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ABSTRACT

In the international market of educational services, business schools have a large contribution. To investigate internationalisation of higher education and particularly the role ICT plays in these processes two research objectives are: a) internationalisation strategies in higher education, and b) the roles played by ICT in this process. The Norwegian School of Management BI (NSM) is observed as a relevant case for what is actually happening. The rationale behind the internationalisation strategy is globalization of the higher education market in general, and business education in particular. Hence, the dominating structures, content and language of this market has to be adapted to, in order to be competitive and survive. The dominant approach to internationalisation is exchange programmes and student mobility. In the future internationalisation of institutions and systems in a “borderless education” network may be common. The Norwegian School of Management BI it still is dominated by the limited strategic thinking of exchange and mobility. This institution has not yet reached a critical need of being competitive. It is not yet necessary to learn, in order not to burn.

Introduction

Internationalization is today a central concern of higher education institutions, not at least business schools. According to Windham (1996), the increasing importance of internationalization in higher education seen by both the institutions themselves and national governments, reflects that the environment for higher education has changed, seen in three central dimensions: economy, policy and technology. As a general background, the emergence and growth of a global information/knowledge based economy is seen as important. Likewise, the emergence of an international labour market for highly skilled professionals, especially within information technology, is central. Related, “the fastest growing area of trade is in exchange of services” (Ibid: 10), and higher education is one of the largest exporters within the service sector. 

In the international market of educational services, business schools have a large contribution, as business and administration programmes are the favoured programmes of international students. In the USA, export of education, measured in study-fees, amounted to $7.5 billions in 1995, in Australia $1.2 billions in 1993 (Mallea 1998:12). In Britain, export of education is more than twice the value of all export of coal, gas and electricity (McNamara & Harris 1997: 2). Moreover, internationalization is far more than geographic mobility seen in students abroad, such as programme franchising, development of subsidiary institutions abroad, and trans-national distance education. In terms of the latter, new information and communication technologies are seen as the most important factor for the continued expansion of internationalization, and might even become a substitute for student mobility, according to some (Windham 1996).

The aim of this paper is to report from a study on internationalization of higher education and particularly the role ICT play or can play for or in internationalization processes in higher education
. More specifically, this study focuses on the emergence of an international market for higher education, in which internationalization is seen as a competitive strategy. Consequently, the study attempts to gauge the ways institutions are aware of and acts upon internationalization as a competitive strategy. Secondly, the extent to which ICT is seen as central for internationalization, and potentially how ICT has been used for internationalization and in international activities. 

The following research questions have guided this investigation: 

1) What are the rationales behind internationalization of higher education in general and in higher business education in particular?
2) What are the dominant approaches to internationalization in a private university? 

3) To what extent is ICT seen as a means to internationalize higher education? 

4) How is ICT employed to internationalize higher education?  

Globalization and internationalization of higher education 

Internationalization of higher education has become an important strategy in higher education development, emphasized by international organizations, national governments and higher education institutions. The concept internationalization in higher education can be seen related to three other concepts – globalization, regionalization and nationalization. To some researchers, the international dimension is inherent in higher education, reflected for instance in the idea of a ‘university’ and that there exists one common academic model worldwide (Altbach 1992). However, Altbach states, the universality of higher education has over the course of history been replaced by increasing nationalization, in the sense that these institutions are seen as national institutions. In the 19th century, in the era of nationalization and industrialization, higher education’s role in the building of the nation state has been documented in many countries (Ibid: 41). Higher education institutions today are also seen predominantly as national institutions, funded and regulated by national governments, and regarded as important for development of national economies partaking in the global economy.

Globalization is regarded as an important source of economic and societal development. The idea of globalization is related to economic development, with important social and cultural dimensions. There are various definitions of globalizations, emphasizing different aspects of global integration. 

According to Castells, a global economy is something distinct from an international or world economy, and is defined as “an economy with the capacity to work as a unit in real time on a planetary scale” (Castells 1996:92). This has been made possible due to the new information and communication technology. The structure of the economy embraces core activities such as production, circulation and consumption, and components, such as capital, labour and markets, which are organized on a global scale (ibid: 66). But the globalization thesis ignores the influence of the nation states in shaping the structure and dynamics of the new economy. According to Castells, the global, informational economy remains even in periods of deregulation of national economies “a highly politicized economy” (ibid: 90). As such, the process of globalization of the economy simultaneously leads to deregulation and more nation state intervention. “Thus surprising as it may be to emphasize the economic role of the state in the age of deregulation, it is precisely because of the interdependence and openness of international economy that states must become engaged in fostering development strategies on behalf of their economic constituencies” (ibid: 90). 

