
Trends in management thinking suggest that the business world today is complex, 
(Stacey 1994; 1996; McKenzie 1996) uncertain (Peters 1987: Monks 1998) global , and 
predominantly knowledge based (Boisot 1998; Toffler 1990; McMaster 1996; Senge 
1990). Rapid change is the watchword of the decade (Stalk 1990; Peters 1992). These 
contextual parameters establish two unavoidable corollaries

Meeting the needs of busy managers in this globally distributed operating environment, 
raises some interesting challenges for management educators. This paper explores the 
way in which one long established institution – Henley Management College – has 
taken up the challenge.

For more that 50 years the College’s philosophy has centered around syndicate style 
learning, underpinned by theoretical content, delivered in a flexible manner to fit with 
the changes in management life style. For this reason, we have a whole range of 
tailored and generic products that meet the needs of various different constituencies, 
ranging from the self sponsored individual, to the corporate sponsored group, on either 
qualification or non qualification programmes.

Management Learning in a Global 
Classroom
By Dr Jane McKenzie. Ms. Matty Smith.

Introduction

An imperative for managers to maintain a commitment to life long learning and 
adaptation
Technology supported interaction that will circumvent temporal, geographical and 
mental impediments to that learning process

The discussion starts with an examination of the rationale for education adopted by the 
College. This raises some critical issues for the various stakeholders in the learning 
team, particularly when technology is interpolated into the process. Subsequent 
sections explain the multi – media solutions adopted, and how those solutions are 
evolving to meet the practical needs of all those involved. – learners, academics, 
educational technologists, training institution and client sponsors.

The Henley Experience
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In the late ‘80’s the College recognised the potential of technology, to support a large, 
international community of distance learners, many of whom could not gain full benefit 
from the learning experience, because they were isolated from each other and from 
tutors. Introducing computer-mediated communications (CMC) was a frustrating but 
valuable learning curve that paved the way to future enhancements. With the 
increasing sophistication of technological offerings, Henley sought ways to unite the 
benefits of syndicated learning with the advantages of distance learning, through a
variety of technology enabled delivery mechanisms. In 1994 they became an early user 
of Lotus Notes groupware. Over the intervening years, its application has been 
enhanced to support group work and provide tools for personal development. The latest 
advance in the technology portfolio is the introduction of Learning Space, a Lotus 
product that is designed to support opportunities for collaborative/distributed learning. 
LearningSpace provides a user friendly front end to Notes, allowing instructors to create
dynamic courses, in response to participants evolving learning needs, without the 
intervention of expert Notes programmers.

Out of some recent research at the College came an illuminating adage, which 
encapsulates the root of many of the problems with learning technologies. ‘Technology 
on tap, not on top’ (Robinson et al 1998). Educators are struggling with the same 
bugbears that beset business use of IT in the early 90’s - technological constraints 
often dominate over critical human issues. (McKenzie 1992) Sound operational 
principles can quickly be subsumed in the tussle with technology. For the less 
computerate educators, it is all too easy to allow the limitations of the technology to 
over ride pedagogical imperatives. In the College’s experience, the consequent loss of 
added value creates significant barriers to ongoing adoption. Academics are alienated,
and learners find technology hinders the learning process. This creates conflicts of 

Over the years, Henley have developed a philosophy for their courses, that is based on 
the notion that personal development is at least as important as course content. This 
assumption establishes certain parameters and guiding principles for learning.

Course members need to be relatively mature and experienced to make the most 
of the course
Course material and assessed assignments need to be relevant to the practicing
context of the participants
Collaboration enriches the learning experience and enhances personal 
development

 

Can Technology enhance ‘The Henley Experience’?
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interest with other stakeholders – the institutional sponsor, who is seeking to leverage 
technology for cost savings, market expansion, and differentiation, and the educational 
technologist, who often feels alienated, isolated and frustrated by the lack of academic 
involvement, inadequate student perseverance, and the pressures of insufficient 
resources.

There are certain fundamental attributes of technology that are inherent barriers to 
effective usage. For many, the complexity, unreliability and incompatibility of hardware, 
software, and communications protocols give the whole process a ‘black box’ feel. Add 
to this the potential to absorb vast amounts of scarce user time, and the whole package 
generates a sense of uncertainty, frustration and anxiety in the many users.

In some ways resolving the technology/human tension has led Henley to adopt a multi - 
media approach to learning. This does not mean lots of sexy, technical wizardry; 
although we do have some. Actually, it implies choosing the right medium for the 
required message. The College uses a whole range of technologies, from traditional 
text based workbooks and readings to emails, simulations, CD-Roms, web base 
resources, and collaborative virtual environments. The feeling is that the mix creates a 
richer learning process than one technology alone.

