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Key Features of the MAN-Oxford-WHU Leadership Development
Programmes

1.

A significant corporate challenge of strong contemporary relevance: to develop
international leadership capacity in the face of severe global economic
turbulence.

To meet this, a complementary and powerful three-way European partnership
combining the broad interdisciplinary strengths and established executive
education capability of a British world-class university with the entrepreneurial
edge of a new and innovative German business school.

A major catalysing impact on client company initiatives through effective working
projects and senior-level strategic conversations.

An intense focus on individual participants from initial selection and assessment
through mentoring and self-guided projects.

Close strategic integration of three management tiers reaching up from executive
to Board levels.

Innovative programme design involving elements such as peer-to-peer coaching.

Flexibility and creativity in driving and developing the programme in response to
changing external factors and corporate agendas.
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(A) The Challenge

If you had to name one company embodying the traditional virtues of German industry — a
solid market position sustained over a long period on the back of a powerful reputation for
technological excellence - the MAN Group would undoubtedly be a strong candidate. MAN is
one of Europe’s leading companies in the field of transport-related engineering, specialising in
the manufacture of trucks, buses, diesel engines, turbo-machinery and transmission systems.

The company’s success has been rooted in dominance of German and European markets but
increasingly it has reached out to the wider world - a move that has rapidly accelerated in
recent years. Nearly half of the company’s workforce now operates outside Germany, a
proportion that increased by 5.3% in 2008 compared to a slight decrease in Germany itself.
Alongside its direct sales overseas MAN has recently added heavy vehicle subsidiaries in the
fast-growing BRIC markets — notably, Brazil and China.

MAN SE Group
Commercial Power Business
Vehicles Engineering
mﬁ;\l MAN Latin . MAN Diesel + MAN
fahr zeug e pmorice Sln(ztruk Turbo RENK L
(100%) o) e (100%) @eew  Division

So, the prime challenge for MAN, as for many traditional European companies now
situated in the international arena, is to globalise its strategy, operations and
structures successfully: in essence to help trigger a culture change that would
transform it from a German to a global company.

Arising from the company’s globalisation agenda MAN’s Executive Academy identified three
linked challenges:

The corporate strategy challenge: to align its development activities with the
company’s evolving strategy — to shift from local, limited goals to more testing
international ones.

The organisational challenge: to provide essential strategic understanding and
knowledge throughout MAN.

The individual challenge: to equip executives with the vital, ‘soft’ skills and
intercultural competencies to deliver the company’s new global agenda.

More specifically, company diagnostics had revealed a series of weaknesses in strategy and
leadership in responding to the international dimension:

Understanding of - and ability to handle - issues of globalisation and international
diversity

Personal leadership skills

- Interpersonal & team management.

- Networking and communication

Knowledge of, and alignment with, overall corporate strategy

- Integration (cross-functional and cross-company)

- Change management

Entrepreneurship and innovation

Value creation and return on investment



QZ_\_L\U

The development framework within which these issues were addressed was the company’s
‘House of Industrial Governance’:

MAN House of Industrial Governance

MAN
Industrial Governance

Corporate goals and capital allocation Principles
Decentralized operational responsibility
Common methods and “Shared Services*

Strategy and Leadership Execution Pillars
Structure Supply Excellence
Brand Values and Culture
Foundation

Reliable Innovative Dynamic Open

The programme’s initial emphasis was on the House’s left-hand ‘pillar’ — developing a more
internationally oriented and aligned strategic capacity. However, as the global economic crisis
hit hard in 2008, and as MAN subsequently engaged in major Board and organisational
restructuring in 2009, this original agenda, while still remaining central, was expanded to meet
new challenges. The financial meltdown put added emphasis on the right-hand pillar: value-
based management, excellence in execution and the effective use of working capital.
Organisational restructuring in turn brought into greater prominence the central pillar: the
need for tighter strategic alignment and integration, improved direction and communication
and the building of a strong and sustainable leadership coalition within the company.

The Programmes’ Evolution in
Response to Changing Agendas
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The evolving trajectory of challenges and the corresponding adjustments to the programme
shown above have a double significance. Firstly, it serves as an index of the impact on
management education of the larger turbulence engulfing the world of business and thus
gives the programme much greater relevance and topicality. Secondly, the programme’s
success in meeting these challenges promptly and effectively indicates the creativity and
flexibility of the triple partnership brought together (see next section) to devise and deliver it.

