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Late last year the commendably self-deprecating British singer and 
musician James Blunt announced to his fans that “If you thought 

2016 was bad – I'm releasing an album in 2017”. 
Now that we are half way through 2017 Blunt’s brief announcement 

has an air of predictive acuity about it. 
For if 2016 was indeed so bad; 2017 is now shaping up to be even worse 

– not the music, of course, but what two authors of two complementary 
articles in this issue (pages 8 and 60) characterise as a clash of opposing 
philosophical ideologies – liberal democracy and populism.

As Jeremy Leggett writes (page 60):
“Suddenly, believers in the possibility of a better civilisation, one rooted 

in increasing human co-operation and harmony, find ourselves in a world 
where demagogues appear able realistically to plot the polar opposite. In 
this struggle between two vastly different world views, a kind of global 
civil war seems to have broken out in the last nine to 12 months.”

But interestingly – and perhaps even a little inspiringly – both writers 
put their faith in the art and practice of everyday management to square 
the circle and return some measure of normality. 

As Simon Caulkin writes:
“This puts business and management squarely in the front line. Managers 

can no longer shrug off wider responsibilities in the cause of maximising 
returns within the law. Inclusive growth and prosperity have to be what 
business is "for". 

This is a direct call to arms not only for managers but, especially, those who 
are today teaching, developing and recruiting tomorrow’s managers. 

But perhaps we should not be too pessimistic. The old world continues 
to turn, life goes on more or less as usual and there is plenty of good to 
be found.

Among many other positive stories, for example, on page 56 Giselle 
Weybrecht suggests how business schools can widen and deepen their 
embrace and promotion of sustainable goals, while Kenneth Mikkelsen 
(page 20) outlines how the Mahindra Group, a leading Indian company, 
has engaged in a global conversation about why it exists and how it 
affects people’s lives and society generally.

And finally, if there were ever an award for long-term commitment to 
management education it would surely go to Herman Berliner. Twenty-
five years after completing  his time as dean at the Frank G Zarb School 
of Business at Hofstra University in New York he is back in a dean’s chair 
– at the same school. And, he says: how things have changed! (page 30).

Global Focus
Iss.2 Vol.11 | 2017

In focus



2

EFMD Global Focus_Iss.2 Vol.11
www.globalfocusmagazine.com

Executive Editor  
Matthew Wood | matthew.wood@efmd.org

Advisory Board 
Eric Cornuel, Howard Thomas, John Peters

Consultant Editor 
George Bickerstaffe | georgebickerstaffe@gmail.com

Contributing Editors 
Herman Berliner  
Hamid Bouchikhi  
Patricia Bradshaw  
Erin Elaine Casey 
Simon Caulkin  
Gerald F. Davis  
Fiona Dent  
Edeltraud Hanappi-Egger  
Viki Holton 
Paul Hunter  
Sally Jeanrenaud  
Tue Juelsbo  
Michelle Lee 
Jeremy Leggett 
Richard McCracken  
Kenneth Mikkelsen  
Simon Pickard  
Sally Randles 
Annemieke Roobeek  
Claus Rydkjær 
Howard Thomas 
Lynne Thomas 
Giselle Weybrecht 
Alex Wilson

Design & Art Direction 
Jebens Design | www.jebensdesign.co.uk

Photographs & Illustrations 
©Jebens Design Ltd / EFMD unless otherwise stated

Editorial & Advertising 
Matthew Wood | matthew.wood@efmd.org 
Telephone: +32 2 629 0810

EFMD aisbl 
Rue Gachard 88 – Box 3, 1050 Brussels, Belgium

www.globalfocusmagazine.com  
www.efmd.org

©EFMD

20

4 
Creating impact with purpose 

Patricia Bradshaw and Erin Elaine Casey describe how the  

BSIS process has helped herald the impact of the Sobey School 

in Canada, the first business school in North America to utilise 

the system 

8 
'Inclusive growth and prosperity’ – for whom? 

Instead of prosperity the last decade has delivered inequality, 

insecurity, and the rise of nationalism and populism. Simon 

Caulkin argues that this is a secular challenge that business, 

and especially managers, must face head on

14 
Assessing academics’ performance 

Is it time for a change in faculty recruitment and promotion 

practices? Edeltraud Hanappi-Egger describes how, and why, 

business schools need to take into account multiple aspects  

of performance

20 
Rise by lifting others 

Kenneth Mikkelsen outlines how a leading Indian company  

has engaged in a global conversation about why it exists and 

how it affects people’s lives and society generally 

26 
Digital Learning 2.0: delivering impact where MOOCS 

have failed 

After the scurry of educational providers rushing into the breach 

and scrambling to be part of MOOC mania, the hype has all but 

dissipated. Paul Hunter explains why

Global Focus
The EFMD Business Magazine
Iss.2 Vol.11

Contents



3

Contents | Global Focus

30 
Dean déjà vu 

What is it like to become a business school dean for a second 

time after a break of 25 years? Herman Berliner reflects on the 

changes he has had to adapt to

36 
Sustainability-driven innovation 

PhD programmes are under increasing pressure to train 

researchers who help to solve critical societal challenges. 

Sally Randles, Annemieke Roobeek, Sally Jeanrenaud and 

Simon Pickard propose that sustainability-driven innovation,  

a new model for collaborative PhD training and research, 

offers a valuable framework for inspiring new approaches

40 
Is the public corporation obsolete in the US? 

Excerpted and edited from The Vanishing American Corporation. 

By Gerald F. Davis

46 
Multispeed leadership 

Claus Rydkjær and Tue Juelsbo outline how operating and 

leading at several different speeds simultaneously is necessary 

to succeed in an exponential world 

50 
Working women: a path to success 

Women have undoubtedly begun to make progress in their 

struggle for equality in career progression. But there is still a  

long way to go say Fiona Dent and Viki Holton. Here they offer 

women a number of practical tools, ideas and suggestions that 

will contribute to the management of their career success 

60

56 
What should the future business school look like? 

Sustainable development is now well established as a subject in 

business academia. But, strangely, business schools themselves 

are only rarely included in such talk. Giselle Weybrecht has some 

suggestions for change

60 
Appropriate Civilisation versus the New Despotism 

Jeremy Leggett takes a personal look at what needs to be 

done to avoid a potentially dangerous and depressing clash 

of philosophies

66 
Threat or opportunity? 

Hamid Bouchikhi wonders if Western business schools will 

find the rapid growth of business education in emerging 

countries a happy hunting ground or a potential threat to 

their current supremacy

70 
Africa: the management education challenge  

How will the competitive environment in African management 

education evolve over the next 10 years? By Howard Thomas, 

Michelle Lee, Lynne Thomas and Alex Wilson

76 
The case for accreditation 

Richard McCracken describes how writing and teaching cases 

can contribute to business schools achieving accreditation

40



4

EFMD Global Focus_Iss.2 Vol.11
www.globalfocusmagazine.com

Creating 
impact with 
purpose

Patricia Bradshaw and Erin Elaine Casey describe how the  
BSIS process has helped herald the impact of the Sobey School in 
Canada, the first business school in North America to utilise the system 
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Creating impact with purpose | Patricia Bradshaw and Erin Elaine Casey

Our location between the Atlantic Ocean and  
the continent can be described as “liminal space”; 
a threshold between what came before and what 
is next or a transition that involves waiting but  
not knowing. As with many business schools,  
we are situated in a precarious place, welcoming 
the world to our campus and knowing that 
change is coming but uncertain about what  
that change will involve

In their 2011 article “Collective Impact” in the 
winter edition of the Stanford Social Innovation 

Review John Kania and Mark Kramer described 
the difference between isolated and collective 
impact. 

With isolated impact, single organisations 
formulate independent solutions to complex 
problems. While they might make progress,  
it tends to be limited rather than systemic. 

Collective impact, on the other hand, involves a 
long-term commitment by a number of influential 
people and groups to make significant change. 
No organisation can single-handedly solve  
any major social problem. Ideally, such change  
is guided by shared goals and measurement 
systems, collaborative and complementary 
activities, and clear communication. 

At the Sobey School of Business, we felt 
compelled to be a partner for prosperity, keeping 
in mind the call for a collective impact approach. 
We knew that our impact would be limited if  
we acted in isolation from community partners. 
We also recognised the need for cross-sector 
coalitions that commit, over the long term, to  
a common agenda to change how we build 
prosperity and a healthy future. 

The Sobey School of Business at Saint Mary's 
University is a large business school in a 

medium-sized university in a small city in a small 
province on the far eastern coast of Canada. 

We think of our city and province as a 
welcoming gateway, much in the way that Ellis 
Island was in the US. Over the early decades  
of our history, immigrants to Canada landed by 
boat at Pier 21 in Halifax and travelled to other 
parts of the country. 

Our location between the Atlantic Ocean and 
the continent can be described as “liminal space”; 
a threshold between what came before and what 
is next or a transition that involves waiting but not 
knowing. As with many business schools, we are 
situated in a precarious place, welcoming the 
world to our campus and knowing that change  
is coming but uncertain about what that change 
will involve.

The instability of our particular location is 
captured by the trends outlined in the Now  

or Never: An Urgent Call to Action for All Nova 

Scotians 2014 report (https://onens.ca/commission-
report/) on the dire economic and demographic 
challenges facing our province. The report’s 
authors urged all sectors in the province to 
undertake collective action to address a declining 
population, outward migration of young people, 
poor economic performance, decline of rural areas 
and high dependence on government support. 

The report recognises universities as important 
drivers of change to help reverse these trends.  
For example, universities can attract international 
students and encourage some of them to stay 
in the region. We can incubate and accelerate 
start-ups that grow the economy. We can drive 
entrepreneurship, innovation and leadership to 
enhance productivity and support international 
trade and the development of global mindsets 
embedded in values of sustainability and 
corporate social responsibility. 

21
We think of our city and 
province as a welcoming 
gateway, over the early 
decades of our history, 
immigrants to Canada  
landed by boat at Pier 21  
in Halifax and travelled to 
other parts of the country
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87%
Eighty-seven per cent of 
our budget is spent in the 
province – Sobey School  
of Business, with our 3,200 
students, makes a direct, 
indirect and induced annual 
economic contribution to  
the Nova Scotia economy  
of $329 million

We wanted to benchmark our contributions 
and build our reputation as a partner in collective 
action in an accountable and transparent way. 
Using the Business School Impact System (BSIS), 
we were able to learn from others’ experiences 
and test our assumptions about our contributions. 

BSIS is designed to determine the extent of  
a school’s impact upon its local environment 
and was initially designed by FNEGE (the French 
National Foundation for Management Education) 
and is already well established in the French 
higher-education arena.

The process has now been adapted for an 
international audience and is offered in a joint 
venture between EFMD and FNEGE as a service 
to EFMD members in any part of the world.

Internally, the BSIS process at Sobey became 
an opportunity for reflection, data collection, 
dialogue and commitment to working together 
with purpose. Externally, it was an opportunity  
to build our brand as a contributor to regional 
prosperity and success. 

We are the first business school in North 
America to undertake the BSIS and the process 
gave us a number of insights. Perhaps the most 
exciting is the determination that the Sobey 
School of Business, with our 3,200 students, makes 
a direct, indirect and induced annual economic 
contribution to the Nova Scotia economy of $329 
million. Eighty-seven per cent of our budget is 
spent in the province. 

We also determined that:
•  Every year, more than one-third of our 

undergraduates and two-thirds of our 
graduate students stay, work and help  
to build the prosperity of the region on 
completing their programmes 

•  In one year, our chapter of the international 
ENACTUS movement, with a membership 
of more than 200 students, launched  
34 businesses, created 156 jobs, helped  
447 refugees and provided 2,300 kilograms 
of food to hungry people

•  The Sobey School Business Development 
Centre works with 700 students annually  
to utilise design thinking aimed at creating 
start-ups. This includes the Startup 100 Project, 
which helped more than 100 students create 
100 new ventures in 50 communities

•  More than 45% of our 78 faculty members 
are involved in community organisations, 
including various governance roles
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45%
More than 45% of our  
78 faculty members are 
involved in community 
organisations, including 
various governance roles

congratulations in the Legislature. The motion 
noted, in part, that “the Sobey School of Business 
at Saint Mary’s University delivers top quality 
graduates every year and is an important asset  
to both Nova Scotia’s academic and business 
communities…” 

Going forward, this enhanced understanding 
of ourselves means we can better anticipate  
and respond to needs in the community. The 
generosity of that community in participating in 
the BSIS process revealed their faith in our ability 
to respond to challenges. They told us that  
we have an established and solid place in the 
social and economic ecosystem. This is both  
a challenge and an opportunity. 

Saint Mary’s University has long existed in 
juxtaposition to several other universities in the 
province, and has had a tendency to define itself  
in terms of what it is not. The BSIS has helped us 
articulate a much stronger sense of brand, pride 
and identity both internally and externally. It has 
identified and spurred dialogue about common 
goals within our business school and university 
and with our colleagues and neighbours outside 
them. Each of us is still doing what we do best. And 
we are now also consciously working collectively.

The most important story we discovered 
through the BSIS process was not one of facts  
and figures. It was the story of ourselves. It was the 
story of a business school in a small province 
in transition. We inhabit an important gateway. 
We are on the edge and – if we have anything 
to say about it – the edge of a new era of 
prosperity, growth and hope. 

To read our Creating Impact With Purpose 
First Impact Report, visit https://www.smu.ca/
webfiles/BSIS_FullReport_WEB.pdf.

•  The Sobey School is ranked 11th in the 
world by Corporate Knights Better World 
MBA Rankings and 75% of faculty teach 
and/or research in the area of corporate 
social responsibility

•  We train 1,800 managers in professional and 
executive learning programmes annually

•  Our activities support the province’s new 
China strategy. Each year, the school recruits 
approximately 100 undergraduate and 70 
masters students from China. Twenty faculty 
members fly to China every year to teach in 
our joint Bachelor of Commerce programme 
with Beijing Normal University of Zhuhai 

•  In 2014, our faculty published 21 peer-
reviewed articles and four cases, wrote 
seven book chapters, produced 11 reports 
and gave 39 conference presentations  
on topics directly influencing our region. 

•  Through our research centres, we shared 
knowledge with over 1,000 participants at 
15 public talks, conferences  and seminars

BSIS helped us assemble a catalogue of 
accomplishments of which we feel extremely 
proud. It helped us understand that we can  
do an even better job of benchmarking and 
measuring our successes, of encouraging and 
highlighting collaboration and interdisciplinary 
endeavours within the school and across the 
university, of tracking our commitment to social 
responsibility, and of telling each other and  
the community how and what we are doing. 

Reaching out is changing our school culture 
and stimulating new projects. New faculty are 
attracted to our mission and story, resulting in 
positive momentum and a growing wellspring 
of energy and sense of empowerment. While 
still living in that liminal space and experiencing 
that sense of precariousness, we are more 
confident in our ability to tolerate uncertainty. 

Feedback from outside the university reinforces 
this positive feeling. For example, in November 
of 2016 the Nova Scotia Minister of Business 
recognised our work with a motion of 

BSIS has helped us articulate a much stronger 
sense of brand, pride and identity both internally 
and externally. It has identified and spurred 
dialogue about common goals within our 
business school and university and with our 
colleagues and neighbours outside them

Creating impact with purpose | Patricia Bradshaw and Erin Elaine Casey



8

EFMD Global Focus_Iss.2 Vol.11
www.globalfocusmagazine.com

Instead of prosperity the last decade has delivered inequality,  
insecurity, and the rise of nationalism and populism. Simon Caulkin 
argues that this is a secular challenge that business, and especially 
managers, must face head on

'Inclusive growth 
and prosperity’  
– for whom?
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‘Inclusive growth and prosperity’ – for whom? | Simon Caulkin

In previous growth cycles, jobs and wages 
were at the heart of what can now be seen as a 
virtuous circle in which wage growth led demand 
which fuelled investment, employment and 
higher productivity, feeding back into higher 
wages. Not only that: by redistributing the wealth 
created, employment was also a powerful vehicle 
of social mobility and inclusion. 

But in the ideological shifts of the 1970s, this 
virtuous circle broke down. Economists promised 
that concentrating on the supply side and leaving 
the rest to the market would generate better 
economic outcomes. Economic policy shifted 
from full employment to inflation targeting; the 
pursuit of “flexibility”, often through deliberate 
weakening of worker organisations, became the 
watchword for labour markets.

A new emphasis on shareholder value 
triggered a move from retention and reinvestment 
of earnings to cost-cutting and distribution  
in corporate allocation strategies; and these 
combined with technological advance to launch  
a wave of global outsourcing that activated a very 
different cycle, its consequences starkly evident  
in the crash of 2008 and the subsequent still 
incomplete economic recovery.

A decade on, we are left with a “human 
capacity-capability gap” that is structural, not 
cyclical. On one side seethes a sea of humanity 
that, as Stanford’s Jeff Pfeffer reminded the 2016 
Drucker Forum, more than anything in the world 
wants a regular job with a pay cheque. Yet good 
jobs are a minority: the world needs 1.9 billion 
more of them, according to Gallup. Good jobs  
are also a source of meaning and engagement 
which, as Richard Straub and Julia Kirby note 
 in their opening HBR blog for the Forum, are 
essential to the good life – “and no elite minority 
should have a monopoly on that”. 

On the other side there is no lack of needs 
for this army to meet, while the range and 
sophistication of technological aids grow  
every day. In short, there is more than enough 
human and technological potential to power  
a new Golden Age of development based on 
the ICT-based revolution that began, just as the 
post-war virtuous circle was going into reverse, 
in the 1970s. 

Inclusive growth and prosperity, the theme  
for this year’s Global Peter Drucker Forum in 

November, sounds like the ultimate motherhood 
and apple pie. Who could be against it,  
and where’s the problem? We just reboot the 
processes that have fuelled 200 years of capitalist 
progress which has sucked billions of the world's 
population out of poverty and into the cycle  
of expanding economic and social wellbeing.

If only it were so simple. To make “the 
economy work for everyone”, to quote UK premier 
Theresa May, will require everything but business 
as usual. As the technology scholar and historian 
Carlota Perez reminds us, to fulfil its potential,  
each major technological advance needs to  
take a different direction, based on a new synergy 
of technological, social and political choices. 

Nearly 10 years after the global financial crisis, 
much of the world remains mired in the last 
paradigm, which has delivered the opposite of 
inclusion – inequality, insecurity, and the feeling  
of being excluded from global and technological 
advance – and thence Trump, Brexit and the rise of 
nationalism and populism. This puts business and 
management squarely in the front line. Managers 
can no longer shrug off wider responsibilities in  
the cause of maximising returns within the law. 
Inclusive growth and prosperity have to be what 
business is for. 

As Drucker insisted: “Free enterprise cannot  
be justified as being good for business. It can only 
be justified as being good for society”. Corporate 
responsibility is to deliver growth and prosperity 
for everyone, period. And that changes almost 
everything.

Nearly 10 years after the global financial crisis,  
much of the world remains mired in the last 
paradigm, which has delivered the opposite of 
inclusion – inequality, insecurity, and the feeling  
of being excluded from global and technological 
advance – and thence Trump, Brexit and the rise  
of nationalism and populism. This puts business  
and management squarely in the front line
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There is a choice, and it is up to leaders of 
governments, corporations and civil institutions  
to shape it in ways that will benefit ordinary citizens 
as well as themselves – or, as we have seen, ordinary 
citizens will do it for them. As gatekeepers of the 
investment decisions that determine how the larger 
trends play out both macroeconomically and where 
it counts for individuals, in jobs and pay, managers 
bear the major responsibility here

Yet that seems a long way off. In 2017 growth 
is stuttering. Productivity is static, innovation rates 
falling and new business formation modest. 
Average wages in the US have barely moved  
since the 1990s. In the US and UK, publicly-quoted 
companies are on the decline, their numbers 
having halved in the last 15 years. 

Meanwhile, in the same economies the link 
between corporate growth and jobs has been 
severed, even, or especially, among tech start-ups. 
Michigan University’s Gerald Davis spells it out: 
“The shifts from outsourcing to Uberization have 
been largely driven by the corporate imperative  
to create shareholder value, and under our  
current conditions, creating shareholder value  
and creating good jobs are largely incompatible. 
Corporations are “job creators” only as a last resort”.

