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1.0 Executive Summary

Increased globalization of markets and the organizations that serve them has created a demand for students with strong multi-national and global enterprise skills.  As the premier online educational institution, the University of Phoenix has developed a leading edge vision for how online education can fill this market need.  The vision is for a multi-year effort to develop online learning programs in each of the worlds leading economic regions.  These learning programs will become the basis for a future offering of a “global MBA”.  

The initial step toward this vision is the extension of the current online learning model to the first international market – Great Britain.  Key elements of this endeavor include a lean organizational structure that models a centralized global authority.  Management processes will leverage coordination across operational areas including information systems, technical support, administration and marketing.  These areas will strive for commonality for greater efficiency and consistency.  Product and service offerings will be standardized wherever appropriate.  Marketing efforts will address two key differences in the target market.  Companies do not provide the same educational reimbursement as in the United States and social class structures are emphasized to a greater extent.  These considerations will be central to the marketing effort.

In analyzing the technology transfer for this venture, a number of critical factors have been identified to manage for success.  One is that there is a sufficient percentage of the population has access to the University via personal computers with unmetered connectivity.  Other critical factors to manage are the historical view that higher education is out of reach for the masses because of social class and financial issues.  Initial approaches to overcome these factors to prove the business model is a marketing effort that targets potential students that work within companies that traditionally offer tuition assistance such as US based companies.  The next critical factor relates to the management of intellectual property.  Two treaties of the World Intellectual Property Organization offer degrees of protection relevant to this venture, though European Fair-Use laws are less stringent than here in the United States.  This is an area of risk that must be managed effectively.

Intellectual property must be protected beyond the treaties of the World Intellectual Property Organization and the European Fair Use Laws because they are less stringent than in the United States.  The new expanded University will be able to take advantage of economies of scale for developing Information Technology and increasing revenue.  Keeping the majority of the managing organization centralized will improve profitability.  Economies of the United Kingdom and the United States are nearly parallel so profit margins based on exchange rates can be managed effectively.  The combination of leveraging a proven learning model with available – and largely translatable infrastructure – and the existence of well-defined market indicate a successful venture into online education in Great Britain is possible.

2.0 Analysis of Organizational Structure

A thorough analysis of the many facets of the technical transfer of online higher education to Britain is presented in this complete paper.  We examined the culture and politics of that country as well as the business impacts of extending our market.  The end result of that study is this section of the paper which is our proposal for a new organizational structure for the company to accommodate the transfer.   The structure is centrally aligned, but with enough support in Britain to manage the differences we have uncovered there.  

This section will give the details of the structure, the new management process required for it and, finally, a breakdown of why this structure is cost effective. 

2.1 Structure Outline

The virtual nature of the online education medium allows this venture to be run with a relatively lean enterprise.  This supports an organization structure of a firm with global scope.  As noted by Yip (1995) firms with a truly global orientation will strive for the following organization structure (p. 165).


· Centralized Global Authority 

· No Domestic International Split 

· Strong Business Dimension 
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A centralized global authority using the below graphic organizational approach will assist in management of this venture.  The organizational structure of this venture incorporates primary business areas of Administration, Information Systems, Technical Support, and Marketing.  These areas will support the operation from student to faculty and will facilitate learning in an online model.  

Effective local execution requires certain functions to be centered in the local market and may require additional functions to incorporate local perspectives.  Accordingly, each business function will incorporate both a local and a centralized perspective.  Efficiency of the organization drives us to leverage centralized operations as much as possible.  However, we recognize the significance of various local considerations – such as marketing.   Provisions are made for a local contribution in several areas.
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The global business will be managed and measured as a business within the larger organization.  As such, no additional organizational overhead is needed to effectively support the venture.  There may be support activities within Britain for this venture, but their reporting line will be back to their central global department and not via a defined local business unit.  This highly centralized approach should also help to save on operating costs while providing for local value-added control.  This central control should provide the strong business dimension needed in order to ward off potential local creation of a geographic divide from corporate to group management.  This organization will also facilitate further global expansion into other countries without the need to duplicate support structures.

The administrative functions will deal primarily in areas of financial aid, student services and the online library.  The financial aid department will assist students in all financial aspects of their education.  Students will have a financial counselor that can assist them with obtaining and managing all loans and tuition payments.  The student services department will support the student body in areas relating to student life.  An academic counselor will assist the student in managing their schedule, transferring credits and general assistance during the program.  The online library is a university resource that supports the student’s research needs throughout their program. 

