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Abstract 

This paper describes the experience of Instituto de Empresa Business School (IE) in using 

multimedia tools for supporting both distance and face-to-face teaching of Operations in 

MBA programs. Web-based learning at IE has been a largely successful experience, with high 

learner satisfaction due to the implicit flexibility and richness of the model. One of the 

modules developed at IE, used for teaching process prioritization and modeling is explained 

in detail. 

Web based learning   

Distance learning has come of age. Over 90% of USA colleges offer at least one on-line 

course (Van der Rhee et al. 2007) and over 50 AACSB-accredited universities offer at least an 

online graduate degree (Bryant et al. 2005). Although there is not consensus as to the 

effectiveness of web-based learning, a growing evidence point to its usefulness. For example 

Cheng (2006) reports students’ level of satisfaction in e-learning in Business education in 

Taiwan, and Roblyer and Wiencke (2003) mention a high, positive correlation between 

increased interaction and both student achievement and student satisfaction. Although 

McFarland and Hamilton (2005-2006) did not find significant differences in student 

performance between traditional and online courses, they mention that a properly designed 

online class is learner-centric and more interactive, an online course can provide richer 

instructions and content designed to reduce the students' cognitive load. 

Part of the debate can be grounded on the different interpretations as to what distance 

learning, e-learning or web-based learning are. Keegan (2002) distinguishes among these 

terms and asserts that distance education comprises two equally important elements: (1) 

distance teaching and (2) distance learning. He also maintains that distance teaching focuses 

on delivering the instruction to the learner, while distance learning focuses on maximizing 
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learner cognition. Terms such as ‘‘web-enabled,’’ ‘‘online,’’ and ‘‘distributed education’’ 

focus more narrowly on the means by which the instruction is delivered, rather than on the 

learning. Hawk and Shah (2007) reviewed different learning style instruments and argue that 

the emergence of new learning style models has brought attention to the idea that students 

learn in diverse ways and that one approach to teaching does not work for every student or 

even most students.  

Web-based learning is not without caveats. Bryant et al. (2005) mention as barriers for its 

implementation high faculty workload, high development costs, faculty training and support 

and high attrition rate. Fuller et al. (2006) find that anxiety is a significant influential factor in 

an individual's e-learning experience.  

At a more tactical level Van der Rhee et al. (2007) finds that a mixed approach is preferred 

to pure online courses and Davis and Wong (2007) states that educational institutions need to 

develop strategies for gaining instructors’ involvement and support and that e-learning system 

must be able to educate and entertain the users simultaneously. The two principles of a mixed 

approach (or blended education) and of an entertaining environment are supported by the 

experience of IE. Also supported by IE’ experience, described below, is the need for 

acknowledge and support for instructors who welcome the flexibility implicit in this type of 

training. 

E-learning at Instituto de Empresa Business School 

Instituto de Empresa Business School is a Spanish private institution of graduate business 

education, founded 1973. IE has some 35,000 alumni in 85 countries, produces over 1600 

master graduates per year and has a main urban campus in Madrid and offices in 10 countries. 

It offers 23 Master programs (four traditional MBAs, three online MBAs, five legal masters, 

eleven specialized masters), 2 doctoral programs, and has some 100 full time faculty, 300 
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part-time and alliances with such schools as Northwestern, Fletcher, Chicago, MIT, Bordeaux 

Business School and the Sumaq alliance in Latin America (which includes Fundacion Getulio 

Vargas, IESA and Tec de Monterrey, among others). 

IE created a College of e-business in the late nineties and started an e-learning unit in 

2002, responsible for support to on-line classes and for the preparation of interactive learning 

materials. The approach to e-learning has been largely eclectic and based on standard tools 

(Blackboard, Breeze, Figure 1), a blended approach (mixed face-to-face and on-line classes), 

limited size of classes and strong multimedia support, described bellow. Blended courses at 

IE currently have the highest student satisfaction results of all programs.  

 

Figure 1. Standard e-learning tools used at Instituto de Empresa Business School 

Multimedia support, originally developed for distance education has proved to be also 

useful in teaching regular face-to-face courses and for executive education. One hundred and 

sixty five modules (for all business areas) have been developed and can be visited at 

http://globalcampus.ie.edu/contenidos/muestrario/ (Figure 2). These modules can include 

multimedia teaching cases, technical notes with questions, videos and interviews. The 

teaching strategy can vary as the instructors can use these modules as additional visual aids 
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for regular class discussion, as an exercise for the preparation of in-class discussion, or for 

direct in-class discussion, both for face-to-face or for on-line teaching. A class strategy for 

one of these modules is described in detail below. 