Small wonder that some leading economists 
hold that the era of growth is over and that we 
face a period of prolonged secular stagnation. 
Bluntly, on present trends, the pessimists will likely 
be right. But that is not inevitable. Technology 
is not destiny; nor is globalisation. Their direction  
is not random but shaped by decisions made  
by firms, governments and individuals. 

In other words, there is a choice, and it is up 
to leaders of governments, corporations and civil 
institutions to shape it in ways that will benefit 
ordinary citizens as well as themselves – or,  
as we have seen, ordinary citizens will do it for 
them. As gatekeepers of the investment decisions 
that determine how the larger trends play out 
both macroeconomically and where it counts for 
individuals, in jobs and pay, managers bear the 
major responsibility here. They cannot rely on  
an “invisible hand” to bring about a new growth 
momentum or create demand for their offerings 
when (as must be close) consumers’ ability to 
take on debt runs out. If the cost of shareholder 
(and executive) enrichment is the jobs of those 
who can no longer afford to buy the products 
created, the process becomes self-defeating.  
The engine of capitalism will grind itself to a halt.

Yet tantalisingly, the outlines of a new collective 
balance are discernible through the fog. New 
times will require big changes on all sides. For too 
long, acknowledges Salesforce chairman and CEO 
Marc Benioff, “we have done our work in isolation, 
unaware of the effects our innovations have on 
societies and environment as a whole.” For Perez, 
“We are in a crucial moment in history similar to 
the 1930s, requiring thinking and measures as 

½
In the US and UK, publicly-
quoted companies are on the 
decline, their numbers having 
halved in the last 15 years



11

bold as those of Keynes, Roosevelt and Beveridge.” 
Measures envisaged will have to go far beyond 
conventional supply-side adaptation, such as 
investment in education and infrastructures,  
to include the much-neglected demand side of 
the labour market equation and what drives it:  
the incentives which have fuelled short-termism, 
financialisation of the real economy and the race 
to the bottom in pay and conditions that have 
done so much to fuel insecurity and inequality. 

Corporate governance can no longer be 
played as a private sport between directors  
and shareholders. It has macroeconomic 
consequences – and today it is clear that  
what is good for shareholders no longer  
works for the economy and wider society. 

As many suspected, “corporate social 
responsibility” was a diversion that served to evade 
management’s defining challenge: to plot a path 
to inclusive growth and prosperity, recreating  
a virtuous circle which builds on rather than  
fights the distinctive properties of markets and 
companies. Just as flawed economic theory has 
caused managers to damage their companies 
through the pursuit of shareholder value, these 
too are due for fundamental review. 

Growth and development are powered by 
innovation and its diffusion, in which companies 
and markets play different but interdependent 
roles. Consider the semiconductor industry cycle. 
First, the leader, typically Intel, creates a new- 

generation microprocessor that gains a 
temporary market advantage for which it can 
charge high prices. As rivals catch up prices fall until 
the chip is a commodity. Thus, Intel’s advantage  
is competed away by the wider market, handing 
the benefit to society as a new constellation  
of resources, and the cycle begins again. 

This is business as a positive-sum game – value 
creation rather than appropriation – and reframes 
companies, in the late Sumantra Ghoshal’s words, 
as “society’s main engine of discovery and 
progress”. In like vein, businesses can be seen 
as society’s problem-solvers and growth as a 
measure of the rate new solutions to problems 
become available. The genius of capitalism, in this 
view, is not allocation or efficiency but creation 
and effectiveness – evolutionary processes in 
which companies that fail to innovate eventually 
succumb to the rising tide of the market. 

Conversely, the secret of the “positive deviants” 
that stand out from rivals in many industries 
is their adoption of (in effect) innovation as  
a business model that keeps them constantly  
one step ahead of the market. Think Apple  
and Dyson in products and services, Toyota  
and Handelsbanken in management, W L Gore 
and Haier in both. The “hidden champions” of the 
German Mittelstand are another less conspicuous 
example.

As the gig economy demonstrates, technology 
makes labour a commodity that can be contracted 

‘Inclusive growth and prosperity’ – for whom? | Simon Caulkin
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for in the market as easily as any other. But  
we still need companies, precisely as temporary 
protection from market forces allowing them to 
carry out their proper, but inherently messy and 
uncertain, vocation of innovation and exploration. 
Innovation in the sense of new solutions to 
human needs clearly demands renewed focus  
on the customer of the kind we are already  
seeing in the design thinking movement and in 
the emerging theory of “jobs to be done”. The first 
should help to sharpen the focus of innovation  
in existing markets; the latter may point the way  
to solutions that create whole new markets.

While the major responsibility for corporate 
renewal rests with management, other actors also 
have important parts to play. Dawning recognition 
that governance changes are needed to support a 
longer-term corporate orientation and discourage 
free-riding is welcome – consider, if proof were 
needed, the price Unilever has had to pay for  
the privilege of upholding its model of long-term 
growth and sustainability. Among a flurry of 
international initiatives, it is significant that  
some of the biggest global investors are joining 
governments and civil institutions in exhorting 
companies to look to the longer term. These  
need to lead to action, not just talk.

As part of the new synergy, reassessment of the 
role of the public sector in innovation is overdue. 
The creation of economic value is a collective 
process. No business can operate without basic 
legal, physical and education infrastructures 
provided by the state. But as UCL’s Mariana 
Mazzucato has stressed, innovation also needs 
strong publicly-funded research programmes  
like DARPA and the US National Institutes of Health 
that have yielded a deep seam of technologies 
such as biotechnology, the internet, voice 

recognition and others that countless companies 
continue to mine. “The private sector does  
not ‘create wealth’ while taxpayer funded  
public services ‘consume’ it,” notes Mazzucato. 
“Rather, economic output is co-produced by  
the interaction of public and private actors –  
and both are shaped by, and in turn help to shape, 
wider social and environmental conditions.”

The final component of a broad new 
innovation wave is a direction for the collective 
forces of society and business to pull in. The 
current mode of deploying technology primarily 
to cut costs, or for the sake of it, does not fit the 
bill. Far from spreading prosperity, too much does 
the reverse, redistributing existing rather than 
creating new value, and sharing it in ways that  
are more unequal than before.

There is no shortage of compelling alternatives 
for clusters of research, technologies and 
industries to cohere around. Obvious examples 
are the biosciences and genomics to underpin 
healthier lifestyles, green growth and new 
approaches to disease and ageing populations. 

What all such “meta” orientations have in 
common is their potential to align business and 
society by turning urgent human problems into 
meaningful economic opportunity. This perfectly 
chimes with Peter Drucker’s 1984 definition of the 
corporation’s real social responsibility: “The proper 
social responsibility of business,” he wrote, “is to 
tame the dragon, that is, to turn a social problem 
into economic opportunity and economic benefit, 
into productive capacity, into human competence, 
into well-paid jobs, and into wealth”. 

As a statement of management’s own “job 
to be done”, that could not be bettered. 
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Assessing 
academics’ 
performance
Is it time for a change in faculty recruitment and promotion practices? 
Edeltraud Hanappi-Egger describes how, and why, business schools 
need to take into account multiple aspects of performance
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Masters degree – PhD – postdoc – assistant 
professor – full professor.

That’s what most people expect an academic 
career to look like – a linear, full-time post in 
academia from a degree programme to a tenured 
professorship at a renowned university of business 
and economics. 

A career like this often implies that academics 
are expected to churn out publication after 
publication. But when it comes to recruiting 
researchers for senior faculty positions or to 
promoting academics, it is not enough to focus 
mainly on the number of publications in top-tier 
journals; various other aspects play a crucial role  
in the performance portfolio of academics. 

This is especially true because the demands 
placed on universities have grown over the last 
few years, not only with regard to research, 
teaching and other related demands (now often 
known as “third mission activities”) but also in 
connection with universities’ role as employers. 

What do we mean by performance?
WU (Vienna University of Economics and 

Business) is breaking new ground in this area  
and has been discussing a more comprehensive 
in-house performance assessment system for full 
professors. In addition, the diversity of researchers’ 
personal contexts has been taken into account in 
various guidelines for evaluating the performance 
of faculty members. 

The current discussion on how to measure 
multiple aspects of performance at WU is inspired 
by the approach of measuring achievement  
or performance relative to opportunity, which  
is primarily used by universities in Australia and 
New Zealand. 

At the core of this approach lies the concept 
that the traditional model of a full-time, linear, 
uninterrupted academic career can no longer 
be taken as the norm and the main yardstick 
for measuring performance. 

WU hopes to initiate a process that allows 
us to rethink the way performance is assessed 
in academia, both at WU itself and also at other 
universities. 
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The goal is to develop a new, more 
comprehensive understanding of performance 
and performance assessment methods in the 
academic field, focusing on the quality, impact 
and consistency of researchers’ achievements 
while also taking into account specific personal 
contexts. With this new approach, WU aims  
to contribute to a discussion on performance 
assessment procedures at universities.

Is it still enough to measure performance 
based on research output alone?

Which criteria should be applied to judge 
performance? A look at international rankings 
and rating systems shows that the performance 
of researchers is usually assessed based on 
research output, which, in turn, is mainly gauged 
quantitatively using criteria such as publication 
counts and impact factors. 

But though this approach is widely regarded  
as neutral and objective, it has some pitfalls. 
 In particular, the conventional performance 
assessment system gives an advantage to those 
researchers who work in well-established fields 
with a long tradition of publication and who pursue 
publication strategies that emphasise quantity. 

However, these systems do not give adequate 
recognition to academic achievements in 
innovative fields that do not have a long tradition 
of publication opportunities.

Performance measurements focusing mostly 
on research output also fail to reward important 
work in teaching and third mission activities. 

If universities place paramount importance  
on publication output, early-career scholars  
have to work very hard to meet these specific 
performance standards. This puts pressure on 
researchers to follow a strict lifestyle that allows 
them to dedicate themselves fully to research and 

to work with a tight focus on goals, independence 
and undivided attention. As a consequence, a 
standard career path with uninterrupted, linear 
full-time employment remains a common 
requirement for being able to perform adequately. 

Since career paths have changed significantly 
over recent years, there are more and more 
researchers who for a variety of reasons might 
complete their PhD at age 35 instead of 25 
maybe because they had a job during their 
studies, started their degree programme late  
or – for whatever reason – took some time off. 

Women, particularly, can find it very hard to 
meet the demands of academia because their 
academic portfolios and career paths are often 
“non-standard”. 

For these reasons, it is probably a good idea  
to assess a researcher’s publication output relative 
to his or her so-called “academic age” – the time 
passed since completion of the PhD, regardless  
of actual age. This means that performance 
measurements will give a better picture of  
an individual’s capabilities if their life stories  
and the opportunities they have had are taken  
into account.

uLiKe, WU’s multi-dimensional in-
house performance assessment system, 
is intended to include diverse criteria 
that go beyond publication output  
and give more weight to teaching, 
knowledge transfer activities and/or 
work in university development
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Multi-dimensional performance assessment 
in academia

In addition to the biographical contexts of 
academics, it also seems to be necessary to 
broaden performance assessment approaches  
by including more factors than just research 
output understood in terms of publication count. 

uLiKe, WU’s multi-dimensional in-house 
performance assessment system, is intended to 
include diverse criteria that go beyond publication 
output and give more weight to teaching, 
knowledge transfer activities and/or work in 
university development. In concrete terms, this 
means that performance in the area of research is 
evaluated based on criteria such as the number of 
original articles, original contributions to journals 
and books, or third-party funding that is attracted. 

At the same time, however, the new 
approach also looks at achievements in the field 
of teaching, factoring-in aspects such as courses 
taught, thesis supervision, assistance provided  
to early-stage researchers and student ratings.

Third mission activities are also becoming 
more and more important for universities. For 
this reason, additional factors should be 
considered, including work in university 
management or decision-making bodies, 
committee membership, work as a reviewer or 
assessor, active co-operation with partner 
universities as well as work for the academic 
community, for example, functions performed 
for academic societies or journals (work as an 
editorial board member or reviewer) or 
contributing to the organisation of 
conferences. 

Third mission activities relevant to performance 
assessment also include services to society and 

knowledge transfer, including offering academic 
expertise to the media, writing popular science 
articles and giving presentations at non-academic 
events. 

It is important to note that all professors should 
be involved in third mission work in one way or 
another.

All these activities could be assessed relative 
to individual personal contexts. Relevant factors 
include caring for children or family members, 
leaves of absence, part-time employment and 
gaps in academic career paths due to illness or 
involvement in civil society initiatives.

In some areas, WU has made previous efforts to 
acknowledge the importance of a comprehensive 
range of criteria in assessing employee 
performance. In 2013, for example, a WU working 
group developed a definition of the job profile of a 
full professor that bases performance assessment 
on an extended range of qualification criteria in  
the fields of research, teaching and third mission 
activities.

To take into account personal aspects  
in assessing applicants for a position as  
a full professor, WU drew up an information 
document for search committees and 
guidelines for reviewers in senior faculty 
recruitment, in accordance with the provisions 
of WU’s Plan for the Advancement of Women. 

In addition, a special assessment sheet is 
available to search committee members and 
reviewers to help them understand and apply the 
position announcement criteria and to improve 
transparency. A note has also been added to the 
catalogue of questions for employee performance 
reviews as a reminder that an employee’s 
publication output should be assessed in the 

Assessing academics’ performance | Edeltraud Hanappi-Egger
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context of his or her biography, taking  
into consideration, for example, part time 
arrangements. 

Position announcements for full professorships 
also contain an explicit note that applicants are 
expected to have an excellent research output 
relative to their “academic age”. This means that 
performance is seen in relation to a person’s 
individual context. 

These new announcements send out 
important signals to society. They encourage 
young researchers to apply because they know 
that their research output will be assessed relative 
to their academic age and other work and 
responsibilities. This approach is intended to 
broaden the palette of criteria applied when 
reviewing candidates’ qualifications. Of course,  
all these measures by no means imply that we 
plan to expect less from our applicants.

Further steps towards equal opportunities 
There have many been efforts in academia to 

make performance assessment more transparent 
and to eliminate certain discriminatory effects of 
common performance evaluation methods. At 
some Austrian universities, special workshops are 
held to raise awareness of these issues. Other 
approaches seek to improve transparency and 
equal opportunities by limiting the number of 
publications considered, for example by basing 
the evaluation of candidates on a limited number 
of each applicant’s best publications. 

As a next step, these approaches should be 
combined and refined into a multi-dimensional 
system that can then be translated into various 
guiding principles. The goal is to make further 
steps towards equal opportunities for researchers 
with non-standard biographies who show 
excellent performance in activities that go beyond 
just research output. 
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The goal is to make further steps towards equal 
opportunities for researchers with non-standard 
biographies who show excellent performance 
in activities that go beyond just research output
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A stimulus for further development 
The question of how a more comprehensive 

performance assessment system can be 
implemented and put into practice must 
undoubtedly be answered by each university 
individually, and the process requires a great deal 
of discipline and commitment on the part of the 
entire faculty. 

We believe, however, that initiating this process 
of change is well worth the effort, as is evidenced 
by the Diversitas award WU received from the 
Austrian Federal Ministry of Science, Research 
and Economy in December 2016. 

WU has since been approached by several 
universities that are interested in the project. 
Ample positive feedback and strong interest from 
the media are further signs that it is high time to 
start a large-scale process of change that involves 
multiple universities.

Please do not hesitate to contact me for further 
information. 

‘How many papers is a baby worth’ 
It goes without saying that the transition 

towards a more comprehensive performance 
assessment framework that includes personal 
contexts also creates certain challenges. 

It requires intensive dialogue and discussion 
on the selection of criteria and personal factors 
to be included in performance assessment and 
how these factors should be weighted. This is 
by no means a trivial process because it is hard 
to measure how many papers should be seen 
as equivalent to child care or caring obligations, 
for example. (See Klocker N, Drozdzweski D. 
(2012): Career progress relative to opportunity: 

How many papers is a baby “worth”? 
Environment and Planning A 44, p. 1271-1277.)

Another issue is that specific biographical 
factors can only be taken into consideration if they 
are disclosed. But how can people be encouraged 
to share private information for the purpose  
of performance assessment? Disclosing such 
information obviously blurs the borders between 
private and work life, which may be seen as 
problematic by some and is an issue that needs  
to be addressed. 

It is also essential to discuss how we can 
make sure that the new approach to more 
comprehensive performance assessment does 
not lead to a drop in quality standards and that 
it is not used to justify sub-par performance. 

Indeed, the opposite may even be the case 
with the addition of new performance assessment 
criteria making it harder rather than easier  
for people with non-standard biographies  
to meet all the different demands. After all,  
would the requirement to engage in third mission 
knowledge transfer and supervise theses on top  
of conventional research work pose an additional 
burden for researchers with child care obligations? 
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Rise by  
lifting  
others
Kenneth Mikkelsen outlines how a leading 
Indian company has engaged in a global 
conversation about why it exists and how it 
affects people’s lives and society generally
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Rise by lifting others | Kenneth Mikkelsen

There is a growing hunger for purpose. People 
want personal relationships with humane, 

honest and value-driven companies. As cultures 
shift so must organisations that aspire to remain 
relevant, motivate their workforce and delight 
their customers. 

But what is the difference between articulating 
a purpose and truly living it? How can a core 
purpose serve as a filter for making wise strategic 
decisions, communicating, educating leaders, 
recruiting employees, rewarding performance, 
and developing new products or services? 

The India-based Mahindra Group holds 
important lessons for leaders seeking to establish, 
lead and live a purpose that inspires change, 
focuses on shared value creation and drives 
business results. 

Mahindra can trace its origins back to 1945.  
It started as a steel trading company before 
entering the automotive manufacturing industry 
in 1947. The group has grown into a $17.8 billion 
multinational federation of companies of more 
than 200,000 people spread across 20 industries 
in over 100 countries. 

The group is among the largest automotive 
manufacturers in India as well as the world's 
largest tractor-maker by volume. It also operates 
in key industries such as financial services, IT, 
aerospace, real estate, energy and defence. 

Mahindra has always had a core purpose. 
The previous credo: “Indians are second to none” 
reflected the founders’ beliefs and outlook at 
India’s independence in 1947. Having grown into 
 a diversified mélange of more than 100 legally 
independent entities, Mahindra more recently felt 
a need to define a new core purpose that reflected 
and resonated with its increasingly global 
presence and workforce. 

Finding Purpose
Finding an authentic purpose is a serendipitous 

process that involves both introspection and 
“outrospection”. When Mahindra was planning  
a US launch of its pick-up trucks in 2007 it hired  
a New York-based agency, StrawberryFrog, to  
do its advertising. StrawberryFrog founder Scott 
Goodson travelled to India to learn more about 
the group. In a conversation with Anand Mahindra, 
group chairman, he framed his observations in 
terms of a problem and an opportunity. 

The bad news was that the group had neither 
a unifying ethos nor a consistent brand identity 
controlled from the centre. Managers tended to 
look through the narrow lens of their own group 
business. On a positive note, most people talked 
about being driven by a higher-order purpose in 
their daily work. 

The feedback stuck with Mahindra and six 
months later he set up a cross-business team  
to look into the brand. As he considered it to  
be a business-strategic project, the team was 
comprised of himself, the vice-chairman, several 
CEOs and people from the group’s strategic 
management office. StrawberryFrog was invited 
back to India to help develop a cohesive brand 
idea that also took customers’ perspective into 
consideration. 

1945
Mahindra can trace its origins 
back to 1945. It started as a 
steel trading company before 
entering the automotive 
manufacturing industry  
in 1947

100
The group has grown into  
a $17.8 billion multinational 
federation of companies of 
more than 200,000 people 
spread across 20 industries 
in over 100 countries

There is a growing hunger for purpose.  
People want personal relationships  
with humane, honest and value-driven  
companies
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Research was carried out in three stages. 
•  An internal interview process with managers 

and focus group discussions across the 
group to unearth people’s goals and values 
as well as their perceptions of the company.

•  Studies to understand how the outside world 
perceived India and Indians. 

•  A societal trend study that included 
ethnographic interviews and discussions 
groups with customers in key markets. 

Mahindra’s research was completed in the  
wake of the 2007-2008 financial crisis. Surprisingly, 
people were very optimistic. The majority 
expressed a wish to shape their own destiny, solve 
problems in new ways and contribute to the world 
around them. They felt success was achievable 
through ingenuity and not accepting limitations. 