These qualities were further demonstrated when, as result of the team’s successful
performance in delivering MAN’s General Management Programme (GMP) which focuses on
the company’s middle-to-senior levels, it was chosen also to deliver its Executive
Management Programme (EMP) targeting senior and board tiers, so engaging the partnership
team even more closely in the higher circles of corporate strategy. However the GMP’s
strategic focus had always been upwards as well as outwards, and the connection between
the two programmes was not only natural and planned from the outset but one that the two
learning providers could work hard to capitalise on and further strengthen.
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(B) The Commitment

MAN'’s Leadership Supply Programme makes a key contribution to the company’s long-term
business success, identifying employees with management potential at an early stage and
systematically providing them with continuous professional development. The processes
involved in MAN’s Leadership Supply System are, moreover, powerfully iterative, with
continuing feedback generating ongoing adjustment and refinement:

The agency responsible for planning, delivering or commissioning and finally evaluating
initiatives in these areas is the MAN Executive Academy. In meeting its challenges MAN can
draw on other — and again, very German strengths — traditions of partnership and employee
engagement and development. In addition to providing open and custom programmes it
pursues two other key activities: ‘dialogue platforms’ for the exchange of new strategic and
management ideas at all levels throughout the company, and ‘MAN 360° Feedback’ - detailed
individual assessments and mentoring, complementing the regular management and
promotion audits carried out by executives’ line managers. MAN’'s achievements in these
areas are increasingly being recognised in a range of awards. In 2008 it won second position
in Germany’s ‘Top Employer for Engineers’ competition, and was ranked the third company in
Europe by Fortune magazine’s 2009 ‘Top Company for Leaders’ survey.

However, the Academy realised that to meet its new demands it would need to mobilise a
broad range of resources externally as well as internally. The Academy decided to invite a
new range of bids from business schools internationally to provide a General Management
Programme (GMP) that would lead on to an advanced management programme. Indeed, an
underlying part of the challenge, as the Academy saw it, was to gain a closer and more
productive association with one or more leading European business schools and take
advantage of their expertise and experience.

Following MAN'’s first contacts with WHU, the school explored various scenarios with different
partners internationally. The Said Business School of the University of Oxford stood out as
the most complementary (see tables below). In the German-speaking area WHU is well-
known as an innovative entrepreneurial organisation with strong corporate network, while
Oxford, like MAN itself, is a blend of old and new. Oxford can focus an 800-year tradition of
developing leaders through the lens of the Said Business School, providing access to
leading-edge thinking in a broader international context and bringing wide-ranging academic
resources to bear on the phenomenon of business globalisation.
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In addition, the good personal relationships between the schools’ executive education leaders
and their teams provided an invaluable basis for such a collaborative venture, as did Oxford’s
German-speaking faculty with their knowledge of German business and culture, and
experience with other top German companies such as BMW and Linde.

Said Business School

A business school in a world-class
university with a 40 year track record in
custom programmes

A collaborative approach and strong
client partnerships eg with MAN SE,
Royal Ahold, Standard Chartered Bank,
BAE Systems, Linde, BMW Group
Telefonica

Specific experience of assisting
organisations to become more
international

Rigorous design and development
process

Relevant expertise in:

» Automotive and Engineering
Industries

WHU

Leading German business school
Practice-oriented and research-based

Long track record in delivery of custom
programmes for international
companies eg 3M, Kilhne + Nagel,
L'Oréal, MAN AG, METRO Group,
Deutsche Borse, Renault, Henkel

Top place in international and national
rankings

Offers a unique network of cooperation
with over 150 leading universities and
business schools across all five
continents

Expertise in the development of
middle/upper and top level executives

 Strategy and Change
* Leadership Development

Throughout, the planning, evaluation and reviewing of modules were carried out jointly.
Rather than following a structured evaluation and consultation process the partnership opted
to work through continuous open discussion. Any problems were dealt with by addressing
them frankly as they arose and working together to find constructive solutions.

Similarly, while WHU was MAN'’s principle contractee, common fees for all design and
delivery services were agreed, and, as each module was delivered, it was invoiced on this
basis by the school responsible for its delivery. As each school delivered the same number of
modules overall, this resulted in an equal division of the revenue from the programme. EMP
posed new financial and contractual challenges, as it is delivered at MAN’s Munich HQ and at
Oxford, and the two schools’ responsibilities are less clear-cut. However, thanks to the strong
and flexible relationship between the two schools, these were easily overcome, with fees
being split on a flexible basis according to input.

