long term. 

Interviews with 15 very senior non-academic 
directors and academic deans in business schools 
and universities in the US (10), Europe (4) and 
Asia (1) allowed two ethnographical questions 
to be answered:

 • What kind of organisational structure ensures 
efficient, adaptive and shared leadership in large 
business schools ?
 • How does this structure work in terms  
of human interaction, specifically between 
professors and professional managers? 
The interviews revealed similarities in terms 

of organisational structures. 

Figure 1:  
The organisation chart of a 
typical large business school
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What is the leadership mode in such  
a unique model? 

Professors always have the leading responsibility 
for any major strategy or decision, either as a body 
(the faculty) or in administrative leadership roles. 
According to the interviewees, the captain of the 
plane as well as the majority of occupants in  
the cockpit should be professors. Schools have 
sometimes developed specific tactics to keep such 
academic control. 

That said, the literature and interviews confirm 
that many professors are not – or do not express 
the willingness to be – really engaged in the 
leadership of their school. 

This can come from a fear of becoming 
disconnected from the academic community, 
which is linked to the specificity of academic 
careers and the permanent investment they 
require, especially in research. The need to make 
trade-offs in an administrative position can also 
generate tensions with other professors. Finally, 
the possibility of failure in a management role 
is also seen as a potential risk for credibility, 
including academic credibility in the case of 
business schools. 

As commonly mentioned by academics 
themselves, they have not been educated  
to become teams or business line managers. 
They sometimes develop an approach with 
students, which may be inadequate to lead a 
management team. Moreover, large academic 
institutions have become more complex and 
require professional management. This requires 
school leaders to understand and be responsible 
for a large scope of functions and to delegate  
– unlike an academic career, which pushes a 
researcher to specialise in a narrow area and 
promotes individual work.

Finally, a key challenge comes from the 
outside world, especially in business schools 
because of their proximity to corporations  
and alumni. Deans need to spend a large part 
of their time with external stakeholders and this 
relationship can be challenging. 

Figure 4 shows the different external stake- 
holders for a professor and for an administrator, 
and how they can act like two opposing winds 
blowing on the academic leadership plane.

The presence  
of such seasoned 
academic and 
professional 
administrators  
in large academic 
institutions  
will remain a 
key condition  
for cohesion and 
long-term success

A solid intersection between professors 
(the wings) and professionals (the body)  
is essential to manage the external world 

Shared management by faculty and non-
academic staff is usually applied in the wings, 
especially for academic topics. Nevertheless, 
many topics have both academic and economic 
elements. And interviews confirmed a division of 
knowledge between the two communities, with 
a large majority of professors not being involved 
in management and having little knowledge 
about how their institution is run. However, in 
parallel, a large majority of the staff have limited 
contact with professors, their courses or their 
academic production. 

The design of joint teams is common and 
essential for many processes. The little planes 
that make up the academic leadership squadron 
represent committees, task forces or processes 
where a small number of professors and 
managers work together on a specific topic 
(see Figure 5).

Figure 3:  
The evolution of the academic leadership plane 
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Human complexity aboard the academic 
leadership plane

Academic and non-academic colleagues have 
to co-operate and work efficiently with each other 
in all of these planes. Academic literature and 
interviews confirmed that academic and non- 
academic colleagues differ on the five dimensions 
or core concerns: appreciation, affiliation, 
autonomy, status and role. These differences 
come mainly from the specificity of the academic 
career compared to professional careers.

These differences can generate negative 
emotions, cause difficulties in establishing 
good dialogue and building constructive 
solutions. They have to be actively managed to 
enable the formation of the multiple academic 
leadership planes flying within an institution. 

Only a high degree of awareness of these 
differences in core concerns and of their origin 
can help improve negotiations, relationships in 
general and an understanding of the importance 
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of emotions in these relationships. The cultural 
preference for compromise and consensus in 
academic institutions and business schools rather 
than authoritarian decision making makes the 
understanding and management of possible 
obstacles even more essential.

A better awareness of the five core concerns 
for each community can help to mitigate 
obstacles such as excessive self-centred 
perspectives (academic v economic), automatic 
ways of thinking and behaving (conservatism), 
and strong negative emotions or insufficient 
social skills (conflicts). 

Interviews confirmed that, through learning 
and experimentation, senior administrators and 
academic deans can learn how to play a crucial 
role as intermediaries between the academic 
world, economic realities and external stakeholders. 
It requires newly appointed academic deans  
to change some of their past perceptions as 
professors uninvolved in management and  
learn how to manage a team, which differs from 
managing students. It also requires newly recruited 
professional managers to understand and adapt  
to the academic culture, especially in terms of 
decision-making processes and communication, 
which differs from the corporate environment. 

In both cases, this adaptation process can be 
tough and frustrating. Nevertheless, the presence 
of such seasoned academic and professional 
administrators in large academic institutions 
will remain a key condition for cohesion and 
long-term success. 

Under the captaincy of the dean, they have  
the capacity to behave as a solid cockpit team in 
order to preserve the integrity of the academic 
leadership plane and keep it on course in any 
future turbulence in the same way that the oldest 
academic institutions and universities have 
been able to survive, adapt and flourish over 
many centuries.

Piloting the academic leadership plane | Eric Ponsonnet

Figure 4:  
Conflicting wind directions can create turbulence for the academic leadership plane 
 

Figure 5:  
The academic leadership squadron  
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The global 
workplace –  
a compassion-
free zone? 
Michael Jenkins outlines a new initiative to convince managers 
that compassion and caring are not ‘pink and fluffy’ irrelevances 
but key tools for business success
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The global workplace – a compassion-free zone? | Michael Jenkins

A t a conference recently I gave a presentation 
on Roffey Park’s research into caring and 

compassionate leadership. I was struck by the 
feedback I received from a group of three men 
during the coffee break following my talk. 

One was enthusiastic about what he had heard 
whereas the other two, both of whom were from 
the same international organisation, looked less 
certain. I suggested that they were not convinced 
by my arguments or by our model of compassion 
in the workplace and asked what they did not like. 

Their answer surprised me. They said that it 
was not a question of liking or disliking either the 
content of my talk or the model. Their problem 
was that they had reflected on their own 
workplace and come to the rapid conclusion that 
as far as compassionate working was concerned, 
their organisation was about as far removed from 
a caring environment as it was possible to be. 

“You see”, they said dolefully, “the leadership in 
our place is highly political, cut-throat, narcissistic 
and aggressive. Our boss falls into your 
description of a classic corporate psychopath. 
He is a nightmare to work with. How on earth 
would we even begin to change such a culture? 
It exhausts us just thinking about it.” 

This remark set me reflecting about how the 
development of a caring and compassionate 
workplace is not something that can happen in 
the blink of an eye. Nor will it happen without 
people taking an active decision to change what 
they do not like about their workplace. To be even 
more specific: people who are not in leadership 
positions are going to find it harder to influence 
the corporate culture in a way that encourages 
people to be more compassionate in the 
workplace. They can help support organisational 
initiatives to make work time a better experience 
for all – but, to my mind, the lead has to be taken 
by managers and leaders from the outset. 

Leaders (and not just the CEO and top team) 
are the ones who set the tone for the way  
the organisation is going to be. That means that 
leaders have to be convinced of the need to either 
massively upgrade the level of compassion in the 
workplace or build further and faster on any good 
work that might already have been done or 
work that has just been initiated. 

But why should we care about compassionate 
workplaces? After all, it sounds like a lot of hard 
graft.

Here are three key words as a starting point, 
even an encouragement to action:

• Engagement
• Productivity
• Results 
We need to work a lot harder than we are 

currently to encourage people to associate these 
items with the word “compassion”. At the 
present time the majority of managers in most 
organisations around the world suffer from what 
we might term “compassion blockers”. 

First and foremost, they associate compassion 
with something that is pink and fluffy, as it is 
thought of in the workplace at the moment, 
not something that real managers should 
concern themselves with. Why? Well, compassion 
at the moment infers kindness or softness, 
which in turn links in many people’s minds 
with the dreaded word “weakness”. We know 
from our work on compassion that people are 
anxious about being seen as a soft touch if they 
are “too compassionate” with their people. 

Questions arise such as: 
“How can I hold them accountable if I’m 

compassionate?” 
“If I enquire too closely about what I sense 

are problems in their lives, won’t that open up 
a Pandora’s Box of issues that I just don’t need 
to be dealing with at the moment?” 

“Can’t they just sort themselves out? I’ve got 
my own problems so I don’t need more from 
other people.”

People who are not in leadership 
positions are going to find it harder  
to influence the corporate culture,  
they can help support organisational 
initiatives, but the lead has to be  
taken by managers and leaders from 
the outset
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Compassion in the workplace means that 
you are alive to the suffering of others,  
you have the personal resilience to 
undertake a set of compassionate acts,  
you do not judge people and you actually 
do something about the suffering of others

And the list of compassion blockers goes on. 
What this tells us is that people need to be 

supported to become more compassionate; some 
need convincing that it is, in fact, the right thing to 
be doing; others need encouragement that as 
they exhibit compassion so then will others show 
compassion to them when they themselves 
are suffering or in need. A virtuous circle of 
compassion is what is required. 

At Roffey Park we are clear that compassion 
is an active thing. Doing something about 
someone’s suffering involves action and this is 
where we can differentiate between empathy 
(which is, of course, a good and desirable thing) 
and compassion. Empathy can mean people 
thinking: “I’m really sorry about your issues/your 
predicament – all the best! (But you’re on your 
own on this one, mate!).” 

Whereas compassion in the workplace means 
that you are alive to the suffering of others, you 
have the personal resilience to undertake a set of 
compassionate acts, you do not judge people 
(you do not think: “your problem is of your own 
stupid making, sort yourself out”) and you actually 
do something about the suffering of others. 

This way of looking at compassion (specifically 
in the context of the workplace) is based on five 
constructs which form the basis of Roffey Park’s 
new “Compassion in the Workplace Index” (see 
Figure 1).