It was a profound insight that shaped the 
group’s core purpose. During the iterative design 
process, the strategy team met regularly with  
the chairman. From the conversations, it became 
clear that “purpose” had the potential not only  
to re-position the Mahindra brand but also to 
catalyse an internal cultural transformation.

In July 2009 the group management board 
unanimously approved the new core purpose and 
the “Rise” idea: “We will challenge conventional 
thinking and innovatively use all our resources to 
drive positive change in the lives of stakeholders 
and communities across the world to enable 
them to Rise.” 

Rise is more than just a word. It is a call to 
action that aims to unify people around shared 
ideas, values and a way of life. The call encourages 
people to see opportunities where others cannot 
and set an example for the world. The meaning 
is intentionally open-ended to leave room for 
personal interpretation applicable in different 
contexts. Rise defines what Mahindra is and what 
the company believes in and stands for. 

What is Purpose?
Many companies confuse purpose, vision 

and mission statements, often using them 
interchangeably, blurring their true meaning. 

•  Purpose is what guides you. It articulates 
why you do what you do, why your 
organisation exists.

•  Mission is what drives you. It is the strategic 
path your organisation follows to fulfil your 
vision. 

•  Vision is what you aspire to. It is the 
destination it you wish to reach, the state 
into which you hope to transform over time.

In other words, Purpose is your why. Mission 
is your how. Vision is your where and what.

Mahindra identified three categories of 
corporate cultural traits: enduring, emerging and 
declining. Among the declining aspects were a 
civil-service mentality and over-cautiousness. The 
enduring and emerging traits – behaviours to be 
reinforced and imitated – formed the three pillars 
of Rise – accepting no limits; alternative thinking; 
and driving positive change.

To illustrate and help employees see the 
intended spirit of the purpose and minimise 
misinterpretations, a “House of Mahindra” 
framework was created. It is an intentionally 
simple framework shaped like a house. Mahindra’s 
core values constitute the foundation of the 
house. On top of it stands the Rise pillars. The core 
purpose is the overarching philosophy that points 
towards Mahindra’s vision.

Transforming or reinforcing a culture is a 
large-scale undertaking where all organisational 
tools need to be put in play. To enable Rise to  
get into the bloodstream of the organisation, 
Mahindra reviewed all its HR practices. Prior 
to this each business had different models and 
cross-functional alignment was very limited. A 
series of workshops, involving the top 300 leaders 
of the group, were held to secure buy-in and 
conceptualise the main focus areas for executing 
the change agenda. 

In the first year, five projects were created to 
standardise and reflect Rise behaviours in core 
HR processes. These included communication, 
leadership competencies, change management 
capabilities and recruitment. 

Similarly, four projects covering reward  
and recognition, performance management 
systems, talent management, and learning and 
development were initiated in the second year. 

In the third year Mahindra focused on rolling 
out the HR levers throughout all the sectors in 
the group.
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Communicating Purpose
After nearly 18 months of preparation, Rise was 

formally launched in January 2011. 
Positioning a brand that does many things for a 

higher-order purpose is demanding and Mahindra, 
like many other companies, did not have any prior 
experience. From day one, chairman Mahindra 
made it clear that every Rise initiative had to pull 
people in by being relevant and interesting rather 
than by dictating actions and pushing information 
from the top down. 

To bring the purpose to the forefront of 
everyone’s minds, the group had to develop new 
ways to inspire people and nurture a dialogue. 

A Corporate Brand Council was tasked with 
harmonising how Mahindra presented itself to its 
customers. The council’s mission was to establish 
one cohesive standard and design guide for all 
visual, verbal and electronic marketing across the 
group and it was responsible for designing and 
deploying interventions to reinforce the spirit of 
Rise and pave the way for its learning, absorption 
and internalisation. 

A key element was to find and disseminate 
images, metaphors and stories to showcase 
behaviour associated with the Rise pillars. An 
internal Rise portal brought everything together 
under one umbrella. The intranet contained 
selected stories, a brand book, videos, games, 
merchandise, a Rise anthem, Rise Awards and 
an internal e-learning programme named iRise. 

As part of building capabilities to communicate 
the change agenda, each business trained and 
nominated Rise champions. A team of 100 change 
agents, named Risators, supported them. To 
engage the hearts and minds of the employees 
the Rise torchbearers were trained in process 
facilitation, group dynamics and learning styles. 

When Mahindra went public with its new 
purpose it dedicated some $18 million over three 
years to promote the new brand position. Rather 
than advertising in traditional media, Mahindra 
leveraged this by launching a multimedia 
campaign named Spark the Rise, a digital platform 
to promote innovation, entrepreneurship and 
grass roots change through a collaborative 
approach bringing together an ecosystem of 
partners to run programmes, challenges and 
competitions to inspire and enable people to rise. 

Rise by lifting others | Kenneth Mikkelsen

$18m
Mahindra went public with 
its new purpose and 
dedicated some $18 million 
over three years to 
promote the new brand 
position, launching a 
multimedia campaign 
named Spark the Rise

During the iterative design process, the  
strategy team met regularly with the chairman. 
From the conversations, it became clear  
that “purpose” had the potential not only  
to re-position the Mahindra brand but also  
to catalyse an internal cultural transformation
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Leading Purpose
Indian businesses have a long tradition of 

high-powered, hierarchical organisations based 
on command-and-control leadership. It is a 
cultural heritage that runs through the country’s 
family, educational and caste systems. Mahindra 
stands out by having a strong reputation for 
distributed leadership and employee autonomy. 

A Leadership Competency Framework that 
focuses on abilities, commitments, knowledge  
and skills that are aligned with both core values 
and group strategy underpin this. Hundreds of 
workshops covering thousands of employees 
have been undertaken to secure awareness, 
understanding and support. The leadership 
competencies are integrated in all key HR 
processes and drive the cultural transformation 
in Mahindra.

An organisational culture reflects the maturity 
and consciousness of the people leading a 
company. The most powerful feature of purpose-
driven leaders is their focus on the question of 
why. Why are we here? Why should we take  
on this project? 

Mahindra has identified five leadership 
characteristics that are critical for influencing  
a culture of accepting no limits, alternative 
thinking and driving positive change. 

These are:
•  Whole-brain thinking. Encouraging the 

seamless combination of logic and intuition
•  Managing fear and leveraging failure. 

Accepting that risk taking often results in 
failure but that this can offer valuable 
lessons to be leveraged in future success

•  Multiplier. Unleashing people’s energy and 
passion through well-directed questions 
rather than the provision of answers

•  Mindfulness. Using focused attention as an 
antidote to the busy-ness that consumes 
many leaders

•  Trust. Trusting others and showing 
willingness to admit mistakes

Mahindra has aligned and designed its 
leadership development activities around  
these five qualities. The epicentre for leadership 
development is the Mahindra Leadership 
University, which was officially launched in June 
2015. It aims to develop future leaders from within 
the organisation through a series of programmes 
that follows the 70-20-10 model for learning, 
which holds that individuals obtain 70% of  
their knowledge from job-related experiences, 
20% from interactions with others and 10% from 
formal educational events.

Living Purpose
In October 2014, Mahindra launched Rise for 

Good to bring all matters related to corporate 
social responsibility (CSR), such as governance, 
community, environment and people, together 
under one umbrella. Rise for Good reflects 
Mahindra’s view that business and social good 
must be intrinsically linked for business to be 
successful. Efficiency, measurable impact and 
scalability are essential to move from strategic 
philanthropy towards creating shared value. 

Rise for Good initiatives focus on serving 
three constituencies of girls, youth and farmers 
by supporting them through education, health 
and environment. 

Nanhi Kali, launched in 1996, is one of the 
flagships projects. It provides educational support 
to underprivileged girls living in poor urban, remote 
rural and conflict-afflicted tribal communities in 
India. Apart from providing academic support, the 
programme also provides support in the form  
of uniforms, school bags and hygiene materials. 

2015
The Mahindra Leadership 
University, was officially 
launched in June 2015.
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Impact of Purpose 
In 2014 Deloitte’s Core Beliefs and Culture 

Study confirmed the findings of many previous 
studies: an organisational focus on purpose leads 
to higher levels of confidence among stakeholders 
and drives business growth in both the short  
and long term. Viewed from an organisational 
perspective there are five interconnected impacts 
of a core purpose: 

Purpose brings clarity. Purpose serves  
as a foundation for clear, consistent 
communication and meaningful conversations. 
Clarity about purpose, and the values it is rooted 
in, provides grounding and a sense of direction.  
By offering a steady point in a constantly changing 
business landscape, purpose strengthens people’s 
capacity to navigate in uncertainty, complexity 
and ambiguity. 

Purpose builds unity. Purpose gives coherence 
to the organisation as well as a sense of belonging. 
It does not merely serve as a promise, it also 
articulates a challenge and builds unity by inviting 
people to play an active role in solving it. 

Purpose creates meaning. Purpose taps into  
a universal human desire to live a meaningful 
life. Recent studies indicate that millennials in 
particular will not work just to achieve the next 
quarter's targets. The majority will want to work 
for organisations that foster innovative thinking, 
develop their skills and make a positive 
contribution to society. 

Rise by lifting others | Kenneth Mikkelsen

Purpose builds perseverance. Perseverance 
is an attitude towards life that is fuelled by 
knowing what is important to spend your energy 
on. Purpose sustains an organisation and keeps  
it going when times are tough. Constancy to 
purpose enables people to bounce back from 
setbacks and solve difficult and challenging 
problems. 

Purpose secures relevance. Purpose helps 
leaders to formulate authentic and opportunity-
based narratives that contextualise a company’s 
values. A purpose has the capacity to attract 
interest, energise people and lead them towards 
a common goal. 

The Mahindra Group has grown from less 
than half a billion dollars in annual turnover  
to current revenues of $17.8 billion in 20 years. 
Market capitalisation is up 26 times over the  
last decade. As Mahindra’s story has shown, the 
key to being driven by purpose is in designing 
organisational structures and supporting systems 
to continually reinforce the underlying purpose.

Merely looking at what worked in the past will 
not solve the interconnected challenges we face 
today. Truly purpose-driven organisations are 
built on future needs rather than best practices. 
To become tomorrow’s company, leaders must 
have the courage to invent future practices, which 
go beyond today’s predominant management 
principles. Leaders need to learn from early 
adopters in this field to progress their thinking, 
learning, behaving and being. 

Mahindra is building its entire future on this 
philosophy and leading the way by demonstrating 
how the interests of business and society can align 
for mutual benefit and well-being. 
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70%
The Mahindra Leadership 
University aims to develop 
future through a series of 
programmes that follows the 
70-20-10 model for learning: 
individuals obtain 70% of their 
knowledge from job-related 
experiences, 20% from 
interactions with others and 
10% from formal education

Merely looking at what worked in the 
past will not solve the interconnected 
challenges we face today. Truly purpose- 
driven organisations are built on future 
needs rather than best practices
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After the scurry of educational providers 
rushing into the breach and scrambling  
to be part of MOOC mania, the hype has all 
but dissipated. Paul Hunter explains why

Digital  
Learning  
2.0
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MOOCs (massive open online courses) 
undoubtedly have their place for disciplined 

and curious individuals with an iron will, available 
time and a natural predisposition to persevere. 
However, for time-stretched executives struggling 
to keep the train on the track while juggling high- 
pressure professional objectives and increasingly 
scarce personal time, MOOCs have not provided 
the hoped-for panacea.

Expecting executive learners to stay on an 
(online) course based on a cobbled-together 
jumble of videos, articles and chat rooms is 
farfetched. In such circumstances, expecting 
tangible results such as measurable business impact 
or observed behavioural change is delusional.

For virtual learning to work, a number of 
elements need to be deployed in parallel and 
constantly monitored and adjusted throughout  
the learner's journey. So what are the key success 
factors to ensure that executive learners are not 
only engaged but also transfer their learning into 
meaningful actions in their professional or personal 
context?

1. Start at the end
In the creation of any learning experience, 

virtual or otherwise, being crystal clear on the 
participants' learning objectives is the place to start. 
The taxonomy named after Benjamin Bloom  
in the early 1950s has long since suggested ways 
of sharpening objectives to avoid undesirable 
bluff such as “By the end of this programme 
participants will be better strategic thinkers”. 

If this is true in the classroom, it is of paramount 
importance in the online arena. Switching on the 
studio lights or deploying the latest widget before 
learning objectives have been crisply defined, 
ensures a mediocre mix of multimedia segments 
that will simply not lead to executive learning. In  
a medium where learners crucially need to know 
upfront why they should invest their scarce time 
in spending more hours online rather than less, 
the deal needs to be clear from the outset.

2. Treat executives like executives
Once the learning objectives have been honed, 

not only for the programme as a whole but for 
each individual segment, instructional design can 

start in earnest. Moving from learning objectives, 
the next piece of the puzzle is determining how 
these objectives will be measured. Many online 
learning providers tend to come unstuck at this 
point. 

Deploying a range of quizzes or multiple-
choice questionnaires may seem expedient,  
but such a scholastic approach is simply not 
appreciated by executives and in many cases  
fails to provide meaningful data other than  
basic knowledge retention. The increasing  
trend towards the use of ever-more performing 
algorithms may de-bunk this current impasse 
but we are clearly not yet there.

On the other hand, asking executives to test 
out hypotheses, draw conclusions and submit 
evidence-based results on how they have used 
a particular concept in their professional arena 
not only provides a more engaging learning 
experience but allows learning facilitators  
to engage in a constructive dialogue.

3. Change the channel
Once you are clear on your objectives and 

how you are going to measure them, you are 
ready to start content creation. Time and again 
education providers start with “what we do well  
in the classroom” and then move forward with  
a “virtual version”. This is a sure-fire way to 
ensure disengaged learners, poor traction 
and massive drop-out.

It is a source of constant bafflement that 
educational providers believe they can switch 
from one learning medium to another without 
rethinking the basic learning premises. The 
pedagogical techniques that deliver an engaging 
face to face learning experience may simply not 
be appropriate in the online arena. Recycling 
classroom PowerPoint slides embellished with a 
few snippets of video footage does not constitute 
digital learning. 

Additionally, too little attention is paid to the 
“in front of the screen” experience. If you think 
that screwing a camera onto a tripod in the 
back of a classroom, hitting the record button 
and then editing the footage into chunks will 
have executives flocking to your online offering, 
think again.
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5. Keep the content fresh and easy to digest
Executives who have bought into investing 

time and energy in a virtual programme expect 
and deserve cutting-edge content. As educational 
providers, if we do not have fresh content 
ingredients in place – how you slice and dice 
them or what secret sauce you use will not 
hide the taste of stale content that has passed 
its sell-by date.

High quality movie-like productions bombard 
us every day: on TV screens that have popped up 
at airport security; in the carefully crafted online 
campaigns that get to us despite the best efforts of 
our spam filters; and in traditional TV advertising. 

Amid the plethora of video material competing 
for our attention the entry-level ticket is high 
production values. Executives will simply not 
invest time watching a video that has been poorly 
executed or at best they will let it run in a corner  
of their screen while they get on with “real work” 
such as responding to emails. If you want to 
capture executives' attention and keep them 
captivated for the seven to 10 minutes of your 
video footage, don't scrimp on production values.

The content also needs to be easily digestible. 
Placing oneself in the participant's online  
shoes can never be over-estimated. Is it really 
reasonable to expect a participant to watch a 
lengthy classroom video featuring the backs of 
heads, roving angles and dodgy camera shake? 

Is it sensible to serve up ingredients that have 
clearly been prepared for another purpose and 
expect the participant not to balk? 

Ensuring that the content is fresh, varied, 
properly prepared and served up in the right 
portions will go a long way toward providing  
a digestible and memorable learning feast.

6. Continuously demonstrate ROI
The most compelling reason we can give 

executives to devote time to a virtual programme 
is because they see for themselves the impact  
the programme is having on their professional 
context. Any activity that executives are asked  
to complete online that does not have a direct 
impact on their business arena is a waste of time.

In essence, the reason these executives commit 
weekly time online to follow a programme is  
that they implement learnings on a daily basis 
without leaving the office. The immediate nature 
of the learning transfer is undoubtedly the best 
way to tap into a participant's intrinsic motivation.

7+
If you want to capture 
executives' attention and 
keep them captivated for  
the seven to 10 minutes  
of your video footage, don't 
scrimp on production values

Creating a successful virtual learning journey 
for executives requires not only a new learning 
design that respects the chosen virtual channel, 
but a design that is seamlessly interwoven with 
the production and delivery process.

4. Respect the “holy trinity” of virtual 
learning

Successful creators of virtual learning for 
executives need to be mindful of three distinct 
but interwoven aspects of online learning: design, 
production and delivery. Each of these activities 
is important in its own right but if any of them 
take place in a vacuum, the learning experience 
is doomed to fail.

Here we see three typical errors educational 
providers make:

•  Video production is outsourced with scant 
regard to the original learning design and little 
thought for how programme facilitators  
or coaches will leverage their material.  
This makes for great-looking videos that  
are pleasing to the eye but may not deliver 
on the learning objectives.

•  Design and production work together to 
ensure that content is created in alignment 
with learning objectives. So far, so good but 
the issue here is whether sufficient thought 
has been given to how this material will  
be used to enable learning. If a coach is 
providing feedback to participants who have 
been learning from material that they have 
had little involvement in, the risk of feedback 
being “lost in translation” is relatively high. 

•  Production and delivery work hand in hand, 
typically under the guidance of the classroom 
expert who may not see the need to adapt 
his or her learning material to an online arena. 
More often than not, this leads to an awkward 
online learning experience that satisfies 
neither participants nor the classroom expert. 
In the new virtual channel the classroom 
magic has gone and participants tend to  
drop out at a high rate of knots, frustrated that 
they were unable to access the classroom 
experience and feeling cheated by what  
is perceived as a second-class alternative.
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However, a constant in an executive's willingness 
to listen to feedback is how much they respect 
and trust the source.

In many online programmes for reasons of cost, 
operational efficiency or poor design, the feedback 
participants receive is at best worthless and at 
worst erroneous and counter  productive. Feedback 
ranges from unstructured comments from 
random participants with wildly differing levels of 
relevant experience and expertise, to enforced peer 
feedback as part of a point-scoring system where  
a certain number of posts enables you to pass to 
the next level or gain a virtual badge. Whatever  
end of the spectrum the feedback comes from,  
it can hardly be characterised as meaningful.

If providers of online education want to get 
serious about online learning, they need to get 
serious about feedback.

To sum up...
MOOCs and executives are far from a 

marriage made in heaven. With the exception 
of steely individuals prepared to cut through a 
sizeable chunk of irrelevant broadcast material 
to unearth their own learning nuggets and 
who are willing to be treated as participants 
rather than executives, MOOCs will simply not 
provide the meaningful learning transfer that 
many executives are looking for – and indeed 
have already experienced in face-to  face 
learning experiences.

Educational providers need to understand  
the changing needs of executives and double  
their efforts to be customer-centric, implementing 
dedicated virtual design, production and delivery 
techniques that lead to a learning experience that 
garners measurable impact. Anything less will 
not do.

Educational providers need to understand the changing  
needs of executives and double their efforts to be  
customer-centric, implementing dedicated virtual  
design, production and delivery techniques that lead  
to a learning experience that garners measurable impact
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7. Leverage qualified feedback as a catalyst 
for change

So let's imagine that you have done your 
homework. Your learning objectives are clear, 
your online programme is properly designed,  
your production has been faithfully executed 
respecting design principles, your content 
pieces are judiciously chosen, and you have 
deployed a variety of learning tools and 
techniques to support the pedagogical aims. 
Have you done enough? Unfortunately, when 
it comes to meeting the needs of executives, 
the answer is probably no.

No matter how many of the above boxes you 
have ticked, if you want to guarantee learning 
transfer and be able to point to measurable return 
on investment executives need cogent feedback 
from someone they accept as a respected source 
of expertise.

Remember that executives are receiving 
feedback on a daily basis from customers, peers, 
bosses and subordinates. The smart executive 
takes this feedback seriously, is attentive to patterns 
and constellations in the input they receive, and 
tries to adapt his or her roadmap accordingly. 