Inception of the Programme

The initial planning phase involved a process of deep immersion within the company, with
members of the learning partnership and the company coming together in workshops to share
experience, gather insights and forge these into a coherent basis for the programme. In
addition, an extensive range of individual scoping interviews was undertaken within MAN. A
selection illustrative of their range is given below:
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Interviewee Business Area Position
Name, First name
Steinborn, UIf MAN SE Head of Strategy &
Structure

Henschel, Gerhard MAN SE Head of Group Controlling

Stahlmann, Klaus MAN Turbo CEO

Prof. Dr. Hornung, MAN SE CFO

Karlheinz

Weinmann, Anton MAN CEO
Nutzfahrzeuge

Dr. Harkort, Alf MAN Head of Production, Plant
Nutzfahrzeuge Munich

Knecht, Stefan MAN Head of Engineering Truck
Nutzfahrzeuge & Cabin

Affeld, Dennis MAN Head of Group Strategy &
Nutzfahrzeuge Processes

Loose. Bjorn MAN Head of Marketing
Nutzfahrzeuge

Maierhofer, Bernd MAN Member of the Executive
Nutzfahrzeuge Board, Engineering &

Portfolio Management

On the basis of these discussions and workshops the partnership team identified a variety of
key issues confronting the company:

Key Issues

Capital Markets

Investment
Decisions

Competitor
analysis
Brand
positioning

Regional/Global
Footprints (per
function,
per business)

Cultural diversity,
Leading self Leading others

Risk From contribution margin
Management to Cash flow
Localizing

product and service
offerings worldwide

Developing + Pricing
new business models

Make or Buy
Global Sourcing Standardizing
Processes
Coping with . l\tlegottlgtmg”
uncertainty internationally
Entrepreneurial c i
behaviour ompensation

Bridge between
Strategies and
Actions

“Megatrends”

Optimal Alignment

Developing commercial
innovations ( BOS)

Communicating
within MAN/
Dialogue

Use of HR Tools
(360...)
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But how to make sense of all these issues and weave them into a coherent programme? The
following framework was then devised by the partnership team to help organise the issues
and put them into a meaningful strategic perspective that would form the basis for the
programme:

The Framework

Finance & Investment
What's good for the shareholders } incl. Risk Mngt.

Profit

Financial Perspective

Product-Market

2 .

Where does the money come from? > Strategies
Customer Perspective

Growth

Executing

Strategies

Speed

When do our customers prefer us? }
Process Perspective

4
Who carries out the processes? Leadership
Employee Perspective Strategies and Styles
Effectiveness
Strategy Formulation « » Implementation

The Topics Mapped Against the Framework

Capital Markets

2
Fmance & Inv cad Risk From contribution Margin
Investment ULIAELS \anagement to Cash Flow
Decisions

Profit

Localizing
Product and Service

Offerings Worldwide Bridge Between
Strategies and Actions
“Megatrends” Brand SHEWCL[[Z Developing + Pricing Optimal Alignment
Positioning Growth New Business Models 1

_ Developing Commercial Executing
Partnering )\ jnnovations( BOS) Strategies

2 Speed
Regional/Global
Footprints (per
function, per

business) Global Sourcing

Cultural Diversity, Leadership

Strategies and Styles

) activeness
Leading Self (", .- jing others

Competitor
analysis

Product-Market

Standardizing
Processes

Communicating
within MAN/
Dialogue

Negotiating
internationally

Coping with
Uncertainty

Entrepreneurial
Behaviour

Use of HR Tools
(360...)
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This overall framework matches that of MAN'’s House of Industrial Governance, emphasising
the strategic alignment between the two:

1
Finance & Investment
incl. Risk Mngt.

Profit

Strategies and Product-Market
Structures '< Strategies

Growth

Executing Execution

Excellence

SHECHES

Speed

N—
B 4
Leadership Legdership
Supply — Strategies and Styles
Effectiveness
— _/
Strategy Formulation Implementation

Programme participants, meanwhile, were being carefully selected and assessed in relation
to their personal leadership styles, strengths and weaknesses, with the partnership team
again working in close collaboration. Information was drawn from MAN's 360° Feedback’
programme. Participants also had detailed discussions with their line managers and specified
three personal objectives in connection with the company’s international agenda. All this
information was brought to the programme by the participants themselves and provided
valuable input to the programme and in particular a basis for the group discussions and
coaching that was to form one of its most effective features (see Appendix 1).