How does the concept internationalization in higher education relate to the concepts nationalization and globalization? In general, internationalization can be seen as strategies to expand higher education provision and ideas across national boundaries. According to Knight (1999) globalization and internationalization are dynamically related concepts, and that internationalization of higher education can be seen as a proactive response to the catalyst globalization (Knight 1999: 14). Internationalization of higher education as such can be seen as a strategy taking account of both global and national challenges (ibid: 14).

Traditionally, internationalization in higher education was seen as a co-operative effort, as seen in the exchange of students and staff, and as reinforced for instance by EU programmes like ERASMUS (NIFU 2001). More recently, however, competition in an international market is seen as an emerging rationale for internationalization. According to Van der Wende (2000), “where as political, cultural and academic rationales have been driving internationalization over the last decades, now, increasingly, economic rationales play a role”(p. 2). 

This has also been reinforced by the debates over education as a service linked to the GATS and NAFTA agreements and the impact on trade liberalization on higher education services (Knight 2002). However, international competitiveness is increasingly realized through international cooperation with other higher education institutions, such as partnerships, alliances and consortia.  

Internationalization strategies
Internationalization in higher education often refers to exchange programmes and student mobility. According to van der Wende (1997: 22), internationalization is often used to connote individual mobility, which we see as a narrow conceptualization of internationalization, disregarding internationalization of institutions and systems. Moreover, international franchising of higher education and subsidiaries in other countries are not included in this narrow conceptualization. An emerging and potentially potent internationalization strategy is so-called ‘borderless education’ or transnational distance education on the Internet. As such, various efforts can be said to represent internationalization of higher education. This study will be based on a broad conceptualization of internationalization. 

ICT and internationalization 

The literature on technology and internationalization is fragmented and rarely empirically based, and debates seem chiefly occupied with conceptual issues. Specific research studies on the use of information technology for and in international activities are rare, and usually case based (Mason 1998). However, it seems to be a common assumption in scholarly literature and policy reports that internationalization (and globalization) of higher education is intrinsically linked to information and communication technologies (ICTs).

By some ICTs are also seen as the dominant push factor for the internationalization agenda.  Although why and how is rarely analyzed, and is maybe taken as granted (Castells 1996). Two obvious reasons are that information can be easily distributed and accessed globally and that communication is made easier across geographical and time boundaries. Thirdly, ICTs make it easier to coordinate activities internationally.

“The term ‘borderless higher education’ refers to a range of interlocking activities – including e-learning, other forms of transnational provision and new providers (e.g. for-profit universities) – that cross a variety of ‘borders’, whether geographical, sectoral or conceptual” (Ryan 2002, p. 1). The concept was investigated in two large national reports, one Australian (Cunningham et al 2000) and one British (CVCP 2000) that uses the concept to describe and analyze new online educational ventures by both traditional and new providers. These providers particularly target professional education and the lifelong learning market, and consist of virtual universities, corporate universities and for profit universities, and consortia of universities. Establishing consortia to offer online education has been a common approach sought by traditional public or non-profit private universities, and these have particularly focused on business education. These ventures represent a commercialization of international higher education. However, “borderless higher education is still embryonic, in terms of technology and as an industry” (Ryan 2002:3).  

The case study: methodology 

The Norwegian School of Management BI (NSM) is Norway's second-biggest educational institution and Europe's biggest business school, with 19,500 students spread among 24 colleges across the country. NSM is seen as a relevant case for the research questions and conceptual frame for various reasons. Firstly, NSM is a private institution operating in a national and to some extent international market. Consequently, central dimensions of internationalization connected to international competition and cooperation could be investigated in a private, market-based institution. Secondly, a private business school could in theory be more advanced with regards to internationalization and use of ICT, for two reasons. The market situation could in theory lead to a more adaptive behaviour, but more importantly, business studies are considered to be amongst the most internationally oriented courses of study, with regards to content, degrees and student body. Thirdly, and most importantly, NSM has internationalization and extensive use of ICT in education very high on its strategic agenda, and have developed extensive strategies for both areas. In addition, NSM has a quite a lot of practice with regards to most dimensions of internationalization; student exchange, international programmes, and language of instruction, international staff and internationally oriented research.  NSM also has licensing agreements with various institutions and has developed subsidiaries in both China and Lithuania. In terms of use of ICT in education, NSM has a large distance education department, and aims at using ICT in regular on campus programmes. 

However, NSM claims that the internationalization strategy has not been completely successful and now aims at a “radical internationalization at all levels of the organization” (Reve 2002). This means that NSM as an institution where internationalization and ICT are highly emphasized also can contribute with insights on why these strategic aims might be difficult to implement in practice. 

Data on NSM’s strategies, practices and potentials of internationalization and ICT are gathered from the following sources of data: 

· Policy documents on internationalization and use of ICT

· Secondary data 

· Interviews with key actors in the organization (top leadership, people with responsibility for internationalization, international programmes, distance education, and key faculty) on their viewpoints on strategies and practices of internationalization, and the role or potential role ICT have for internationalization of higher education. 