Whom they choose to listen to will depend 
on a number of independent variables: the 
executive's emotional intelligence, cognitive biases, 
listening skills, openness to change and resilience 
to deal with criticism, to name but a few. 

Digital Learning 2.0 | Paul Hunter
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Dean déjà vu
What is it like to become a business school dean for a second time 
after a break of 25 years? Herman Berliner reflects on the changes 
he has had to adapt to
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The next step in my career was all planned 
out. After almost a half a century in academic 

administration, including 25 years as provost of 
Hofstra University in New York and almost nine 
years as dean of its school of business, I was set to 
take a sabbatical and return to the full-time faculty. 

I was set and psyched about the move. 
However, sometime after I announced my 

plans and well along in the process of selecting 
a new provost, the dean of the business school 
announced that he was stepping down after five 
years in the position (a typical length of service for 
a dean). 

By this point in time, a new provost was about 
to be named and a decision needed to be made 
as to an interim leader of the business school. 
Hofstra’s president asked me to postpone my 
sabbatical and instead serve as dean of our Frank  
G Zarb School of Business for the 2015-2016 
academic year. Not what I expected; but I have  
a strong commitment to Hofstra University and 
to its president and I said yes. 

Subsequently, given initiatives that were 
underway, the president asked that I continue until 
2019. It took me longer to respond to this request 
(though I ultimately said yes). The hesitation was 
not about the position; business school dean is  
a great position. You interact with the students, 
faculty and the university community and you 
also interact extensively with the business world. 
The hesitation was purely focused on what made 
the most sense for me at this stage in my career.

Now that I am in the second year of service as 
the dean of a school of business after that 25-year 
break, certain things have become very clear. 

The position I left as dean and the position  
I returned to are two very different things. The  
title is the same, the position’s place on the 
organisational chart is the same, and you still have 
great interactions with students, faculty, staff and 
the business community. But the differences are 
pervasive. 

The environment today is much more 
competitive on every level and consequently the 
pace has quickened enormously. (Please note that 
my comments are not focused on Hofstra; rather 
this is a discussion of how the role of a business 
school dean has changed in general and impacted 
almost all business schools and almost all deans.) 

Twenty-five years ago being dean of an  
AACSB nationally accredited school in a respected 
university provided a comfortable niche. Today, 
national accreditation still matters but there  
are now multiple rankings and the public is 
confronted with an ever-increasing number  
of accreditations, ratings and rankings, often  
with methodology that is less than transparent. 

In business education in the US, national 
accreditation is not very widespread and does  
not regulate the number of credits required. In  
its place many states regulate the masters degree  
as having a minimum of 30 credits, which would 
cover any MBA, and national accreditation covers 
the outcomes (assurance of learning), which  
are competencies mastered rather than credits 
earned. Credits that translate into time and money 
are variables; part of the competition that takes 
places routinely today. 

Not only are we competing on the number  
of credits, we are also competing on the degrees 
awarded. A quarter century ago, graduate business 
education was the MBA degree (unless you went 
on to the doctorate). Today there are MS degrees 
available in every business area that provide  
a shorter more specialised graduate education  
and typically are 30 credits. They compete  
with the MBA and often the fewer credits, and 
consequently lower price of an MS degree, 
carries the day.

During my earlier spell as a dean, national 
accreditation was input focused. The number  
of “terminally” qualified full and part-time faculty 
in relation to the number of students, faculty 
scholarship, admissions standards and coursework 
in all the key business areas were the usual 

Dean déjà vu |  Herman Berliner

Twenty-five years ago being dean  
of an AACSB nationally accredited 
school in a respected university 
provided a comfortable niche. Today, 
national accreditation still matters but 
there are now multiple rankings and 
increasing number of accreditations
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Twenty-five years ago the part-time recruiting 
area was geographically local and defined by  
a reasonable commuting distance. Institutional 
competition was also defined by a reasonable 
distance. It was likely that the vast majority of the 
competition was located within no more than an 
hour and at most two hours commuting distance. 

Online and hybrid programmes did not exist, 
and students tended to apply to one or at most 
two graduate programmes, But now, with more  
and more high-quality programmes available 
online and in hybrid form, the recruiting area is 
vastly greater and the competition has increased 
exponentially. And students in significant numbers 
are applying to many more programmes. With 
this heightened competition and a recruiting area 
that is nationwide and beyond, the best school in 
the area does not always win.

For full-time students, our population is now 
much more global with a significant numbers  
of students coming from China and India, other 
parts of Asia and South America. The last time I 
was dean, you could count the total number of 
international students on the fingers of both hands 
for most business schools. Now in many schools, 
these students are approaching a majority. 

International students add a global perspective 
to the classroom and are a welcome addition. 
But the recruiting of these students is competitive 
and challenging, with many schools relying 
on third-party recruiters. Having a staff that 
handles international recruitment or hiring 
agents to serve as recruiters and/or making  
use of sophisticated online recruitment are all 
approaches in wide use. With the number of 
domestic graduate business students levelling 
off, international students are more and more 
important. 

However, the present climate may not be 
conducive to our international recruiting goals. 
The implementation of a travel ban and related 
immigration initiatives have led to a large 

determinants in awarding national accreditation. 
Now the focus is on outcomes assessment, 
which is more difficult to measure than a simple 
input. Assessment overall also has to be more 
decentralised since every course needs to have 
learning goals that are measurable by evaluating 
the outcomes. 

Integrating all these individual outcomes into 
an agreed-upon framework of competencies (the 
required degree outcomes) and then validating 
these outcomes is a challenge for all of us, a 
challenge that did not exist previously. And, of 
course, how you achieve needed outcomes is by 
definition variable and allows for differing credits 
per competencies mastered. It is this flexibility that 
helps fuel a greater level of competition.

Tuition discounting at the graduate level did 
not exist when I was last a dean. Employers often 
paid the tuition and those few scholarships that 
were awarded were usually based on need. Now, 
given the priority placed by key rankings on the 
quality of the incoming students (GPA and GMAT 
scores), the landscape has changed. Consequently, 
we all work to shape the class. 

Discounting has been a norm in recruiting 
first-time full-time undergraduates and it is now 
becoming more and more important in recruiting 
graduate students. A sizeable enough discount rate 
helps shape the class, just as it helps impact the 
decision making of possible students. And since 
employees change jobs much more frequently, 
employer-paid tuition is now the exception.

Discounting takes many forms—fewer credits 
constitute a discount, scholarships constitute  
a discount and dual degrees also represent  
a discount. If a student combines his or her 
undergraduate and graduate studies, it often 
results in a significant savings in time, credits and 
money. In that way, your recruitment for graduate 
programmes now begins when (or before) a 
first-time undergraduate starts his or her first-year 
programme.

Above: 
Dean Herman Berliner  
the first time and (right)  
the second time

Just as international students coming 
here have a more global view of the 
world economy and business than 
students who only study in their home 
countries, our domestic students also 
need to attain that global perspective  
if they are to be fully successful in  
a world where business is often no 
longer defined by national borders
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percentage of international students who are now 
less likely to study in the United States. And at the 
same time, other countries, seeing the benefit of 
increasing their international student population, 
have ramped up their international initiatives and 
recruitment activities. In addition, if in the short 
run, the international student population declines 
in the US, it is not likely that an increase in 
domestic population will make up for that decline. 
It will however increase the competition for 
students across the board – both domestic  
and international.

In addition to the complexities in recruiting 
international students, these students often come 
with needs that must be met, needs that most 
business schools were not involved in 25 years 
ago. Immigration regulations need to be adhered 
to. Reading, writing and speaking skills cannot be 
taken for granted, even with an acceptable TOEFL 
score. More support needs to be given; there is 
really no choice. 

And just as international students coming here 
have a more global view of the world economy 
and business than students who only study in 
their home countries, our domestic students also 
need to attain that global perspective if they are 
to be fully successful in a world where business  
is often no longer defined by national borders. 

Whereas 25 years ago there were very few 
study-abroad opportunities at the graduate 
level, today there not only need to be those 
opportunities but they also need to include 
in-depth study of the business environment  
in whichever country is being visited.

International students and today’s domestic 
students also require more sophisticated and 
comprehensive career services support. Today’s 
business students attend graduate school sooner 
(often immediately after receiving their bachelor’s 
degree), are more full-time than part-time, and are 
less likely to be working and less likely to have 
significant job experience. 

Dean déjà vu |  Herman Berliner
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The lack of business experience that is 
common among many of today’s graduate 
business students also requires us to provide  
more and more experiential learning opportunities. 
These hands-on projects provide a helpful proxy 
for work experience. Internships are commonplace 
today and incubators on campus and student-
managed investment funds are more and more 
the norm. All of these opportunities and more are 
what is expected of a good business school today.

Providing all these support and services 
needed for today's students plus the scholarship 
support required to attract the best students you 
are looking for, entails much more that tuition 
revenue. Fundraising used to provide the icing on 
the cake and took up a small fraction of a business 
school dean’s time. A key part of that fundraising 
was in support of recognising outstanding 
students and faculty. 

Now the fundraising effort is inextricably 
interwoven with the heart of a dean’s mission 
and the funds support pivotal programmes  
as often as they provide icing. The time spent 
by a dean on fundraising has also increased 
enormously since there is no substitute for 
face-to-face contact. 

Today, at least a day a week would not be 
an unreasonable amount of time to be devoted 
to fundraising. It is an important part of what 
the job requires. Without the fundraising a dean 
will likely not be successful.

The speed of technological change has also 
increased greatly. Being dean in a pre-internet 
world and being dean today are two very 
different experiences. Our students enter college 
and graduate school with an impressive level  
of sophistication. 

For us to make best use of this sophistication 
requires faculty to have a similar level of expertise. 
But this is not always the case.  If faculty are less 
interested in getting and/or staying up to speed  
on the latest learning technology, it is up to the 
dean to provide the necessary impetus. In the past 
staying current meant relevancy in your discipline; 
today it also means relevancy in the use of 
technology. The faculty member’s job is more 
difficult and the dean’s job has more oversight 
responsibilities.

When you consider generational differences, 
you also need to consider the end of mandatory 
retirement. During my earlier stint as dean, 
mandatory retirement was a fact of life. Now  
life has changed and there is no mandatory 
retirement whatsoever for faculty. 

If faculty are not as up-to-date in their discipline 
or in technology as they should be (and I am not 
implying that this correlates to age), your options 
are limited. Shifts in demand and supply are also 
harder to reconcile. I don’t believe in mandatory 
retirement but in its absence, bringing in new 
hires and faculty with emerging areas of expertise 
are both harder to achieve.

Jobs evolve over time and that includes a 
dean’s job. The complexities can only increase 
and lead to significantly changed responsibilities. 

None of the above detracts from the positive 
and pleasurable components of being a dean. 
But they do impact the work/life balance for  
a dean and the scale is increasingly tilted more 
 to the work side. We need to remember that 
changes in jobs fundamentally impact interest 
in pursuing them. 

The changes in the job of a business school 
dean over the past quarter century (a very  
short period in the calendar of academe) have 
been immense. Hopefully the best candidates 
will continue to be interested in and attracted 
to these key higher-education positions.
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Sustainability- 
driven innovation
PhD programmes are under increasing pressure to train researchers who help  
to solve critical societal challenges. Sally Randles, Annemieke Roobeek, Sally 
Jeanrenaud and Simon Pickard propose that sustainability-driven innovation,  
a new model for collaborative PhD training and research, offers a valuable  
framework for inspiring new approaches
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Despite recent political turbulence in Europe, 
the US and elsewhere, the past 18 months 

have witnessed an unprecedented level of 
intergovernmental consensus to tackle global 
sustainability challenges. The COP21 climate 
accords, UN Sustainable Development Goals 
(SDGs) and EU Circular Economy Strategy are 
perhaps the best-known outcomes, providing 
clear frameworks and long-term targets for 
companies, governments and other stakeholders 
to pursue. 

In parallel, some of the world’s leading 
consultancies and think tanks have been putting 
numbers to the scale of opportunity that these 
challenges represent. Accenture Strategy estimates  
that a circular approach to global waste could 
alone be worth $4.5 trillion to 2030. Meanwhile,  
the World Economic Forum’s Business and 
Sustainable Development Commission has found 
that achieving SDG targets in four key industry 
sectors could generate $12 trillion in revenues  
and savings in the same period. 

What seems clear is that many of the emerging 
opportunities will be seized by organisations that 
embrace sustainability-driven innovation (SDI) as  
a key driver of long-term growth, business model 
transformation, new collaborative capabilities and 
strategic repositioning within existing markets. 

Understandably, this has major significance 
for the academic world, not least in its research 
activities. As outlined in a recent Global University 
Network for Innovation (GUNI) report, pressure 
is growing to move away from the dominant 
“republic of science” model towards one in which 
institutions serve as incubators of “science with 
and for society”. 

The European Union – primarily through  
its Marie Sklodowska-Curie Actions body – is 
committed to investing billions of euros to advance 
responsible research and innovation (RRI) and  
to better develop the entrepreneurial skills of its 
scientists as a key accelerator of smart, sustainable 
and inclusive growth and systems transitions.

There is, however, an ongoing concern that 
universities and business schools are failing to 
keep pace with these macro shifts and emerging 
opportunity landscapes. 

Questions abound regarding future academic 
purpose and licence to operate – in other words, 
how to play a more active and effective role  
in tackling complex societal problems (and  
not just apply a fresh coat of self-referential  
paint to the “ivory tower”) while also embracing  
more collaborative engagement with multiple 
stakeholders through interdisciplinary institutes, 
structures and incentives.

Taken together, this brings us to the vital issue 
of doctoral training programmes in business 
schools and universities. In particular: are 
graduates receiving the necessary skills to study, 
teach and practice in this new paradigm? And  
are they being empowered to act as change 
agents beyond the narrow confines of the 
university campus? 

In the past four years, a ground-breaking 
project –“Innovation for Sustainability” or “I4S” 
for short – has generated fresh insights into 
how we might better “future-proof” researchers 
as creators of societal value and not merely 
publication machines. 

What seems clear is that many of the emerging 
opportunities will be seized by organisations that 
embrace sustainability-driven innovation (SDI) as  
a key driver of long-term growth, business model 
transformation, new collaborative capabilities and 
strategic repositioning within existing markets
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Supported by €2.7 million in EU Marie Curie 
funding, and co-ordinated by ABIS (The Academy 
of Business in Society), I4S has developed a cohort 
of PhD graduates who are now equipped to  
thrive as SDI researchers and professionals  
at the interface between academia, business, 
communities and public policy. 

SDI requires research that goes beyond  
the limits of classical approaches to the study, 
management and regulation of innovation. It  
is based on an integrated systems approach  
to economic, environmental and social 
performance, spanning producers, consumers  
and other social interests. It connects business  
and social innovation and it places partnership  
and collaboration at the heart of its design. Last, 
but by no means least, it leads to the development 
of new business models and technologies that 
create and capture tangible value for firms and 
society. 

As such, SDI requires a scientific training that 
crosses conventional boundaries and siloes 
within academic institutions and which exposes 
young scholars to the reality of SDI in practice  
in the business world. Yet anecdotal evidence 
suggests that few business schools today offer 
this kind of interdisciplinary learning experience 
and environment to their PhD candidates.

Our project has sought to address this through 
a unique framework of experimentation and 
exploitation. I4S involved eight leading ABIS 
members from the UK, Netherlands, Germany, 
Belgium, Denmark and South Africa. 

Uniquely, each one was partnered by a leading 
company, industry platform or NGO, which helped 
to define the central research questions and then 
supervised and/or hosted a PhD researcher for 
six-12 months of applied investigation and learning 
in the field. 

The concept of a co-created international 
training network was in itself a radical break with 
convention. Perhaps more importantly, though, 
each doctoral student was tasked with developing 
a piece of a much larger scientific “puzzle”. These 
included a deeper understanding of: 

•  The range of organisational capabilities 
that SDI requires compared to traditional 
approaches, with a specific focus on 
innovations in business models and 
processes and management frameworks

•  The new inter-organisational structures 
that support effective SDI, including how 
firms engage with other key stakeholders 
through multi-actor platforms, networks 
and ecosystems or through “blended or 
hybrid innovation” combining social, 
environmental and business perspectives. 

Table 1 opposite gives a snapshot of the 
research themes explored and the partners inspiring  
and supervising the students’ work: 

Against this backdrop, I4S students, supervisors 
and stakeholders convened nine times over three 
years, in different countries and milieus, to pool 
insights and to work on skills development. These 
intensive learning experiences created a unique 
network of supervisors and students across 
national boundaries, developed new empirical 
evidence to advance the SDI field and successfully 
integrated “real world” stakeholder concerns into 
research design and execution.

The early-stage researchers were also given  
a high degree of ownership of the design of their 
own training events, resulting in a professional 
development matrix that included role playing  
and simulations, innovative teaching practices and 
social media strategies for research dissemination.

As part of our post-project reflections, we 
have asked our community two key questions: 

•  What have we learned through I4S that might 
inspire similar innovations and change in 
current doctoral training programmes?

$12tr
The World Economic Forum’s 
Business and Sustainable 
Development Commission 
has found that achieving SDG 
targets in four key industry 
sectors could generate  
$12 trillion in revenues  
and savings by 2030



39

ABOUT THE AUTHORS

Dr Sally Randles is a Senior Research Fellow at the Manchester Institute 
of Innovation Research (MIOIR), Alliance Manchester Business School, UK 

Professor Annemieke Roobeek is Professor of Strategy and Transformation 
Management at Nyenrode Business Universiteit, Netherlands

Dr Sally Jeanrenaud is Senior Research Fellow in Sustainable Development, 
University of Exeter business school, UK

Simon Pickard is Director for International Programmes, ABIS, Belgium

In summary, the results of I4S suggest that  
we can equip our young scholars to create 
sustainable value in all sectors, and not just the 
academic world. And we should not overlook the 
mindsets that the I4S students are taking into their 
post-doctoral careers on the back of this project. 

They are unshakeable in their belief that they 
can contribute to a better, more sustainable world 
through their future scientific endeavours, whether 
in academia or elsewhere. 

This speaks to a growing evidence base around 
millennial attitudes and students’ quest for  
social purpose and experiential learning in their 
professional lives. Leading universities and business 
schools are well advised to factor this into their 
programme offers and designs if they wish to 
attract top doctoral talent in the years ahead.

Ultimately, if the I4S approach inspires a new 
model for young researcher development in 
Europe, the future will seem far brighter than it 
does at times today.

Sustainability-driven innovation | Sally Randles, Annemieke Roobeek, Sally Jeanrenaud and Simon Pickard

€2.7m
Supported by €2.7 million  
in EU Marie Curie funding, 
I4S has developed a cohort 
of PhD graduates who  
are now equipped to thrive 
as SDI researchers and 
professionals at the interface 
between academia, business, 
communities and public 
policy

•  What tangible value has been created 
through this new approach?

Regarding the first question, our “network  
of networks” design approach has clearly 
enhanced the salience and value of the young 
researchers’ development. Students have  
been exposed to a wide range of perspectives 
– scientific and societal – as a part of an 
international applied learning community, 
supported by a cohort of senior professors  
and managers. 

This model of cross-border collaboration and 
exchange is a potential new way forward in the 
design of doctoral training and skills development 
programmes.

By extension, the dynamic interaction  
with business and other stakeholders has  
given our graduates a unique blend of 
academic rigour and entrepreneurial skills  
and above all a keener understanding of  
how research can bring tangible value to 
practitioner environments. Instead of treating 
companies as objects of study, the I4S students 
have been trained to frame scientific inquiry  
through the needs and interests of its intended 
beneficiaries. 

Perhaps the greatest gain, however, has 
been the realisation that it is indeed possible to 
organise and harness the collective intelligence 
of doctoral students in a way that enhances 
business practice and stimulates new ways  
of working together for academic institutions. 

Table 1

Academic Lead Business / NGO Partner Research Theme

Copenhagen Business School Velux  The new standards paradigm in sustainability transitions: 

insights from the building sector 

Leuphana University Lüneburg Sieb & Meyer  Innovation processes in sustainable energy technology 

innovation

Manchester Alliance Business School  Tesco  Business model change through embedding corporate 

responsibility and sustainability

Nyenrode Business University Kirkman Company  Entrepreneurs and collaborative innovation in ecosystems  

for sustainable systems change

Rotterdam School of Management  World Business Council for  Inter-organisational dynamics of system change 

Sustainable Development  for sustainability

University of Exeter Business School WWF   Factors influencing the adoption of biologically inspired 

innovation for sustainability in MNCs

University of Cape Town GSOM Woolworths  Systems perspectives and values-based leadership  

in organisations

Vlerick Business School i-Propellor  The role of multi-stakeholder platforms in sustainable 

development
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Is the public 
corporation 
obsolete  
in the US?