 

Figure 2. Catalogue of multimedia modules 

Multimedia modules developed in operations include Quality, Project Management, 

Process Management, JIT, and Planning issues, among others. In Quality the strategy of 

abandoning ISO 9000 in favor of social responsibility differentiation of a local courier is put 

to the test analyzing contradictions in the videos of different Directors in the organization. In 

project management students are asked to take the role of the Project Manager of the annual 

Master Tennis Series in Madrid. In JIT the policies of the industrial park of Ford at 

Almussafes are simulated and subject to a virtual visit (Figure 3). In Production Planning 

MRP principles are introduce through a video game (Figure 4). In the next section an 

interactive case for Process modeling and improvement is developed in detail. 

 

 

 



 

 6

 

Figure 3: Industrial park and JIT at Ford’s plant at Almussafes 

 

Figure 4. Production planning simulation 

Interactive case of ERP and process improvement 

ABC-Quisolven: ERP and process improvement (Lorenzo, 2003) is an interactive case that 

analyses the critical success factors (order winners and order qualifiers – as proposed by Hill 

2000) of a company with the aim of prioritizing the processes that need to be improved. Once 

the priority process are identified, they are modeled (“as-is” processes), proposals for 



 

 7

improvement are made (“to-be” processes) and a new process is proposed, using Event-driven 

Process Chain (EPC) modeling methodology (Curran and Keller 1998).  

ABC-Quisolven is the fictitious name of a chemical product distribution business that 

emerged as a result of merging a multinational group and a local distributor in a Latin 

America country. The company carries out four key business processes: procurement 

logistics, distribution, sales logistics, and the administration of accounts payable and accounts 

receivable (external accounts processing). The critical success factors (CSF: order winners 

and qualifiers) at that moment were: quality, price, delivery time, containers, and financing.  

The case incorporates several multimedia elements which help the student in his/her 

analysis, such as: automatic calculations from the student’s numerical input; feedback in the 

case of deviation or incorrect answers: interactive exercises and animated displays to explain 

the position of the company, and EPC methodology for process modeling.  

This module is routinely used in the core Operations courses of both face-to-face and on-

line MBA and ExMBA programs, in specialized masters and in executive education. 

Figure 5. ABC Quisolven`s Main Screen 
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FIVE KEY STAGES 

The first stage in the case, “Identification of key processes”, helps the student to understand 

how an organization can relate the business objectives and needs of the clients with the 

business processes. Thus the objective is the prioritization of the company’s processes on the 

basis of an analysis of the Critical Success Factors (CSF) of the business (order winners and 

order qualifiers) and of the impact of the processes on each of the CSF. Identifying the 

business’s key processes allows the prioritization of the improvement and innovation efforts 

on one or several of the company’s processes. This prioritization approach has been adapted 

from our own experience in consulting and from different authors (Brelin et al. 1995, Slack et 

al. 2007, Andersen 1999). 

Figure 6. Stage 1 – Prioritization of CSF 

This stage also helps the student to understand how the criticality of the CSF is a 

classification that changes value constantly. While one CSF might be key today, others will 

be tomorrow. The market conditions, the customers’ needs and the company’s own 

performance are the reasons why CSF can change their degree of criticality with time.   

The second stage, “Definition of process architecture”, and the third “Modeling of the 

current situation of the processes (as-is)”; introduce the student to the specific techniques of 
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process modeling. Process architecture, defined by Professor Malone’s work group (Malone 

and Crowston 1994), and the Event-driven Process Chain (EPC) technique, used in the SAP 

system, are the techniques chosen for this part of the material.  

 
Figure 7. Stage 2 – Modeling the Sales Order by using EPC technique 

The fourth and fifth stages, “Analysis of the current processes” and “Modeling of the new 

processes (to-be)”, allow the student to practice creativity and, at the same time, to apply 

process redesigning criteria to improve the Processing of Sales Orders, part of the macro-

process Sales Logistics. Finally, the student models the prototype of the desired process (to-

be) using the EPC methodology. 

Figure 8. Stage 4 – Process Analysis 
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TEACHING STRATEGY 

The ABC Quisolven is often used in three class sessions of 80-90 minutes each. The first 

session takes place in the computer laboratory, where the instructor introduce the case and its 

objectives and the students carry out the first part on the computer, titled “Identification of 

key processes”. The instructor collects the results from each student or group of students in 

order to present a summary of them in the next session, as a basis for discussion.  