The selection of the respondents was made on two considerations: Firstly, we wanted to include a number of respondents from the top leadership at the institution as we assumed that they would have a good overview of both policy and practice at the institution. Secondly, we included respondents that were responsible for internationalization and ICT at the institution, as we assumed they could give us a fair representation of the ongoing practices and problems at the institution. Out of the ten respondents, three were from the top leadership, five worked closely with international affairs, and two worked closely with ICT and distance education. Two of the respondents were faculty in administrative position, two were faculty and six held administrative positions. It was not, however, an aim to compare the various groups’ opinions, as the sample is too small. Likewise, in the presentation and analyzes of the interview data, we emphasized common themes and assessments, rather than variance, as we aimed at presenting a descriptive account of NSM. There is a lot of overlap between the ten respondents’ attitudes, but where there is a clear indication of divergences in opinions these are reported.  

The interviews were carried out by using an interview guide with thematic or open-ended questions. The majority of the interviews were carried out by two interviewers, in order to increase reliability of the data and the validity of our interpretations. The immediate comparing of notes and interpretations was significant for the analysis of the data. 

The qualitative data for this study has been analyzed with the intent of providing an image of NSM, as it emerges from written sources of documentation and as it is being assessed by central respondents in the organization. Hence, the intent is mainly a descriptive mode of analysis. This image will be “partial” on several accounts: 

· it’s a temporal “snap shot” of organizational processes between 2000 to 2002, 

· the organization itself is complex and our data do not account for all stakeholders’ perspectives or experiences at various levels and places in the organization, 

· likewise the respondents are few, but represent the organization’s most central members with regards to internationalization and ICT, and 

· the study relies partly on policy documents, which are inherently normative in nature (NSM 2000-2002)

Consequently, findings and conclusions from this case study must be interpreted with care. Likewise, the nature of the case study, the number of respondents, and the data obtained does not allow for very specific analyses. 

Internationalization as a strategy in higher education

Current policies at NSM

NSM has a concrete strategy for internationalization and has put internationalization central on its strategic agenda. In the corporate strategy of 2000-2002, internationalization is one of three prioritized areas, stated as “Increase the level of internationalization in all areas” (NSM 2000a). It was claimed to be vital for NSMs overall ambition to become one of the leading European research based business schools. In line with this agenda, a specific internationalization strategy was developed (NSM 2000b). This strategy is quite comprehensive, with many ambitious aims, encompassing internationalization of faculty and research, internationalization of the student body, develop international operations, and improve international relations and communication. 

Internationalization as a strategic instrument 

The respondents expressed a lot of viewpoints on whether and how internationalization is important to an institution like NSM. What we tried to gauge was their assessment of internationalization as a strategic instrument. Policy documentation was also available to shed light on these questions. Three dominant themes emerge from the data. 
 Is internationalization important for NSM? 

This first question is found interesting, not as much from how respondents assess the question (they all are positive), but more for the lack of clarity and vagueness in the responses. Neither the policy documents nor the interviewed actors are particularly clear on how and why internationalization is important for NSM. What is recognized is that NSM has an international ambition, as for instance spelled out by the school’s formal vision “to be the leading research-based business school in Europe” (NSM 2000a). Moreover, by putting internationalization high on the strategic agenda, this indirectly signals that importance is attached to internationalization at the institution, at least formally.

But respondents are critical to the achievement of these goals. This WHAT has also been recognized by the central leadership at the institution, in their assessment on the goal achievement of the strategic plan, where they claim that the degree of internationalization is still too low, and that there is a need for radical internationalization at all levels of the organization (Reve 2002). This means that internationalization though formally recognized to be of strategic importance, still have not been followed up in practice, thus questioning how important the internationalization agenda actually has been in the day to day operations of the school until now.  

Why internationalization (what are the rationales identified?)

A second major issue in the data concerns reasons for why internationalization is seen with strategic importance. In the internationalization strategy of 2000, three rationales are identified under the heading “why be international?”  

The first reason stated for internationalization concerns the “intrinsically international” nature of academic research and that being a research-based business school in consequence means to be internationally oriented.  Most of the respondents also emphasize this idea as self-evident. Moreover, participating in international conferences and publishing in international journals are highly regarded activities by both individuals and the institution, and are seen as key performance indicators of internationalization (NSM 2000b) as well as a key quality criterion, as a quality development measure. The respondents frequently pointed stressed this aspect, and they tended to see quality of research and quality of education as interrelated. For instance, they put forward arguments like “research of international standing will attract international scholars that will contribute to the quality of research and educational programmes”. What is also assumed is that research of a high international standing is pivotal for the profiling of the school internationally, and that it is central in building a brand name internationally. The role of international ranking of business schools based partially on research output is here seen as central my many. 