The information systems functions will deal with the technical elements involved in delivery a high quality, online learning experience.  This department will provide all necessary server infrastructures to host the classrooms, email exchanges and other electronic learning tools.  The quality of the online learning experience is largely determined by the reliability and ease of use of the university network.  As such, this area is a critical foundational element for the venture.

The technical support function is in place to support all users of the university networks – both student and faculty.  Assistance may be needed to properly configure the learning tools for various user systems and remote access networks.  The technical support department is the front-line contact for assisting users with usability problems, troubleshooting hardware and software issues and general instruction on making the most of the various learning tools.  This is another key area for success of the venture.

The faculty is a second critical area for defining the success of the venture.  Students seeking an online educational alternative will desire high quality instructors that are very current in breaking issues within their field.  The immediacy of the online model requires astute instructors that are well versed in the latest developments within their areas of expertise.

As a new venture, a marketing function will be required to build consumer awareness of the offering of this venture.  The ability to reach potential student clients is also a fundamental element of success.  The marketing department will employ several concurrent approaches to develop a market for the university offering.

2.2 Management Processes

The company is building the foundation for a truly global business strategy; therefore there are certain management processes that must foster the global outlook.  As noted by Yip (1995) firms with global orientation utilize the following management processes (p. 165).

· Extensive Coordination Processes 

· Global Sharing of Technology 

· Global Strategy Information System 

· Global Management Processes

For management of the coordination process, the top-level organization is centralized and the British operation is an integrated extension of the central organization.  The impetus for this is not only to facilitate extensive collaboration between the US and British operations but to also manage technological changes as the operation grows.  Another function of the management is the responsibility for in-depth analysis of the firm's administrative functions to further ensure extensive coordination.  The development and evolution of the curriculum will be a result of a transatlantic sharing, analysis and revision of the domestic curriculum for British/US compatibility.  Adaptation, when needed for the British market, will then be a shared effort.  Coordination will occur among all support functions such as human resources, accounting, customer service, and even faculty.

To foster technology and information system global initiatives the firm will leverage existing computer systems and extend them by providing access by the UK.  For instance, the online classroom format will need little or no modification to support British courses and students.  More importantly the company has constructed all core information systems for additions and capability for expansion.  There will be no major problem to embrace new students in terms of technology.  The firm may evaluate the installation of an additional data center located in Britain to provide increased redundancy and network response to local students.  However this local data center will be closely integrated into the current technology structure of the firm that supports current students.  

Global management processes includes the areas of strategic planning, budgets, and some human resource issues such as performance reviews and compensation.  For the firm to succeed in globalization management must perform planning and budgeting at a high level and with common mission, vision, guidelines, etc.  The company must strive to avoid creating a whole new autonomous management operation in Britain without direct ties to corporate strategy, or global strategy in this case.

To internally audit the effectiveness of the global operations structure a strategic analysis team (SAT) will be assembled.  SAT will be made up of approximately eight regularly attending members appointed by the CEO of the University and will be informed of the importance of their analysis for the future of the success of the global expansion.  The leader of SAT will be the highest ranking global sector head and the rest of the team will also be comprised of corporate leaders from Britain and regions of the US.  Meetings of the team will be scheduled in alternating locations between the US and Britain to ease knowledge transfer of each other’s local operations.  The deliverables for SAT will be analysis of the quality of the online product, technology employed, and the customer satisfaction, and competitive threats.  Suggested operational and organizational changes for improved technology transfer will accompany the analysis.

2.3 Cost Efficiency of Organizational Structure

Our global organization structure provides not only the forward ability of continuing to move into more international markets (as mentioned above), but it also creates substantial financial savings for the corporation.  We expect these savings in both out fixed and variable costs per student and that these savings are derived form the very nature of out business – online resources.