The second session permits the instructor to discuss the results of the first part of the 

material. This session is divided into two parts:  

• A first part based on the results of the criticality of the CSF.  

• A second part based on the prioritization of the business processes.   

Regarding the first discussion (criticality of the CSF), the results tend to present the 

attributes Price and Delivery Time as the most important for the customers and the attributes 

Financing and Containers as the least important. A consensus is usually reached on the degree 

of importance of these four attributes. However, the attribute Quality produces interesting 

discussions as to its importance, the dilemma being if Quality is a qualifying attribute (order 

qualifier) or a winner-differentiator (order winner). For some, quality is not very important, 

since as a qualifying attribute should be present in every company. For the same reason, other 

students suggest that quality is very important. The latter group tends to justify the fact that if 

the attribute is a qualifier it is very important for the customer because if the company does 

not comply with a minimum standard, the client will not buy the product. Table 1 shows a 

summary prepared by the instructor on the results in Stage 1 from a course in the MBA 

program. 
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Table 1. Results of Stage 1. MBA Course in the IE. Number of answers: 20 

IMPORTANCE OF THE CSFS High Medium Low 

Quality 30% 70% 0% 

Price 55% 45% 0% 

Delivery time 25% 65% 10% 

Containers 5% 20% 75% 

Financing 0% 60% 40% 

A consensus is reached when the instructor shows that the majority agree on the level of 

criticality of the attribute Quality: The criticality is measured by taking into account not only 

the importance of the attribute (high in this case), but also its performance (also high in this 

case and therefore not critical to be improved) – see Figure 9. Table 2 shows an example from 

the MBA program, where a high percentage (100%) of the students agree that the attribute is 

‘slightly critical’.  

Table 2. Results stage 2. MBA Course in the IE. Number of answers: 20 

CRITICALITY OF THE CSFS Very critical Critical Slightly critical Not critical 

Quality 0% 0% 100% 0% 

Price 0% 90% 10% 0% 

Delivery time 45% 45% 10% 0% 

Containers 0% 5% 20% 75% 

Financing 0% 0% 20% 80% 

Figure 9. Results stage 2. MBA Course in the  IE. 

The discussion of this stage allows the instructor to introduce the importance-performance 

matrix, in which qualifiers are always classified in the zones on the right since, independently 
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of the importance the customer gives to this attribute, the company performs at a medium to 

high level, common for qualifiers.  

By means of the importance-performance matrix the instructor can introduce various 

important concepts: 

− CSF move constantly throughout this matrix. For example, if an attribute is in the high 

importance and low performance zone, the company can begin improvement projects on 

the related processes, which will lead to improving the performance of the attribute and 

moving it, after a specific time period, to the high importance and high performance slot. 

Later, the customers might perceive this as is a qualifying attribute and lower their 

evaluation of its importance. Quality in the automotive sector can be used as an example 

of this case. 

− Another important issue, and one that can be introduced with a question, is how many 

CSF should be considered for this analysis. Authors of operations strategies can be 

referred to for this discussion (Hill 2000).  Many consider that a reasonable number 

attributes should be between four and eight (Slack et al. 2007).  

The second discussion of session 2 should be directed towards the prioritization of the 

business processes. Results frequently show a consensus on the idea that the critical or key 

business process (see table 3) is Sales Logistics. Some students tend to present External 

Accounts as a key process. An interesting discussion will arise here, because many believe 

that the activities of external accounts are or form part of other processes. For example, the 

activity of collecting payments forms part of Sales Logistics and the activity of payments 

forms part of Purchasing Logistics.  

In the discussions those who evaluate External Accounts as a maximum priority will 

propose that the poor performance in Receivable Accounts in ABC Quisolven is the reason 

for these results. This leads to the idea that the key business process is Sales Logistics, 
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including the receipt of payments. The case continues in the following stages, taking this 

result into account. Thus, the stages of process architecture, as-is modeling, process analysis 

and to-be modeling are connected to sub-processes of the Sales Logistics process. 