It is this “doing something about it” that makes 
our vision of compassion in the workplace a 
really compelling thing. We know from numerous 
studies that happy workplaces where people feel 
respected and valued are the ones that can look 
forward to better business results or outcomes. 

Conversely, we know that workplaces that 
are compassion-free zones are populated with 
people who are constantly on the verge of 
burn-out, where interpersonal relationships are 
fractious and stressful, and where staff turnover 
is likely to be very high. 

Figure 1:  
Compassion in the Workplace Index

Roffey Park's  
Compassion in the 
Workplace Model

Non Judgemental

Empathic

Appropriate 
Action

Alive to the 
suffering of 

others

Tolerating 
personal distress



45

ABOUT THE AUTHOR

Michael Jenkins is Chief Executive of Roffey Park (UK and Singapore). 
With Meysam Poorkavoos, project leader of the “Compassion in the 
Workplace Index”, he will be launching the new compassion tool in 
June 2016 (www.roffeypark.com/cwi

We know that workplaces that are 
compassion-free zones are populated 
with people who are constantly on the 
verge of burn-out, where interpersonal 
relationships are fractious and stressful, 
and where staff turnover is likely to be 
very high

In the many conversations we have had  
with our participants on programmes, seminars, 
workshops and conferences, we know that people 
are interested in finding out more about making 
the workplace (that part of their life where they 
spend so much time) a much better place to be. 
This is why we want to underscore the idea that 
compassion is not a woolly thing; in fact, it lies at 
the heart of engagement, which in turn – if you 
can get it right – has some fantastic outcomes 
(productivity and going the extra mile being just  
a couple in addition to well-being, high levels of 
energy and commitment). 

The astonishing thing for us is that it is not 
just sectors where you might expect compassion 
to be absent (certain financial services functions, 
as reported to us by people working in those 
areas) but, worryingly, in the so-called “caring” 
industries too (and not just hospitals and care 
homes) but also in domestic and international 
charities where caring has become a thing that 
you do rather than a thing that you feel. 

I was stunned when a group of people  
from a major humanitarian organisation said: 
“Oh, we don’t do compassion. We’re too busy 
caring for people”. These same individuals later 
shared with me this salutary reminder: “We 
have completely forgotten about compassion. 
This is very sad when we reflect on the fact that 
it was compassion that was the main driver for 
all of us to join the organisation in the first place, 
all those years ago”. 

From this we can surmise that organisations 
might have been compassionate places in the 
past but that the culture has morphed into 
something else. Organisational compassion 
needs us to be constantly working at it.

So where does this leave us? 
To our minds there is a lot more work to be 

done in terms of understanding compassion in 
the workplace and its related topic areas of self- 
compassion and organisational compassion. 

At Roffey Park we have made a start we hope 
will help support those people in the workplace 
who are convinced, as we are, that more caring, 
more generous and more compassionate 
organisations are not just a pipedream; that 
with hard work, a committed leadership and  
the generation of some internal corporate 
momentum around compassion we do indeed 
have the potential to make some big changes  
for the better.

The global workplace – a compassion-free zone? | Michael Jenkins
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The world is facing many complex issues that threaten our 
collective wellbeing and prosperity. Cecilie Hultmann asks 
how these risks will affect the future business landscape. And 
can they be turned into opportunities for business innovation?

Sustainable 
business
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The future of Spaceship Earth
Last year (2015) was a milestone in terms of 

international governance and provided the world 
with much needed clarity on the regulatory and 
legal roadmap for the sustainable development 
of global society. 

The Paris Climate Agreement in December 
2015, although not ambitious enough to reach 
the 2ºC target, can be seen as a breakthrough in 
battling climate change. Not least, it sends strong 
political signals to the finance and business 
community that shifting to green and sustainable 
investments is now a safe bet.

Equally important was the unanimous 
adoption of the 17 Sustainable Development Goals 
(SDGs) by world leaders at the United Nations  
in September, ushering in a new development 
paradigm for the world. Setting a strategic 
direction for the development of the world 
towards 2030, the goals are comprehensive,  
cover a wide range of economic, environmental 
and social issues and set ambitious and concrete 
targets on everything from biodiversity and energy 
use to gender equality and hunger.

As the goals will be reflected in national action 
plans and drive regulation and policy development 
at the national level, the expectation is that they 
will have major implications for the rules of the 
game governing the global marketplace.

Despite the tremendous progress seen over 
the past century in many aspects of human 

development, our current economic, political and 
societal models fail to deliver adequate solutions 
to the growing risks and pressures surrounding us. 
Change is urgently needed if we are to achieve 
a safe and sustainable future for human kind. 

 “Change” may mean either degradation or 
“upgradation” of life as we know it. And as with 
any period of great transformation it will involve 
as many deaths as new beginnings: deaths of 
old systems, models, technologies and ways  
of thinking; and births of entirely new ways of 
thinking, ways of living and not least ways of 
doing business. 

Change famously represents both risks  
and opportunities. The evidence is strong that 
companies that invest early in understanding how 
changing societal risks may affect their business – 
and build adaptive and flexible organisations suited 
to meet new needs – will be positioned as  
the winners of the future. For these companies, 
change represents opportunity. 

2ºC
The Paris Climate Agreement 
in December 2015, although 
not ambitious enough to 
reach the 2ºC target, can  
be seen as a breakthrough  
in battling climate change

17
Equally important was the 
unanimous adoption of the 
17 Sustainable Development 
Goals (SDGs) by world 
leaders at the United Nations 
in September, ushering in a 
new development paradigm 
for the world

The Paris Climate Agreement, December 
2015, sends strong political signals to 
the finance and business community 
that shifting to green and sustainable 
investments is now a safe bet

Sustainable business | Cecilie Hultmann
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The SDGs are unique in the sense that they 
provide a framework relevant and applicable for 
both public and private actors and developed 
and developing nations. However, to guide 
action in an effective and targeted manner, 
knowledge of where we are on track to achieve 
the goals and where global society face the 
greatest risks is crucial.

This is what DNV GL has sought to explore 
in its recent project The Future of Spaceship 
Earth. In this study, we present a “most likely 
future” forecast of what will happen on our 
planet through to the middle of this century 
 if no extraordinary action is taken. 

Using a dynamic forecasting model, we assess 
the likelihood that the world – broken down  
by five global regions (based on commonalities 
in terms of countries’ performance on key 
economic, social and development indicators) – 
¬will meet both goals. The regions are: US, China, 
OECD (minus the US, Turkey and Mexico), BRISE 
(Brazil, Russia, India, South Africa and 10 emerging 
economies) and Rest of the World.

According to the report, none of the SDGs  
will be reached in all five regions. Human 
development goals generally score higher and 
environmental goals generally score lower. 
Achievement is most likely for the goals related  
to hunger, health and education. Achievement  
is least likely for the goals related to consumption, 
climate change and income inequality. 

As such, the prediction is that the world in 2050, 
viewed from a human development perspective, 
is a better world whereas the world from an 
environmental perspective is more challenging. 

As expected, there are large regional differences 
in the likelihood of achieving the SDGs. Whereas 
advanced economies (OECD and US) will reach 
most goals, they face significant risks in the areas 
of consumption and climate goals. China will 
resemble OECD and achieve many of the 
SDGs. In spite of progress in many areas, the 
Rest of the World category and the emerging 
BRISE economies will fail to achieve most goals.

Adapting to a Changing Reality: Business 
is Gearing Up

If we are achieve the ambitious SDGs, two 
things become strikingly clear: 

 • Without extraordinary effort in many areas, 
the world will fail to meet the goals, with 
potentially disastrous human, environmental 
and economic consequences
 • All actors in society, including business, must 
contribute to the solution. The complex and 
cross-border nature of many of these risks 
mean that collaboration is vital to success 
In the most comprehensive study of 

sustainable business practices to date, IMPACT: 

Transforming Business, Changing the World (DNV 
GL and the UN Global Compact 2015) found that 
business is indeed gearing up for the challenge. 
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Looking at changes in the global economy in the 
past 15 years the study concludes that business is 
taking on a much greater responsibility for social 
and environmental challenges than ever before 
and that sustainability today has become a part 
of the mainstream global business agenda. 

The report shows that sustainable business 
practices are penetrating all markets and 
geographies and uptake has grown exponentially 
in the past 15 years. Today, 25% of the world’s 
largest companies (Fortune 500) are signatories 
to the UN Global Compact – the world’s largest 
corporate sustainability initiative – committing 
their companies to embed 10 universal principles 
in the areas of human rights, labour standards, 
environment and anti-corruption into their 
businesses’ strategies and operations. 

Our study also finds a monumental shift  
in companies’ disclosure of sustainability 
performance since 2000. Today, 79% of Fortune 

500 companies issue some form of sustainability 
report. This reflects the growing recognition of 
the relationship of sustainability issues to business 
performance and the increasing expectations  
of stakeholders that companies will measure, 
manage and report on their impacts on society 
and the environment. 

Looking at drivers in the corporate operating 
environment there is no doubt that business 
will be expected to manage the sustainability 
risks in the future. Today, investors representing 
more than $45 trillion in assets are backing the 
Principles for Responsible Investment, shifting 
capital flows towards sustainable technologies 
and solutions. Also, 31% of all publicly listed 
companies are traded on a stock exchange 
participating in the Sustainable Stock Exchanges 
initiative.  

However, talk needs to be translated into 
impact and action on the ground and a radical 
transformation is needed in finance and business 
so that all companies align their operations and 
strategies with the SDGs. Achieving the goals will 
be good for the environment, good for society 
and good for business.