 Surprisingly face to face workshops are also pivotal in the process. Paradoxicallym 
research suggests that this is a critical enabler of effective virtual working (Warkentin et 
al 1997; Bourner & Flowers 1998). Teams work more effectively in a virtual 
environment, when they have established initial relationships in a more traditional, 
personalised setting. Indeed it seems that the more technology is introduced into the 
teaching process, the more soft support is required.

The most recent College ventures, using Learning Space are a move to integrate two 
particularly challenging educational objectives – collaborative learning and virtual team 
work. It is well recognised that the virtual working requires an entirely new mindset, 
both on the part of the teachers (Mason 1991; Birchall & Smith 1998) and the learners 
(Harasim 1990; Harasim et al 1996). Add to this the need to move the learner from a 
dependent mindset to an interdependent one (Boud 1988), and there is great potential
to unsettle the average MBA student. For this reason, in LearningSpace courses, we 
make the process element of the learning an explicit and supported aspect of the 
programme.

 Despite our progress, there are still significant hurdles to be jumped before we realise 
the full potential of technology in teaching (Robinson et al 1998). Mostly these relate to 
changes in the attitudes and perceptions of the key stakeholders.

Understanding the Stakeholders perspective
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 Such a response is hardly surprising. Any technology failure completely dis-empowers 
both educator and learner. But, in fact, even when IT operates properly, it also dis-
empowers, at least initially. Why? Because all the well established behaviours and 
methods of working and interacting suddenly need re-evaluating. All the stakeholders, 
including corporate sponsors, programme managers and materials developers, need to 
devise new ways of operating. But the critical interaction between instructor, learner and
technology opens up an empty space of possibilities (Figure 1) bounded by three 
continua

 

Figure 1

 

Instructor orientation and style -ranging from subject expert to, what Raab (1997) 
calls ‘an expert in not knowing’, the facilitator.
Learner orientation - ranging from the Theory X learner / Instrumentalist - ‘All I 
want is to get my MBA in the shortest possible time, by the least demanding 
route’ to the Theory Y/ Self Developer – ‘An MBA would be very nice, but I am 
much more concerned about my own personal development and management 
growth’
Orientation towards technology - ranging from the technophobe to the technophile
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Empty spaces are often perceived as threatening. But they are also full of opportunities. 
Exploring this space is one way to ensure that the new ways of working address 
stakeholder fears and anxieties, and fit well with user expectations. The following 
sections of this paper explore the interfaces between the three continua, and the effect 
on the educational process as a whole.

Establishing the right foundation for the relationship between instructor approach and 
learner expectations is an important factor in effective teaching, whether technology is 
involved or not. There are four primary starting points that condition future interactions.

From a technological perspective, these quadrants raise issues about the choice of 
delivery medium, and the relevant instructional design protocols.

 

1. The Instructor/Learner interface

Instrumentalist / Subject specialist - Traditional lectures are an efficient means of 
transferring specialist knowledge from an expert to a learner who simply wants to 
collect and process information en route to his exam.
Instrumentalist/ Facilitator. This type of learner is mystified and often irritated by 
an instructor who takes a more learner centered approach, and does not share 
his expertise directly. It is necessary to negotiatie clear ground rules for this 
relationship.
Self developer/ Facilitator. The facilitative style of instruction is more likely to suit 
learners motivated by self development. Generally they are already more pre- 
disposed to taking responsibility for their own learning. Further they less likely to 
be seeking the one definitive answer required to pass the exam. So the fit 
between instructor and learner expectations is more natural.
Subject specialist/ Self developer - this relationship is typical of a coach and 
trainee. There is still a significant amount of dependence in the relationship, when 
compared to the facilitation approach.

 1.1 Technology support for the instructor/ learner relationshipRecognising these 
different patterns of requirements which cut across the range of courses Henley offers, 
the College has developed a whole range of technological offerings to support the 
various needs. (Figure 2)
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Despite the various opportunities offered by this range of solutions, the instructor/
technology face of the cube presents some significant challenges to any institution. 