Table 3. Results stage 4. MBA Course in the IE. Number of answers: 20 

PRIORITISATION 1 2 3 4 NIL 

Supplies 10% 0% 5% 0% 85% 

Distribution 5% 10% 55% 5% 25% 

Sales Logistics 70% 20% 0% 0% 10% 

External Accounting 15% 55% 5% 0% 25% 

− The aim of the third session is to revise the analysis of the process for processing of the 

sales order and of the to-be model proposal. It is recommended that in this session one 

work group presents its results and the rest of the class, with the direction and help of the 

instructor, add their comments or individual analyses. This discussion allows for listing of 

the different criteria for redesign and improvement used by the students, which will form 

part of the conclusions of the session.  

Given that the Process Architecture and as-is modeling stages are self-contained and very 

easy to follow, it is suggested that these activities can be done at home.  

The aim of the third session is to review the analysis of the process of processing of the 

sales order and of the to-be model proposal. It is recommended that in this session one work 

group presents its results and that the rest of the class, with the direction and help of the 

instructor, add their comments or individual analyses. This discussion will allow for listing of 

the different criteria for redesign and improvement used by the students, which will form part 

of the conclusions of the session. Some of the criteria that tend to appear in this final list of 

conclusions of the session are connected to those mentioned by Hammer (1990) in his seminal 

paper “Re-engineering: Do not automate, obliterate”. Some of these criteria are listed below: 

 Organize by results, not by tasks 
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 Let the one who uses the process results find them 

 Include the information processing work in the work that produces the information 

 Treat geographically disparate resources as if they were centralized 

 Link parallel activities instead of linking their results  

 Locate the decision point where the work is done, construct the control system inside it.  

 Capture the information once and at its source 

In turn the discussion will allow them to see how an ERP system can help to improve the 

flow of information and the co-ordination in a process. Most students will put forward 

suggestions for improvements that will permit a more efficient use of the ERP system already 

existing in this company. At this point, the case asks the student to indicate which of ERP 

capabilities can be used to improve each of the detected problems. Thus, the student can relate 

the effect of an ERP on businesses, taking into account its capabilities.   

The case suggests eight types of capabilities, based on Lorenzo and Kawalek (2004) who 

propose ERP systems capabilities that should be taken into account at the moment of 

redesigning a process, or for defining where and how an ERP can be used to improve the 

efficiency and effectiveness of a business. In this relation six capabilities are suggested, which 

are described in the table 4.  

According to the level of the students and the time available for the classes, the instructor 

can ask for group presentations instead of individual ones, making it possible to reach a faster 

consensus, since the arguments and counter-arguments have already been debated in the 

groups.  

Another consideration, especially with groups of students with clear technical profiles, is 

the possibility of inviting an expert in ERP implementations, who can evaluate the 

possibilities of setting up the best of the students’ proposals, identifying proposals that could 

be met with a standard packet, proposals that involve reasonable consultation costs and 
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proposals that need personalized software and would therefore be more expensive to 

implement. The expert can also respond to the doubts and concerns of the students. 

Table 4: The ES Capabilities Model 

ES Capability Definition 

Transaction Automation Using ES to automate business transactions in order to perform them with more 
uniformity and control. Such capability includes processing data in an integrated and 
standardized manner, standardized flow of work, transaction control through business 
rules, and the possibility of tracking transactions and data.  

Decision-making Process Support Capability concerned with business decision-making based on data provided by ES. 

Monitoring Performance Capability concerned with recording and monitoring performance indicators. 
Typically this is achieved through management information tools, which give direct 
access to key performance measures of a company. 

Coordination Coordination is seen as a response to troubles caused by dependencies. Typical 
dependencies that may be handled by ES are those defined as “share resource” and 
“producer-consumer”. In the ES context, share resource can be seen as sharing the 
same body of information between different departments or business units that 
require it simultaneously. Producer-consumer is concerned with synchronizing 
activities or processes embedded in a value chain so that the resource required by the 
consumer is available when needed.  

Customer Service This capability is concerned with using ES to provide differentiated and customized 
service to internal and external clients. 

Process Management 
Automation 

This capability is concerned with the automating of administrative processes. That is, 
the ability of ES to take action on data by incorporating business rules and the 
heuristic that business specialist previously used to manage the process manually.  

 

Conclusions 

The global experience with distance education and web-based interactive teaching at IE has 

been largely satisfactory. This can be explained by the utilization of hybrid approaches to 

training (e.g., blended courses) and strong multimedia support. Typical of the multimedia 

modules used at IE, Case ABC-Quisolven has been satisfactorily evaluated by students (with 

ratings over 8 on a scale of 10). Stands out both the pedagogical value of multimedia 

applications, and that these applications are excellent approaches to reality, superior to that of 

traditional non multi-media cases. 
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