The second reason stated in the internationalization strategy is globalization of the business community, and that preparing students for careers in global workplaces creates new demands on business education programmes. This external rationale for internationalization is not, however, emphasized by our respondents. What is emphasized by a few of the respondents is catering to the needs of Nordic firms’ subsidiaries abroad, presented under the slogan “Follow Nordic industry abroad”.

The third reason stated is that the “business of education is becoming increasingly international and students increasingly mobile (NSM 2000b).” This trend opens up new markets for an entrepreneurial institution like NSM. The respondents however, express that the increasingly international business of education is a double-edged sword in that it represents both an opportunity and a threat. One the one side it allows for tapping into foreign markets, whilst at the other it represents a new competitive situation in the Norwegian domestic market. The respondents tend to explain this by reference to what they see as a particular situation for both Norway and NSM. In terms of NSM, the respondents point to the fact that NSM is the only large provider of business education in Norway. This means, according to the respondents, that NSM cannot expand in Norway and that one has to go abroad for further growth. 

Secondly, and interrelated, the only real competition that NSM has in the domestic market are foreign institutions, particularly British, American and Australian institutions that recruit students in Norway. This is also seen as related to the fact that Norwegian students are highly mobile and that the Norwegian State has a generous loan and stipend arrangement that pays that cover tuition costs and living for Norwegian students abroad, but not equally generous in Norway (a situation which NSM regards as unfair and effectively blocks fair competition). The effect is that more than 15 000 Norwegian students carry out full degree programmes abroad sponsored by the Norwegian government, whilst about 5000 do parts of their degrees abroad (SSB 2000/01). In terms of subject areas, business studies are the most common subject students study abroad. Consequently, NSM faces competition from international agents in the domestic market, particularly within business studies. Since NSM has had to admit that many Norwegian students prefer to have at least parts of their programmes abroad, the School has eagerly promoted student exchange, as a part of regular degree programmes. According to respondents this is one reason for the large portfolio of exchange agreements NSM has, covering approximately 100 institutions on all continents.

A final issue that many respondents focus on, though not recognized in formal policy documents, is that the internationalization agenda is seen as a response to an external evaluation that were critical to NSM’s efforts in this area (EQUIS 2000). As such, quite a few respondents see internationalization policy mostly as symbolic compliance with external demands.

Is the ambition to compete internationally -  and if so how should one compete?

The third research question concerned whether NSM has an ambition to compete in an international market, and if so, what will be the strategies pursued. Does NSM have an ambition to “capitalize on these trends” (NSM 2000b). The respondents express that presently, goals and strategies are unclear. This is for instance reflected in the questions close to all the respondents pose: “what is and should be NSM’s markets” and “in what markets should NSM be international”. In the official strategy documents, NSM’s international markets are considered to be Asia, Scandinavia and the Baltic region (NSM 2000a), thus reflecting the geographical areas where NSM already has international operations. A few of the respondents do, however, claim that these operations have been initiated rather incidental and usually by personal connections. The respondents prefer more thorough considerations with regards to international operations. In the words of one respondent: “These questions need to be thoroughly considered pertaining to how to develop NSM as a leading business school”.  

Respondents agree broadly about how to compete internationally: There should be strategic alliances with international firms and higher education institutions. Consequently, the rationale is neither competition nor collaboration, but both. In the policy documents, alliances and networks are seen as the most important tool for internationalization (NSM 2000c). All of the respondents claim that NSM and Norway is “no global meeting place” (as worded by one respondent), and consequently NSM has to go abroad itself rather than recruit international students to Norway. None of the respondents think that it is possible to recruit foreign students to Norway on a broad scale. Moreover, setting up institutional subsidiaries abroad is not favoured. One reason why NSM needs strong local partners, according to respondents, is that NSM does not have a global brand name like Harvard or MIT, and in consequence will not be able to succeed by establishing new institutions abroad. The preferred approach emphasize partnerships with competent local institutions, and offering joint or double degrees is considered a suitable approach to tap into foreign markets. Licensing educational programmes to local institutions is another approach pursued. The international alliances NSM is currently engaged in are:

· Network of 100 partners for exchange of students and faculty

· Alliance with eight European and two Asian business schools for a bachelor programme in marketing

· Strategic alliances with a Chinese and an Australian university on a master of management programme (executive education)

· Alliances with two European companies operating in China for education and research services

· Strategic alliance with one UK and one Canadian university for a net-based programme in project management 

· Establishment of a full-scale business school in Lithuania (where NSM is the largest share holder)   (Tøndel 2002)

The major challenge seen for strategic alliances is how to find and attract suitable local partners. The quality and reputation of NSM, particularly with regards to research, is seen as a key determinant for establishing alliances with local partners. 