The UoP back office staffs (marketing, administrative and technical) do the majority of their communication with the online student body and faculty via mass e-mails and web sites.  In this we already have a cost savings over traditional education provider due to the cost of printing and distribution.  So our costs are more limited to the staff expense of the development and approval of those communications.  When there is only one governing body for these staffs, this work effort does not need to be duplicated and coordinated.  The duplication savings mean we do not need more staff in the new country (in this case Britain) and the coordination means we do not need to add staff here to handle that coordination.  Additionally, the timing difficulties and communication costs of that coordination could have been high due to the distance and time difference.  Likewise, other online resources like the online library do not cost any more as the number of students rise.  The small UK group under the Global Business director will be an increase in costs for us.  But for the most part, fixed costs will in fact remain fixed.  Meaning our cost per student (customer) will drop.

Likewise, variable costs per student will remain close to the variable rate we have seen.  But we see those cost lowering somewhat over time with this organizational structure as well.  We will obviously need to add servers, disk space, call (technical) support personnel and faculty at the same rate per student as always.  But the prices we are given for those hardware items at least will lower as we buy with more volume power.  And there are savings to be gained by technical skill in setting up virtual classroom environments and maintaining them over time – meaning the more our staff has to do it, the more efficient they get at it.

3.0 Analysis of Products/Services

3.1 Product and Services Outline

Product standardization will be key to the technology transfer of this global market undertaking.  Our firm should be able to make extensive use of existing curriculum and coursework to enter the British market for higher education provided online.  We should not have to design a new service from scratch to enter this global market.  Even though it may be preferable to design a new product keeping standardization in mind for a global market, in our case a curriculum for any particular program can be re-used in this new market with little change.  

Our pioneering use of the Internet to offer online delivery of distance training in the higher education market has spurred many competitors in the United States.  Although there are institutions in the British market for higher education offered online the number of such competitors is not as large as in our domestic situation.  We can make use of our current programs along with competitive new programs to enter into a global market, Britain as our first target.

The company will create program majors and courses of study consistent with competitors in the British higher education market.  For instance a Masters in Business Administration (MBA) is a similar degree offered in both the United States and Britain.  Similarly a Masters of Arts (MA) in a subject area such as human resources is common to both the United States and Britain.  Masters of Science (MS or MSc in Britain) programs are another area where we can duplicate our programs here for use in a global presence.  One large competitive area within Britain in higher education is executive program offerings.  Many institutions in Britain offer executive MBAs.  We can re-use our current competing program with minor changes.  

We do envision that the curriculum in specific programs may vary somewhat due to local content requirements in order to tailor the courses to the market.  However the core courses and approach methodology used by the firm in the United States can be almost totally re-used without change.  That is a key goal in business globalization, product standardization.

The management team also suggests that we introduce our information technology certification track curriculum into the British market.  Industry certifications in networking and computer science have worldwide acceptance and our existing course programs could be offered in Britain with absolutely no change.  Although we have many competitors for this service in the United States this product would be innovative in the British market and could provide us with a market niche.

Other additional ancillary products/services may be offered after entrance into this market.  For instance the company may find it profitable to provide students with short-term loans for certain coursework.  Or we may be able to take advantage of some cultural aspect of the market in Britain that would not be present in the United States.  Additionally the firm could find that the British market offers some unique benefits for our global expansion that we had not identified until after our actual market entrance.

3.2 Curriculum Strategies

Challenges concerning curriculum fall into two categories: course requirements and course development.  In course requirements, our company needs to look at what the minimum standards are for the degree programs in the US and UK.  Coupled with that is determining which courses are common to both countries curricula, and which need to be separate.  For the courses that need to be separate, course development becomes a concern.  Where to develop the courses is a question, as well as what is the desired composition of the students' nationalities.

 

Looking at a standard US Masters in Business Administration program, an average number of credits required is around 50.  UK based MBA programs seem to count their credits differently, but generally have the same content as the US programs.  Common elements include:

 

Business Processes and Fundamentals

    Marketing Management

    Operations Management

    Managing People in Organizations (Human Resource Management)

    Managing Financial Resources

    Managing Information

    Information Systems

    Intellectual Property Rights Management

Management, Strategy and the International Environment

    Corporate Strategy

    Financial Strategy

    Export Strategy

    International Business Management

    International Marketing

    Total Quality Management

    Project Management

    E-commerce

 

Out of these elements, only a few seem to be nation specific, namely Managing Financial Resources, Intellectual Property Rights, Human Resource Management, and Export Strategy.  Based on the similar course contents, approximately 60-70% of the classes taught can be common to students from both countries.  The other 30-40% should be country specific.  However, as a method of differentiating our program from others, we can allow some US students to take UK courses, and UK students to take US courses.  This cross-flow should be limited to no more than 25% of a class, and the instructor must be from the same country as the course.