25%
Today, 25% of the world’s 
largest companies (Fortune 
500) are signatories to the 
UN Global Compact the 
world’s largest corporate 
sustainability initiative

Talk needs to be translated into impact and action on the ground 
and a radical transformation is needed in finance and business 
so that all companies align their operations and strategies with 
the SDGs. Achieving the goals will be good for the environment, 
good for society and good for business

79%
79% of Fortune 500 
companies issue some 
form of sustainability  
report, reflecting the 
growing recognition  
of the relationship of 
sustainability issues to 
business performance

Sustainable business | Cecilie Hultmann

CASE: 
A Look at the Global Food Crisis: 
Smart Farming as the Top Opportunity

The global food system is dysfunctional. 
While there is enough food today to feed 
everyone on this planet, 795 million people 
still go to bed hungry every night. In other 
parts of the world, obesity is rising. Thirty per 
cent of the food produced never reaches  
a human stomach. Opportunities to fix  
the broken food system are numerous  
and urgently needed. 

In 2016, smart farming emerged as the 
top opportunity in the Global Opportunity 
Report, referring to the development of 
more sustainable and efficient production of 
food using technology and digital solutions. 
Smart farming holds the potential to 
transform how we produce food, and it  
is a mature opportunity, adaptable across 
geographies and scale, and with readily 
available solutions in the market. The 
opportunity is driven by a mix of resource 
scarcity and digital solutions, encouraging 
farmers to use technology to targets inputs.
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Using global risks to innovate: nurturing 
the opportunity mindset

To achieve the SDGs and safeguard the future 
prosperity of humanity, we need to harness the 
resources and capabilities of all actors in society. 
Understanding the risks, but also the opportunities, 
involved in this transition towards a more sustainable 
future is key to the survival of any organisation.

This is the core of the Global Opportunity 

Report ( DNV GL, Monday Morning Institute and 
UNGC, 2015/2016) project where we seek to instill 
a new mindset in the global business community 
to look at societal risks from an opportunity 
perspective – encouraging business leaders to 
think about how they can contribute through 
developing new business models, technologies, 
products and services. 

Every year, five global risks are selected and, 
through an extensive global consultative process, 
we turn these into 15 concrete opportunities 
where there is a potential for business to generate 
profit while at the same time meeting societal and 
planetary needs. 

For every opportunity, the report highlights 
concrete solutions that illustrate how business is 
already solving complex societal and environmental 
challenges through its core business operations.  
We believe the potential is enormous. If the global 
business community can be mobilised to look at 
the impacts and opportunities stemming from their 
operations and start developing solutions based on 
a critical societal need, the transformation to a safer 
and more sustainable future will be rapidly scaled. 

Redefining value: business becoming  
a force for good

Our conception of what creates value changes 
constantly. Today, sustainability offers vast 
opportunities in the broadest sense: for business  
to regain trust and generate long-term value and 
prosperity; for governments to show stewardship 
and truly fulfil their public mandates; and for people 
to thrive on a planet that is safer, fairer and more 
vibrant and that holds great promise for the future. 

Sustainability is not about limitations or 
constraints or having to make big sacrifices today 
to secure some vague benefit in the distant future. 

Quite the opposite. Sustainability is about 
letting creativity, ingenuity and entrepreneurship 
flourish. It is about having the courage to let new 
ideas, innovative technologies and new ways of 
doing things come to life. But more than anything, 
sustainability is about taking a leap forward and 
realising the full human potential. 
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The green coastal shipping programme:  
the world’s most environmentally-friendly fleet

Through the Green Coastal Shipping Programme Norway has 
established a joint programme between government and industry 
to create the world’s most effective and environmentally friendly 
fleet of coastal vessels. The programme is aiming to revolutionise 
the way coastal shipping operates, converting fleets to run partly or 
entirely on batteries, liquified natural gas (LNG) or other green fuels.

The most prominent development  
is the fact that corporate sustainability 
has progressed from being a moral 
obligation or argument to making 
business sense. The ability for a 
business to grow and perform well  
in the long-term depends on the 
collective well-being of the society  
in which it operates
PAUL BULCKE, CEO Nestle (from IMPACT)
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Raymond Saner and Lichia Yiu argue that despite worrying times, 
initiatives such as the sustainable development goals, responsible 
business conduct and business diplomacy management can 
provide a winning formula for shared prosperity

Looking on 
the bright 
side
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Looking on the bright side | Raymond Saner and Lichia Yiu 

We easily get overpowered today by bad 
news, ranging from terrorist attacks through 

desperate mass migration to deep-seated 
corruption in business and politics. 

It is easy to feel overwhelmed by so much bad 
news and feel powerless, hopeless and helpless. 
Consequently we are tempted to become cynical 
about our political and economic system and 
its leadership. 

But while it is true that we are in a worrisome 
state of affairs, we should also focus our attention 
on areas of good news. There are a good number 
of promising constructive developments that we 
should include in our assessment of today’s world 
affairs. These new developments also call on 
innovative responses from the corporate world 
to step up to the challenge of making it a better 
place. 

GLOBAL TREND 1:  
Sustainable development goals

After two years of intense and difficult 
negotiations, 193 countries signed up to 
sustainable development goals (SDGs) in 
September 2015 in New York. World leaders 
pledged their commitment to 17 SDGs, including 
ending extreme poverty, fixing climate change, 
and fighting inequality and injustice, in a bid  
to attain an equitable, more prosperous and 
sustainable world for all. 

The SGDs are intended to stimulate sustainable 
and equitable growth during the next 15 years  
in areas of critical importance and are based on 
an integrated development approach consisting 
of three interconnected dimensions (economic, 
social and environmental sustainability). In order  
to achieve these goals, structural economic 
transformation is needed in order to support the 
transition to a green and sustainable economy. 

According to the Council of the European 
Union, this framework should “consist of a single 
set of clear goals, which are ambitious, evidence- 
based, achievable, action-oriented, limited  
in number and easy to communicate, with 
measurable targets and indicators which are both 
qualitative and quantitative and which should be 
reviewed and monitored to ensure transparency 
and accountability”. (Council of the European Union 
(2013), “The Overarching Post 2015 Agenda”.)

To turn these ambitious goals into reality by 
2030, countries need to work together to build 
the practical tools that enable them to opt for  
a multidimensional approach to the challenges 
and opportunities spurred by this commitment. 
This means concurrently targeting multiple policy 
objectives (sustainability, equity, growth and 
well-being as a whole), taking a cross-cutting  
and integrative view rather than sector-based 
lenses to analyse competing challenges and  
their drivers, and considering compatibilities  
and complementarities between different 
policy options.

As one of the crucial pillars of modern society, 
business is expected to do its part in implementing 
this transformative agenda.

The process of arriving at the 2030 
development agenda was led by UN member 
states with broad participation from civil society 
stakeholders. It was a unique undertaking of 
intense bargaining and determination by hundreds 
of parties – governments, business and civil 
society – from all over the world. The 17 SDGs 
are presented in Annex 1 on page 35.

Of particular importance for business is SDG 
17 and its subordinating targets 17.16 and 17.17, 
which state: 

 17.16 Enhance the global partnership for 

sustainable development, complemented by 

multi-stakeholder partnerships that mobilize and 

share knowledge, expertise, technology and 

financial resources, to support the achievement 

of the sustainable development goals in all 

countries, in particular developing countries 

 17.17 Encourage and promote effective public, 

public-private and civil society partnerships, 

building on the experience and resourcing 

strategies of partnerships

As a partner in achieving these SDGs, 
companies large or small, transnational or local, 
are invited to develop collaborative relationships 
with non-business stakeholders embedded in the 
same spatial system to achieve collective impact 
and sustainability of the local structure. Business 
diplomacy is the management function that 
liaises between the strategic objectives of the 
company with the social and environmental 
demands of the community. A new space for 
such collective impact, beyond buying and 
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responsible business conduct in existence today. 
The governments that adhere to these guidelines 
aim to encourage the positive contributions 
multinationals can make towards sustainable 
development and to minimise the difficulties their 
operations may produce.

Multinational enterprises operating in or from 
adhering countries need to comply with this set 
of recommendations on responsible business 
conduct. Representatives of business, trade unions 
and non-governmental organisations participate 
in this process through the OECD Business and 
Industry Advisory Committee (BIAC), the OECD 
Trade Union Advisory Committee (TUAC), and 
OECD Watch. In other words, the guidelines are 
implemented by the signatory governments 
with support from the representatives of three 
main stakeholders in the economy and society, 
namely, governments, business associations and 
labour unions. 

The guidelines are part of the 1976 OECD 
Declaration on International Investment and 
Multinational Enterprises, a policy commitment 
by adhering governments to provide an open 

What is needed is a corporate 
environment that encourages sustained 
good business behaviour, discourages 
opportunistic short-cuts and reinforces 
basic good corporate citizenship

selling, needs to be co-created by effective 
intervention through business diplomacy.

GLOBAL TREND 2:  
Responsible business conduct

Many enterprises in industrialised countries 
have embraced corporate social responsibility 
(CSR) since the late 1990s. Besides pledging their 
commitments through Global Compact or other 
alliances, companies have implemented many 
projects to help their fellow citizens improve their 
precarious circumstances, particularly 
communities and people suffering from handicaps 
of all sorts or who are in disadvantaged positions 
not of their own choosing (for example, ethnic or 
religious minorities, women being discriminated 
against, or children suffering from poverty and 
learning disabilities). 

Many CSR projects are very laudable and have 
achieved their stated objectives. However, even 
the best CSR projects might be scrapped for 
short-term gains (cost-cutting to increase profits, 
for example). What is needed is a corporate 
environment that encourages sustained good 
business behaviour, discourages opportunistic 
short-cuts and reinforces basic good corporate 
citizenship.

Such an environment has been created by  
the OECD Guidelines on Responsible Business 
Conduct, which are the first inter-governmental 
instrument to hold enterprises to account for their 
overall management decisions. The guidelines 
integrate the second pillar of the UN framework 
on business and human rights into their business 
code of responsible conduct (see Annex 2). 

The OECD guidelines are also the first to adopt 
the UN Guiding Principles’ concept of risk-based 
due diligence for human rights impacts and 
extend it to all major areas of business ethics, 
according to Professor John G Ruggie, Special 
Representative of the UN Secretary-General for 
Business and Human Rights, in 2011.