International operations and activities

What concrete strategies are pursued in terms of programmes and activities? As seen in NSM’s broad internationalization policies, internationalization is a multifaceted phenomenon encompassing student and faculty, educational programmes and institutional strategic development. Likewise, the concrete activities and programmes pursued can best be described as a portfolio of activities that can be identified with internationalization in a broad sense. Using the typology developed by Knight (1999) NSM’s current activities can be described by the following table: 

	FOCUS:   

ABROAD                                                                                                    HOME
	Approaches to internationalization of higher education
	Descriptors of approaches to internationalization in higher education institutions
	NSM practices

	
	International operations
	· Institutional subsidiaries in other countries 

· Franchising programmes and degrees to other countries

· Trans-national distance education institutions
	· Subsidiary in Lithuania; the International school of management

· Joint programmes in China (Shanghai and Beijing) 

· Franchising in Australia

	
	International programmes
	· international study programmes (for international and domestic students)  

· trans-national distance education as part of institutions’ education programmes
	· MBA, Master of Science, and Bachelor of Business Administration 

· Project Management Education on the Internet (PME)  

	
	International mobility 


	· bi- and multilateral exchange and cooperation agreements, 

· student and faculty exchanges, 

· recruitment of international students and staff,
	· 100 exchange partners

· Student exchange: 220 went abroad, 213 came to Norway (2001)

· Faculty exchange: no formal exchange agreements, but privately initiated exchange 24 faculty went abroad, 6 came to Norway (2001)

-        international students in full degree programmes: 
· international faculty:  20 % (2001)

· faculty with international doctoral degrees: 60 % (2001)  

	
	International competence and learning(
	· objectives, curriculum, teaching materials, language of instruction, etc emphasizing development of international/global competencies


	· Language of instruction and syllabi dominantly Norwegian in undergraduate programmes

· International topics largely covered in specialization areas for advanced students (4 or 5th year)

· One programme with a unique international profile offered to Norwegian students predominately: Eksportmarkedsførerstudiet 

	
	International processes(

	· Integrating international and intercultural activities into teaching, research and other services

· International evaluation/accreditation
	· EQUIS

	
	International ethos
	· Focus in policy papers, mission statements etc which emphasis on creating an international environment


	· NSM’s ambition is to be a leading European business school

· NSM has placed internationalization high on its strategic agenda 


The majority of efforts are concentrated within the area of international exchange and mobility. All the respondents emphasize that this is the area where NSM has most experience, and the most success, particularly in terms of student exchange. Consequently, this is regarded as the most important part of international activities at present by all respondents.

As seen in the table above, information is not readily available to shed light on all these dimensions. This is particularly so, with regards to the integration of international dimensions in the content of educational programmes that cater mainly for Norwegian students (the undergraduate and sivil programmes
). Such integration can focus on content, language and teaching processes. In policy, the official objectives are to promote cross-cultural perspectives through specific course offerings, syllabi and guest lectures, more use of English as the language of instruction, and develop more international programmes (like MBA, M.Sc. and BBA). 

The respondents were asked about their opinion on this dimension, with particular reference to the curriculum content and language of instruction. In terms of content, comments were chiefly made on syllabi and textbooks, not as much on particular curriculum areas covered. The respondents claim that it has been a tradition for scepticism towards international literature amongst students and that professors have wanted to use their own textbooks, as textbooks represents a considerable income for a many of them. Most respondents, however, think that there is a positive development towards using more international literature in regular, Norwegian degree programmes. With regards to the international orientation in the curriculum in general (regardless of language), an official goal is to analyze the international orientation in all programmes, but this is yet to be implemented. A recent study by Engwall (2000) investigated the literature in the curricula in Nordic business schools, in terms of country of origin of the authors. His findings indicate that at NSM domestic titles account for 35,5 % and international titles account for 64,5 %. 50% of the literature has American origin. Specific topics like international management and international marketing are offered mainly as specialization areas in the graduate programmes, and in the specialized diplomeksportmarkedsfører
 (international marketing) programme.   

In terms of language training and language of instruction the official policy is that more instruction should be carried out in English (NSM 2000b). The respondents however, vary in their assessment of this policy. Most think that this is an important dimension of internationalization, and that it ought to be reinforced, whilst a minority sees this as a problem. Language itself is not considered to increase international awareness, and secondly, because teaching in a foreign language might alienate certain faculties. Moreover, a few of the respondents are critical to the exclusive emphasis on English, rather than other foreign languages, and see this as a “sad development” (according to one respondent) as enrolment in language courses in German, French and Spanish has declined over the last years. 

The overall assessment of the respondents is that the integration of an international dimension in the educational programmes is still too weak, but that there have been positive developments lately. The respondents as well as official policy seem to expect that this will be furthered when the new degree structure (Bachelor and Master) gets implemented from 2002.    

ICT and internationalization 

When discussing the role of ICTs in internationalization of higher education, one of our respondents commented that there is at least two issues: one concerns the role of ICT for internationalization (that is as a driving force), another concerns the role of ICTs in international activities. According to the respondent, NSM has started to use ICTs in international activities, but not for internationalization per se. We asked the respondents two questions: Is ICTs important for internationalization? And how are ICTs employed in international activities? 