Excerpted and edited from The Vanishing American Corporation. 
By Gerald F. Davis
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Is the public corporation obsolete in the US? | Gerald F. Davis

Suppose you wanted to start an enterprise 
right now without leaving your couch. Is that 

possible? If you have internet access and a 
credit card, it is. Imagine a hypothetical product: 
the iPhone Remote Drone Assassin App. The 
app would allow users to control weaponized 
drones for classified operations. The market  
for the product would include government 
contractors of various types, as well as freelance 
operators. The first step is to rent a virtual space 
at a legitimate-sounding address, preferably in 
Silicon Valley (to convey high-tech street cred). 
Next, incorporate online in Liberia, the legal 
home to many legitimate companies like 
Miami-based Royal Caribbean Cruise Lines.  
It's easy and quick, and may have certain 
unspecified advantages when tax time comes. 

What about funding? Thanks to the "JOBS  
Act" of 2012, finding investors online is easy, 
through various crowdfunding sites. Contract 
programmers to write the app can be hired  
via Upwork. A manufacturer for the drone itself  
can almost certainly be secured at Alibaba.com, 
which includes a vast selection of remote control 
aircraft vendors in China. Square is a user-friendly 
payments company that allows anyone with a 
smartphone or tablet computer to accept credit 
card payments. Finally, Shipwire will pick up the 
products from the dock in California, warehouse 
them, and distribute them to users. With a few 
clicks, you can be an entrepreneur. 

This scenario is not entirely fanciful. Michael 
Dell famously started a computer company in  
his Texas dorm room, and ultimately grew it to  
be the best-selling brand in the US, using off-the-
shelf parts. Today, almost anyone can create an 
enterprise without leaving their dorm room, as  
the barriers to entry have collapsed in industry 
after industry. The economies of scale that gave 
birth to the modern corporation have disappeared 
in many sectors; in others, large-scale generic 
producers are happy to serve anyone, whether 
their product is tomato sauce, pharmaceuticals,  
or flat screen televisions. Lightweight entrants can 
scale up or down rapidly by renting rather than 
buying capacity, and their low cost means that  
in many domains they are a superior choice. 
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Easy entry is great news for entrepreneurs, 
but creates an existential threat to traditional 
corporations and their employees. The cost  
of being a pop-up business keeps going down, 
while the cost of being a public corporation, 
with all its obligations and liabilities, keeps going 
up. This is a big part of the reason that public 
corporations are vanishing in the US.

The pop-up company
Vizio grew to be the best-selling brand of LCD 

televisions in the US by 2007, beating Samsung 
and far outpacing Sony, by offering low-cost  
TVs assembled by a Taiwanese partner and  
sold through big-box retailers like Costco. Just  
as Michael Dell realized that PCs were composed  
of off-the-shelf components with a superfluous 
brand name, Vizio's founder recognized that 
anybody could make a flat-screen TV, and the 
lowest-cost producer with the best distribution 
would win. Unlike Dell, however, Vizio chose not 
to invest in assets or employees: it had fewer than 
200 workers when it surpassed Sony, and even 
today, as it has expanded into sound equipment 
and laptop computers, it has only 400 employees 
– about as many as a typical Walmart superstore. 

The Flip video camera also grew rapidly from 
its invention in 2007 to 2009, when it had become 
a must-have accessory for millennials. With just 
100 employees, it had the largest market share  
in its industry segment thanks to its clever design 
and marketing. Cisco bought the company in 
2009; two years later, it was closed because Flip 
was obsolete: many people who would buy a Flip 
already had a smartphone that could do much  
the same thing. Flip was the corporate equivalent 
of a pop-up restaurant. At four years from birth  
to market dominance to obsolescence, Flip was 
much more efficient than Eastman Kodak, which 
took well over a century and tens of thousands of 
career employees to follow this same trajectory. 

Compare Vizio and Flip with their better-
known competitor, Sony. Sony is one of the most 
storied brand names in history, known around  
the globe for products like the Walkman and the 
Trinitron television. But with 150,000 employees, 
billions in assets, and expensive real estate in 
Tokyo, Sony is costly to maintain, and has lost 
many billions in its electronic business. (It fares 
much better in life insurance, movies, and music.) 
A chorus of financial analysts has urged the 
company to quit the electronics industry entirely. 
As one analyst put it in 2013, "Electronics is its 

13
Stockholm's X5 Music  
Group, with just 43 
employees, produced 13  
of the top 50 selling classical 
albums in 2010 – about  
the same as Universal,  
the industry's heavyweight

4.7k
Similarly, whereas Blockbuster 
had 83,000 employees and 
9,000 physical stors at its 
height, Netflix today has only 
4,700 employees (of which 
1,300 are temps) and rents 
server capacity from Amazon
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Achilles' heel, and in our view, it is worth zero...In 
our view, it needs to exit most electronics markets." 
Shortly after this report, Sony sold its personal 
computer business and exiled its television 
business to a subsidiary. Sony was fitfully exiting 
the electronics business, just as its analysts asked. 

But the music business faces the same form  
of lightweight competition. Stockholm's X5 Music 
Group, with just 43 employees, produced 13 of  
the top 50 selling classical albums in 2010 – about 
the same as Universal, the industry's heavyweight. 
The company licenses the rights to performances 
owned by smaller classical music labels and 
virtually "packages" them into compilations for  
sale online via iTunes and Amazon. With no need 
for physical product, the company can be radically 
tiny yet large in its impact. And unlike Sony  
and Universal, it does not require corporate jets  
or skyscrapers or costly employee benefits. 

Similarly, whereas Blockbuster had 83,000 
employees and 9,000 physical stors at its height, 
Netflix today has only 4,700 employees (of which 
1,300 are temps) and rents server capacity  
from Amazon. The ability to rent assets and 
use contract employees allows firms to be  
tiny and nimble, yet large in impact. 

A corporation was once a social institution, 
with a mission and members and boundaries that 
separated the inside from the outside. Today it  
is more like a web page. What do I mean by this? 
Right-click on a web page and choose "View  
page source." The pleasing coherence of the  
visual design you saw is replaced by pages of 
unreadable code. Much of the code is essentially 
instructions that say "Go to the database located 
at the following address and pull an image from 
here to place in the following location; go to this 
other database and pull some text from there."  
It is a series of calls on outside resources that  

are brought together just in time to convey the 
image that you see. Vizio, Flip, and scores of 
other contemporary enterprises are a lot like  
this: not an enduring social institution with 
members and obligations, but a webpage. 

The high cost of being a corporation
It is useful to recall why we had corporations 

in the first place. Corporations were created to 
pursue ventures that required investments that 
would be too big or too risky to be financed by 
individuals and families on their own. In the US, 
the prototypical corporation in the 19th century 
was the railroad, and later the large manufacturer. 
These enterprises required funds for tangible 
long-lived assets like land, plant, and equipment. 
The corporation was a good way to finance 
enterprises characterized by economies of scale. 
If the cheapest way to make cars is on a giant 
assembly line in Detroit employing thousands  
of people, and to ship them from there to the  
rest of the country, then it makes sense to form  
a corporation and issue shares to the public. 

Raising capital on public markets imposes  
a set of requirements for accountability and 
transparency. Investors need some assurance 
that they will get their money back. Public 
companies need to issue quarterly and annual 
reports explaining what the company does, 
who is running it, and how it is doing, all vetted 
by outside accountants. Public corporations  
are also required to disclose things like who  
is on the board and their qualifications and 
other commitments; how much executives  
are paid; what risks the company faces;  
how its labor relations fare; and more. These 
disclosures are intended to make it easier for 
investors to assess whether it is sensible to invest 
in a company, and what it might be worth. 

Is the public corporation obsolete in the US? | Gerald F. Davis

A corporation was once a social 
institution, with a mission and members 
and boundaries that separated the inside 
from the outside. Today it is more like a 
web page – it is a series of calls on outside 
resources that are brought together just  
in time to convey the image that you see 
– no longer an enduring social institution 
with members and obligations
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Corporations also face regulations that other 
forms of business do not. In the US, corporations 
are chartered by the states, not the federal 
government. As a result, when Congress wants  
to shape business behavior, it often does so 
through securities regulations. When Congress 
wanted companies to stop paying bribes in other 
countries, it passed the Foreign Corrupt Practices 
Act of 1977, which made it "unlawful for an issuer 
of securities…to make certain payments to foreign 
officials and other foreign persons..." Similarly, the 
Dodd-Frank Act required US-listed companies  
to disclose if they are using conflict minerals  
from Congo in their products – which applied to 
Hewlett-Packard (a public company) but not Dell 
(which had gone private).

Other costs of being a public corporation are 
implicit. The public expects things of corporations: 
safe products, fair wages, decent employee 
benefits, ethical supply chains, social responsibility. 
When corporations fail to live up to these 
expectations, their required disclosures are a gold 
mine of information for journalists and activists 
who want to hold them to account. Anyone can 
look up the compensation packages of the top 
five corporate executives of any listed company, 
which provides fodder for endless articles about 
overpaid CEOs. Now try to find the same 
information about Koch Industries, which  
is privately owned.

Social activists also find it much easier to 
target listed corporations than other kinds of 
businesses. In 2015, ExxonMobil faced a raft of 
climate-related shareholder proposals: to adopt 
greenhouse gas reduction targets; to distribute 
capital to shareholders rather than spend it on 
capital investments in carbon-intensive projects; 
to appoint a director with expertise in climate 
change and renewable energy; to link executive 
compensation to sustainability performance; and 
to report on efforts to reduce the adverse effects 
of fracking. On the other hand, private companies 
in the oil business, such as Koch Industries, have 
no worries about divestment or activist investors. 

Finally, beyond the demands of regulators and 
the scrutiny of media and social movements, 
public corporations today face unprecedented 
levels of activism by hedge funds demanding 

changes in personnel, finances, and strategy. 
The Economist reported in 2015 that 15% of the 
S&P500 had been targeted by activist campaigns 
since 2009. "Since 2011 activists have helped 
depose the CEOs of Procter & Gamble and 
Microsoft, and fought for the break up of Motorola, 
eBay and Yahoo... They have won board seats 
at PepsiCo, orchestrated a huge round of 
consolidation across the pharmaceutical industry, 
and taken on Dow Chemicals and DuPont." Their 
demands typically include some combination of  
a board seat, a new CEO, a bustup, and/or a share 
buyback. Share price performance is no longer 
enough to fend off activists: even Apple, the 
world's most valuable corporation, was targeted 
due to its oversize cash hoard. If Apple can't keep 
its shareholders happy, then no one is immune  
to shareholder activism. 

Share price performance  
is no longer enough to fend  
off activists: even Apple,  
the world's most valuable 
corporation, was targeted  
due to its oversize cash 
hoard. If Apple can't keep  
its shareholders happy,  
then no one is immune 
to shareholder activism
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80k
In 2015, Facebook had 1.35 
billion users, but only 9,199 
employees. Twitter had 288 
million monthly users, and 
3,638 employees. Dropbox 
had over 300 million users, 
and 971 employees. Zynga, 
1,974 employees. Zillow, 
1,215. LinkedIn, 6,897. Uber, 
perhaps 2,000. Square, 1,000. 
Google was a bit bigger, with 
53,600 employees around 
the world. But the combined 
global workforces of all  
of these companies put 
together was still just 80,000 
– less than Blockbuster had  
in 2005, or the number of 
new employees GM hired 
in 1942 alone

What is a "large" corporation?
One of the most visible consequences in  

the shift from corporation to popup is in the 
employment practices of the newest companies. 
For most of the post-war era, the biggest 
corporations tended to be large in revenues, 
employment, assets, and market capitalization. 
Today, these different aspects of "size" are no 
longer necessarily linked. Walmart is huge in 
revenues, employment, and market capitalization. 
General Motors and Kroger are large in revenues 
and employment but modest in market cap. 
Facebook is large in market cap, small in revenues, 
and tiny in employment. 

Table 1 shows the five corporations with  
the largest stock market values and the size  
of their workforce from 1962 to 2012. Observe 
that for most of this period, the most valuable 
corporations were also very large-scale employers, 
offering relatively secure employment and 
opportunities to climb a career ladder. By 2012, 
however, only Walmart had more than 100,000 
employees among the top five in market value, 
and the career ladder it offers to most employees 
is more of a step-stool. Walmart is the largest 
private employer in the US, Canada, and Mexico.  
In the US, Walmart has more workers than the 
dozen largest manufacturers combined. It also  
has very high turnover, and a large proportion  
of its workforce is part-time, in sharp contrast  
to the large-scale employers of the past. 

Now consider the best-known companies in 
the high tech economy since 2000. How many 
people do you know that actually work for any  
of these companies? Unless you live in Palo Alto, 
the answer is likely to be "None." (If you  
know someone who claims to work for these 
companies, odds are good that they are a 
contractor, not an employee.) In 2015, Facebook 
had 1.35 billion users, but only 9,199 employees. 
Twitter had 288 million monthly users, and 3,638 
employees. Dropbox had over 300 million users, 
and 971 employees. Zynga, 1,974 employees. Zillow, 
1,215. LinkedIn, 6,897. Uber, perhaps 2,000. Square, 
1,000. Of course, Google – the paradigmatic 
corporation of the 21st century – was a bit bigger, 
with 53,600 employees around the world. But  
the combined global workforces of all of these 
companies put together was still just 80,000 – 
less than Blockbuster had in 2005, or the number 
of new employees GM hired in 1942 alone. 

We might reasonably ask: Is Facebook a "large 
corporation"? With a market capitalization of over 
$400 billion, Facebook seems like a major 
corporation, and its name is familiar to everyone. 
Yet hardly anyone actually works there, and in 
spite of the mythology of the "app economy," 
hardly anybody makes a living writing apps either. 
And with only $12.5 billion in revenues in 2014, 
Facebook was only at about the middle of the 
Fortune 500. 

Technological changes and the rise of generic 
service providers make it easier than ever to snap 
together an enterprise today. But for traditional 
corporations, with careers and benefits, the 
result is an existential threat that is re-shaping 
the corporate landscape in the US.

The Vanishing American Corporation: 
Navigating the Hazards of a New Economy 
by Gerald F. Davis is published by Berrett-
Kohler Publishers, 2016.

1962
Company
Employees

AT&T 
564

GM 
605

Exxon 
 
150

DuPont 
 
101

IBM 
81

1972
Company
Employees

IBM 
262

AT&T 
778

Eastman 
Kodak 
115

GM 
 
760

Exxon 
141

1982
Company
Employees

IBM 
365

AT&T 
822

Exxon 
 
173

GE 
 
67

GM 
657

1992
Company
Employees

Exxon 
95

Walmart 
434

GE 
 
231

Philip 
Morris 
161

AT&T 
313

2002
Company
Employees

Microsoft 
51

GE 
315

Exxon 
 
93

Walmart 
 
1400

Pfizer 
98

2012
Company
Employees

Apple 
76

Exxon 
77

Microsoft 
 
94

Google 
 
54

Walmart 
2200

Is the public corporation obsolete in the US? | Gerald F. Davis

Table 1:  
Five US corporations with the largest market capitalization  
and the size of their workforces (in thousands), 1962-2012
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Claus Rydkjær and Tue Juelsbo outline how operating and 
leading at several different speeds simultaneously is necessary  
to succeed in an exponential world

Multispeed 
leadership

From the enterprise level, the business function 
level and down to the individual level, the 
perception of speed and the actual speed  
of development are different. To grasp and 
navigate this fragmented reality we need  
a new set of lenses, concepts and practices.  
We need a multispeed perspective
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We all have an uncomfortable feeling that 
the world is changing in ways we did  

not foresee and do not fully understand. Mannaz 
works with some of the largest organisations 
globally and we feel the acceleration both 
internally and among our clients. 

Technologically enabled disruption, the 
Internet of Things (IoT) and new ways of 
on-demand manufacturing affect our business 
context and that of our clients. 

Pick up a trade journal or business newspaper 
and you might get the sense that a big, smooth, 
accelerating wave of change is upon us. In fact 
it is not one wave but choppy water fraught with 
cross-currents, dangerous eddies and hidden reefs. 

As a manager, you might feel that everything is 
speeding up but parts of your organisation might 
actually still operate efficiently in much the same 
manner as before while other departments or 
teams are much more agile in their approach to 
dealing with new technology, co-creation with 
large external communities or digitisation of 
services. It is a new actuality running at several 
speeds simultaneously – a multispeed reality. This 
is bringing about a need for different approaches 
to leadership.

Speed: the short story, the allure and the 
misperceptions

Everywhere we turn business leaders, 
technologists and public figures tell variations of 
the same story of macro-environmental instability 
and rapid change. 

“The pace of change is accelerating”, Eric 
Schmidt and Jonathan Rosenberg of Google 
proclaim in their book How Google Works. Yet, 
another version reads quite differently. In 2015  
The Economist newspaper concluded a large 
study (published in December 2015) where it 
sought sound data that could support the claims of 
acceleration across sectors. They were hard to find. 

Yes, ideas can spread faster than ever before 
but the rate of new consumer product launches, 
for example, is steady or slowly declining. The 
average private-sector worker has held his or 
her job for 4.1 years - longer than in the 1990s.

That leaves us with a confusing picture. 
Production lines and speed-to-market will 

generally be affected by the Fourth Industrial 
Revolution, 3D print-on-demand and IoT. As  
a CEO, you might find yourself having to lead 
both traditional production lines and functions, 
independent and agile project teams in your 
R&D, and networks of communities that you 
can engage in testing products or even reach 
out to for core development. 

From the enterprise level, the business function 
level and down to the individual level, the 
perception of speed and the actual speed of 
development are different. To grasp and navigate 
this fragmented reality we need a new set  
of lenses, concepts and practices. We need  
a multispeed perspective.

The multispeed perspective
All organisations need to deal with digitisation: 

there is no other option. Even if digitisation is 
essential, however, it is misleading to claim that 
all companies are, or should be, digital. The reality 
is that we often still need to be both analogue 
and digital. Both modalities often need to sit 
side-by-side within our complex organisations 
and we must be able to relate to multiple realities 
at the same time across an organisation. 

In addition, these realities are developing at 
different speeds. Trying to manage exponential 
projects and “digital natives” in the same way 
we run our core business will fail us. The key is 
to optimise our governance and leadership to 
match these different and co-existing realities. 
We do not, however, advocate a total shift away 
from a focus on efficiency toward hyper-agility 
and exponential realities. 

Parts of our organisations must remain focused 
on efficiency but a one-size-fits-all approach will 
no longer work. Without this differentiation, we 
will not be effective in adjusting and responding  
to changing customer needs, dealing with 
digitisation, and readjusting and developing our 
organisations to match these new scenarios.
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In Mannaz we use the term “multispeed 
business” (see Figure 1) to describe this new reality 
that will simultaneously induce a need for altering 
our organisational design, affect governance and 
decision making, put our leadership practices  
to the test, and shape culture and mindset.

Many organisations are conscious of the 
challenge that moving at different speeds brings. 
They have not yet, however, determined how  
to manage the complexity of this situation. The 
digital natives are now entering the labour market 
and this brings a completely new set of leadership 
headaches. 

This new generation thinks significantly 
differently – and is motivated differently – making 
it a challenge to lead all employees using the 
same one-size approach used previously. Many 
organisations have learned this the hard way, 
experiencing attrition rates of up to 35%-40% 
among graduates compared with the more 
traditional 10%-15%. 

This raises the challenge we must urgently 
address: how do we lead in organisations that 
operate at different speeds, with each speed 
requiring its own unique mix of organisational, 
governance, leadership and cultural orientations?

Leadership of multispeed businesses
Multispeed business realities also mean that we 

must re-assess what leadership is fundamentally 
about, how we describe it and where we look  
for it. In other words, we need a new theory  
of leadership.

Generally, we base our understandings  
of leadership on two fundamentally different 
worldviews or ontologies: tripod ontology and 
the DAC ontology.  