In addition, the “OECD Guidelines for 
Multinational Enterprises on Responsible Business 
Conduct” are the most comprehensive set  
of government-backed recommendations on 
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34
Thirty-four OECD countries 
have subscribed to  
the guidelines so far...

12
...and 12 Non-OECD 
countries, with more 
planning to join and align 
their enterprises with basic 
and sustainable principles 
of good corporate conduct

and transparent environment for international 
investment and an environment to encourage 
the positive contribution that multinationals can 
make to economic and social progress. The 
guidelines aim at balancing an open investment 
climate coupled with responsible conduct by 
enterprises. 

Adhering countries are obliged to set up 
National Contact Points (NCPs) to further the 
effectiveness of the guidelines by undertaking 
promotional activities, handling inquiries, and 
providing a mediation and conciliation platform 
for resolving issues. This makes the guidelines 
the only international corporate responsibility 
instrument with a built-in grievance mechanism. 
Thirty-four OECD countries and 12 Non-OECD 
countries have subscribed to the guidelines so 
far and more are planning to join and align their 
enterprises with basic and sustainable principles 
of good corporate conduct.

Like the SDGs, the OECD guidelines are 
non-binding and voluntary but carry the power of 
conviction and scope, which make them uniquely 
important for the future of our economies and 
societies. The OECD Guidelines consist of 11 
elements (see Annex 2, page 57).

Looking on the bright side | Raymond Saner and Lichia Yiu 

 
ANNEX 1:  
SUSTAINABLE DEVELOPMENT GOALS 

GOAL 1. End poverty in all its forms everywhere
GOAL 2. End hunger, achieve food security and 
improved nutrition and promote sustainable 
agriculture
GOAL 3. Ensure healthy lives and promote 
well-being for all at all ages
GOAL 4. Ensure inclusive and equitable 
quality education and promote lifelong 
learning opportunities for all
GOAL 5. Achieve gender equality and empower 
all women and girls
GOAL 6. Ensure availability and sustainable 
management of water and sanitation for all
GOAL 7. Ensure access to affordable, reliable, 
sustainable and modern energy for all
GOAL 8. Promote sustained, inclusive  
and sustainable economic growth, full and 
productive employment and decent work for all
GOAL 9. Build resilient infrastructure, promote 
inclusive and sustainable industrialisation and 
foster innovation
GOAL 10. Reduce inequality within and among 
countries
GOAL 11. Make cities and human settlements 
inclusive, safe, resilient and sustainable
GOAL 12. Ensure sustainable consumption 
and production patterns
GOAL 13. Take urgent action to combat climate 
change and its impacts
GOAL 14. Conserve and sustainably use  
the oceans, seas and marine resources for 
sustainable development
GOAL 15. Protect, restore and promote 
sustainable use of terrestrial ecosystems, 
sustainably manage forests, combat 
desertification, and halt and reverse land 
degradation and halt biodiversity loss
GOAL 16. Promote peaceful and inclusive 
societies for sustainable development, provide 
access to justice for all and build effective, 
accountable and inclusive institutions at all levels
GOAL 17. Strengthen the means of 
implementation and revitalise the global 
partnership for sustainable development.
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GLOBAL TREND 3:  
Business diplomacy management –  
a strategic function in implementing  
SDGs and OECD guidelines

Implementing the 17 SDGs goals and the  
11 articles of the OECD guidelines cannot be 
achieved through a “business as usual” approach. 
How to implement such broad and deep 
commitments requires abilities to engage external 
counterparts constructively and — equally 
importantly — the ability to convince actors within 
enterprises to agree to implement such a code  
of conduct and to form partnerships with non- 
business counterparts. 

Business diplomats are best qualified to meet 
these complex and important business challenges 
and relationships and to nurture a business culture 
that supports, leads and cajoles multinationals to 
orient their business policies and activities towards 
an overall balance of diverse business objectives 
while at the same time respecting codes of 
conduct such as the OECD guidelines and 
contributing to the best of their abilities to  
help society achieve SDGs, particularly SDG 17. 

These objectives and obligations are at times 
in opposition with each other and at other times 
coalesce towards achieving a sustained business 
that is based on publically agreed criteria of good 
conduct.

Multinational enterprises have to ensure a 
delicate balance between wealth creation and 
social engagement — in other words moving 
from “business as usual” to “business with ethics” 
and from being a corporate “raider” to becoming 
a corporate “resident”. This is the operational 
space within which business diplomats can  
play an important strategic role in establishing a 
collaborative relationship with the communities 
where multinational operations are being 
conducted.

Business diplomats will need to help their 
multinationals to navigate between defending 
their legitimate interests while also helping 
them to address the legitimate concerns of 
non-business stakeholders. How to facilitate 
such a new model of conducting international 

17
There are 17 general polices 
of the OECD guidelines,  
11 of these policies fall  
very much within the 
domain of business 
diplomacy competence

Mankind is facing a multitude of 
challenges that at times look bleak and 
difficult to overcome by conventional 
means. There is indeed a need for  
new thinking and new solutions

business that is based on a form of social contract 
is crucial for social sustainability and eventually  
for the bottom line but this needs to be designed 
and implemented without jeopardising the 
multinationals' business fundamentals or 
disregarding the equally legitimate expectation  
for a return on investment. This balancing act 
requires a new set of competences that are 
normally not part of the toolbox of a traditional 
business executive. (See Raymond Saner, Lichia 
Yiu and Mikael Sondergaard, ‘Business Diplomacy 
Management: A Core Competency for Global 
Companies’, Academy of Management Executive, 
vol. 14, no. 1,2000, pp. 80-92.) 

Business diplomacy management (BDM) 
pertains to the strategic management of interfaces 
between an enterprise and its external non- 
business counterparts (NGOs, CSOs, international 
organisations, and national and local 
governments) that have an impact on its 
reputational capital and licence to operate. BDM 
functions to strengthen an enterprise’s ability to 
shape and influence its operational environment 
and to foster an internal narrative supportive of 
constructive interchange with that environment.

BDM is particularly suited to deal with OECD 
guideline compliance and complaints. The 
General Policies are the core guiding principles 
of the guidelines and are listed under section II. 
In total there are 17 General Policies that 
multinational should take fully into account in 
the countries in which they operate and where 
they should also consider the views of other 
stakeholders. Of the 17 general polices, there 
are 15 “should” (mandatory) and two 
“encouraged” (optional) policies. Seen from the 
BDM perspective, 11 of the 17 policies fall very 
much within the domain of business 
diplomacy competence (See Saner, R; Yiu, L, 
(2014) “Business Diplomacy Competence: A 
Requirement for Implementing the OECD’s 
Guidelines for Multinational Enterprises”, the 
Hague Journal of Diplomacy 9 , Brill Nijhoff; 
Leiden, pp.311-333)
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Conclusion
As noted above, mankind is facing a multitude 

of challenges that at times look bleak and difficult 
to overcome by conventional means. There is 
indeed a need for new thinking and new solutions. 
The SDGs and the OECD guidelines offer a great 
opportunity for the business community to 
overcome the current impasses and crises 
through socio-economic innovations. In order 
to grasp these opportunities, business needs 
support from “business diplomats” to transcend 
narrow mind sets and old paradigms. 

To meet the sustainability challenges facing 
mankind, production of goods and services needs 
to become sustainable. With its competence in 
organisation and management, business can 
aim higher to become the catalyst and partner 
in making our societies more equitable, inclusive, 
participatory and caring. This is possible if a 
designated actor within the corporation focuses 
on mitigating conflicting priorities and imperatives 
and brings internal and external stakeholders to the 
table to finding novel solutions and approaches to 
conducting business and fostering partnerships. 

This is possible if we fully support the SDGs, 
stick to the OECD guidelines and use business 
diplomacy to reach out to non-business 
stakeholders – the democratic majority and 
potential consumers.

BUSINESS DIPLOMACY MANAGEMENT 
AREAS OF ACTIVITY
•  Participating in cross-sector social interactions with local and international 

NGOs and CSOs (including CSR projects, the UN’s Global Compact, 
and private-public-social partnerships)

•  Joining in international negotiations by state and non-state actors to 
ensure successful inclusion of defensive and offensive business objectives 
(such as free-trade agreements, regional trade agreements, bilateral 
investment agreements and multilateral environmental agreements)

•  Influencing standard-setting organisations to ensure inclusion of a 
multinational’s core business activities including patents and intellectual 
property, labour standards, OECD guidelines, and OECD tax and financial 
accounting requirements

•  Building non-business social networks for engagement and outreach
•  Internal briefing on public perception of the corporate image and 

demands for benefits sharing

ANNEX 2:  
ELEMENTS OF THE OECD GUIDELINES 
FOR RESPONSIBLE BUSINESS CONDUCTS
I.  Concepts and Principles
II.  General Principles
III.  Disclosure
IV.  Human Rights
V.  Employment and Industrial Relations 
VI.  Environment
VII.  Combatting Bribery
VIII.  Protect Consumer Interests
IX.  Science and Technology
X.  Competition
XI.  Taxation

15
Of the 17 general polices 
there are 15 “should” 
(mandatory) policies  
and two “encouraged” 
(optional) policies
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Howard Thomas, Michelle Lee, Lynne Thomas  
and Alexander Wilson ask if Africa can (and should) 
develop its own style of management education

Does Africa  
need an “African” 
management 
education model?
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Does Africa need an “African” management education model? | Howard Thomas, Michelle Lee, Lynne Thomas and Alexander Wilson

T he African approach to management 
education has been shaped by a range of 

environmental, cultural, contextual and regional 
characteristics.

Africa is by any measure a massive, multi-
cultural, multi-lingual continent offering the 
promise of significant economic growth in the 
longer term. The environment is characterised by 
volatility, uncertainty, complexity, ambiguity and, 
often, disruptive change. Despite this, some African 
states have tried to adapt and formulate a range  
of strategies for economic growth management 
and the development of international and 
inter-regional trading opportunities arising from 
globalisation.

Existing evidence suggests that African 
management educators have tried to adopt  
a pragmatic perspective that emphasises 
management practices and somewhat 
de-emphasises strong analytical rigour and  
the pursuit of scientific management research, 
which offers little immediate practical 
relevance for a managerial audience. 