Participantsin Profile

* Average participant age: 39

* Wide range of responsibilities: Sales & Marketing; R&D;
Operations, Finance, Strategy; Business Development; HR; IT;
Projects

» Levels: High potential managers (GMP); Senior executives (EMP)

» Male: 78%; female: 22%

» 10 nationalities
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Additionally, a dedicated website was set up for participants in advance of the programme,
containing readings, timetables and pre-course assignments. As the modules were delivered
this was progressively enriched with other material — such as outlines of key presentations
and participant projects. Participants were also encouraged to contribute details of their own
impressions and experiences together with other relevant material that they had come across.
In this way a virtual participant rendez-vous was established, a continuing international forum
for the exchange of information and insights between them.

10



(C) The Learning & Development Initiative

Programmes in Profile

Focus: Global leadership development; value creation; strategic
alignment & integration

Learning approaches: lectures; company case studies; coaching;
simulations; team projects; senior level executive input

Started: July 2008

Locations: GMP - Oxford, UK, & Vallendar, Germany; EMP — MAN
HQ, Munich, Germany, & Oxford, UK

Programmes delivered: GMP - 4 programmes, each of 2 modules;
EMP - 1 with the second to follow in April

Programme days: 43
Participants: 135
Faculty: 25+
Participant rating: 90%

11
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The General Management Programme

The General Management Programme (GMP) is an established part of MAN’s development
portfolio, preparing participants to become future leaders within the Group by supporting their
transition into general management. However, with MAN’s accelerating needs to develop its
international leadership capacity and Oxford-WHU taking responsibility for the programme,
the GMP was given a new focus, with the individual participant's experience of the
programme conceived as a transformational learning journey, firstly progressing inwards from
current external challenges, then outwards to a personal action agenda for the future:

The Personal Transformational Learning Journey

Outside-in Inside-out
The current Impact: achieving
situation & the Vision

Leadership
skills

desired future

Mindset change

Structurally, the programme is organised in two modules, the first delivered at the Said
Business School in Oxford drawing on an array of thought leaders to explore the ‘big picture’,
internationally and strategically, the second at WHU in Vallendar focusing more specifically on
issues of execution, enterprise and value creation and on ‘making a leadership difference’
within MAN.

12
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The Architecture of the Programme

Learn
Module |

Apply

Prepare Practice Module Il Execute

Strategic thinking

Pre-programme
activities

Inter-modular
activities

WEINLIERCEC IR, Post-programme
contribution to a activities
high performing

and business
imperatives

Virtual learning Focus: the Team Projects Focus: The Commitment to

platform for the external internal Big actions:
participants: perspective — Peer Coaching Picture and how
topics and to work with it Implementing
Personal goals applications to and make a and sharing
(learning targets) MAN difference learning
experiences
CcVv
Networking
Psychometric
Case studies
Literature

Line Manager
Briefing

This twin-campus, two-country delivery is an important feature of the programme, given its
international orientation, as are contextual presentations and ample extracurricular
opportunities for participants to network and forge vital international relationships for the
future (see Appendix 2). Another key feature is in-depth input from senior company
executives and Board members. These have served as ‘co-faculty’, individually sponsoring
specific sessions and more generally acting as ‘co-creators’ of the programme.

At the heart of the programme sits the individual executive and the encouragement of a set of
personal leadership values as identified by Chief HR Officer and Board Member, Jorg
Schwitalla and his team in the course of discussions with the company’s HR functions. These
are encapsulated in the following outline:

MAN's Leadership Culture

Competence

Practice lifelong learning, be open to
new ideas

Empower your team to exceed goals

Understand your business and your
customers

Practice an open and honest
communication style

Transparency

Give and seek the true and overall
picture

Give and take open straight forward
feedback

Focus on problems and weaknesses
as away to improve

Explain, listen and reach solutions

Commitment

Involve people - explain backgrounds

Seek understanding, acceptance
and passion

Live your commitment by being
interested in your team’s performance

Expect more

Behaviour

Treat others like you like to
be treated

Recognise outstanding performance

Show your trust and allow different
approaches to targets

Be authentic and consequent

13
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To further build and strengthen this culture, individually centred learning was seen as the key.
The overall structure of this person-centred approach is shown below, running from the pre-
programme stage through coaching during the modules (see Appendix 1); the contextual
sessions intended to broaden the individual participant mindset (see Appendix 2); and then
through inter-module team workplace projects - the results of which are formally presented to
MAN’s Management Board at the conclusion of the second module, with the best
presentations receiving a prize. Participants are also required to make individual recorded
commitments to camera, specifying their future goals and the action plans needed to bring
about to the fulfiiment of these goals.