Is ICTs important for internationalization of higher education?

The respondents are quite divided in their responses to this question. Half of them think that ICT is an important factor for internationalization of higher education and half of them think that it is not. The reasons stated why ICTs are important largely focus on the ability to deliver information and communicating without the barriers of space and time. This is seen especially relevant for research, as it is thought to enable closer collaboration between academics internationally, and for recruitment of international students.  

The respondents that do not consider ICTs to be of importance express various arguments for their standpoint. The arguments all focus on the potential (or lack thereof) for international delivery of distance education, focusing on understandings of what education and learning is. One reason stated is that the nature of education and teaching is so that it cannot be standardized to a large extent, and in consequence cannot be mass-produced and packaged for an international market. A second reason stated is that internationalization is seen as a state of mind that can only be achieved through knowledge and experience, and that such personal knowledge always will be locally embedded and cannot be delivered through electronic information systems. Thirdly, some of the respondents are critical to the demand for international distance education, particularly with regards to undergraduate education.

Most of these respondents however do recognize that ICTs can be used as part of existing international activities, as a supplement, and for integration of international perspectives at the home campus. The support function of ICTs is by all respondents regarded as central. With regards to this latter function, one respondent claimed: “Virtual internationalization can never replace physical mobility, but technology can be utilized better, particularly with respect to the students that for various reasons cannot go abroad” 

Use of ICTs in international activities? 

What potential roles can ICTs play in international activities? The responses of our interviewees indicate that there are five main functions of ICTs in international activities at BI presently. However, one of the respondents claimed that “ICTs are central, but have very varied functions, as ICTs are used for near say all operations in a higher education institution today”. In consequence, this classification below represents a simplification. 

Transnational distance education 

Most respondents are sceptical about delivering educational programmes internationally through internet technology. Moreover, most see the Internet as a supplement rather than as a stand-alone mode of delivery in general. NSM’s experiences with international delivery of distance education is however quite limited. There is currently only one programme offered as an international distance education programme, the PME programme (Project Management Education). The PME
 programme is a part-time programme for working adults, and consists of various courses at Masters level. 

The programme was developed and offered through a consortium of NSM, a Norwegian university, a British and a Canadian university. In addition three corporate partners are involved. The programme was initially developed on request of the three corporate partners, to educate their employees who work across the globe. It is now open for individual learners as well. The programme is offered as a distance education programme internationally, but targets Norway, UK and Canada. There are plans to expand to China and Eastern Europe.

The PME Programme uses a mixed-mode delivery format, with on-site assemblies and Internet delivery.  This form of delivery referred to as “hybrid learning” is considered by all respondents as the only suitable form of delivering distance education today. However, to offer face to face teaching is again regarded as a positive challenge in international operations. In the PME programme, assemblies are held in UK and USA, for European and North American students respectively two times during the programme period. Local teachers are used in the plenary sessions. All other activities are net-based (3 sessions). However, the net functions mainly as a channel of distribution and communication in this programme as well, according to respondents. 

The respondents regard the programme as the most sophisticated international activity NSM is currently involved in. And this form of international university – business partnerships, is by many regarded as a very interesting form of international activities for NSM. But it is also seen as a challenging format in terms of working with many and quite different partners to develop and deliver a programme. The development and running of the programme is very expensive. Other challenges, is the pedagogy of distance education and the need for a certain degree of standardization of content and qualifications. In this regard, developing and selecting syllabi that is relevant for all students has been a challenge.  

NSMs regular distance education programmes cater mainly to Norwegian students, although some are located abroad. There are currently no plans for developing more programmes or courses for an international market. The strategy of the distance education unit is to provide services for the international operations and programmes that NSM already has and will be engaged in (NSM 2000d). 

Using IT to support or deliver parts of international programmes

A second role is the use of IT as a support in ongoing international activities. Our respondents regard this as extremely important, and as the dominant role to be played by ICTs in international activities. The respondents also claim that use of ICT is a key success criterion for international programmes.  For NSMs international operations, ICTs, particularly the Internet and e-mail is used to correspond with students, delivery of term papers, and posting of information. As such, it is a channel of distribution and communication. In this regard, NSMs own e-learning portal Apollo is used extensively as a learning tool for NSMs international students in China. Consequently, the respondents regard ICTs as a tool for internationalization, rather than as an area in itself.???? In the words of one respondent: “ICT gives us the tools for an easier internationalization process”

Using IT for marketing and recruitment internationally  

It is often argued that IT is crucial for international marketing of higher education, as the availability and quality of information is a crucial variable when students choose education internationally. Thus, IT is important for the mobility of students, and for the recruitment of international students. Our respondents also confirm this. The Internet is regarded as the most important venue for promotion and information to prospective international students. According to the international office, the web is also very effective in this regard as most international applicants have used the Internet to obtain information about the school before applying. However, the quality and accurateness on the information provided on web sites must be high, according to the respondents.