They also prefer a closer relationship with 
business and practice and favour a faculty role 
as teacher-first, offering a blend of practical 
experience and knowledge to students. 

Only a relatively few elite schools in Africa have 
an orientation and resource profile that matches, 
or even approaches, the best American and 
international business schools. Yet these African 
schools have an international mindset that 
involves a strategic intent to achieve international 
accreditation and favourable media rankings. They 
stand in almost complete strategic isolation from 
the “rump” of basic, vocationally oriented African 
business schools.

However, individual countries and regions such 
as Southern Africa, East Africa, West Africa and 
francophone North Africa are all very different  
and do not conduct business or even run business 
schools in the same way. This suggests that  
a range of different forms of business school is  
to be found across Africa. Further, they should  
not necessarily be thought of as carbon copies of 
models from distinctly different contexts such as 
the US or Europe. 
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Although there are differences across 
Africa, there may nevertheless be some 
similarities that can be integrated across 
cultures to synthesise a 'set of features 
and issues' that could form an African 
management education model

African countries and their business schools 
are developing, and will certainly continue to do 
so, at different rates of growth. Collaboration 
between them will improve and partnerships 
with international schools may also provide  
a useful source of advice and expertise. 

Although there are differences across Africa, 
there may nevertheless be some similarities that 
can be integrated across cultures to synthesise 
a “set of features and issues” that could possibly 
form the elements and content of an African 
management education model.

 Is an African model of management 
education realistic?

As part of our research we interviewed leading 
management educators and stakeholders – all of 
whom had close associations with Africa. One 
question we asked them was:

Is it realistic to think in terms of an “African 
model” for management education? If not, what 
local adaptations might be appropriate? How easy 
might it be to develop these?

The first part of this question yielded a variety 
of responses from “yes”, “no” and “yes, if…”,  
the latter being the views of respondents who 
indicated that there could be some form of 
“African model” for management education if 
certain adaptations were made. A small minority 
of respondents claimed that it was realistic to think 
in terms of an African model for management 
education. Slightly less than half of respondents 
said that it was not realistic to conceive of an 
African model for management education.

Figure 1 summarises the relative strength  
of the various responses:

What themes are evident in comments about 
an African model?

Given the roughly 50/50 split between those  
in favour and those arguing against an African 

A need to contextualise 
management education

Management education 
requires adaptation

Management is a universal 
construct

Requires leadership to 
establish an African model

The Western model is  
too dominant

Management is a local 
construct

The African model requires 
definition

The African models require definition

Requires leadership to establish an African model

A need too contextualise management education

Management is a universal construct

Management education requires adaptation

The Western model is too dominant

Management is a local construct

No, there is not an African model Yes, there is an African model

26% 

22% 

22% 

9% 

9% 

9% 

3%

Figure 1:  
Is it realistic to think in terms of an “African model” 
for management education?

No 

42%

Figure 3:  
Themes underpinning an African model of Management Educationl

Figure 2:  
Key themes and perceptions of an African model
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model, it is important to outline the main themes 
in the interviewees’ comments and to understand 
their logic and rationale. These themes underlie 
the propositions and perspectives put forward in 
the discussion and are summarised in Figure 2.

The most dominant theme was whether 
(or not) African schools can contextualise 
management education to produce a national, 
regional or broader African model. The next 
theme of adaptation is closely connected with 
this. It captures a range of perceptions as to 
whether, and in what ways, management 
education might undergo adaptation. 

As well as the context and adaptation of 
management education, respondents also debated 
whether the theory and practice of management 
itself is universal or locally situated, which 
produced further debate and conjecture about 
whether an African model was possible or relevant. 

These themes were then mapped onto our 
earlier research about whether respondents 
thought an African model for management 
education was realistic. Our findings illustrate 
that there are some differences of opinion about 
the potential influence that each theme has in 
strengthening or diluting a distinct model for 
management education. The findings for each 
theme are shown in Figure 3.

Figure 3 highlights where the differences 
of opinion arise in the themes discussed by 
respondents and whether or not they contribute to 
an African model. For example, the notion that the 
African model requires further definition and needs 
leadership to establish it were themes closely 
aligned with the notion that there is (or could be) 
an African model. One respondent commented:

“The African business school model for me is a 
model that talks about social innovation, business 
model innovation, inclusiveness, entrepreneurship.” 

A need to contextualise
The most frequently discussed themes were 

about the need to contextualise management 
education given the wide diversity of cultures and 
experiences across Africa. However, one-third of 
those who mentioned contextualisation thought 
that there was not, or could not be, an African 
model, whereas two-thirds argued that there 
could be, if properly contextualised. 

Does Africa need an “African” management education model? | Howard Thomas, Michelle Lee, Lynne Thomas and Alexander Wilson

Management as a universal construct
A theme that also divided how respondents 

see management education was the nature of 
management itself; either management was 
perceived as universal and therefore did not 
need an African model or such a model would 
have a standard core of knowledge and require 
an element of contextualisation. Two-thirds of 
respondents discussing this theme argued the 
former. For example:

“I think this is not just an African but a global 
question. It’s a global model... Finance will be 
finance, marketing will be marketing and so on. 
So the theory of marketing, I think, is across not 
just Africa but many other continents”.

Management education requires adaptation
A further point of debate was whether,  

and in what ways, management education 
should be adapted in the African context. Again 
respondents were divided yes (60%) and no 
(40%) on whether there should be an African 
model for management education. Those who 
saw no distinct African model reasoned that 
another model (for example a theory-driven 
model of management education) could be 
used with some adaptation in terms of content, 
structure and delivery.

In contrast, other respondents argued along 
the lines of plural, emerging African models  
for management education, which will require 
ongoing clear identification of management 
education needs and substantive adaptation  
of current provisions.

The Western model is dominant
A further theme that emerged was centred 

on the role that other models of management 
education play in enabling or constraining the 
development of an African model. For example, 
one respondent reasoned that it is “not realistic” 
to have an African model when established 
models are so dominant:

"There are two reasons for that. First, there is 
the institutional academic and business power, 
may I call it the ‘Western model’? I cannot see that 
that will be unseated. Second, where do the book 
publishers come from, in what language are the 
books published? English.
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Core Foundations

• Accounting

• Finance

• Marketing

• Analytic models, etc

Key Topics

• African traditions

• Social models

•  Linguistic / cultural  
differences

• African case studies

•  Role of Govt. / Govt. related 
and family bisuness  
in economic growth

• Economic development

• Financial development

• Ethical culture

• Values based leadership

Drivers of African Society

African foundation curriculum

History Culture Context

SUGGESTED HOLISTIC CURRICULUM

Where are the main offices of the corporates  
of this world, which are basically the focus of 
management? Therefore, the hegemony of that 
power, we can’t beat. We’re way too small”.

Contrasting views were also apparent where 
respondents felt that in the face of a Western-
dominated sector some variety of an African 
model should be seen as an aspiration.

“I think there’ s an aspiration. So in terms of the 
aspiration, should we not as Africans, maybe not 
build a model but set up our own set of criteria as 
a beginning? So that we don’t compete with the 
rest of the world initially but we compete with 
ourselves. So we actually do it on our own terms 
and say ‘we think a good school…in Africa [would] 
adhere to these principles’”. 

Management is a local construct
In opposition to those who argue that 

management is a universal construct, a smaller 
group of respondents contend that management 
is local and situational. However, from this 
position, respondents discussing this theme were 
evenly split on whether there was an African 
model or not. This respondent argues that too 
many differences between different regions 
and groups of people rule out the possibility  
for a coherent African model:

 “I don’t think so. This is a huge continent. 
Every single region or market would differ, [with] 
emphasis on different things. People behave 
differently. Some things are important in certain 
in areas, the nature of people differ. I think in 
terms of that alone, you’ll have to design for the 
specific context”.

Another respondent takes the view that 
re-contextualised and adapted models could form 
the basis of models of management education 
for Africa:

“Today, I don’t believe in one exclusive model 
of management education. I do believe in models 
that are contextualised and take, adapt, adopt  
and re-contextualise tried-and-tested models 
elsewhere. To simply adopt, as is usually the case, 
does not work. But to re-contextualise and adapt 
is meaningful”.

It could be argued, as some do, that  
too many differences between different 
regions and groups of people rule out the 
possibility for a coherent African mode

Figure 4:  
A proposed African oriented curriculum

Traditions of  
Communitarian, Family- 

focused Webs of Obligations
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 • The third element provides a set of potential 
key topics that are important in applying 
management concepts in the African context. 
For example, the study of leadership theories 
may require knowledge of previous successes 
and failures of leadership. 
 This may lead to a focus on values-based 
leadership and a thorough discussion of  
the role of ethical principles and culture in 
governance. In addition, given the economic 
growth imperatives in Africa, economics  
and finance courses, for example, may need  
a greater focus on issues and principles of 
economic and financial development that  
are critical in macro-economic management.
Note that this model is presented with  

a few suggestions about structure and some 
curriculum illustrations in order to create further 
debate about appropriate topics and models 
and to promote even more research about the 
needs, management practices and curricula 
requirements in an African context in which 
greater economic collaboration and integration 
between African countries may be essential.

Conclusion
So should there be an African management 

education model?
Clearly a very small minority of the interview 

panel would favour a single African management 
education model. The balance of responses are 
almost evenly split between a clear “no” and those 
who favour a balanced basic model – perhaps 
using Western ideas but with a contextualised 
content that reflects the differences in the contexts 
and cultures across Africa.

The current evidence from Association of 
African Business Schools (AABS) and others 
suggests that Africa can already be clustered into 
(at least) five sub-regions: North Africa, Southern 
Africa, West Africa, Central Africa and East Africa. 
They are all quite different with a range of ways 
of doing business. Even within regions individual 
countries have their own way of operating 
businesses. 