Participant-Centred Learning Journey

Module 1
Management basics

Experiencing the global context
Leadership challenges
Coaching
Learning statement to Project work
the camera « Self-determined project content
» Application of concepts
» Reflection on module 1 learning
statement Module 2

 Project presentation
* Own leadership contribution

« Advanced management topics
¢ Implementation challenges

Feedback from superiors

Participant (Self-) Assessment
+ MBTI

* 360 Feedback
* MAN Leadership Culture

The Executive Management Programme (EMP)

From the outset the project was designed — and contractually stipulated - to span and
interconnect different management levels: GMP as the strategic training for high potential
Level 3 managers across the MAN group with an originally planned programme for Level 2
managers that would build on GMP learning and apply a similar approach. Throughout,
intensive commitment and involvement of senior management and the Board was seen as a
fundamental success factor.

In 2009 the Oxford-WHU partnership, on the basis of its success with the GMP, was also
awarded the contract to deliver the company’s Executive Management Programme (EMP)
which targets Level 1 executives: those immediately below the Board. All EMP delegates are
managing directors and vice-presidents or heads of divisions and major functions, and the
programme provides, therefore, an avenue to take the learning and development initiative to
the heart of strategic conversations within the company.

Again a two-module programme was devised. The first, delivered in Munich at the beginning
of October 2009 to coincide with the Group’s annual meeting, was entitled ‘Managing the
Present from the Future’ and challenged participants to explore their ability to respond to
adaptive challenges. Board members framed the debates, business school faculty supplied
relevant models and insights, and delegates pursued key issues in team workshops - the
programme concluding with presentations of workshop findings and the agreement of future
action plans, as in the following diagram:

14
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. CEO Chief HR Officer CFO
Executive H Samuelsson J Schwitalla K Hornung
Board Strategy Leadership Execution & VBM
Need for adaptive Need for mobilizing Need for Value Based
Faculty change to reach others - balcony, politics, Management
strategic objectives partners needed (VBM)
Framing the challenge Outlining partnering ) )
Teams for the workstream of strategies to move Taking ownership
the team topic of own team
« Scope of challenge « Stakeholder map « Steps until 01/01/2010
Deliverables  «To dolist applying « Playbook for internal « Steps until 03/28/2010
principles as appropriate campaign

Plans for the second module of the EMP, ‘The Leading Edge’, to be held in Oxford in April
2010, are now well advanced. It will look at the leadership dimension of these issues and in
particular the contribution senior executives in MAN can and must make in future.

Together with the GMP, EMP is part of an upward continuum of leadership development
devised to meet the challenges of international business change. The two programmes
represent linked stages on MAN'’s transformational learning journey, and their close alignment
will be further demonstrated by a joint mini-summit on leadership issues involving all three
Top Management tiers during the second EMP module in conjunction with the next GMP.

15
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(D) The Impact

‘It has really been a great week: a very, very good programme,
composed very logically from vision, scenario planning and
strategy to financial issues, value creation and operations and,
finally, leadership. And a very good portion of emotion and spirit
yesterday in the evening from Pete Goss’s presentation! | think it
will make a big contribution to an even further turn-around in the
culture and the spirit within MAN. When | came to the company
three years ago it was a completely different company. This
programme and the people that are taking part here are pushing
the company further. We are changing the culture of MAN by
having such a programme, by taking part in it and by taking with
us some of the spirit that we have had this week.’

Thomas Haneder, Strategy Division, MAN Corporate HQ, Munich, Germany

‘My view of management has been tremendously broadened.
| have learned to bear in mind in future that when taking
decisions it is important always to have the bigger picture in
mind. The other aspect that really impressed me was the
system of handling problems — to evaluate first what kind of
problem you have: whether it is a “tame” problem or a crisis.
As we in Hamburg are still focused on the integration process
this is a very valuable input | will be making use of in the next
few months.’

Irene Pétting, Finance, MAN Turbo, Germany

‘An unforgettable professional and personal experience, which
greatly enhances our motivation and capabilities to achieve
superior results for our company.’

Martin Kunze, Managing Director, MAN Turbo Brazil

‘In a multi-divisional group it gave me an insight into some of the
common success factors we identified as a company, with
excellent access to the MAN SE Executive Board throughout the
programme.’