Partner and network administration for student exchanges

With regards to student exchanges, ICT is used extensively for administration of exchange agreements. According to the international office, information distribution and communication is now conducted mainly through e-mail and the Internet. The administration of NSMs large number of exchange agreements is problematic, and there have been initiated projects for using NSMs student and course administration system, Banner, for international exchange administration. In addition, e-mail is used for information and communication with NSMs students that are on exchange in other countries. 

Use of IT to introduce international perspectives in home campus activities

This last role of ICTs is regarded as particularly important, but there is little systematic information about the use of ICT in regular teaching, research and learning activities in general and for the purpose of internationalization in particular. In terms of research, the respondents assume that ICT is of vital importance for international collaboration and communication between researchers. No information is available however to verify this assumption. 

Likewise, the Internet as a channel for information is regarded as highly important for academics and students alike. With reference to students’ learning, a study of the use of library and information services by students in 1997 indicated that already then, the Internet was regarded as the third most important channel of information for the students in their learning activities after lectures. Moreover, all faculties used electronic information resources in their research (Studconsult 1997). There is no reason to assume that the Internet is less important for the students or faculty today. 

NSM has a strong policy on the use of ICT in teaching and learning, and projects have been initiated to implement the policy. However, a recent study has showed that the practice is ad hoc and based on individual teachers’ interest (Welle-Strand & Thune 2002, Welle-Strand & Tjeldvoll 2002). As such, there are a few lead users at the institution, whilst the majority uses ICT as a supplement to regular teaching, predominantly to communicate with and send information to their students. In terms of using ICT in teaching processes to introduce international perspectives, there is currently only one person that uses teleconferencing technology to teach MBA and Master of Management courses jointly with a US business college and a US university. These courses on strategic IT management are taught simultaneously in the US and in Norway through two-way sound and picture lecturing in purpose-built classrooms.

Challenges of internationalization 

The problems of internationalization policy 

All respondents note that internationalization is a central policy issue at the institution. But questions are asked with regards to the success of implementation of internationalization. The respondents emphasize two issues that highlight “the problems of internationalization policy”:

The lack of concretization of internationalization 

The most frequent comment made during the interviews was the simple question, “what is internationalization?” The respondents claim that there are different opinions towards internationalization, and that the lack of concretization hinders implementation of any internationalization policy. 

There seem to be two major and inter-linked questions, with regards to what internationalization is, or can be. Is internationalization something that you do at home or abroad? Stated differently, does internationalization concern a process to integrate international dimensions into home campus activities, or is it the activities of the institution, faculty and students abroad?  Both policy and respondents claim however, that internationalization should start at home, and that internationalization of the “home arena” is a precognition for successful operations abroad (NSM 2000c).  But many are also convinced that internationalization for NSM essentially set up operations abroad, rather than to include international perspectives and processes at home. With regards to exploring international markets and ventures, the internationalization policy states “Ideally, such ventures would also increase the international perspectives in domestic operations” (NSM 2000b). But there is not stated any ideas about how to archive this. 

The second question concerns essentially how to measure internationalization. The question is whether internationalization can be measured with simple performance indicators like exchange ratios or whether internationalization is an attitude. Respondents emphasizing internationalization as an attitude and a set of skills and knowledge tend to emphasize that internationalization needs to be integrated in the home environment, not by setting up activities abroad. Consequently, they question the internationalizing effect of such activities.  

Weak links between formal strategy and everyday practices

The second major problem identified by the respondents with regards to the internationalization policy, is the felt mismatch between the formal policy and strategy and the day to day operations of the school. Most respondents emphasize that internationalization in higher education is somewhat fashion, and to some extent used in policy documents for rhetorical purposes. However, some also identify internationalization with the legitimacy of the school as a research based higher education institution. But all question the degree of integration of the internationalization policy in the operations of the institution. Consequently, internationalization is seen as and-add on, rather as a substantial area in itself.  

This is also seen as related to the management of internationalization, or rather international activities and operations abroad. NSM has a rather large portfolio of activities and operations that could be classified as internationalization. These have been initiated usually by single individuals and have come into practice much by “coincidence” (according to the respondents). They also point to a lacking, overall framework for the management of international activities.  These perspectives were identified in the policies of 2000, and an international office with a director of international affairs established in 2001, in place of the pervious offices of international exchange. However, respondents also claim that responsibility also needs to be “pushed downwards” in the organization, giving the departments more and clearer responsibilities. 