Within these regions there is already a set  
of diverse business schools with, in most cases, 
models largely adapted and contextualised  
from models generated elsewhere – typically  
in North America or Europe. These schools have 
largely achieved a strategic balance between 
mimicking Western models but with strong 
country and regional factors of differentiation.

In the spirit of adding to the debate about how 
to build an African model, a suggested holistic 
business school curriculum design is proposed in 
Figure 4. This design argues that there is a range of 
“African business school models” and not a single 
African paradigm.

In summary, this holistic curriculum contains 
three key elements. 

 • The first covers the core foundations, 
which represent the key “universal” aspects 
of management such as the basic disciplines 
of accounting, finance, marketing, decision 
analysis and organisational behaviour.
 • In the second element, the communitarianism, 
the ubuntu philosophy and the importance  
of the relationships between family, the  
tribal organisation (the micro-nation and its 
languages) and the nation state are discussed 
and evaluated. 
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The future 
of work?
How can we tackle the current youth labour market crisis – where 
millions are unemployed at the same time as employers seek 
desperately to fill vacancies? Peter Vogel has some suggestions

U N E M P L O Y M E N T



65

The future of work? | Peter Vogel

The world is facing major labour market 
challenges. According to the International 

Labour Organisation more than 61 million jobs 
have been lost since the onset of the recent 
financial crisis in 2008, leaving over 200 million 
individuals worldwide without a job. Roughly 40% 
of these unemployed are below the age of 25, 
even though this age group only makes up 17% 
of the world’s overall population. 

Figure 1 (like Figure 2 reproduced from 
Generation Jobless, Palgrave McMillan, UK, 2015) 
shows the youth-to-adult unemployment ratio in 
selected European and OECD countries, illustrating 
a major misalignment with regard to who is 
unemployed, and Figure 2 (overleaf) illustrates 
youth unemployment rates around the world. 

It is estimated that 500 million new jobs will 
have to be created as soon as 2020 in order to 
provide work for the unemployed and to keep up 
with population growth, thus putting even greater 
pressure on the labour market. However, creating 
more jobs will not alone magically solve the youth 
unemployment challenge. Many of the factors are 
much more fundamental than simply a lack of 
jobs. In the European Union, for example, there  
are six million unemployed young people but only 
four million unfilled positions.

At the same time businesses are struggling to 
fill job positions that are vacant with adequately 
qualified personnel. According to a recent study 
by Manpower, a global employment research, 
consultancy and labour provider, 38% of the 
world’s employers report difficulties filling jobs. They 
complain that young entrants to the job market 
are not equipped with the skills and capabilities 
that would add sufficient value to an employer. 

This clearly illustrates that there is a mismatch 
between the skills and job needs of businesses 
and what young people bring with them when 
they move from the education system into the 
labour market.

While we need to boost overall aggregate 
demand, the provision of jobs alone will not solve 
the youth unemployment crisis. Unfortunately, 
we are going through tremendously challenging 
times that will require adaptation by the various 
stakeholders involved. 

In my recent book Generation Jobless? I 
outline various changes that we are currently 
witnessing.

To name just a few, these include:
 • a demographic shift, with an ageing population 
in some countries and an increasingly young 
population in others
 • ongoing economic and political turbulence 
in many regions of the world
 • a global rebalancing of political and economic 
power
 • global migration patterns, with a decrease 
in population in some countries and a massive 
increase in others
 • growing diversity within countries, with more 
nationalities, cultures, religions and languages 
jammed into urban areas
 • the introduction of novel technology that  
is changing our everyday life
 • the changing generational traits that will 
dictate the way future generations live, think 
and work
• new industries and jobs emerging
• “virtual” space partly replacing real life

500m
It is estimated that 500 
million new jobs will have 
to be created as soon as 
2020 in order to provide 
work for the unemployed 
and to keep up with 
population growth

40%
Roughly 40% of these 
unemployed are below the 
age of 25, even though this 
age group only makes up 
17% of the world’s overall 
population

61m
More than 61 million jobs 
have been lost since the 
onset of the recent financial 
crisis in 2008, leaving over 
200 million individuals 
worldwide without a job

Figure 1:  
Reproduced from Generation Jobless, Palgrave McMillan, UK,  2015
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5+yrs
In order for educational 
institutions to provide 
young people with the right 
skills, they need to predict 
skills requirements on the 
labour market five to 10 
years ahead – a great 
challenge given today’s 
unparalleled uncertainty

In particular the technological revolution  
– often referred to as the “Fourth Industrial 
Revolution” – seems to cause disproportionate 
stress on both the labour market and the 
education system. The rate of change is so great 
that employers cannot adequately foresee which 
skills they might need in two or three years’ time 
and hence cannot build a skills supply chain. 

Instead, they are recruiting for current (or 
sometimes even past) skills requirements. Schools 
and universities are teaching 20th century material 
to young people who will enter a 21st century 
labour market. In order for educational institutions 
to provide young people with the right skills, 
they need to predict skills requirements on the 
labour market five to 10 years ahead – a great 
challenge given today’s unparalleled uncertainty. 

So what can we do to tackle this issue and 
close the gap between the education system and 
the labour market and help more young people 
successfully join the world of work?

The Fourth Industrial Revolution brings with  
it systematic changes in the ways we learn, live, 
work and even think. As a consequence, both the 
education system and the labour market need  
to adapt. There are various changes that need to 
happen:

 • First, educators need to realign the curriculum 
to teach students the skills that the labour 

market demands. By creating a skills framework, 
educators can ensure that students are more 
flexible, mobile and better prepared for work. 
While, historically, teaching was centred on core 

knowledge-creating subjects such as languages, 
maths , natural sciences, arts, music, history and 
geography, there are various new skill-centred 
approaches that educators need to consider. 
Recently, for example, the Finish government 
announced that it will drop “subjects” in school 
and replace them with “topics”.

 • Second, employers have to make sure that 
they provide jobs that are suitable for young 
people and that allow young people to  
enter the world of work. Job requirements 
are becoming increasingly complex and 
demanding, which leaves many young people 
without a real chance of fulfilling even part of 
these requirements. “Youth-compatible” jobs 
are essential.
 • Third, employers must also play a role in 
training young people and getting them ready 
for the job market. Employers need to be better 
integrated into the education system and to 
collaborate with schools and universities on 
curricula development and be part of the 
training process. Sharing practical knowledge 
from the world of work will help students 
contextualise what they are learning in school. 

< 10 %

    10.1 - 15%

    15.1 - 20%

    20.1 - 25%

    25.1 - 30%

    30.1 - 40%

> 40%

Figure 2:  
Reproduced from Generation Jobless, Palgrave McMillan, UK,  2015
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The technological revolution seems to cause 
disproportionate stress on both the labour market 
and the education system, as the rate of change 
is so great that employers cannot adequately 
foresee which skills they might need in two  
or three years’ time

 • Finally, both the education system and 
labour policy need to be disrupted. As pointed 
out by Keith Breene in a recent blog post for 
the World Economic Forum, while “there has 
been impressive progress in improving access 
to education, the quality and relevance of 
learning has rarely been improved on any 
scale. At the same time, government policy 
has lagged behind when it comes to skilling 
the national workforce. Education and labour 
policy need to be re-examined to make them 
more reactive and relevant to the ever-
changing market realities”.
If we want to solve the youth unemployment 

dilemma, we need to find both short-term and 
long-term solutions. 

Two of the core stakeholder groups involved 
are educators and employers. They both play a 
central role and closing the gap between these 
two entities is one essential strategy to resolve the 
problem. Better alignment of the skills that young 
people bring with them when entering the job 
market and the skills that the job market actually 
requires at that point in time will be critical. 

It is a big task, but not an impossible one. 
However, it is imperative that the different 
stakeholders work together in order to be 
successful. 

In Generation Jobless? I highlight over 100 
solutions from across different stakeholder groups. 
They should serve as a reference for others who 
want to get involved in tackling the issue. Let us 
collectively work on improving the state of the 
world for our children. 

 • Fourth, in order to actually add value to the 
education of young people, employers need 
to better understand the types of skills and 
capabilities they are looking for – not yesterday, 
not today, but tomorrow. Building up a skills 
supply chain is a critical, though highly 
demanding, task for employers. But only if they 
can clearly spell out what types of skills they  
are likely to need in five years’ time can the 
education system adapt and start preparing 
young people adequately. 
Moreover, employers need to build a 21st 

century workplace – one that “speaks” to the 
next generation of employees and allows 
employers not only to attract them to their 
organisations but retain them once they are 
there. Big data will allow employers to become 
better at forecasting where the job market is 
moving and which skills shortages are to be 
expected in the near and far future.

 • Fifth, schools and universities must change 
their strategies. They should not only focus  
on teaching young people certain subjects  
but also on actually getting them ready  
for the world of work. The transition into  
the workplace must be better facilitated  
by universities and they should be held 
accountable for their success (or otherwise) in 
positioning their students in the labour market.

The future of work? | Peter Vogel
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Instead of suffering from time-
consuming, inflexible, highly  
complex and inefficient procedures, 
agile methods (such as Scrum or 
Extreme Programming) provide more 
flexibility to adapt to changes over time

Agile  
universities 
Borrowing from concepts first used in the software 
development industry, Martin Luckmann and Christiane 
Prange suggest how modern universities can regain their role
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internal reforms, measures and benchmarks  
for efficiency and productivity, organisational 
structures and changes in administrative 
approaches. 

However, many reforms of formal education 
are still using methods that prepare students for 
the working practices of the past. Recognising and 
responding to increasing changes and complexity 
requires a mind shift in the way we allocate 
responsibility for learning to teams and individuals. 
Therefore, we suggest a different approach via the 
concept of the “agile university”. 

The idea of agile organisations and methods 
dates back to 2001 and was originally used in 
software development. 

“Agile” represents a set of values and principles 
guided by self-directed, low-risk and adaptable 
step-by-step-development for the delivery of IT 
projects. Instead of suffering from time-consuming, 
inflexible, highly complex and inefficient 
procedures, agile methods (such as Scrum or 
Extreme Programming) provide more flexibility 
to adapt to changes over time. 