In tripod ontology (Figure 2) leadership is the 
process by which a leader convinces followers 
to pursue a common and clear goal. 

For the tripod to exist it needs all three 
ingredients: leaders, followers and shared goals. 
Throughout most of management history, this 
fundamental understanding has formed the basis 
of how we thought and practised leadership. In 
recent years, however, the context for leadership 
has changed, making this tripod less stable. 

In global organisations, it is not possible for a 
leader to be physically present on all sites (virtual 
technologies have helped, but not solved, this 

conundrum). What happens when there is no 
designated leader present and only followers and 
goals remain? The tripod loses a leg and tips over. 

In 2008 Wilfred Drath and a team of 
researchers published an article in Leadership 

Quarterly where they proposed a new ontology 
– a new operating model for leadership. Drath, 
and later researchers, suggest that we slowly 
replace or supplement the tripod ontology with 
a new image; that of a leadership understood as 
a collective process. This represents a new view 
of leadership in which its defining elements are 
three collective outcomes: Direction, Alignment 
and Commitment. This is the DAC ontology of 
leadership (see Figure 3)

In this view, leadership is not defined in terms 
of individual characteristics or behaviours but as 
a social process for collectively generating the 
direction, alignment and commitment needed 
by a group to accomplish its goals. In this new 
social system, leadership can happen anywhere 
and anytime and is not limited to a setting, 
organisational level or person. 

This fundamentally different understanding of 
the nature of leadership has profound relevance 
and practical consequence. In some of our work 
with top management teams this ontology also 
represents a useful basis for discussing high- 
performance cross-boundary teams and for 
teams in which every individual is both a leader 
and a team member.

Multispeed leadership continuum
These two different ontologies –which are 

fundamental understandings of leadership – 
represent two ends of a continuum rather than 
opposites (Figure 4). Even when adhering to  
the tripod model of leadership it is still necessary 
to create a strong direction, align members  
and ensure a clear commitment. In network 
organisations or hyper-agile teams, it might still  

Multispeed business realities also mean  
that we must re-assess what leadership  
is fundamentally about, how we describe  
it and where we look for it. In other words, 
we need a new theory of leadership
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responsibility. This represents nothing new. The 
classic leadership disciplines have not changed 
but the need for leadership versatility has become 
immensely more important. 

Leaders today must also have the agility to  
hold different leadership ontologies at the same 
time. They must also be able to lead very different 
types of employees – from digital hackers to 
experienced engineers – within their multispeed 
business context. If companies do not proactively 
embrace this new multispeed reality and develop 
a corresponding multispeed leadership practices 
for their leaders their foundations will crumble. 

Warning signs are poor retention of the 
younger generation, a shrinking core-business and 
an inability to innovate quickly to capture future 
business opportunities. Multispeed leadership is 
becoming critical for success across all dimensions 
of the business. 

be useful to talk about clearly defined leadership 
roles, followership and common goals. 

In our multispeed reality, we need to be able 
to assess and match our leadership practices to 
the nature of the task, its speed and what we are 
trying to achieve.

For parts of our organisation the tripod ontology 
still represents a valid model. In organisations 
oriented to operational excellence strong 
individual leaders are still celebrated. 

For some more agile development teams  
we might need to balance our need for control 
and compliance with setting the team free and 
delegating leadership – within clear frameworks 
and with regular feedback and check-ins.

Leadership versatility is key in a multispeed 
reality

The approach of leaders today must be much 
more versatile to succeed in the multispeed 
leadership continuum. 

Leaders must be able to set direction, define 
the playing field and act in a supportive manner 
and employees must be proactive and take 
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Working  
women:  
a path to  
success

Women have undoubtedly begun to make progress in their 
struggle for equality in career progression. But there is still a 
long way to go say Fiona Dent and Viki Holton. Here they 
offer women a number of practical tools, ideas and suggestions 
that will contribute to the management of their career success
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The final example, from the Twitter Feed (in 
September 2016) of the UK’s Guardian newspaper, 
highlights the appointment of Emma Walmsley  
as chief executive at pharmaceutical giant 
GlaxoSmithKline. To be, or not to be, a female  
CEO still makes headline news and this indicates 
how many challenges remain. 

And, this is not just in the UK business world,  
it would also be true across the rest of Europe, 
Canada, India, North America and Australia as 
well as in the Middle and Far East. 

In our work at Ashridge we recently undertook 
a research study into the real-life issues for women 
in business today. 

The survey (of around 1,400 women) and 
the interviews identified a range of enablers 
and barriers for women’s career success. We 
found out that the main barriers that hold 
women back, which we call “derailers”, are: 

• Lack of confidence and self-belief
•  Sacrificing career for children or other 

family members
• Lack of good childcare
• Unsupportive boss
• The “old boys” network
• Negative stereotyping of working mothers
• Ageism
• Being a square peg in a round hole
• Having to compromise your values
•  Staying in one job or organisation for too long
• Blatant discrimination
We also identified the key enablers for women’s 

careers, which we called “multipliers”, including:
• Having a good boss
• Building a good network
• Developing good communication skills
• Working hard and with persistence
• Demonstrating energy and enthusiasm
• Having a career plan
• The power of having a mentor

The past 10 years illustrate just how much 
has changed for women in business. 

Diversity and gender issues are these days often 
discussed at board level, which certainly was not 
the case in the recent past. We also see signs that 
getting more women to board level as well as 
into the talent pipeline are increasingly perceived 
as business-relevant issues. 

However, congratulations all round would 
be rather premature as challenges remain, not 
least the difficulties many women experience 
in reaching senior executive roles. The headlines 
(and articles) below illustrate a few examples  
of recent change and some of the remaining 
challenges:

"Only 14% of the top five leadership positions  
at S&P 500 companies in the USA are held 
by women"  
Source: CNN Money analysis from 2015 data 

http://money.cnn.com/2015/03/24/investing/
female-ceo-pipeline-leadership/

“Women account for just 23% of board 
members of the largest publicly listed 
companies across the European Union (EU)” 
Source: 2016 data from EU  

http://ec.europa.eu/justice/gender-equality/
gender-decision-making/index_en.htm 

“The gender gap in European Business Schools: 
a leadership perspective.”  
Source: 2016 article in EFMD Global Focus  

by Lynn Roseberry, Robyn Remke, Johan Klæsson 

and Thomas Holgersson

“GSK makes Emma Walmsley most powerful 
woman in FTSE 100” 
Source: https://twitter.com/guardian/

status/778145805035266048

I have been the biggest barrier to my career 
– doubting my own achievements and I was 
always questioning if I am good enough 
SURVEY RESPONDENT
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Interestingly, some of these issues, especially the 
derailers, have been around and talked about by 
working women for many years. (See our previous 
article: How Women Can Navigate to Become 
Global Leaders, Global Focus, Issue 2 in 2012.) 

In this article we would like to offer women a 
number of practical tools, ideas and suggestions 
that will contribute to the management of their 
career success. Our latest book –How to Thrive 

and Survive As a Working Woman: The Coach 

Yourself Toolkit, (Bloomsbury 2016) – elaborates 
on these and offers many additional ideas that will 
help working women. We suggest three main 
areas for focus – Your Organisation, Your Boss, 
Yourself – which we call a “Recipe For Success”.

We believe the three areas illustrated (see 
Figure 1) are interconnected and should be aligned 
to ensure the greatest possible opportunities  
for effectiveness. Any working woman should 
focus on these when planning, managing and 
developing her career.

Let us examine each area in turn and identify 
some of the important levers for success.

Your Organisation  
There is no doubt that the 21st century offers 

more choice than ever before for working 
women. However, it is also clear that many 
organisations are still not ready to offer complete 
parity to their female employees – the issue of 
equal opportunities, pay and conditions remains 
as alive today as it was in the past.

“Women remain underrepresented in  
the corporate pipeline. At every step, the 
representation of women declines, and does not 
appear to be the result of company-led attrition.”  
(McKinsey Report. Women in the Workplace 2016)

So, what should you look for in an organisation 
to at least ensure you are joining a truly 'equal 
opportunity employer'? 

First, look at the make-up of the board and 
the senior management team. What percentage 
of women hold senior roles? Higher than 35% 
is good news – yes, it is does seem low but it’s 
better than many organisations. 

I realise now that early in my career  
I had some great mentors and people  
who supported me 
SURVEY RESPONDENT

Figure 1: 
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15%
One recent survey found  
that only 15% of companies 
review high-visibility projects 
by gender

Second, talk to people about development 
opportunities offered to staff – how many women:

• Attend external training courses?
•  Attend internal training and leadership 

courses?
•  Attend the big organisational conferences 

– as delegates as well as speakers and 
facilitators?

• Are offered secondments?
• Are offered overseas assignments?
•  Have the opportunity to lead key assignments? 

(One recent survey found that only 15%  
of companies review high-visibility projects 
by gender.)

Getting a feel for these areas will give you 
an idea of the level of seriousness about women’s 
careers in the organisation.

Third, identify the support mechanisms 
available for women. Is there an official women’s 
network? Are women offered coaching or 
mentoring? And who are the main female role 
models in the organisation? What roles are they 
in? What managerial level do they operate at?

Your Boss 
In our research many women told us their 

boss could provide a real career boost or, if  
they were not supportive, could create all sorts  
of barriers. So, think about the boss. Are they 
supportive? Do they challenge women in a 
positive way to go further and step up to the next 
challenge? Or is the boss someone who women 
cannot learn from and is maybe even holding 
people back? Does the boss act as a coach, 
mentor or sponsor development and progress? 

Each of these roles is different, of course. As a 
coach, a boss would be developmentally focused, 
offering support and challenges with the skills  
to help people develop further than they might 
otherwise be capable of. As a mentor, a boss will 
share his/her experience and offer support and 
guidance. As a sponsor, the boss will endorse  
a person’s capabilities and potential with others. 

Each and any of these roles will be beneficial 
for an individual’s career future. We truly believe it 
is important for working women to recognise that 
it is not only worthwhile to get on with the boss, 
to respect him or her and to feel you might be 
able to learn from them. But, also to find bosses 
that will provide challenging opportunities and 
actively encourage growth and development. 

Yourself 
There are no two ways about it. You, the 

individual, are the single most important person 
when it comes to managing your working life 
and career. No-one else will do it for you.  
So, make a plan. 

Set career goals and think through how 
these might be achieved. Remember, plans  
and goals can and do change but without  
a plan you are simply wandering around 
aimlessly. We often suggest to women that 
they think about and plan for two or maybe 
even five years ahead. Setting time frames 
somehow makes planning easier in that you 
can actually focus on the steps ahead without 
things being too far in the future. 

Working women: a path to success | Fiona Dent and Viki Holton

I always had great support from my 
bosses who helped me to move in my 
career. They have stayed around as well as 
mentors throughout the following years 
SURVEY RESPONDENT
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The second area that we suggest to women 
is to think about the impression you are having 
on others. 

Awareness of and managing the impression 
you create will contribute towards reputational 
development and will help to build organisational 
and career credibility. Some of the other areas to 
work on that will help with impression creation 
are:

• Be confident in your ability
•  Work smarter (and not just harder) and make 

sure you are delivering on time
•  Speak up at meetings, make sure your views 

are heard
•  Demonstrate persistence and determination 

at work
•  Think strategically about your role, your 

relationships and your career.
Finally, step up by putting yourself forward for 

new opportunities, challenges and promotions. 
This not only makes people more aware of you 
but it will mean that you may well get the chance 
to take on new opportunities.

One additional capability that seems to be a 
general issue for 21st century working is being 
resilient. Almost all of us have experienced stress 
and pressure and yet we often under estimate  
the value of learning about resilience and how  
to cope well at such times. Resilience is a skill-set 
that can be learned and improved upon. 

One of the women we talked to in our study 
has worked for more than 20 years in the service 
sector and describes the pressure of working 
at director level. Her views echo those of many 
of the other respondents and interviewees:

Target where you want to go and go for 
it – don’t be shy and underestimate your 
abilities but manage your destiny in a 
more structured way. (Don’t lose focus.) 
SURVEY RESPONDENT
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“There are not enough hours in the day  
for myself – or for my husband, who is an 
accountant. He starts his day with emails as soon 
as he gets up and so it goes all the way through 
the day. Our children are now teenage but I find  
it hard to understand how we managed to cope 
with this level of pressure when they were young. 
I always feel guilty as all the time I’m conscious  
of the work that’s waiting for me. I’m busy all  
the time and my working life is pretty intense…”

While women can now make progress  
and create better career futures for themselves 
companies must also take responsibility. Some 
companies are doing great things but there  
are many more who simply “need to do better”. 
Research has highlighted how important it is  
for organisations to create better policies and 
show more commitment to equality issues. 
Other studies have focused on individual issues. 

The evidence from our study indicates  
that both companies and individuals need  
to be more focused, more strategic, and look at 
ways to provide practical and flexible solutions. 

Women alone cannot solve all the issues that 
exist around equality. Companies need to take a 
far more active role and a short company audit is 
included in the box (see right) to help identify a 
few of the key questions.

The need to build high levels of resilience, 
to create a culture that values the manager  
as coach and an organisation that actively 
promotes diversity at all levels will generate  
more opportunities for women (and men) to 
personally grow and develop and to contribute  
to the success of their organisation. This is  
surely a “win-win” solution to meet the challenges 
and demands of the 21st century.

Working women: a path to success | Fiona Dent and Viki Holton
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A COMPANY AUDIT: SIX KEY QUESTIONS

Does your company:

1.  Regularly hold (and sponsor) network 
meetings for women across the organisation?   

2.  Provide feedback and one-to-one career 
advice for women at all levels of the business?

3.  Ensure every manager has the skills to act as  
a coach to help women broaden the key skills 
that will help to create a first class CV?

4.  Enable women everywhere in the business  
to work flexibly? (Also for all working parents)

5.  Judge men and women equally with regard 
to promotion, pay and bonus criteria? 

6.  Offer the possibility for part-time and flexible 
working to achieve career success? 

In addition to the brief audit above, another very 
simple way to measure diversity and gender 
issues is to ask women working in the business 
the following questions:

•  How well is the company doing in terms  

of creating a ‘women-friendly’ working 

environment?

•  What else should the company do in order  

to be a leader rather than a laggard in terms  

of women’s issues? 

•  What support is available for working parents?
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What should the 
future business 
school look like?
Sustainability is increasingly not only a part of business as usual, but companies 
are engaging as key players in the global sustainability agenda. But business 
schools themselves are lagging behind. Giselle Weybrecht has 100 suggestions 
how to change this
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What do we need it to look like? How could  
we change it so that it formed and shaped the 
business leaders that our organisations and the 
planet need for a sustainable future, while at  
the same time creating a much deeper, more 
meaningful educational and life experience for the 
students themselves? What would you keep? What 
would you change? What would you get rid of?

My book Future MBA: 100 Ideas for Making 

Sustainability the Business of Business Education 
is based on a project that took place in 2014 
when I explored 100 ideas of what the future 
business degree programme could look like. 
Rather than a specific roadmap, it was meant to 
be a source of inspiration. Some ideas could be 
put into practice tomorrow, some would require a 
complete rethinking of the way we view business 
education and others were meant to encourage 
more ideas to turn management education into  
a key player in moving the sustainability agenda 
forward. 

The ideas have sustainability at their core 
but are about much more than that. They are 
about quality education and creating stronger, 
more impactful business schools. 

The discussions relating to sustainability and 
sustainable development are not separate from 
what is happening on a day-to-day basis in 
management education, whether that be 
research, partnerships, outreach or curriculum 
and should not be treated as such. 

Sustainability is not an additional item to be 
included in the curriculum, at the beginning or 
end of a lecture, or the word added to a range 
of centres or events, some more relevant than 
others. It is a core part of business and hence 
should be a part of everything, every research 
project, core course, case study and event that 
a school engages in. 

Discussions about how business is impacted 
and how it impacts the world around it are 
increasingly indispensable parts of the education 
that any business school should be providing. 
There is a context in which traditional business 
classes and tools lie and that context is more 
important, more interdisciplinary and more 
global than ever.

Sustainability is not an additional item to be 
included in the curriculum, at the beginning  
or end of a lecture, or the word added to a range 
of centres or events, some more relevant than 
others. It is a core part of business and hence 
should be a part of everything, every research 
project, core course, case study and event that  
a school engages in

The global community has been engaged  
in sustainable development for decades. But 

the latest push, in the form of the Sustainable 
Development Goals (SDGs), is perhaps the  
most important. The goals provide a common 
framework and language to engage a wide range 
of different organisations at the local, national and 
international level to focus energies and move in 
the same direction. 

But when we talk about sustainability, and  
now SDGs, we do not usually include the potential 
of business schools in making that vision a reality. 
In fact, business schools are often thought of  
as being a part of the problem rather than the 
solution. But every year students graduate from 
business schools around the world and each  
and every one of them has the opportunity 
to influence what our future will look like. 

Equally important is the amount of hours 
faculty spend doing research on topics related  
to business but not always accessible or relevant 
to business managers. What if business schools 
were a crucial and indispensable part of creating  
a more sustainable society for us all and an equally 
strong business community? What if the way  
we organised a school, so that its degrees and 
research linked more closely with what is needed 
by the business and global communities? What if 
business schools were leading the way?

Unfortunately, the business school of today 
may in many ways not yet be equipped or 
positioned to play that role. But what if we took  
a moment and stood back to look at the bigger 
pictures, to question the assumptions about what 
a business school does. 

100
In 2014, for my book, I 
explored 100 ideas of what 
the future business degree 
programme could look  
like. Rather than a specific 
roadmap, it was meant to 
be a source of inspiration
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Perhaps in the future, rather than  
every school having its own individual 
research centre there will be regional  
or global centres that focus researchers’ 
energies on truly impactful and relevant 
research, building on each other’s ideas

There are countless directions that we can 
take and the ideas in the book explore a wide 
range of elements pertaining to a business 
degree, some small details that have potentially 
large impacts to much larger, structural issues. 

As an example, one idea suggests that business 
schools should not require students to wear suits 
to events. This typical business school uniform  
not only makes everyone in the room look similar 
but also, one could argue, encourages them to 
act, maybe even think, in a certain similar way, 
impacting how that they speak up, discuss and 
explore while also discouraging those who do not 
own or are not interested in wearing a suit in the 
first place. 

The Future MBA could be a place where a 
wider range of leaders are acknowledged rather 
than just senior executives or CEOs. What about 
leaders from sports, arts, music, sciences, a leading 
pastry chef, a community activist? 

These leaders all have a number of traits 
that have enabled them to succeed individually 
and as part of a team that could influence and 
be part of the skill set of a new, more 
interdisciplinary, generation of business leaders.

And what about skills? The Future MBA could 
have a course and range of exercises specially 
focused on risk taking and failures, where risk 
and mistakes are transformed from something 
to avoid into opportunities for new ideas, new 
insights and new directions. 

Another approach suggested, called Plus One, 
would require students to always provide more 
than one answer to questions, encouraging them 
to move beyond the first, most obvious, answer 
to exploring the topic further and hence raising 
additional issues they may not have first 
considered – but should have. 

In terms of the curriculum there could be what 
Future MBA calls “Shifts”, moments in the degree 
where individual or groups of students are 
unexpectedly placed in a situation that they need 
to resolve. Students could also have access to 
centres for rapid prototyping, where they can take 
a business idea and very quickly prototype it and 
iterate through multiple version of that idea with 
students from other disciplines. 

One could rethink the MBA programme format 
altogether, creating lifelong MBAs with a range  
of additional courses available for students at 
different points in their life, at retirement, returning 
to work after starting a family, wanting to start  
a business or become an independent consultant. 
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One could reinvent the classroom format by 
holding classes across the community, in pop-up 
spaces where the general public could also 
interact with business school students and faculty. 
A business school might even become a 
co-operative where its members play a key role 
in making decisions relating to how the degree 
programmes and research focus is determined or 
crowdsourcing ideas as to what the degree should 
teach in the first place to make it more relevant for 
that particular community. 

Perhaps in the future, rather than every school 
having its own individual research centre there 
will be regional or global centres that focus 
researchers’ energies on truly impactful and 
relevant research, building on each other’s ideas.