This must also be seen in light of the expansion of the concept of internationalization and the extent of international activities. According to Wende, Beerkens & Teichler (1999) the concept was traditionally used to refer to exchange of students, where as now it has been broadened to include curricular and degree reforms, quality improvement systems and strategies of institutional development. The expansion of the concept and activities can also be seen at NSM. However, the systems in place to manage internationalization are still essentially for managing student exchange.

Challenges of international operations and activities 

The respondents see a number of challenges for international operations. For one, ensuring financial support from the government and the Norwegian business community is seen as difficult. Moreover, to develop academic resources for such programmes and involvement from faculty is problematic, as academic and faculty resources are very short on the institution.  Language and cultural problems are frequently mentioned. Lastly, to solve to intricate balance between standardizing an educational programme to allow for just evaluation of qualifications, whilst adapting to local circumstances, is mentioned as a key challenge (Jensen 2002). And related, the differences between idiosyncratic educational systems are a challenge. This is particularly seen with regards to credit and diploma recognition and transfer. With regards to this, developing international degrees like MBA, Master and Bachelor degrees is seen as a vital instrument for further internationalization, and particularly for competing in an international market.   
The dilemma of standardization and local adaptation is a challenge that is seen to get even bigger in transnational distance education. The respondents indicate that such programmes are in nature standardized, and that this pose challenges for the quality of the learning experience. The respondents relate this to culture, language and content issues. 

Other challenges that are seen specifically related to ICT concerns infrastructure, competence and pedagogical challenges. These challenges have also been identified in previous research on the challenges on full-scale implementation of ICT in teaching and learning activities at the institution (Welle-Strand & Thune 2002. Welle-Strand & Tjeldvoll 2002). 

In terms of competencies, the respondents claim that a radical new set of competencies need to be developed in the organization, encompassing knowledge of legal and financial sides of international education, knowledge of international marketing and promotion, and not least competence in managing an extensive network of collaborative alliances and exchange partnerships.

Summing up findings: A Diffuse Implementation Strategy

The empirical findings seem to indicate an institution (NSM) that is struggling with finding an implementation strategy that responds constructively to the criticisms raised in the EQUIS Report. The limited application of ICT at NSM is one of the key issues raised by the EQUIS evaluators. This challenge has found distinct attention in the institution’s Strategic Plan 2000-2002. Several working groups have been appointed. There have been lots of  “declarations” about the necessity of going “international and ICT”. However, when summing up the responses from the people seen as key actors for the implantation a picture of vagueness and scepticism come forward. Actually, they see few materialisations of the new policies. Why?

One assumption might be that the Strategic plans are rhetoric, mainly, and do not reflect profound understanding among the policy makers, of what is actually at stake. There might be limited grasps on what is actually going on internationally in terms of relations between institution and market. Maybe there is a gap between the rhetorical visions and NSM’s actual stage of production conditions. Maybe the present organisation does not really need the new measures. Maybe level of profits is sufficient, and that increased competitive power is not yet really needed.

Another reason could be the general decline in the ICT business worldwide, producing a general psychological reluctance to ICT as the new sesame for value creation. By generalisation motivation for internationalisation may have been reduced. A collective effect might have been less motivation for organisational learning. 

Over and above BI has close to monopoly in Norway. Its economy is quite solid. The fears of the top leadership for the future have not yet trickled down to staff in general, and to the academic heartland (Clark 1998) in particular. The institution may be seen as struggling with a development lag compared to schools in other countries. It has not yet started “to burn enough” to really wish to learn. It can exist without learning, for some time.

Concluding remarks

Relating the literature review and the empirical findings to our research questions it seems now fair to briefly conclude that

· The rationale behind the internationalisation strategy of higher education institutions is globalisation; the higher education market in general, and business education in particular comprises the whole planet. Hence, the dominating structures, content and language of this market has to be adapted to. If not the institution may face difficulties to survive.

· In a limited sense the dominant approach to internationalisation is exchange programmes and student mobility. In the future a broader conception may be seen; internationalisation of institutions and systems in a “borderless education” network

· Observing an empirical case, the Norwegian School of Management BI, it still is dominated by the limited strategic thinking as reflected in its Strategic Plan for Internationalisation, using ICT. In terms of implementation, key actors seem reluctant to these strategies, either because the understanding of their qualities are not intellectually internalised, or because this institution has not yet reached a critical point of compositeness, where it is necessary to learn, in order not to burn.
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� As a part of a larger research project at Lund University “Internationalisation through Distance Education” financed by the Swedish Agency for Distance Education.


( There are no secondary data available on these dimensions from NSM-BI. Information included here is taken from interviews with key respondents. 





� In the international programmes, the MBA, M.Sc, and Ph.D. the content and language of instruction is officially English


� This four-year programme has an explicit international profile and the only programme with mandatory student exchange (3 terms). The programme is offered through an alliance of eight European and two Asian business schools. 


� � HYPERLINK http://www.pme.no ��www.pme.no� 
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