 

As far as developing the actual courses, we should look to hire British instructors and initially bring them to the US to our own course development center.  In this way we can insure that the courses are developed to be integrated into the US system from the start.  Eventually we can look to create a course development center in Britain, but only after the courseware has been established with a common core.  In particular, we need to hire instructors with expertise in the British financial system, intellectual property rights, human resources and employment statutes, and European exports.  While it is possible to find such instructors in the US, it would be better to find British instructors who have grown up in that system.  We also need to hire a small number of instructors to examine our current courses looking in terms of international differences.  Although these changes should be minor, they should be identified.  In as many cases as possible we should look to minimize international differences, although in certain areas that will be impossible.  For example, the British will always have organizations, while the Americans will have organizations.

 

While the two countries have different minimum standards for degree content, our courses of study should attempt to fulfill the requirements of the more strict country.  In this way our degree will be accepted in both countries with no need for the recipient to state which country he or she pursued the degree.  Also, with equal degrees we can market the "internationality" of our programs.

4.0 Marketing Implications of Technology Transfer

4.1 Marketing Issues

The British higher education market is significantly different than that of the United States.  It is important that the firm not lose sight of that when considering this knowledge transfer.  We will need to specify a target market, produce an advertising campaign towards that market, set pricing and mount a public relations campaign.  The market globalization drivers of common customer needs, global customers, global channels, transferable marketing, and lead countries are discussed in the following paragraphs.

As in the United States, the surface target market in Britain will be working adults with hectic and changing schedules who are looking to advance their careers through a recognized education bar (a degree).  This is a common customer need in business driven countries.  However, the underlying market of large corporations with education budgets will be slightly altered.  As higher education is often free or at least subsidized by the government, fewer organizations will have this benefit to offer their employees.  We cannot, therefore, expect to use corporate training departments as a de facto sales channel.  

The target market of Britain facilitates market globalization in the area of global customers, global channels, and use of lead countries (Yip 129).  British consumers of higher education will function as global customers almost without their own knowledge of the global transaction.  Since the company will be utilizing technology already in use within the United States the customer will be making a purchase outside of their domestic market.  Furthermore Britain will serve as a global channel due to use of local faculty to become part of the academic supply chain.  Lastly Britain will also function as the lead country for our efforts in globalization through their continued historical innovation in higher education. 

The advertising campaign for this global entry will need to focus directly on those working adults in our target market.  With the loss of corporations as a sales channel, we can expect to spend more on advertising per student than in the United States.  But we must be very careful in the content and style of these messages.  The British have a much more defining class system than we do here (Bellaby 6).  Too much advertising or too much emphasis on one class’s preferences may have a detrimental long-term effect.  If hiring managers just see our services as a working class degree mill, the product will lose value.  We suggest hiring a British firm to develop the content of the advertisement and for the choice of media since they will be much more in tune with the culture of that country.

Again due to the government involvement, pricing is less of an issue in Britain.  Price competition will likely not be a factor.  However, we will need to fully understand the government’s position on pricing as well as its other regulations.  

With the in-country advertising firm’s guidance, we will need a public relations campaign that keeps the company name in the public’s eye in a positive light.  Generally speaking, the British are not as likely to accept change quickly as we are in the United States – especially in the two areas most important to our product: technology and education.  And the role of education has much more of a cultural mandate in Britain for the proper way to break into business.  Gradual public relationship involvement will be very important in establishing the right relationships without direct advertisement.

4.2 Marketing and Business Mechanics

The traditional culture surrounding education in the United Kingdom creates some interesting challenges for us as we move forward.  On the other hand, current conditions provide us with some timely opportunity.

Traditionally, higher education in England has been rather elitist.  Entrance to an institution was rigorous – requiring the right combination of primary schooling and high entrance test scores (in recent history, the “A Level” examination).  Enough money could overcome these obstacles.  But higher education was out of the grasp of most of the population.  The higher education institutions had (and still have) a very high reputation for turning out good students who were nearly guaranteed employment after completion.  But beginning in the late 1980’s, there was a shift in focus for the country in terms of education.  A higher education level for a broader percentage of the population was seen as a way to improve the future for the country as a whole.  That shift has been very slow in development over the last decade or so due to the perceptions of both the more and less privileged members of the society.  Because of that, higher education for adults already in the work force is just now becoming a new area of interest.  The marketing challenge is to present our technology as the means to filling a long standing gap in the system of education there without causing too much disruption in that existing system.  The market is certainly there.  Many intelligent professionals missed out on the chance for higher education early on due to the restrictive system.  With the more inclusive system, they think they deserve it now – and we can give it to them.