Many of the ideas in the book revolve around 
two points: 

First, the need to help shape true leaders, 
developing individuals who have a better 
understanding of the world around them and can 
make better decisions as a result. It is important 
that students, and faculty, have the space to think 
about their actions and their implications, the 
chance to make mistakes, to experiment and, 
most importantly, to question, to listen, to respond 
but also to contribute. Business schools need to 
start taking responsibility for the kinds of business 
leaders they are sending out into the world, both 
the ones they are proud of and the ones that they 
are not; each can have an important impact. 

Second, the ideas focus on business schools 
becoming not just a source of new employees 
but a key and indispensable resource for business. 
This means playing an important role as a test lab, 
exploring how business can move forward with 
important issues that affect them, including  
the SDGs. The SDGs should be seen not just  
as a globally recognised checklist for action  
but one that comes with a range opportunities 
and partners ready and eager to engage. 

Simply putting the words “sustainability”, 
“ethics”, “green” or “responsible” at the front of 
something does not make it is so. It is the way 
that it is taught, where it is taught, how it is 
taught and what it is being taught alongside 
whether students can use that information, post 
graduation, regardless of their career choice, 
that matters. Sustainability is not a checklist.  
It needs to be broken down into its individual 
components and linked to those business issues 
that it relates to so that all, not just a core group 
of students, faculty and staff, are exposed. 

This is an exciting field full of opportunity, in 
particular for business schools, and should be 
embraced as such. Ultimately the future can  
be shaped into anything we want it to be, and 
business schools have a chance to explore their 
own 100 ideas – and should. The collective 
power that business schools globally, and EFMD 
schools particularly, can have is potentially huge 
and should be taken very seriously.

The Future MBA: 100 Ideas for Making 

Sustainability the Business of Business 

Education is out now. A free, short online 
course on Re-Imagining the Future Business 
Degree is available at www.gowiu.com. Over 
the next 100 days Giselle Weybrecht will be 
posting 100 examples of business schools 
taking innovative approaches. For more 
information visit www.100futuremba.com 

What should the future business school look like? | Giselle Weybrecht
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Jeremy Leggett takes a personal look at what needs to be done to 
avoid a potentially dangerous and depressing clash of philosophies

Appropriate 
Civilisation  
versus the  
New Despotism
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Suddenly, believers in the possibility of a better 
civilisation, one rooted in increasing human 

co-operation and harmony, find ourselves in a 
world where demagogues appear able realistically 
to plot the polar opposite. In this struggle between 
two vastly different world views, a kind of global 
civil war seems to have broken out in the last nine 
to 12 months.

I invite the reader to consider my seven chosen 
themes as dials, each of which will need to  
be turned up near to full positive in the next 
decade. They are labelled Climate Action, Energy 
Transition, Technology for Good, Truth, Equality, 
Reform of Capitalism and Common Security.

This list is not comprehensive in capturing  
the struggle between what I call “Appropriate 
Civilisation” and “New Despotism”. But I contend 
that if most of these particular dials are  
turned down anywhere near to full negative, 
demagogues will have found their road to  
a new despotism and we can expect a future 
based on unbreakable police states.

Let me summarise my sense of the global 
setting of each of the seven dials in turn:

Climate Action 
Turning this dial up requires being on 
course for the Paris Agreement target  
of under 2º of global warming

Without this, an increasingly runaway global 
thermostat is likely to wash away all civilisations 
– appropriate, despotic or otherwise – as it slowly 
renders the planet uninhabitable. Recognising 
this imperative, or some version of it, all nations 
renewed their pledges to the Paris goal at the 
Marrakech climate summit in December 2016. 
They called their collective action “irreversible”.

Key states, cities, companies, financial 

$5tr
More than 600 financial 
institutions worth more  
than $5 trillion are pulling 
their capital out of fossil fuels

1k
More than a thousand  
cities are committed  
to 100% renewable  
power, so are more  
than 80 of the world’s 
biggest companies

institutions, faiths and communities lined up  
in support. For example, California has targets 
stronger than many nations. More than a 
thousand cities are committed to 100% 
renewable power. So are more than 80 of  
the world’s biggest companies, in Google’s  
case as soon as this year. More than 600 financial 
institutions worth more than $5 trillion are pulling 
their capital out of fossil fuels.

I set the global score on the climate dial as 

slightly positive. It would be more positive had the 

scientific news from the climate itself not been 

so bad in 2016.

Energy Transition 
Turning this dial up requires being on 
course for a clean energy future both in 
order to address climate change and to 
escape the multiple ways that fossil fuels 
urge humankind towards societal problems, 
including mass killers such as air pollution, 
terrorism and war

The good news here is that a global energy 
transition from fossil fuels to clean energy is 
unfolding before our eyes and not just because 
of serious intent on climate action. Solar and 
wind power will be the cheapest options in most 
countries within just a few years – and in some 
sectors and countries already are. Cheap batteries 
will soon be storing their electricity on a massive 
scale. Electric vehicles are on course to knock an 
entire category of oil use, diesel, out of the markets 
within 10 years. They all bring a catalogue of social 
benefits with them, including health, freedom 
from expensive imports and consequent 
reduction in international tensions.

Accordingly, I set the dial on energy as distinctly 

positive

In this struggle between believers in the possibility 
of a better civilisation, one rooted in increasing 
human co-operation and harmony, and 
demagogues apparently able realistically to plot 
the polar opposite, a kind of global civil war seems 
to have broken out in the last nine to 12 months
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Technology for Good 
Turning this dial up will require artificial 
intelligence and robotics to be applied 
with appreciable net benefits for society 
as a whole

The development of AI (artificial intelligence) 
and robotics is evolving even faster than clean 
energy. On one hand, profound social benefits are 
in prospect. Medical diagnosis is a good example. 
Machine-learning computers using global 
databases are providing life-saving diagnoses  
that elude human medical experts. They are also 
making it less difficult to hold criminals to account. 
And control of electricity demand by AI in data 
centres is achieving remarkable emissions cuts 
in what is a large global point source of carbon 
dioxide. Such examples are plentiful.

But on the other hand tech leaders are openly 
worrying about the effect of exponential AI and 
robotics on jobs. In Japan, the government is 
looking to robotics to boost the national economy 
and robots already outnumber humans in the 
kitchen of one Japanese restaurant. In the UK, 
banks are preparing to roll out robot tellers aiming 
to improve customer service via machine-learned 
empathic responses. In the US, Wired, the 
magazine of choice for many in the digital 
world, concludes that “the AI threat isn’t skynet. 
It’s the end of the middle class”.

Concern over job losses is fuelling a significant 
component of the anger expressed by the populist 
right. Meanwhile, the potential downsides of AI and 
robotics when it comes to authoritarian regimes 
do not need much imagining. In the wrong 
hands, uncontrolled, they can quickly amount  
to the perfect infrastructure for police states.

All this being the case, the net global score for 

the technology dial should probably be set slightly 

negative. This assessment excludes the role AI 

plays in the next theme. Including that would 

drive the score much higher 

Analysis of both the UK Brexit vote  
and the US Presidential election shows 
how pervasive the problem of fake 
news has become. As Wired put it,  
in 2016 “the Mainstream Media melted 
down as fake news festered”. By August 
fake news about the US election was 
increasingly outperforming the top 
stories at the 19 major US news outlets

Truth
Turning this dial up will require 
technology to be used for improving the 
processes of liberal democracy, including 
the quality and verifiability of information 
and its transparency

The rise of populism has been much assisted 
by the explosion in 2016 and 2017 of so-called 
“fake news”, fairly describable as systemic lying 
in the mass media. Famous examples of the 
falsehoods pushed on populations include Pope 
Francis supporting Donald Trump and the UK 
Brexiteers’ insistence, contradicted by the UK 
Statistics Authority among others, that Britons 
“send £350 million to the EU every week that 
could be spent instead on the NHS”. 

Analysis of both the UK Brexit vote and the 
US Presidential election shows how pervasive 
the problem has become. As Wired put it, in 
2016 “the Mainstream Media melted down as 
fake news festered”. By August fake news about 
the US election was increasingly outperforming 
the top stories at the 19 major US news outlets.

This is all happening today. Tomorrow? Silicon 
Valley guru Peter Diamandis warns that within 
four years – by the time of the next US election 
– AI will be 10 times more powerful and will be 
applied to 50 billion devices and a trillion sensors. 
All this manipulation will be unfolding in a world 
becoming inexorably more permissive of mass 
surveillance. 

So much of this drama focuses on the 
creations of Silicon Valley, where company 
founders and employees have tended to favour 
the Democrats over the Republicans. What is the 
response there?

The pushback has begun, but it hardly amounts 
to a resistance consistent with the scale of the 
problem.

Mark Zuckerberg, Facebook founder, is aware 
of the problem. In a 5,700-word Facebook post, 

50bn
Within four years – by the 
time of the next US election 
– AI will be 10 times more 
powerful and will be applied 
to 50 billion devices and  
a trillion sensors

1%
In the US, between 1970 
and 2014, average income 
grew 77% but almost all  
of these gains went to  
the top 1% of earners
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he has endeavoured to chart a responsive course 
for his creation. It was met with scepticism. Nikki 
Usher, professor of new media and technology  
at George Washington University in the US, 
concluded: “He might be in denial because  
a lot of the rest of us are”.

Some readers may think I am overstating 
demagoguery in modern politics. But people in 
the heart of the “establishment” share my view, 
including Martin Wolf, Chief Economics Editor 
at the Financial Times and George Soros.

All this considered, the global score for the truth 

dial must surely be set at net severe negative. 
Already far worse is eminently conceivable, 

in relatively short order, unless resistance can 

be marshalled effectively

Equality
Turning this dial up will require significant 
narrowing of the income gap, within both 
the developed and developing worlds

Many analyses of the rise of the new 
demagogues show that anger over a widening 
income gap strongly influences those prepared to 
vote for them. In the US the figures are shocking. 
Between 1970 and 2014, average income grew 
77% but almost all of these gains went to the top 
1% of earners. 

Elsewhere, elites have also allowed 
disproportionate self-enrichment to run rife. 
Globally, the eight richest people own the same 
wealth as the poorest 50% and the richest 1% own 
more than the other 99%. Every year at the World 
Economic Forum, attendees openly worry about 
the unsustainability of these figures and the social 
divisiveness they create. Yet each year they do 
precious little about it.

Efforts to reduce inequality have seen some 
limited success at the bottom of the wealth  
league table. The percentage of people in extreme 
poverty – those earning under $1.90 a day –  
is falling in all regions of the world. But it must 
fall far faster if the World Bank is to hit its target  
of eliminating extreme poverty by 2030.

The global score for the inequality dial must 

be set at a clear net negative

Appropriate Civilisation versus the New Despotism | Jeremy Leggett
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Reform of Capitalism
Turning this dial up will require much 
more attention to market failures

The need for significant reform of capitalism 
has been widely acknowledged since the financial 
crisis of 2008. The absence of it has been the 
subject of disquiet even in the conservative press. 
The Daily Mail, a popular UK newspaper, ran a 
headline in June 2012 exhorting: “Put Bankers  
in the Dock”. 

The virtual absence of legal redress for financial 
malfeasance, even in the case of companies and 
executives with hands caught jammed in the  
till, has undoubtedly contributed to the rise of 
the populist right.

The global score for the reform dial must 

accordingly be set at clear net negative

Common Security
We live in a world where superpowers  
are fighting wars by proxy

Pointers to the pervasiveness of this new form 
of conflict come to the fore from time to time.  
In January 2016 hackers shut down the Ukrainian 
power grid. Kiev accused Russian Special Forces. 
The malware involved had previously infected 
power suppliers in the US and Europe though 
without shutting down supply. It is widely 
suspected that malware sits waiting to be triggered 
throughout infrastructure in the superpowers. 

Given the fragility of the US electricity grid 
infrastructure this should be a particular concern. 
The three US grids are aged, with large power 
transformers on average 40 years old. The US 
suffers more blackouts than any other developed 
nation. Centcom Commander General Lloyd 
Austin has said of the grids’ susceptibility to attack: 
“It’s not a question of if; it’s a question of when”.

The CIA, NSA and FBI have all concluded  
that Russia tried to influence the US presidential 
election in an effort to get Trump elected. 

For their part the Russians also have to fear 
American capabilities. An attack on Russian bank 
Sberbank in late 2014, for example, hints at the 
vulnerability of Russian capital markets. It spooked 
depositors into withdrawing $20bn in one week.

Other states would appear to be playing the 
same kinds of games. Saudi Arabia has blamed 
Iran for serious cyber attacks on its aviation 
authority and on four other unnamed bodies.

Dangerously destabilising as these proxy 
conflicts are, the potential for cyberattack on  
the world’s nuclear weapons, and their aged 
software support, hardly bears thinking about. 
The reduction in global warhead inventory  
from around 70,000 in the mid-1980s to some 
15,000 today has been a somewhat positive 
feature of the years since the “Cold War”. Yet both 
Putin and Trump have recently said they want  
to “strengthen” their nuclear weapons stockpiles.

The global score for the conflict dial must be  

set at a manifest net negative

A longer version of this article is available 
online http://www.jeremyleggett.net/2017/02/
appropriate-civilization-versus-new-despotism 
-state-of-play-on-20th-february-2017-one-
month-into-the-trump-presidency/ 

The virtual absence of legal redress  
for financial malfeasance, even in the 
case of companies and executives with  
hands caught jammed in the till, has 
undoubtedly contributed to the rise  
of the populist right

15k
The reduction in global 
warhead inventory from 
around 70,000 in the 
mid-1980s to some 15,000 
today has been a somewhat 
positive feature of the  
years since the “Cold War”. 
Yet both Putin and Trump 
have recently said they 
want to “strengthen” their 
nuclear weapons stockpiles
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300k
In India alone, the total 
number of management 
schools doubled to 2,385 
between 2008 and 2012, 
while total student intake 
rose from around 100,000 
to 300,000.

Fast-growing medical tourism shows us that 
established Western business schools should not 
underestimate potential threats from emerging 
countries to their high-cost business model. 

Patients are now traveling to Thailand, India, 
Hungary, Tunisia or Morocco where they receive 
world-class treatment for a fraction of the cost in 
their home countries. 

If people are entrusting medical professionals 
in emerging countries with their bodies and lives 
what would prevent local and foreign seekers  
of business education from going to alternative 
providers in countries with a viable value 
proposition and able to deliver good instruction, 
on campus or online, at a much-reduced cost?

Business education entrepreneurs in emerging 
countries are already setting up shop at an 
amazing pace and deploying low-cost business 
models to fit the needs and means of individuals 
and organisations who cannot afford standard 
Western tuition levels. 

In India alone, the total number of management 
schools doubled to 2,385 between 2008 and 
2012, while total student intake rose from around 
100,000 to 300,000.

These business education entrepreneurs do 
not have to invest in research since the teachable 
portion of knowledge is publicly available. They 
do not have to invest in course design either as 
course syllabi from leading business schools are 
also publicly available. With the growth of free 
MOOCs, they do not need to employ expensive 
faculty for course delivery and will only have to 
provide low-cost tutoring and grading of exams. 

Threat or 
opportunity?

Hamid Bouchikhi wonders if Western business schools will find the 
rapid growth of business education in emerging countries a happy 
hunting ground or a potential threat to their current supremacy

Most Western business schools have seen 
the development of affluent segments of 

the population in emerging countries as a golden 
opportunity.

Virtually all are actively courting well-off 
potential candidates in Asia, Russia and South 
America. Many are localising programmes in 
these regions, either alone or jointly with local 
players and a few have gone so far as to open 
their own campuses. 

While different schools have adopted 
different strategies, all are targeting individual 
candidates or corporate clients who can afford 
Western levels of fees and are ignoring the 
“low end” of the market. With a few exceptions, 
for example, Africa, the continent with the 
fastest-growing population, is nowhere on 
their radar.

One could think of business schools’ current 
approach to emerging countries as sensible 
market segmentation. This may be true but only  
in the short run. Over the long term, neglecting 
the low end of the market may actually be a threat 
to Western business schools. Why?

Recent economic history has taught us 
repeatedly that new players always enter a market 
at the low end but rarely stop there. As low-cost, 
low-quality, low-price players gain experience and 
build brands, they inevitably target higher-end 
market segments. 

And before long, they are able to challenge 
incumbents sitting at the top of the pyramid. 
According to Clayton Christensen, this process 
is at the core of disruptive innovation.
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While elite institutions with strong 
global brands may not feel the heat for 
some time yet, the majority of Western 
business schools may be affected 
sooner than their leaders think

When they need to involve foreign experts 
in their programmes, they can bring them online 
into the classroom thus saving on travel and 
related expenses. 

All business education entrepreneurs have to 
do is bundle publicly available knowledge, create  
a context where learners are effectively engaged 
in the learning process and certify the learning.

As is often the case, many of these schools 
will remain stuck in the low end of their home 
markets or go bankrupt, as is already happening 
in India. But a minority may be able to climb up 
the learning curve and threaten the dominance 
of Western business schools that are increasingly 
relying on demand from emerging countries.

Evidence of such learning curve climbing  
is fast accumulating. The much sought-after  
EQUIS accreditation has already been granted  
to 49 schools in Africa, Asia, Eastern Europe 
and South America.

Interestingly, 20 out the 49 schools are  
in China. To put that number in perspective,  
France, a country which is home to several dozen 
business schools, has the same number of EQUIS 
accredited schools as China. India (with three 
schools) and Africa (with two) are very likely to 
increase the number of EQUIS accreditations. 

The representation of emerging countries in 
business schools rankings is more evidence that 
business schools from emerging countries are 
closing the quality and internationalisation gap 
with their Western counterparts.

In the most recent ranking of MBA 
programmes by the UK’s Financial Times, the 
Shanghai-based CEIBS school occupied 11th 
position, the Indian Institute of Management at 
Ahmedabad came at 29th, the Shanghai Jiao 
Tong University was 34th and the Indian Institute 
of Management at Bangalore ranked 49th. 

In Morocco, my own native country,  
local business schools are embarked on an 

11th
In the UK’s Financial Times 
ranking of MBA programmes 
the Shanghai-based  
CEIBS school occupied 11th 
position, the Indian Institute of 
Management at Ahmedabad 
came at 29th, the Shanghai 
Jiao Tong University was  
34th and the Indian Institute 
of Management at Bangalore 
ranked 49th

49
The much sought-after 
EQUIS accreditation has 
already been granted to  
49 schools in Africa, Asia, 
Eastern Europe and South 
America – 20 of those 
schools are in China

internationalisation drive and some may well 
achieve soon the global visibility of their South 
Africa, Chinese and Indian counterparts. 

ISCAE, generally accepted as the leading  
local business school, is growing its portfolio  
of exchange and double degree agreements 
at a fast pace.

ESCA, its private younger challenger, is very 
active in international networks. It has played a 
leading role in the creation of the African Academic 
Association on Entrepreneurship, a consortium  
of six African business schools, and has initiated, 
with the French Grenoble Ecole de Management, 
the Euro-African Institute of Management. 

This multiplication of north-south and 
south-south alliances and partnerships  
means that a number of business schools from 
emerging countries are fully participating in  
the internationalisation of business education 
and gaining visibility outside their respective 
countries. Some of these schools will inevitably 
be tempted to challenge the supremacy of 
Western schools.
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The recent acquisition of the Zurich-based 
Lorange Institute by CEIBS may be an advanced 
signal of other competitive forays in mature 
markets by schools from emerging countries. 

It is worth remembering that CEIBS was 
established in 1994 as a Euro-Chinese joint 
venture. A little more than two decades later, 
CEIBS is setting foot in the European business 
education market after establishing a strong 
presence in Ghana.

While elite institutions with strong global 
brands may not feel the heat for some time yet, 
the majority of Western business schools may 
be affected sooner than their leaders think.

For this reason, it is in the best interests of 
Western business schools to take a serious interest 
in emerging countries and learn how to deliver 
quality education at a lower cost. 

By doing so, they would not only make a 
positive contribution to the development of  
local people and organisations but also pre-empt 
competitive threats from this new breed of players 
that are popping up and flexing their muscle 
across the globe.

Ignoring or, worse, dismissing ongoing 
developments in business education in 
emerging countries may be our profession’s 
next big strategic mistake.

A French-language version of this article was 
first published by Les Echos on 2 March 2017.