Figure 2

 (The star in the top right front is the Henley Ideal, the symbol at the top back highlights 
the most awkward position to achieve)

 This portfolio approach gives the College several advantages:-

 

We are not dependent on any one technology. This gives us variety and security 
in the face of unreliable and changeable technology We can build on a legacy of 
learning from different perspectives, and courses can be assembled to suit 
different needs by selecting the appropriate modules of teaching material We can 
use the right tool for the job. For example, CD-Rom is valuable for longer term, 
steady state training materials. LearningSpace can disseminate topical. 
information or respond to the unique needs of groups as they evolve and develop 
We cab combine the tools to satisfy the range of instructor/learner relationships 
rather than just focusing on one quadrant

2. The Instructor/ Technology interface
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Research (Webster & Hackley 1997) suggests that for a student to be comfortable with 
technology, they need to be convinced that the instructor is competent and confident in 
its use. Robinson et al 1998 found that there are significant number of issues that will 
undermine this capability and re-enforce the academic reticence to teach through
technology. These break down into four main areas
 

b1. Technology Software versions and incompatibility Electronic copyright and 
plagiarism A treadmill you can’t get off 2. Support Lack of support from systems people 
Not comfortable with material developed by Educational Technology and Support Unit 
(ETSU) No reward or incentives for use Poor institutional response to professional 
development needs 3. Skills Not competent to develop on line material Skills are in face 
to face situation ‘Not invented here’ 4. Relationships Learner access through technology
can be threatening No time for learners themselves Keeping up with learners is a 
challenge

1. Technology Software versions and incompatibility

 Electronic copyright and plagiarism

 A treadmill you can’t get off

2. Support Lack of support from systems people

 Not comfortable with material developed by 
Educational Technology and Support Unit 
(ETSU)

 No reward or incentives for use

 Poor institutional response to professional 
development needs

3. Skills Not competent to develop on line material

 Skills are in face to face situation

 ‘Not invented here’

4. Relationships Learner access through technology can be 
threatening

 No time for learners themselves

 Keeping up with learners is a challenge
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As an institution the momentum for our technology developments has until recently 
been largely internal, indeed for a long time it was something of a skunk works 
development driven by enthusiasts, and ignored by many. Hence, there has been no 
coherent strategy to address these issues.

Historically, ETSU fulfill much of the development at the request of subject specialists, 
with few demands from the facilitative domain, because it is perceived as essentially a 
high touch method. Indeed, one could argue that ETSU have been a mechanism 
whereby academics avoid much of the challenge associated with teaching through 
technology. By establishing a role as a mediating service, they have become something 
of an institutional shock absorber, allaying some of the fear and anxiety arising when 
technology is unavoidable, taking the brunt of the complaints associated with resistance
to change, but without any real power to resolve the underlying problem..

This was exacerbated by the fact that the strategy for using learning technology was 
predominantly bottom up and emergent (Mintzberg 1987). Recently circumstances have 
created stronger drivers for change. External market demands are now exerting a 
commercial pressure for more pervasive acceptance and application of technology 
enabled teaching. Various research and development projects with large corporate 
clients have made established this imperative more firmly in the College psyche. - The 
development of multi media material for Innovation – a Leonardo project. A project 
sponsored by Ford, for the development of electronic teaching materials, and case 
studies, and the contract with IBM to migrate our MBA delivery to Lotus LearningSpace 
(LLS). Add to this the growing corporate interest in having one global educational
service provider, and you create conditions ripe for a more concerted strategy. The 
combination of events has driven us to explore technology solutions more aligned to 
the overriding Henley philosophy of syndicate based teaching. - i.e. those that support 
collaborative learning as a facilitated process of personal development, using the 
added value of peer interaction and the enrichment potential of group working, with the 
expectation that the learner will do more than just absorb content.

 The external drivers have resulted in two new and somewhat overlapping roles, fulfilled 
by the authors of this paper. One is to ensure that technology does deliver reliably and 
to sound pedagogical principles, the other is to ensure coherence in the instructional 
design for the LLS based MBA, whilst in parallel, developing staff capability to facilitate 
effectively in a virtual environment.

 Faculty recruitment policies are also changing somewhat. Increasingly, new 
appointments and visiting faculty have a better disposition towards the use of 
technology in teaching. But perhaps the most critical force for change is the top down 
commitment to a strategy of electronic delivery and teaching. This is driven by the 
recognition of sound commercial drivers, such as cost saving, leverage of tutor time, 
wider market penetration, and satisfaction of customer needs.
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Learner barriers to using technology are largely to do with lack of confidence with the 
technology, and a perception that it interferes with the learning process, is time 
consuming and does not deliver any clear added value (Robinson et al 1998). This 
raises some critical issues for the design and management of courses.

Learning Space offers us a mechanism for drawing together several development
strands.

 Of course, there are still many issues to be resolved – competency definitions, rewards 
and incentives, tutor evaluation procedures, technology investment strategies. Some 
are underway, some are less well developed.

 

3. The Learner/ Technology interface

Firstly the set up process must be rigorous and preferably face to face. If the 
technology is configured correctly and works first time, the learner is more inclined to 
use it and find the benefits. A highly supportive help desk is also essential in the early 
weeks to make sure that learner is not hindered by lack of proficiency with the software.