Pricing presents us with another challenge.  “While in the past, students were not expected to pay tuition or fees and often received full grants for room and board, there has been an increasing emphasis on students sharing a greater share of their university expenses.” (http://www.isep.org/nus/uk/index.html)  So once again, the historical tradition created an expectation level – this time that qualified students should be able to attend for free.  While this is evolving as well, students still do not expect to have to shoulder the very high prices we pay here in the U.S.  Likewise, corporations are not yet in the habit of providing tuition assistance as a benefit since it has not been a traditional need.  So we need to either find a way to defray costs to the students or do an outstanding job of marketing the value of this type of education to both the students and their employers.  Perhaps a good first step would be to market to global companies which operate in that country – particularly those headquartered in the U.S.

5.0 Identification and Analysis of Potential Problems

5.1 Distance Learning Mechanics

5.1.1 Computer Usage

Internet access is an essential requirement for the success of the online education in the United Kingdom as it is for most businesses.  A key determinant of access is the percentage of computers in use per capita.  Currently, the UK has the fourth largest quantity of computers in use of any nation.  According to the Computer Industry Almanac Inc., there are 29.3 million computers in use in the UK.  This could give more than half the population access to the web.  In comparison the US currently has 182 million computers in use for roughly 5 times the population that would give usage to about 65% of the population.  On a percentage basis, the UK computer usage market isn’t quite as mature as the US, however there seems to be an ample base for the educational venture.  To improve the market, the on line university may offer discounts to students in a partnership with a PC manufacturer such as Dell to offer discounted purchase or lease plans based on economies of scale.

5.1.2 Internet Service Provider Selection (for the University)

In addition to our University’s network, a UK based ISP provider will be selected as a local host.  As outlined in the organization structure, the Information Systems Team will provide for the selection of this provider and will insure that the provider allows easy access to students who will be accessing the network through other providers.  The ISP market in the UK has a sufficient number to companies to choose from therefore the providers have reason to be competitive in their offerings.  The selection of provider from a corporate point of view is based on a list of criterion:

1. Email Services

2. Internet Access

3. Web Hosting

4. Security and Privacy

5. Price

6. Reliability

7. Customer Service ant Support

8. Connections

9. Reputation

10. Future Vision

Email services must provide the users, which will include the administration as well as the students, access from any web connection.  The servers must also be quick, reliable and flexible with the programming of addresses easily handled by the University IS Team.  Internet must be available 100% of the time.  The Web Hosting must provide for the necessary discussion forums.  It also must allow a large enough database for our UK web site.  Security and Privacy are a top priority.  The data generated by our system will require virus and hacker protection.  Backups will have to be generated, and the ISP will be expected to have a plan for back ups and a disaster plan in place.  Price is feature dependant and will be evaluated metrically between competitors.  Reliability is based on the ISP provider’s physical systems and preventative maintenance plans.  Redundant uninterruptible power supplies, back of systems that will not allow a single point of failure, environmentally sound server farms with secure access, and a plan to handle issues or tragedies.  Customer service and support must be satisfactory for the University IS department to operate.

5.1.3 Internet Service Provider Selection (for the students)

Available and affordable Internet service for the students is essential for the online students to function successfully.  Recently, the British telephone industry has made changes that keep the cost of accessing the web affordable.

Historically, when a telephone line user in the UK made a telephone call they would be metered on a per minute basis no matter where they were calling; no charge local calls did not exist.  Therefore, like the US, the UK telephone line users would have to pay monthly line access fee to have a line in their homes, but would have to pay an additional fee for each time the phone was used.  The charges that would accrue in an online session for a student conducting research or participating in a discussion forum would be prohibitive.  In addition, personal Internet service providers claimed to provide unlimited free access to their users.  Freeserve and BTClickFree were among the major providers.  In reality, they were collecting fees required to maintain the service from a portion of the tolls on calls in arrangement with the telephone line service providers.