Mark Price, MAN Commercial Vehicles, Britain

16
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From the outset the MAN-Oxford-WHU learning partnership realised that a clear and agreed
framework would be needed to assess programme impact. Several frameworks were
considered including Kirkpatrick’s well-known ‘pyramid’ model:

Kirkpatrick’'s Levels of Evaluation

» Organisation ROI
» Organisation Impact

—

¢ Transfer

> Immediate Knowledge
* Knowledge Retention

* Behaviour/Skill Demonstration

» Affective Reactions
« Utility Judgements

Perhaps the clearest and most straightforward is that devised by Oxford Professor David
Feeny, derived from Kirkpatrick but developed as a linear grid:

Kirkpatrick Revisited

1 2 3 4 5
IMMEDIATE INDIVIDUAL IIBNE?-:X{I/DI?)GE ORGANISATIONAL ORGANISATIONAL
REACTIONS LEARNING CHANGE CHANGE RESULTS

‘H Post Programme Performance Employee Financial
appy S
Sheets’ Participant Management Survey ROI
Surveys Systems Analyses Analyses

17
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1. Immediate Reactions

Learning providers often rely on so-called ‘happy sheets’ handed out at the end of
programmes to address programme effectiveness and impact. The MAN-Oxford-WHU
learning partnership deliberating chose not to go down this route. Instead, in order to get a
more informed and balanced view, it requested participants to delay for a period of weeks,
discuss the programmes’ impact with their line managers and then supply verdicts. The
resultant rankings were impressive: on a scale of 1 — 5 where 5 represents ‘excellent’,
participants gave modules a ranking of 4.5 over the life of the programme, with later modules
scoring 4.8.

2/3. Impact on Individual Learning and Behaviour

Surveys of participants since the first programme in 2008 have identified striking
improvements in individual learning and behaviour. On average, across the total range of
target attributes outlined at the beginning of the ‘Challenge’ section, significant and major
improvements were recorded in over 85% of cases. Detailed results are provided in the bar
chart below:

Areas of Significant & Major Improvement in Performance Reported by
Participants

Understanding of—and ability
to handle —issues of globalisation
and international diversity

Personal leadership

Integration (cross-functional
and cross-company)
Interpersonal & team
managementskills

Value creation and return
oninvestment

Entrepreneurship and innovation

Commitmentto MAN’s core
corporate values

Knowledge of, and alignmentwith,
overall corporate strategy |

0% 20% 40% 60% 80% 100%

18
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After taking part in the programme participants were required to brief their line managers on
their progress and performance goals for the future. Subsequent 360° Feedback assessments
of participants including line manager assessments have been overwhelmingly positive. 13%
of participants received promotions in the immediate wake of the programme.

‘My best project manager got very important
information concerning strategy, leadership
principles and our new mission. Meeting
some of our top management members for
a first and longer time was great for a better
understanding of top management
decisions.’

Bjorn Loose, Head, Group Marketing, MAN
Nutzfahrzeuge, Munich

‘My employee works in rather operational
environment and the GMP Module gave
good insight into the MAN strategy to
him.’

Dr Alf Harkort, Head of Production, Munich Plant

4/5 Broader Organisational Impact

Not all the evidence specified under 4 and 5 in the grid above has yet become available
following the programme, but enough evidence has accrued to show programmes have had a
major transformational impact on participants’ outlook, knowledge and behaviour and on their
corporate contribution.

A range of successful corporate initiatives are being pursued, all of which were to a large
degree catalysed by the programme, especially the team workplace projects it set in motion.
These important developments include MAN’s CSR programme and its ‘Global Footprint’ and
‘Use of Working Capital’ initiatives. In the context of the global financial crisis and the squeeze
on credit it is vital for companies to mobilise their cash reserves and manage their working
capital as efficiently as possible. This was particularly the case in MAN which, like many
companies, suffered a significant deterioration in liquidity in 2008/9. However, the concept of
working capital was not well understood by all employees within the Group. They needed to
understand the link between MAN’s top-down targets and their daily work.

The company’s WOCOOL ‘Working Capital Optimisation at Working Level’ initiative originated
as an inter-module team project during the course of the MAN-Oxford-WHU programmes but
has gone on to have wider application. The aim was to produce an information kit including
concrete examples and specific recommendations that would be communicated at operational
levels throughout the company and also give working managers day-to-day practical
encouragement and guidance. Also contained in the kit were simulation exercises and a
compact pocket reminder. The kit was made available on the company's extranet and
presented and further developed in a series of local management meetings and brainstorming
sessions held throughout the company.