Secondly quality face to face training (consistent with the high tech, high touch 
approach) is even more vital. For all first time users we provide between two and four 
hours of initial training. Some of this is directed at how to use the software, but much is 
about exploring how the technology adds value, and the implications of working in a 
virtual environment. In some programmes, as an instructional counterpoint, this is 
interspersed with face to face team building, activities.

 Although the use of Notes databases has been an optional extra on most of our 
course, positioning the technology as an integral and unavoidable part of the MBA 
process has been a fundamental objective of programmes using LearningSpace. This 
provides some incentive to overcome the initial resistance to technology.

LearningSpace as a integrating framework

 We make distributed team work an explicit part of the qualification process, on the 
grounds that it is increasingly an operational requirement for practicing managers. This 
is implemented by various means, - marks for participation in virtual team discussions, 
peer review and sign off, and specific assignments that reflect on the difference 
between face to face and virtual team working. In so doing, we are also fulfilling our
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College goals of moving instrumentalist learners towards more self directed, and team 
centered development.

Learning about the process of distributed teamwork, runs in parallel with the content of 
the MBA modules. (as shown in Figure 3)

 

Figure 3

 

At Part 1 of the programme, learning facilitators (we call them co-ordinating tutors, 
to differentiate them from subject tutors) model desired behaviour, both in the 
face to face and the virtual context. Their role is to create a welcoming and 
supportive environment, enable the group to move through the well-known stages 
of forming, storming and norming, and ensure that all members of the learning set 
are participating. The College provides tutors with regular training days to develop 
their skills in this area.
At part 2 of the MBA, the co-ordinating tutor’s job is to withdraw gradually,
encouraging groups to start working more independently in the virtual 
environment, and test out how they can perform effectively. During this phase we 
will provide face to face process training to the learners, in a similar vein to that 
which we devise for the tutors.
By part 3 we expect to see higher performing teams capable of tackling the 
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The layout of each Learning Space module (one per subject) also reflects the desired 
move from dependence, through counter dependence, independence towards 
interdependence (Boud 1988). Initial designs are more prescriptive, more structured and 
broken down into more manageable learning bytes. Later modules gradually become 
more flexible open ended, and reliant on learners creating their own structure. Some 
module designs are integrated with face to face workshop requirements.

The task of one of the authors – Jane McKenzie has been to oversee the coherence 
implementation of LearningSpace in the course design. This is probably the first time 
that the College has invested in a dedicated resource, tasked with ensuring seamless 
and coherent integration of technology across a whole programme. The advantage of 
this approach has been to provide something of a focal point for co-ordinating and 
integrating the requirement of all stakeholders.- ETSU, Programme Directors, 
Corporate Sponsors. Individual Subject specialists, facilitators, and learners. Two 
factors have made this task easier

complex issues of business transformation and strategic direction. At this stage, 
Co-ordinating tutors are positioned as a resource to draw upon in difficulties. Part 
3 culminates in an integrated project (ISP) that demands that they utilise the 
resources of the virtual team, to perform.
Finally at the elective, we require them to facilitate a team session both face to 
face and virtually, and then reflect on the difference in the experiences, as part of 
their assignment.

 Some of the benefits we derive from LearningSpace are

 

It provides a convenient shell for integrating much of our legacy investment in 
technology – links to Notes databases, launching of CD- ROM and access to the 
web. It will support the range of both teacher and learner styles that form the base 
of the box in Figure 1
As currently used it enables the College to move toward a desired position at the 
top right front of the box in Figure 1, which is consistent with our historical 
teaching philosophy.

 

The LearningSpace development was one of the single, largest projects in the 
College’s portfolio

Delivery to the client has been to relatively tight deadlines
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Inevitably this has raised the priority of technology in the minds of the various 
stakeholders. Most have been drawn in to some sort of commitment to Learning Space. 
As such the project has been an important strategic lever towards surmounting the 
barriers to teaching through technology.

The full benefits of teaching through technology are not easy to realise. They require 
many stakeholders to pull together in the same direction. In order to do this, 
educational institutions need some compelling drivers, and carefully constructed 
strategies to overcome the many barriers to acceptance. This paper shows how one 
institution, Henley Management College, has moved incrementally towards a point 
where currently, larger more radical change is beginning to percolate through the 
organisation. It presents a model of the space of possibilities, delimited by instructor 
style, learner intentions and technological potential, using it to explore the evolution of a 
technology strategy that both supports the educational mission of the institution, and 
satisfies the needs of an increasingly sophisticated but diverse client base.

Birchall D. and Smith M. 1998; IT Interactivity and Learning. HMC working paper

Conclusion
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