Chapter 5  	�Role of a Corporate University


	Overview


While no single definition of “corporate university” exists, one possible definition is that a corporate university is a corporate-sponsored workplace learning enterprise for the entire organization.� Corporate universities offer a wide range of education and training, from in-house seminars and educational programs to degrees from higher-education institutions. Besides imparting curriculum material itself, corporate university training is designed to provide a continuous learning capability for the employee (somewhat similar to a college education providing the foundation for life-long learning); this asset benefits both the organization and the individual. Part of the training is sharing best practices across functional areas, from within the organization and from outside.


Both private industry and the federal government have seen the benefits of “corporate universities.” In the past decade, hundreds of companies, large and small, have established corporate universities. Indeed, more than 1,000 corporate universities exist.  Among the corporations that possess corporate universities are Ford, General Motors, General Electric, Harley-Davidson, Iams, Intel, McDonald’s, Motorola, Oracle, SunMicrosystems, and Telstra. The government institutions that have corporate universities include the Patent and Trademark Office, the Census Bureau, and the Central Intelligence Agency.


	Corporate University Purposes�


The purposes of a corporate university are to: 


Act as an agent of change;


Inculcate corporate citizenship, such as the culture, values, traditions, and goals of the organization;


Improve competitive advantage, which includes learning the business, the market and political climate in which it operates, its clients, its pricing structures, and its competitors; (This also entails disseminating the organization’s best practices.) and


Provide job training.


We discuss each of these purposes in the sections that follow.


	Change Agent


For many corporations, the corporate university is the primary vehicle for driving key organizational change initiatives.� The corporate university is the structure used by Motorola to roll out changes, using the acceleration change model discussed in chapter 3. World-class organizations are constantly striving for improvement, and, once established, the corporate university stands ready to sustain all changes and institute new change as the need arises.


At Motorola University, change is not a separate component of learning, but rather is integrated into the learning.� This is accomplished in two ways. First, Motorola offers a specific course on change management, which addresses a change model, teaching leaders how to manage change, alter targets, and cope with change. Second, Motorola University integrates that change model into every possible course.


Similarly, the U.S. Central Intelligence Agency’s corporate university offers a course on managing change, believing that such a course is essential for any business process reengineering to succeed.� The drawback of offering change management as a standalone course is that some individuals might hesitate to allow attendance at a “soft-topic” course such as this. Embedding change management learnings into several “hard-topic” courses alleviates this stumbling block and asserts the new paradigm at every opportunity. Another consideration when offering change programs is the student mix. While there are advantages to mixed enrollment classes, which can be achieved in corporate universities through partnerships, most cultural change programs work best when outside influence is limited.�


	Corporate Citizenship


“Corporate citizenship” is composed of two elements: the corporation (as represented by its mission) and the citizens (as embodied in the corporation’s employees.) The corporate university addresses both of these elements. With regard to the corporation and its mission, everything that is done through the corporate university is done to improve the corporation, to meet the mission and goals of the organization.� In this way, corporate universities promote a clear message about corporate culture. For example, Motorola reasons that if its employees, suppliers, and customers understand the corporation’s mission, Motorola will be better able to meet its business objectives. 


To inculcate corporate citizenship, corporate universities must have strong leadership commitment and the personal involvement of senior leaders. Perhaps the best known example of using a corporate university to bring about significant change in a major organization is General Electric, which Fortune magazine deemed the most admired company in America in 1998. The tremendous changes wrought at GE, through the help of its corporate university, were led by Jack Welch, its chief executive officer.


Further, senior leaders must have incentives to encourage change. Their performance reviews should measure their success on whether they have empowered others, built alignments, established direction, enabled individual and team effectiveness, communicated effectively and openly, planned proactively, and exhibited openness about changing and improving the organization.�


With regard to the corporate citizens (or employees), a corporate university recognizes that an organization is only as good as the individuals that support it. Individuals are investments for organizations because they are the medium for helping achieve the organization’s goals. Thus, in acknowledgment of the fact that employees are an organization’s primary asset, organizations should hire smart, keep employees smart by education and training, and retain those smart employees. Corporate universities enable hiring, educating, and retaining employees because they offer the employee a marketable asset (e.g., a degree), boost employee morale, and build employee loyalty.


Under the corporate university model, an employee’s voice can be heard. Broad corporate university training is relevant to students who, as employees, are also stakeholders in what the organization is doing and where it is headed. The university is seen as a “two-way megaphone,” not just broadcasting messages to employees, but also listening for messages from employees and passing them on to the organization’s leadership. 