An agile approach is different from traditional 
processes such as the “waterfall approach”, which 
follows a step-wise linear planning sequence;  
it is more iterative, focused on interaction, 
collaboration and continuous responses to 
change. Taken collectively, the agile manifesto 
(Manifesto for Agile Software Development. http://
agilemanifesto.org) focuses on four principles, 
which emphasise the “how” more than the “what” 
of ongoing work activities:

 • Individuals and interactions over processes 
and tools
 • Working software over comprehensive 
documentation
 • Customer collaboration over contract 
negotiation
• Responding to change over following a plan 
The term agile and its underlying principles 

have become used in a variety of settings such 
as public and private enterprises, schools and 
also universities. Indeed, it seems only logical 
that organisations adopt principles to increase 
their flexibility and to do things cheaper, easier 
and faster. 

The university as an institution of higher 
education derives its name from the Latin 

term universitatem a shortening of universitas 

magistrorum et scolarium, or a community of 
masters and scholars. 

However, modern public universities seem to 
have been diverted from the vocation of being a 
knowledge-sharing community and thus a source 
of efficient knowledge-management and learning. 
Instead, they have turned into a credit points-
producing industry, funnelling specialised subjects 
culminating in exam grades of mediocre 
importance. 

Consequently, universities are being 
increasingly required to become an integrated 
part of the network-centric reality of the  
21st century, focusing on self-organised and 
responsible learning. 

Three main factors – mechanisation, 
globalisation and transformational technological 
changes – pose dramatically new requirements  
of skilled labour. Yesterday’s competences are 
often no longer valid today when integrated 
network-like activities dominate business life. 

Public universities especially have been 
criticised for failing to educate graduates 
according to the needs of this new market. For 
example, a 2012 survey by the American Society 
for Testing and Development (ASTD) states that 
84% of surveyed employers reported a skills gap in 
their organisations. A 2012 McKinsey study found 
that only 49% of employers considered graduates 
to be adequately prepared for the job market.  
In addition to industry skill gaps, employers  
are observing a lack of critical soft skills such  
as communication, collaboration, creativity  
and critical thinking in today’s workforce. 

Research is one of the driving forces of an 
innovation economy yet the situation here is no 
less dramatic. The reality of public universities 
today is sobering and it is no coincidence that 
support for education and research has dropped. 
In addition, universities face increasing compliance 
and reporting requirements with regard to 
structural reforms and changes. 

Several initiatives have been launched to 
address these issues, such as government projects, 
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Thus far reforms, lacking a proper methodology, 
have not demonstrated reliable ways of creating 
this culture. 

Agile proposes just such a methodology. 
Agile is fundamentally about learning, people 
and change, the three things we struggle with 
in education at present. It can be a powerful 
aid to learning to transform universities into 
organisations that are better able to cope  
with the challenges of external stakeholders. 
Moreover, agile as a doctrine revisits research 
on education and self-organised learning 
proposed mainly in the 1970s and 1980s.

While universities are not centrally about 
developing software, we will show how the 
principles of agile development fit in the context 
of an educational institution. What has been 
missing up to now is an implementation guide 
that further helps them to transform into an agile 
organisation offering content according to agile 
principles that let the learner take centre stage. 

We suggest a three-step procedure to evaluate 
current learning systems and turn them into agile 
universities by focusing both on the content 
(“what”) and the process (“how”) of learning.

First, we propose a set of criteria for diagnosing 
agile organisations derived from relevant literature 
on agile software development and agile 
organisations. This set of criteria takes into account 
that universities need to maintain a delicate 
balance between corporate requirements and 
independence of research and teaching. In order 
to facilitate this balance, the following principles 
can be of help:

 • High internal autonomy of both learners 
and teachers 
 • Autonomy for outputs in the learning 
process but accountability for results
 • Constant reflection on lessons learned
 • High tolerance of failure and ongoing 
improvement
 • No hierarchies but knowledge-expert status
 •z Clear and open communication

84%
A 2012 survey by the 
American Society for Testing 
and Development (ASTD) 
states that 84% of surveyed 
employers reported a skills 
gap in their organisations

Agile is fundamentally about learning, 
people and change, the three things  
we struggle with in education at present

Second, as agile principles are still sparse in 
the educational sector (with the exception of 
recent attempts at offering multiple open online 
courses), we look first at the “business functions” 
of a university such as the development  
of curricula, the recruitment of faculty, the 
organisation of internships and student exchanges, 
and so on. These will be assessed and treated in 
terms of the university as an agile platform and its 
place within the larger (educational) community. 
This assessment step connects well to existing 
evaluation/accreditation procedures such as 
FIBAA, EQUIS and AACSB. 

Third, we look at the “traditional” university 
function of knowledge development by adopting 
agile principles, thus transforming institutions 
into an “agile university”. The traditional functions 
of a university – knowledge development and 
knowledge sharing – date back to the 13th 
century, where it referred to an institution that 
received students from all places, where it focused 
not only on the arts but also on at least one of the 
higher faculties (theology, law or medicine) and 
where a significant part of the teaching was done 
by masters, ie practitioners. These original ideas 
lead us to formulate further guidelines:

 • In order to avoid premature specialisation and 
a lack of general basic knowledge across a 
variety of disciplines, we go back to earlier times 
to re-introduce a studium generale, which gives 
students a sound overview of logic (calculus, 
probability, IT), organisational behaviour 
(non-numeric structures and processes, law, 
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identity and the capabilities of the institution 
as well as the mindset and the leadership  
of its personnel. Assessing each of these 
dimensions on three levels helps to identify 
the transformation needs of an institution  
to turn agile (see Figure 2): 

 – Identity: central, continuing, construing
 – Capabilities: sensing, seizing, reconfiguring 
 – Mindset: dependent, interdependent, 
inter-independent
 – Leadership: adaptive, relational, authentic

The roadmap towards developing an agile 
university triggers a pull effect (students and 
companies driving content and context) more 
than a push effect (forcing students to learn and 
adapt to pre-defined curricula). This approach 
implies that both the learning process and the 
learning content are more in line with actual 
practice (and job market requirements) with 
learners immediately experiencing the results of 
their work in a practical context. Thereby they 
will increase their flexibility and adaptability to job 
market requirements while developing sound 
knowledge of self-organising project work.
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49%
A 2012 McKinsey study 
found that only 49% of 
employers considered 
graduates to be adequately 
prepared for the job market

social sciences), social skills (personality, biology, 
psychology, philosophy), and creativity (fantasy, 
fiction, arts, communications). 
In the context of an agile university, each of 

these knowledge areas should be reflected upon 
and scrutinised for its potential to form a basis for 
entrepreneurship, one of the major objectives 
of agility. 

With the accumulation of a sound knowledge 
base, the focus will shift towards project-based 
learning in conjunction with external companies 
and contracts. This implies that both the learning 
content and the context will be created through 
closely interlinked cycles of teams composed of 
learners and teachers (professors and 
practitioners). Given t hat the problems will come 
directly from corporate practice, students will be 
exposed to relevant difficulties and activities and 
will be rewarded by the actual contribution they 
make towards solving problems. The collaboration 
between learners and the teaching team involves 
the following principles (see Figure 1):

 – Content and professional work behaviour
 – Process and project timing 
 – Quality and evaluation
 – Collaboration and communication 
 – Methods and IT input 
 – Research and presentation

 • As the re-organisation of learning content, 
context and processes is likely to result in  
a transformation of the university itself, the 
development towards an agile university  
is likely to incur changes in personnel and 
organisational issues. These involve the 

Agile universities | Martin Luckmann and Christiane Prange

Figure 1 Figure 2
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Eel soup, floor numbers and compensation packages are  
just some of the disasters that lack of cultural intelligence  
can bring about. Ravi Kumar offers some solutions

The business 
of cultural 
intelligence
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Although there was some criticism of the 
developer’s omission of floor numbering as 
deceptive marketing, this is an example of a 
cultural practice specific to Hong Kong. While it 
could lead to misunderstanding and puzzlement 
from those unfamiliar with the culture of 
auspicious numbers, those who were no 
strangers to such cultural beliefs had no problem 
with the logic of the floor-numbering system. 

The importance of understanding and 
respecting local cultures is all the more critical in 
this age of intense globalisation. To be a successful 
and effective leader, it is no longer enough to 
possess high IQ or high EQ (emotional quotient), 
cultural intelligence is now also an important part 
of the equation.

Simply put, cultural intelligence is a person’s 
or an organisation’s ability to work effectively 
across different cultures. It is measured on  
a cultural quotient (CQ) scale similar to how 
one’s intelligence quotient (IQ) and emotional 
quotient (EQ) are measured.

To be a successful and effective leader,  
it is no longer enough to possess high IQ 
or high EQ (emotional quotient), cultural 
intelligence is now also an important part 
of the equation

One of HSBC’s most memorable advertising 
campaigns in the early 2000s positioned 

the bank as the “world’s local bank”. In a series 
of television and print advertisements, the 
international bank highlighted the importance 
of local knowledge. 

In one TV advertisement, an Englishman 
appeared with a group of Chinese businessmen. 
Everyone had a bowl of eel soup in front of them. 

The Englishman winced at the exotic meal as 
his companions ate heartily. He then proceeded 
to finish up every last drop of his dish. His Chinese 
host ordered a second and bigger serving of the 
same dish for him, much to his anxiety. He slurped 
up, reluctantly, the second service. His host, 
meanwhile, ordered another, even bigger, serving 
for him. 

At the end of the advertisement, we see the 
kitchen staff struggling with a giant eel to be 
presented to the Englishman.

The voice-over announced: “The English 
believes it’s a slur on your host’s food if you don’t 
clear your plate. Whereas the Chinese feel you 
question their generosity if you do so”.

The message was clear: never underestimate 
local culture. 

Even in the finance- and technology-driven 
21st century, traditional beliefs rooted in history 
and culture continue to play a big part. Take, for 
example, the case of 39 Conduit Road, a luxury 
residential development in Hong Kong.