Within the past couple of years, there has been a successful lobbying effort made to Parliament and the UK Department of Trade that was elevated by the non-profit organization “Campaign for Unmetered Telecommunications”.  The result of the effort has been a restructuring of the telephone service plans.  In addition to the historically structured plans, the new plans now offer service charge plans that are similar to the US.  A customer subscribing to a telephone line provider for their Internet access can choose to pay an increased monthly charge to have an unmetered or unlimited use telephone line for certain exchanges.  Therefore a user can stay online longer to conduct their research.  This has forced some of the so-called free Internet service providers to now charge a monthly fee comparable to the America OnLine fee of $19.95.  It has also allowed more competitors into the ISP market because they do not have to cut a deal with the telephone company to collect fees from metered calls.  The students must choose ISP providers who have the unmetered lines (similar to local phone numbers in the US) available to them.

There is now sufficient and affordable access to the Internet in the UK market based on dial up service alone.  Other methods of service are also available, such as ASN, ISDN, Cable and Satellite.  It will be up to the student to select his or her own service to connect to the University.

5.2 Intellectual Property Considerations

Several intellectual property issues are pertinent when considering the transfer of technology for use in a product offering within a foreign market.  These issues minimally include the areas of copyright, trademarks, and patents.  

 

It would seem that many legal protections are available to intellectual property used in technical endeavors.  These measures include the Digital Millennium Copyright Act (DMCA) and Uniform Computer Information Transaction Act (UCITA) and the Uniform Trade Secrets Act (UTSA).  Unfortunately these protections are all United States based legislation.  However, on the international front there is intellectual property protection afforded to the global business.  The World Intellectual Property Organization (WIPO) was founded by the United Nations to address issues such as trademarks.  The United Kingdom and the United States are two of the member states of WIPO, so the legal remedies provided by this agreement can assist to protect the intellectual property involved in this technology transfer.

 

The WIPO has ratified many treaties.  Two treaties that are directly related to the situation for technology transfer are the WIPO Copyright Treaty and the WIPO Performances and Phonograms Treaty.  Portions of the United States Digital Millennium Copyright Act (DMCA) as passed in October 1998 address technology areas to ensure compliance with the two WIPO treaties.  

 

There are some other international laws that protect intellectual property such as trademarks.  For instance, in the business realm of the Internet, the issue of domain names has become an issue with recourse in international disputes.  The Uniform Domain-Name Dispute-Resolution Policy (UDR) is enforced by the Internet Corporation for Assigned Names and Numbers (ICANN).  Although there are remedies short of litigation for disputes, the policy does also include an option to make use of trademark laws.  However this policy does provide non-legal options to solve a dispute.

 

The issue of intellectual property and specifics such as copyright and trademark and so forth are also important for another reason in light of this proposed product offering.  The firm intends to provide distance education and therefore the work of the instructors and students carries some rights for each group as well as the company.  The issue of copyright is germane in this instance and previously addressed international legal protection issues apply.

 

A potential vulnerability of the technology transfer proposed is that the firm's services can be easily copied and/or reverse engineered.  The European Union fair-use laws provide flexibility for firms that wish to perform reverse engineering on their competitor’s products.  The copyright protection afforded by these fair-use laws is less than is provided in the United States.  So the technology and services to be offered for distance education may be at risk for reverse engineering by competitors.

6.0 Analysis of Financial Considerations

6.1 Risk of Exchange Rates and Taxes on Profits

Exchange rates are a financial consideration for this venture. Exchange rates with Great Britain in the last decade varied from $1.50 to $1.78 annual average (Buzzacott).  In the 1980's the rate varied between $1.31 and $2.35.  In the in 1970's the rate varied between $1.76 and $2.52.  Recent trends indicate greater parity and less variability than in prior years.

Yip states that exchange rates are both a strategic and financial consideration (98) due to the impact that currency changes can have on competitive position.  Further, hedging is a strategy that seeks to offset losses in one country with gains in another (Yip 99).  This approach can be considered for this venture.  Some operations will be located in the US and others in Great Britain.  The virtual nature of this enterprise will allow for shifting of some aspects of operation, such as course development, to the most advantageous location.