19
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As a programme team project the initiative met several key requirements: it spanned activities
and was closely related to daily business, it brought together executives working in different
functions and international locations and generated excellent team spirit and qualities in line
with those outlined in MAN'’s Leadership Culture. However its impact goes further. Over the
period in question MAN successfully made cost savings of some 200 million Euros. These
were achieved as a result of many decisions and initiatives but projects like WOCOOL
triggered by the programme also undoubtedly played their part.

Overall, the GMP and EMP have helped turn MAN around at perhaps the most difficult time in
the company’s 250-year history, not only binding the organisation together more effectively in
a time of turbulent change and develop new agility in the face of economic challenge but also
opening up new horizons globally, and creating leadership capabilities for the future. The
company’s top leadership has paid warm tribute to the advances achieved thanks to its
impact.

‘Keeping in touch, sharing experience and getting
advice and support — these are the key
communication measures needed if we are to
reach our goals and realise our ambitious visions.
The WHU-Oxford-MAN programme, with its
opportunities for dialogue, has greatly
strengthened the open exchange of ideas and
global networking between our employees.’

Jorg Schwitalla, Chief HR Officer & Board Member, MAN SE

‘Working in a large multinational, multi-divisional
corporation brings with it a lot of advantages. The
two big risks, however, are a lack of communication
and a loss of contact with the outside world. The
WHU-Oxford-MAN programmes have helped my
managers enormously, especially by giving them a
fresh and wholly different range of perspectives on
the globalised world in which MAN operates.’

Frank H Lutz, Chief Financial Officer & Board Member, MAN SE

Not only have the programmes had an impact on the client but also on the business school
providers. The process of learning has been two-way and the programme providers have
gained from the programmes as well, discovering new talents, learning new skills, and
developing new approaches and capacities for partnership.
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‘The partnership with Oxford has been
extremely successful. Infact it has exceeded
our expectations. No-one expected it to work as
well as it has done given that the two schools
are very different. Its success has been based
ona very openand intensive three-way
dialogue between WHU, Oxford and MAN.
Betweenthe three organisations an enormous
willingness to share has emerged and an ability
to respond jointly to the high pressures ofa
turbulent economic climate. It has beena
delightful relationship and at a personal level
the chemistry has beenvery good.’

Lutz Kaufmann, WHU

‘This has been a fascinating learning
experience for all of us.

What stands out in my mind is the deep
commitment and readiness of MANs
Executives to question conventional
wisdom and engage with us in a
transformational journey.

It allowed us to address a whole range of
adaptive challenges and to help create
new leadership capabilities’

Gerd Islei, Oxford Said Business School

‘Success in custom executive education
has always depended on a genuine
partnership with clients, but through our
joint programmes for MAN we have
demonstrated that it is possible to add
further value to the organisations we serve
by partnering effectively with another
provider. We have learnt that the challenges
of coordination are more than outweighed
by the quality of the outcome.’

Steve Ludlow, Oxford Said Business School
Bernadette Conraths, WHU
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(E) Final Reflections

It is worth enquiring more deeply into the success of the MAN leadership development
programmes as demonstrated above. Some of it can undoubtedly be attributed to careful pre-
programme preparation, the quality of faculty and presenters, its adaptiveness and innovative
design and programme elements like peer-to-peer coaching. Certainly, the programmes
demonstrate all the success factors which have been identified by Professor Feeny in his
research into custom programme effectiveness:

The quality and depth of understanding developed by the provider
organization of the wider organizational context of the client company

The clarity and precision of statements of target programme outcomes,
highlighting where the programme can distinctively add value

The successful engagement of business stakeholders, particularly senior
corporate executives and line managers of programme participants

S X X X

The design of a programme experience that emotionally engages
participants, and supports the application of learning to their own contexts
(as well as providing the relevant intellectual content)

The selection of faculty who represent a fit with the client’s corporate
culture, as well as possessing the relevant expertise

The choice of programme location or locations that provide the appropriate
‘ambience’ for the target programme experience

The development of an overall architecture that supports participants in the
transfer of classroom learning into workplace action

The identification of post-programme mechanisms that support participants
in continuous learning and development.

S X < KX

Recent research contained in the December 2009 Unicon Study, Investigating Innovations in
Curriculum Design, highlighted underlying assumptions that drive programme design. The
paper suggested that traditional content-driven design may be outdated whereas application-
driven programmes more ably address the needs of corporate learning and create initiatives
that nurture, develop and leverage a company’s strategic competence.