	Competitive Advantage


The corporate university serves to build partnerships between the organization, its suppliers, and its customers.  Consequently, the suppliers are no longer viewed as disposable adversaries but as vital partners in maintaining customer satisfaction through high-quality service. This partnership model complements the supply chain management philosophy, itself a competitive strategy. In another nod to the competitive advantages they provide, corporate universities provide a global outlook and ask employees to understand and participate in the process of expanding into global markets, a strategy employed by many companies seeking to survive and prosper.


The education and training offered through a corporate university undergoes a continuous improvement process. This provides the learners with a top-notch education, offering both the company and its employees a competitive edge. The training provided by corporate universities is continuously refreshed, in terms of both curricula and instructors. Faculty are usually contracted for, either from within the company, or from outside sources. (The process is uncomplicated, much the same way as colleges and universities hire their faculty.) Most corporate universities rotate management instructional staff every two to five years. In fact, faculty members are an important aspect of the corporate university, as they can bring an outside perspective to a largely homogeneous learning population. Another way in which corporate universities introduce outside perspectives to the students is through guest speakers.


	Job Training


Job training is the most traditional reason for an employer to offer additional education to its employees. However, under a corporate university model, it is not the only purpose for educating employees. In fact, as illustrated by the Central Intelligence Agency’s (CIA’s) experience,� even a corporate university established primarily to provide on-the-job training inevitably branches out.


The CIA established Information Technology (IT) University to serve as its corporate university for information technology professionals in its Agency Technology Services (ATS) division. ATS is composed of “computer professionals”—mathematicians, computer scientists, electrical engineers, and other engineering professionals. It was established four years ago as a result of an inspector general report that indicated ATS must obtain new skills for its workforce. Thus, its primary mandate was technology training.


However, the courses offered by the CIA’s IT University are not limited to technical, on-the-job training. The three basic training areas covered by IT University are computing and networking, information management, and management and leadership. In fact, the “soft” skills covered in the management and leadership program—such as communication and management skills—play an important role in the IT University. During the job test analysis performed during the IT University’s formation, problem-solving was identified as the number-one skill needed. Consequently, problem-solving has been embedded in the University’s School of Management and Leadership as a core course for all enrolled employees.


	Delivery Methods


Corporate universities use multiple technology formats to deliver education and training to their workforces. Such formats include videotapes, audio-tapes, intranet, the Internet, satellite-based programming, and interactive desktop videoconferencing.  According to the 1998 Annual Survey of Corporate University Future Directions�, 18 percent of the training delivered by corporate universities is through the new learning technologies detailed in chapter 7 of our report.  Using many of these methods, Van Kampen American Capital, the mutual fund group, offers more than 500 self-paced courses to its employees. Van Kampen American Capital University’s Dean, Tamara Scott, recommends considering the various learning technologies early in the developmental process, asking: 


Does the technology fit the learner’s needs?


Is the technology available?


Is the technology justified?


Does the technology simulate working conditions?


	Providers


In order to run a corporate university, two essential functions must be provided: education and administration. The education and training offered through corporate universities span the range of seminars, certificate programs, and degrees, which can be provided in-house by the organization or by an outside partner, such as a consultant, professional association, or college or university. To address the organization’s and learners’ needs, the corporate university generally has arrangements with multiple educational providers. In order to effect an unbiased selection of the best-value education provider, corporate universities often hire a third-party administrator.


	Administration


Some of the functions that a third-party administrator can perform are noted below:


Record-keeping;


Locating partners, courses, and outside students;


Evaluating potential partners and offerings, and recommending the best-value selection;


Negotiating partnership agreements;


Negotiating credit transfer agreements; and


Acting as liaison between the academic providers and the on-site training staff and government contracting officers.


	Education


Corporate universities themselves generally do not award higher-education degrees, instead relying on partnership agreements with accredited education institutions to do so. In fact, corporate universities generally do not rely on one education provider, but rather on a variety of educational sources and delivery methods. Frequently, corporate universities rely on partnerships with colleges and universities to deliver education and training.


	Summary


Corporate universities can serve many purposes, all of which lead to an organization’s success. Serving as a change agent, promoting corporate citizenship, improving the competitive advantages of both the organization and its workforce, and providing continuous training and education are the key roles of the corporate university. Numerous and varied delivery methods and providers exist to support the corporate university in fulfilling these roles. As modeled in both government and industry organizations, the corporate university is an essential resource for effecting Defense Reform. 
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