Likewise, taxes are also a financial consideration.  While the implications cannot be avoided, there can be distinct advantages of one location over another.  This is another aspect where timing is very good for a UK venture.  "A new comprehensive Double Taxation Convention between the United Kingdom and the United States of America was signed on the 24 July 2001" (Buzzacott).  The convention reduces financial barriers considerably and is expected to be ratified by both governments in 2002.  The treaty removes tax-related barriers to market and employment flexibility and promotes enterprise and business flexibility to strengthen the US-UK economic relationship (Buzzacott).

Corporate tax rates in Europe are largely comparable with the United States (ESTV).  UK rates offer a slight advantage over US rates when you consider state tax that doesn't exist in Great Britain.  Additionally, UK tax rates have improved nominally since 1998 (Dyer).

6.2 Information Technology Financial Impact

There are various financial considerations to be addressed for information systems issues related to technology transfer for distance education in the United Kingdom (UK).  Fortunately the company can greatly leverage the Internet-centric nature of the current distance education services.  The company is not directly concerned with the Internet connectivity from a student perspective since the customer is responsible for their own connectivity and according to the World Factbook (2001) there are over 245 Internet service providers (ISPs) in the UK.  

 

At this very moment, the firm can provide their services to anywhere on the Internet.  Concepts noted by Yip (2002), would note that to become a truly global, company a firm might have to look at duplication of value chain operations or decisions related to location of support services.  However, in this case, the company will not need a completely duplicated information technology infrastructure to offer higher education products in other countries.  However, there will be some increased costs. Two critical areas of information technology are company data center operations and technical support for students.

 

There are numerous data center hosting providers - such as Exodus (2002) - that have physical locations in the UK as part of a global infrastructure.  As part of current technology infrastructure, the firm maintains a presence at several data centers to ensure uptime and availability of services.  The firm could install a subset of servers into a high-speed linked data center in the UK which could be managed remotely from the US.  An excellent technology improvement may be to make use of global caching service providers such as Akamai.  A caching provider will copy the distance education content to their local UK servers as part of the service.  The cost for this service would be less costly and less complex than physically locating servers in the UK, while offering better response performance for the students.  

The firm will need to provide technical support to students in the UK.  To properly address UK student support, it will not be as simple as expanding hours for the US based support center.  This may present the opportunity to outsource current US-based service/support coupled with the UK-based proposed support.  Several industry recognized firms in the arena of outsourced technical support services have worldwide operations.  So, again, the company will not have to double current support associated costs, but there will be some increased financial resources required.

6.3 Global R&D Cost Savings Strategy

The question of R&D for the courses boils down to whether to develop the UK taught courses in the US, or to develop them in the UK.  If the courses are developed in the UK, some sort of oversight needs to be in place to insure that the courses meet US standards.  The reason for this is that up to 25% of a course’s students can come from a different country.  Therefore, courses must be standardized enough to fulfill the requirements of both countries.

In order to accomplish this goal, our company needs a framework for the content of the courses, a standardized format, and a final review committee.  Since all these exist already, it should be an easy project to extend them to an international setting.  All the courses have at the beginning of their syllabus a summary of the course of study.  This summary is a roadmap of the minimum requirements of the course.  The standardized format is easily adapted to UK standards.  One item of note on standardization is the different paper sizes used in the two countries.  While the US uses 8.5x11” letter size paper, the UK uses 210x297mm A4 paper.  While this is not a huge problem, it can be an irritating cost factor when printing or faxing.  Departments in both countries need to be aware of the issue, and the solution is for people in the US to format using a minimum of 1” margins on the right and left, and people in the UK to use 1” (25mm) margins on the top and bottom.  This will compensate for the wider letter size and longer A4 size paper.

The curriculum oversight committee will remain US based.  Their responsibility is to enforce the global standards desired among courses developed in both the US and the UK.  Their standards will be used when developing courses, and they will need to update their standards to include the minimum standards acceptable in the UK.

As far as apportionment of R&D resources, the UK based course development department should expect to receive funding based on the percentage of overall courses developed in the UK.  While their startup costs or developing the new courses will be more than the revision costs of adapting the US courses, this should be a one-time cost.  After initial development, we expect that R&D costs will mirror the US/UK course distribution.