Launched in 2009, units at the Mid-Levels 
property have recorded some of Asia’s most 
expensive property transactions. This is largely 
connected with the “auspicious” nature the 
building was perceived to have. Though there 
are only 46 stories to the buildings, the highest 
floor is numbered “88”, which is one of the most 
auspicious figures in Chinese culture, meaning 
“double fortune”. 

As four is considered unlucky in Chinese and 
Cantonese culture (phonetically it sounds like 
the word “death” or “to die”), several inauspicious 
numbers were omitted in the floor numbering. 
They are 14, 24, 34, 64, and all floors between 
40 and 59. The penultimate floor number is 68, 
which is followed by 88, the top floor. 

4
Four is considered unlucky 
in Chinese and Cantonese 
culture as it sounds like  
the word “death” or “to die”

88
Eighty-eight is one of the 
most auspicious figures in 
Chinese culture, meaning 
“double fortune”
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In the past decade or so cultural intelligence 
has been widely accepted in business and 
leadership circles as having an impact on the 
effectiveness and success of the individual and/
or venture.

Cultural intelligence plays an important role  
in business because it can help identify and 
understand differences in culture across countries 
and societies and understand the impact of  
these differences on the management of business 
enterprises. Armed with this understanding,  
such knowledge can then be disseminated to 
academia, businesses and policymakers to help 
them make culture-specific decisions with more 
chance of leading to successful outcomes. 

This approach to business, management and 
leadership is not just about a “feel good” factor  
or about giving in to unscientific practices. An 
organisation with a high CQ will be one that can 
think out of the box when solutions are needed and 
its teams are likely to be more effective in problem 
solving and closing deals because of their ability 
to adapt to differing operating environments. 

Such organisations are also likely to outperform 
their counterparts through the building of 
sustainable relationships with local hosts and 
partners, who are seen as a source of knowledge 
rather than as adversaries. 

The case of a strike by workers at Standard 
Chartered Bank’s South Korean operation is an 
example of a conflict that arose from a lack of 
cultural understanding. 

In 2011, thousands of workers in the bank’s 
South Korean unit, SC First Bank, went on strike to 
protest at the parent bank’s attempt to implement 

10%
In 2011, thousands of  
workers at SC First Bank, 
struck to protest at the parent 
bank’s attempt to implement 
a performance-based pay 
system, a widely accepted 
system in the Western  
world. The strike caused  
a suspension of operations  
at 10% of the bank’s branches 
in South Korea

Cultural knowledge can be disseminated 
to academia, businesses and policymakers 
to help them make culture-specific 
decisions with more chance of leading 
to successful outcomes

a performance-based pay system, a widely 
accepted system in the Western world. But the idea 
went against the seniority-based compensation 
system that is common practice in South Korean 
companies. 

Although the bank and the workers’ unions 
eventually negotiated a settlement, the strike 
caused a suspension of operations at 10% of the 
bank’s branches in South Korea, no doubt eroding 
the bottom line. It also led to lower ratings by 
international agencies and closer scrutiny by 
regulators. 

How, then, does one cultivate good cultural 
intelligence?

The answer is to, first, start young.
To nurture culturally savvy students, Nanyang 

Business School (NBS) in Singapore, rolled  
out three undergraduate courses on cultural 
intelligence. These courses aim to increase 
students’ awareness of their personal cultural 
values and beliefs as well as their strengths  
and weaknesses in managing cross-cultural 
interactions. 

Students also learn about the challenges 
inherent in cross-cultural interactions through 
various cultural frameworks that explore how 
cultures differ fundamentally, their impacts on 
organisational behaviour, and the potential 
conflict among organisational members of 
diverse cultural backgrounds. 

Through theories and experiential exercises 
(including overseas exchange and internships) 
that are coached and mentored, they develop 
practical skills of cross-cultural communication 
and adaptation.
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One notable example is the Geneva-based 
International Air Transport Association (IATA), 
the international trade organisation that governs 
more than 90% of the word’s commercial airlines. 
IATA has now incorporated cultural intelligence 
into its core values and performance metrics.

There is no magic bullet when it comes to 
ensuring our students and leaders of tomorrow 
become a culturally intelligent workforce of  
the 21st century. But education, practical skills 
training, overseas exchanges and internships 
will go a long way towards nurturing them.

ABOUT THE AUTHOR

Dr K Ravi Kumar is Dean and Shaw Chair Professor of Nanyang 
Business School, Nanyang Technological University, Singapore

90%
Geneva-based International 
Air Transport Association 
(IATA) – the international 
trade organisation that 
governs more than 90%  
of the word’s commercial 
airlines – has incorporated 
cultural intelligence  
into its core values and 
performance metrics

An organisation with a high CQ will be one that 
can think out of the box when solutions are needed 
and is likely to be more effective in problem solving 
and closing deals because of their ability to adapt 
to differing operating environments

At postgraduate level, NBS introduced a 
leadership course – Leading People Globally.  
It leverages NBS’s expertise in cultural intelligence 
and provides evidence-based principles and 
techniques drawn from Eastern and Western 
perspectives. Participants learn about establishing 
their leadership style, managing teams across 
diverse cultures and work functions, and 
influencing and negotiating with others. 

Participants from the course benefit from 
insights on leading co-workers in local and global 
contexts as well as on situations emerging during 
intercultural encounters, which are so important 
in today’s global economy.

The Center for Cultural Intelligence and 
Leadership at NBS, the world’s first cultural 
intelligence centre, has also impacted human 
capital strategies in global organisations. 

The business of cultural intelligence | Ravi Kumar
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June 2016
Event

EFMD Annual 

Conference

Dates / Venue 

12-14 Jun / Rome, Italy

Theme 

Collaboration,  

Creativity & Change

Host

LUISS Business School

August 2016
Event

Advisory Seminar: 

Internationalisation 

in the Latin American 

Context

Dates / Venue 

18-19 Aug / Sao Paolo, 

Brazil

Host

Escola de Administração 

de Empresas de São Paulo 

da Fundação Getulio 

Vargas (FGV-EAESP)

September 2016
Event

Conference on 

Undergraduate 

Programmes

Dates / Venue 

28-30 Sep / Wiesbaden, 

Germany

Host

EBS Business School

October 2016
Event

2016 EFMD Higher 

Education Research 

Conference

Dates / Venue 

10-11 Oct / Barcelona, 

Spain

Theme 

Innovations in Higher 

Education

Host

IESE Business School, 

University of Navarra

Event

EQUIS XXL 

Accreditation Seminar

Dates / Venue 

12-13 Oct / Brussels, 

Belgium

Host

EFMD

Event

Executive Development 

Conference

Dates / Venue 

12-14 Oct / Porto, 

Portugal

Theme 

Executive Development 

– Learning in Times  

of Disruption

Host

Católica Porto Business 

School

October 2016 cont

Event

First Annual EFMD@

Solvay PhD in 

Management Job  

Fair and Conference

Dates / Venue 

29-30 Oct / Brussels, 

Belgium

Host

Solvay Brussels School 

of Economics & 

Management, Université 

Libre de Bruxelles (ULB)

November 2016
Event

EFMD GN Americas 

Annual Conference

Dates / Venue 

2-4 Nov / Buenos Aires, 

Argentina

Host

IAE Business School
Followed by an EFMD Quality 

Services Information Session

Event

GBSN and EFMD 

Africa Conference

Dates / Venue 

2-4 Nov / Accra, Ghana

Theme 

What’s next for Africa?

Host

The Ghana Institute of 

Management and Public 

Administration (GIMPA)
Preceded by an EFMD Quality 

Services Information Session

November 2016 cont

Event

Career Services 

Conference

Dates / Venue 

16-18 Nov / Jouy-en-

Josas, France

Host

HEC Paris

Event

EQUIS and EPAS 

Accreditation Seminars

Dates / Venue 

21 -23 Nov / Hong Kong, 

China

Host

City University  

of Hong Kong

Event

Conference on 

Master Programmes

Dates / Venue 

28-30 Nov / Oslo, 

Norway

Theme 

Agility in Changing 

Times

Host

BI Norwegian Business 

School

February 2017
Event

2017 EFMD 

Conference for Deans 

& Directors General

Dates / Venue 

2-3 Feb / Ljubljana, 

Slovenia

Theme 

Leading in a World  

of Uncertainty

Host

University of Ljubljana, 

Faculty of Economics

More information
For more detailed 

information, please 

visit our website:  

www.efmd.org  

or email info@efmd.org

Global Focus
Iss.2 Vol.10 | 2016

Upcoming events
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More information and registration 

Please contact Zulay Perez  

zulay.perez@efmdglobal.org

Hosted by  
IAE Business School, Pilar, Buenos Aires, Argentina

Purpose and 
Responsibility:
The Impact of  
Business Schools

2016  
EFMD GN Americas Annual Conference

2–4.11.2016

The importance of sustainability and the weight of responsibility 
are topics business schools confront as they look to the future. 

Knowing how important it is for business schools to be able to 
influence and make changes in the society around them, we  
face major questions: how do we decide where and how we 
make change? Why do we and how should we exist and what 
mark do we want to leave on the times to come?

Topics will include:

–  Achieving relevance and differentiation through  
your school’s mission and location

–  The impact of curriculum design

–  How alumni impact business after their business  
school education

–  How does a school balance its positioning between  
local and global relevance?
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Looking for 
more students?
Recruit the best talent from  
around the world

gmac.com/getmorestudents 

© 2014 Graduate Management Admission Council (GMAC). All rights reserved. The GMAC logo, 
GMAC®, GMASS®, Graduate Management Admission Council®, and Graduate  Management Admission 
Search Service® are registered trademarks of the Graduate Management Admission Council in the 
United States and other countries.

• Leverage a global 
database of nearly 
400,000 highly  
diverse leads.

• Save time and money 
by recruiting globally 
from your office.

• Broaden or refine your 
recruitment efforts.

2014_EFMD_magazine_ad_v2.indd   1 10/23/2014   7:21:59 PM