This multiplication partnerships means that  
a number of business schools from emerging 
countries are fully participating in the 
internationalisation of business education and 
gaining visibility outside their respective countries. 
Some of these schools will inevitably be tempted  
to challenge the supremacy of Western schools
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Africa: the  
management 
education  
challenge

The research evidence for this study is 
based primarily on around 40 in-depth, 
face-to-face, semi-structured interviews 
lasting about two to three hours. The 
interviewees were drawn from academia, 
business, media and government with 
expertise in management education
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The research evidence for this second volume 
of Africa: The Management Education 

Challenge is based primarily on around 40 
in-depth, face-to-face, semi-structured interviews 
lasting about two to three hours. The interviewees 
were drawn from academia, business, media 
and government with expertise in management 
education. 

Their views were supplemented with many 
shorter, face-to-face interviews (around 80) 
typically lasting about an hour with younger faculty 
and students. Furthermore, open-ended questions 
were used to gain broader, in-depth consideration 
of the issues and time-frames – past, present, 
future – central to the aims of this study. 

This rich interview material (over 1,000 pages 
and 500,000 words) was analysed and interpreted 
both intuitively and using qualitative approaches. 
From this analysis, specific quotations were 
identified that provided more detail about the 
substance of each theme or issue.

The broader aim of the study was to capture 
the views and sentiments of respondents on 
the future of management education. But in 
service of that it was considered important to 
also understand respondents’ perceptions of 
various elements in the environment context. 
Thus, we begin with an examination of the 
competitive context, by asking respondents 
how they think the competitive environment 
in African management education will evolve 
in the next 10 years. 

Their responses clustered around nine themes, 
as seen in Figure 1 (overleaf). For reasons of space 
the following analysis in this article focuses on the 
four top themes.

Africa: the management education challenge | Howard Thomas, Michelle Lee, Lynne Thomas and Alex Wilson

How will the competitive environment 
in African management education 
evolve over the next 10 years? By 
Howard Thomas, Michelle Lee, 
Lynne Thomas and Alex Wilson

500k
This rich interview  
material (over 1,000 pages 
and 500,000 words) was 
analysed and interpreted 
both intuitively and using 
qualitative approaches
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Growth
Respondents talked about growth in number 

of management education providers, leading to 
greater competitive pressures, as a likely change 
in the competitive context. This accounted for 
25% of all responses and is the most frequently 
mentioned prediction. 

The view is that economic development will 
lead to greater demand for well-trained managers, 
serving in turn to draw new players to fill the 
vacuum. New entrants are expected to range 
from start-ups to foreign business schools 
operating independently and to foreign business 
schools partnering with African schools. 

‘It’s going to be very competitive, that I can 
tell you. Because for once this competition is 
from new entrants, this is a major factor that 
will make it very competitive.’ 

‘So I think we’re going to continue to see new 
entrants who are more specific in what they're 
looking for. At this stage we’ve got visiting schools 
and international schools that are in a transitional 
mode. They’re not sure what they want to do; 
they just think that they have to be in Africa. I think 
what we’re going to see is that their strategy and 
behaviour becomes far more refined and far more 
nuanced over the next 10 years.’

Figure 1:  
Key themes in evolution of competitive context

Growth

Quality improvement

African identity

Technology

Collaboration

Government

University structure

Nothing will remain the same
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25%
25% of all responses and  
the most frequently 
mentioned prediction talked 
about growth in number  
of management education 
providers, leading to greater 
competitive pressures,  
as a likely change in the 
competitive context. 

‘It’s going to naturally happen that a more 
context-driven African management education 
system evolves. There’s just too large a population 
that requires that kind of support for it to be 
ignored… So I think that the business schools  
and the management education system may  
be forced to make that contextual change.’

‘… in the next [few] years I think that key 
issues will be educational quality, the further 
development of education in management 
 and the addition of a strong African identity.’

However, some respondents questioned the 
feasibility of quality improvements, particularly 
if a race to fill demand leads to shoddy provision 
of management education.

‘The top tier will continue to compete in  
the same way they do now because I think the 
resources in the next [second-tier] cluster to build 
and become direct competitors for the top tier 
are not there. I think the middle tier is the vast 
bulk that will grow. But the challenge of growth  
is whether we have the mechanisms to [sort]  
the quality from the “fly by night” operations. I 
think there's… huge growth that will take place  
in serving the mass market and the challenge will 
be to address another wave of quality concerns 
across that spectrum.’

Quality improvement
The second most common response from 

respondents (22.9% of all responses) was that 
 a more competitive climate will serve as an 
impetus for improving the quality of education 
provided, both in terms of new perspectives and 
approaches to tackle management issues and in 
terms of better infrastructure to facilitate learning.

‘I think the whole appreciation of management 
education is about to change. Because various 
institutions are working very hard to improve on 
the delivery of management education, we should 
be able to expand both the scope and also the 
depth of how to deal with management problems. 
We will also have new institutions coming into 
place in this …field over the next 10 years.’

‘I think that private education is going to come 
in a lot more, of course, with interesting models.  
It will do a lot of good and so I think it’s going  
to be challenging for national universities. It’s a 
different world… I think private education is going 
to transform options with unusual combinations 
of suppliers and offerings.’

For some respondents greater competition 
will drive an increasing focus on the practical 
relevance of management education, thus 
improving quality in that sense. 

‘… for the last 10 years the universities have 
been accused of training graduates that don’t fit in 
the market. So we want to go to the market and 
ask them “What are you looking at?”; “What do you 
want the graduates to know …?” And that is what 
we have started doing to ensure we remain 
relevant in the next 10-30 years.’

Quality improvement appears to be 
interwoven with establishing contextualised and 
meaningful African identities in management 
education, as expressed in the following quotes:

The view is that economic development 
will lead to greater demand for well-
trained managers, serving in turn to  
draw new players to fill the vacuum.  
New entrants are expected to range from 
start-ups to foreign business schools 
operating independently and to foreign 
business schools partnering with African 
schools

Africa: the management education challenge | Howard Thomas, Michelle Lee, Lynne Thomas and Alex Wilson
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African identity 
Responses that were about the need to 

maintain or develop an African identity for 
management education made up 14.6% of  
all responses. In spite of the influx of foreign 
competitors, our respondents predicted that 
management education that responds to African 
needs will not diminish in importance but will  
in fact grow and become increasingly necessary. 

‘There is a strong influence [from] the Western 
model's... curricula but I still maintain that their 
approaches do not necessarily serve us well. 
Looking ahead in Africa over the next 10 years,  
I do not think many of the countries will move  
to a developed world ethos. We will still face the 
challenges that we face now - albeit getting better 
at confronting them. I don’t want us to lose that 
sense of African management problems or to 
make the wrong assumption that we're moving to 
a developed world status. And therefore we must 
learn everything that happens there. This loses the 
study of African issues.’

‘We are really close to students. This is not only 
a matter of culture, this is a need because students 
in higher education in Africa … need more role 
models. They need to have a reference point. 
Therefore, we have to accompany them more 
closely on their journey. I think this is important 
because it strengthens the kind of education  
we give them. I think we have a kind of agility in 
management education by adapting to important 
issues and situations in Africa and this is something 
we have to keep at the same time in our teaching.’

Respondents also stressed that foreign schools 
entering the market would have to ‘have their 
feet on the ground’ and demonstrate a presence 
and understanding of African contexts in order to 
transfer knowledge in a way that is meaningful:

‘The other thing that I would see in the next 10, 
15 years, especially from a South African point of 
view, is that if you want to be taken seriously in 
Africa, then you will have to have [your] “feet on 
the ground”. You will have to show some staying 
power in that space. And stakeholders would like 
to see a transfer of knowledge. If you’re not able  
to come into a country and transfer knowledge, 
either as a business or as a management educator 
or as whatever, you won’t be tolerated there for 
too long.’

14.6%
Responses that were about 
the need to maintain or 
develop an African identity 
for management education 
made up 14.6% of all 
responses – respondents 
predicted that management 
education that responds  
to African needs will not 
diminish in importance but 
will in fact grow and become 
increasingly necessary
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Technology
The theme of technology accounted for  

14.6% of responses. Respondents spoke about 
how technology is likely to shape the competitive 
environment by increasing the number of 
alternative delivery modes for management 
education. Blended learning and distance 
learning were expected to be increasingly viable 
options available to students. The rapid growth of 
mobile phone technologies across the continent, 
in particular, is seen as an important driver for 
these changes.

‘I think the modes of delivery are also going 
to change with the whole concept of 
e-learning – that is going to stimulate change. 
We're opening up this space...’

‘I think one of the big changes we will see [is 
the use of mobile technology]. It’s inevitable - It’s 
not just a fad; it’s because of distances. It will not 
replace face to face teaching; it cannot in terms  
of addressing issues of leadership development... 
but [it can] maybe on the quantitative side. And 
you will see a massive technology infrastructure 
happen. You will most probably see the use of 
mobile technology in educational delivery. You 
will also probably see that the competitive 
landscape will increase significantly.’ 

‘In the next five years, distance education 
globally will become a far more important 
option as the first choice for many students 
who want to pursue management education.’

‘What will change dramatically is the model, the 
format, because of technology. We will have more 
blended learning options where you do real time 
in class from anywhere. That will grow. That will 
be in a sense the solution to reach everybody with 
a lower-cost model…I think that will happen.’

In summary, therefore, the issues and 
challenges of increased growth, quality 
improvement, establishing an African identity, 
leveraging and other issues are seen as the 
important evolutionary change elements over 
the next 10 years. 

This article is an edited extract from Africa: 
The Management Education Challenge 
Volume 2 by Howard Thomas, Michelle 
Lee, Lynne Thomas and Alex Wilson, (2017) 
Bingley, U.K: Emerald Publishing
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Blended learning and distance learning 
were expected to be increasingly  
viable options available to students. 
The rapid growth of mobile phone 
technologies across the continent,  
in particular, is seen as an important 
driver for these changes

Africa: the management education challenge | Howard Thomas, Michelle Lee, Lynne Thomas and Alex Wilson
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The case for 
accreditation
Richard McCracken describes how writing and teaching cases 
 can contribute to business schools achieving accreditation

The case method undoubtedly  
produces job-ready graduates, primed 
and inspired to make a valuable  
and valued contribution from day  
one of their management careers 
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The case for accreditation | Richard McCracken 

Business school accreditation is fast becoming 
a hot topic as the long-established criteria 

used to judge and award this coveted recognition 
are revisited. Advocates of the case method have 
long believed that the many unrivalled educational 
and professional benefits it brings could take 
centre stage in any accreditation process. 

And I believe this applies as much to EFMD’s 
EQUIS, the leading international accreditation 
system for business schools, as it does to EPAS, 
EFMD’s accreditation system for individual 
programmes offered at business schools.

For many years, faculty promotion has 
depended heavily on the regular publication of 
scholarly articles in high-profile four-star journals. 
However, this “academic” model, often associated 
with research-driven university business schools in 
the US, has had an adverse impact on the criteria 
by which schools seeking accreditation have 
been judged. 

This is now changing as accreditation bodies 
shift the lens to focus equally on the impact 
schools have in practice as well as the purely 
academic achievements of their faculty. 

As explained in the most recent EQUIS 
Standards and Criteria document:

“The expectation within EQUIS is not that  
all schools should conform to or aspire to  
the ‘academic’ model … Ideally, EQUIS is once 
more seeking a balance between the academic 
and the managerial dimensions.”

This is an exciting move and one that I hope 
will prove inspirational for those business schools 
across the world whose emphasis on top-quality 
teaching and practice-led research, as well as the 
employability and development of career-ready 
graduates, will now be assessed on equal terms 
alongside more traditional academic activities.

So what role can the case method play?  
I would argue a central one. 

Schools that embrace the case method  
to enhance faculty development and student 
learning develop key links with the business  
world and conduct relevant research. Such 
schools may now find themselves at an advantage 
when seeking accreditation rather than being  
on the back foot.

Let us look at a few of these elements in a little 
more detail, starting with a greater recognition  
of those schools that eschew an “ivory tower” 
approach to management education and create 
meaningful and reciprocal links with the wider 
world of business. EFMD’s accreditation criteria 
now recognises and values these achievements  
as making a key contribution to a school’s 
accreditation status. 

The most recent EFMD Quality Services 
publication notes:

“Since EQUIS looks for a balance between high 
academic quality and professional relevance, a 
strong interface with the world of business is as 
much an expectation as a strong research focus.”

The publication also states that:
”Business schools therefore need to be closely 

connected to the corporate world which is the 
end user of their output of graduates …”

The case method comes into its own here, 
enabling both faculty and students to forge 
meaningful relationships with key players  
in industry and commerce via case writing  
and teaching. 

Field-written cases require faculty to work 
closely with subject companies, offering a direct 
conduit for students into the everyday world of 
management decision making. This truly comes 
to life when case protagonists agree to be part 
of a case teaching session, either in person or 
via video interviews, offering students invaluable 
insights into real-life decision making and the 
realities of doing business in today’s world. 

Research activities are highlighted as 
another key area in helping to achieve 
accreditation, and here again the case 
method demonstrates its unmatched 
flexibility as a pedagogical tool
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And it is interesting to note that variations on 
the case method are also widely used in medical 
and law schools, the examples cited by EFMD.

Research activities are highlighted as another 
key area in helping to achieve accreditation and 
here again the case method demonstrates its 
unmatched flexibility as a pedagogical tool. Using 
research in the case method classroom offers 
academics the opportunity to get far greater value 
from their activities. 

Of course, research results can still be published 
in respected academic journals and practice-
based publications but the case method also 
enables research activity to contribute towards 
accreditation by, to quote again from the EQUIS 
Standards and Criteria document, demonstrating 
how:

•  the outcomes of research contribute to the 
quality of learning and programme innovation

•  research has contributed to the accumulation 
of distinctive expertise with the school 

Here we must be clear about the difference 
between teaching cases (which can contribute 
to accreditation in other ways, as outlined above) 
and research cases. 

Teaching cases enable participants in the 
classroom to grapple with real-life business 

The case method enables both  
faculty and students to forge  
meaningful relationships with key 
players in industry and commerce

Employability and life skills are also highlighted 
by EFMD as part of its newly envisioned 
accreditation requirements. As pointed out  
in the EFMD Quality Services publication:

“EFMD views business schools as analogous to 
medical or law schools in which it is necessary not 
only to teach the theories of the disciplines but 
also to teach and develop skills in their practice.”

Again, I can think of no other pedagogical 
tool that can deliver these requirements as well 
as the case method.

Cases describe real-life business situations 
usually involving a tricky challenge or decision 
being faced by the case protagonist. Class 
participants can “step into the shoes” of the 
protagonist to discuss possible solutions and 
analyse the pros and cons of various approaches 
to the problem. 

Within the context of real-life decision making, 
students take on board new ideas and concepts, 
learning business and management theory while 
at the same time developing a wide range of  
vital professional and life skills. As a result, the  
case method undoubtedly produces job-ready 
graduates, primed and inspired to make a valuable 
and valued contribution from day one of their 
management careers. 
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The many unrivalled educational and 
professional benefits the case method 
brings should take centre stage in any 
accreditation process

ABOUT THE AUTHOR

Richard McCracken is Director of The Case Centre, a not-for-profit 
organisation dedicated to advancing the case method worldwide, sharing 
knowledge, wisdom and experience to inspire and transform business 
education across the globe. www.thecasecentre.org 

issues and learn and apply management tools 
and techniques where appropriate. 

In contrast, research cases provide an empirical 
basis for developing or testing a theory, the aim 
being to explore a research question. They are a 
great way to integrate research and teaching and 
can be extremely effective in the classroom and 
hugely beneficial for both faculty and students 
– producing results that will offer a concrete, 
positive contribution to any school’s accreditation 
application.

So what does the future hold? I’m pleased to 
report that The Case Centre has some exciting 
plans to work closely with EFMD in mapping all 
aspects of the case method to the official 
accreditation criteria, demonstrating that the 
case method can undoubtedly be a vital 
component in any accreditation evaluation. 

This will cover elements such as case writing, 
case teaching, strong and productive links with 
the business world, the use of relevant research 
in the classroom, and key outcomes such as 
employability and the development of work and 
life skills.

Together with EFMD, we will be producing 
an accreditation template that will explain in 
some detail the relevance of using the case 
method in gaining accreditation and how best 
to put this into practice. The template will be 
designed as a guide to help schools through 
the process of directly correlating their case 
method activities with the required 
accreditation criteria. 

I would welcome any suggestions on how 
 to make this accreditation template as useful as 
possible, or any other ideas or comments you may 
have about the case method and accreditation 
(email me at: richard@thecasecentre.org).

We are also planning to run some webinars  
on this topic, aimed at schools that wish to gain 
accreditation, as well as Peer Review Chairs and 
advisors who may want to familiarise themselves 
in more detail with the fundamental role the case 
method can play in achieving accreditation – both 
EQUIS and EPAS.

The case for accreditation | Richard McCracken 
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August 2017
Event

Advisory Seminar – 

Faculty Management 

in the Latin American 

Context

Dates / Venue 

20-21 Aug /

Rio de Janeiro, Brazil

Host

FGV–EBAPE

Event

2017 EFMD-HUMANE 

Summer School

Dates / Venue 

27 Aug-1 Sept /

Berlin, Germany

Host

Freie Universität Berlin

September 2017 
Event

2017 EFMD Central 

Asia Conference 

Dates / Venue 

7-8 Sept /

Almaty, Kazakhstan

Theme 

Boosting Excellence in 

Management 

Development

Host

Narxoz University

September 2017 
Event

EFMD@Solvay Job 

Fair and Conference 

For PhDs in Business 

and Management 

Dates / Venue 

8-10 Sept /

Brussels, Belgium

Host

Solvay Brussels School 

of Economics and 

Management

Event

2017 EFMD Conference 

on Bachelor 

Programmes

Dates / Venue 

20-22 Sept /

Nottingham, UK

Theme 

Finding the Right Balance: 

Technology In and 

Outside the Classroom

Host

Nottingham Business 

School, Nottingham 

Trent University

Event

2017 EFMD GN 

Executive Academy, 

Americas Stream

Dates / Venue 

25-29 Sep /

Miami, FL USA

Host

EFMD Global Network 

October 2017 
Event

Research Leadership 

Programme – Cycle 7 

– module 1/2

Dates / Venue 

2-5 Oct /

Brussels, Belgium

Host

EFMD & EURAM

Event

2017 EFMD-HUMANE 

Asia-Pacific School

Dates / Venue 

8-13 Oct /

Hong Kong, China

Host

University of Hong Kong

Event

2017 EFMD Executive 

Development 

Conference

Dates / Venue 

18-20 Oct / Milan, Italy

Theme 

Leading the Digital Future 

in Executive Education, 

Nightmares, Myths and 

Opportunities

Host

Politecnico di Milano 

School of Management

Event

EQUIS and EPAS 

Accreditation Seminars

Dates / Venue 

23-25 Oct /

Frankfurt, Germany

Host

Frankfurt School of 

Finance & Management

October 2017 
Event

2017 EFMD Higher 

Education Research 

Conference

Dates / Venue 

23-24 Oct /

Leuven, Belgium

Theme 

Impact and 

Interdisciplinarity in 

Management Education 

and Research

Host

KU Leuven, Faculty of 

Economics and Business

Event

Strategic Leadership 

Programme for Deans

Dates / Venue 

24-27 Oct /

Brussels, Belgium

Host

EFMD

Event

2017 EFMD GN Asia 

Annual Conference 

Dates / Venue 

26-27 Oct /

Bali, Indonesia

Host

BINUS University 

International

November 2017 
Event

2017 EFMD Middle-

East and Africa 

Conference

Dates / Venue 

8-10 Nov /  

Johannesburg,  

South. Africa

Host

The University of 

Pretoria’s Gordon Institute 

of Business Science

Event

2017 EFMD Career 

Services Conference

Dates / Venue 

22-24 Nov /

St. Gallen, Switzerland

Theme 

High Tech & High Touch: 

Career Management  

in the Digital Age

Host

University of St Gallen

Event

2017 EFMD GN 

Americas Annual 

Conference

Dates / Venue 

29 Nov-1 Dec /

New York, USA

Host

IESE Business School

More information
For more information,  

visit our website:  

www.efmd.org  

or email info@efmd.org
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