7.0 Conclusion

The new venture outlined in this proposal represents a viable avenue to reaching international markets with a well-proven online education model.  Core considerations of organizational structure, management processes, products and services offering and marketing issues have been explored.  Additionally, critical success factors have been identified in several areas along with viable strategies for effectively managing each.

Exchange rates and international Taxes in the US and UK show a great deal of parity and therefore are manageable.  Economies of scale will be taken advantage of for the organizational structure, information technology, and research and development since these global efforts will be effectively centralized.  Therefore, duplicated business functions are avoided.  The analysis shows that the business case for expanding the University internationally is correct for an increase in revenue and profitability.

8.0 References

1. Bellaby, Mara. (2000, June). British class lines still there, but becoming blurred. The Patriot Ledger. [Online]. Available: http://proquest.umi.com/pqdweb?Did=000000055435683&Fmt=3&Deli=1&Mtd=1&Idx=21&Sid=3&RQT=309
2. Burgunder, L. (1995).  Legal Aspects of Managing Technology.  South-Western.

 

3. Copyright Law.  (2002).  United States Copyright Office.  [Online].  Available http://www.loc.gov/copyright/title17/
4. IBM Intellectual Property Network. (2002). IBM.  [Online].  Available http://www.patents.ibm.com
5. United Kingdom Higher Education. (2002, January 6). International Student Exchange Program.  [Online].  Available: http://www.isep.org/nus/uk/index.html)  

6. Patent, Copyright & Trademark - Internet Law.  (2002).  Nolo.com Law for All.  [Online].  Available http://www.nolo.com/encyclopedia/pct_ency.html#Subtopic179
 

7. Uniform Domain-Name Dispute-Resolution Policy.  (2002).  The Internet Corporation for Assigned Names and Numbers.  [Online].  Available http://www.icann.org/udrp/udrp.htm
8. Vaughn, R. (1983).  Legal Aspects of Engineering.  Kendall/Hunt.

 

9. WIPO Website.  (2002).  World Intellectual Property Organization.  [Online].  Available http://www.wipo.org/ 

10. Yip, G.  (1995). Total Global Strategy: Managing for Worldwide Competitive Advantage.  Prentice-Hall.

11. Worldwide Computers-in-Use Estimate & Forecast.  (2002).  Computer Industry Almanac.  [Online].  Available http://www.c-i-a.com/

12. United Kingdom Internet Access.  (2002).  Campaign for Unmetered Telecommunications.  [Online].  Available http://www.unmetered.org.uk

13. Internet Access Data for Britain.  (2002).  Internetworks Magazine.  [Online].  Available http://www.iwks.com/

14. United Kingdom Communications.  (2001).  The World Factbook.  [Online].  Available http://www.cia.gov/cia/publications/factbook/index.html
15. Internet Datacenter Locations.  (2002).  Exodus Communications.  [Online].  Available http://www.exodus.com/global_infrastructure/idc/idc_locations.html
16. Content Delivery.  (2002).  Akamai.  [Online].  Available http://www.akamai.com/en/html/services/content_application_delivery.html
17. Buzzacott Livingstone. Average exchange rates US$ to £ [Online]. Available:
http://www.ustax.co.uk/Articles/exchange%20rates.htm
18. Buzzacott Livingstone. Uk & Usa Sign Double Taxation Convention [Online]. Available:

http://www.ustax.co.uk/Articles/US-UK%20treaty.htm
19. Dyer Partnership. UK Corporation Tax - a quick guide [Online]. Available:

http://www.netaccountants.com/taxsummary/taxdata-corptax.html
20. Eidgenössische Steuerverwaltung ESTV. Corporation tax rates 2001 [Online]. Available:

http://www.estv.admin.ch/data/sd/e/inter/pdf/ug.pdf
� EMBED OrgPlusWOPX.4  ���





� EMBED OrgPlusWOPX.4  ���











[image: image3.wmf]Online Education - Britain Venture

Administration

Information Systems

Technical Support

Marketing

Global Sector Head

[image: image4.wmf]Online Education - Britain Venture

Faculty

Legal

Course Development

Local Administration

Central Administration

Administration

Local ISP

User Hardware Alliance

Hosting Service

Local Systems

Central Systems

Information Systems

Students

University Systems

Local Support

Central Support

Technical Support

US Based Employers

Working Professionals

Local Marketing

Marketing

Operations Breakdown

_1072952131.bin

_1072949323.bin