The paper identified seven notable innovations in curriculum design that would enhance the
application of learning and increase their value to clients, in effect transforming learning from
an educational to a strategic leadership practice. As shown below, the MAN leadership
development programmes already incorporate these seven innovations within the programme
design, integrating the learning intervention with strategic business processes through
innovative, radical, application driven design.
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‘Metaphoric’ experience: learning, transfer from parallel situations
Exposure to ‘provocative’ external challenges

‘Learning journeys’

‘Improvisation theatre’

Use of ‘primary’ (in-house) case materials

‘Leadership through the arts’

Immersion in ‘visual realities’

SN XN XN XK

But further factors may be involved. Executive development programmes can be categorised
according to a range of differentiating features. These might include:

Programme focus (functional/strategic/leadership & personal
development/combination)

Participant level (junior/middle/senior/mixed)

Pedagogic approach (lecture/project/experiential/mixed)
Integration with client HR development (integrated/non-integrated)
Location (single/multiple)

Duration (one-off/extended)

Provider (single/multiple).

Indicated in the above listing are the salient characteristics of the MAN programmes, and it is
perhaps significant that they all in some way involve multiplicity together with ‘joined up-ness’
— a range of linked aims, continuity and interconnection, integration and alignment, and of
course partnership. The relationship between these features and the future success of
executive education programmes deserves further investigation and contains broader lessons
for management education providers and bodies like EFMD concerned with the promotion of
successful learning and development among executives and organisations.
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Appendix 1: Peer-to-Peer Coaching

Introducing Coaching as a Leadership Style into MAN

One of the hardest transitions for individuals to make is from being a manager in a specialist
area to becoming a leader with wider responsibilities. This can be further exacerbated by
companies that excessively value professional knowledge over behavioural leadership skills.
The consequence can be a developmental approach biased towards specialism which can
lead to a significant gap in capability as individuals find themselves promoted into a
leadership role. Quite suddenly it is no longer enough to be the expert. To address this
challenge the programme provides participants with an experiential insight into coaching as a
powerful leadership style that they can add to their personal tool-kit and, more broadly
transfer throughout their organisation.

Central to the concept is the idea of asking insightful questions that follow a straightforward
framework. The objectives are to understand more about a given situation, provide goal clarity
and to identify agreed actions that will achieve the goal. Whilst this sounds easy, it can be
particularly challenging for content experts who have always been able to either simply
provide an answer or give an informed opinion. Given the market challenges faced by MAN, it
is critical that leaders are able to release the full capability of their staff by harnessing their
combined knowledge and creating shared objectives. By adopting a coaching style, leaders
can create a highly involving and motivational environment.

The delivery approach adopted was to first introduce the concept of coaching and
demonstrate the various techniques. Participants then form into six-member groups
supported by an experienced tutor whose role is to facilitate the team. Teams further divide
into trios with each individual taking a turn at being the coach, the coachee or observing the
interaction and providing feedback at the end of the session. The tutor moves between each
trio to guide the embryonic coaches and to draw out learning points.

During the first session coachees identify a work issue of concern to them and the coach
helps them to explore it by identifying objectives and supporting actions, that when achieved,
will resolve the matter. The true power of the approach is revealed as coachees begin to
discover ideas and commitments to actions that they feel they would not otherwise have done
without a coach.

Coaching also plays a key role in developing the planning ability and commitment that will be
required during the inter-module team projects. Group work is structured around the projects
that participants have to deliver in Module Two, and the tutor now adopts a mentoring role to
guide and support both task and processes.

By the end of the programme participants not only have an understanding of what coaching is
and can achieve, but the ability to apply it in both individual and team situations. They bear
back to the company an invaluable asset that can be applied team-to-team, situation-by-
situation, throughout their organisation.
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Appendix 2: Emotion, Meaning and Metaphor: Framing the
Learning

A range of broader contextual sessions and events have added a different dimension —
intellectually, physically and emotionally — to the MAN programmes. At Oxford for instance,
Professor Steve Rayner of the University’s 21% Century School discussed the challenges of
climate change with participants and Professor John Lennox, Fellow in Mathematics & the
Philosophy of Science, debated ethics and responsibility and the conflicts between religion
and science. Some were even more immediately relevant. At the peak of the financial crisis
WHU, for example, introduced a series of one-hour briefings on key issues in economics and
finance posed by the meltdown.

Other elements, although equally impactful, were more indirect and metaphorical. Richard
Olivier, the son of Laurence Olivier and the director of Olivier Mythodrama, led sessions
during the MAN programmes based on Shakespeare’'s plays such as Henry V. These
combined performances with experiential role-plays that related the dramas to more
contemporary challenges.

In part this was about learning to stand, speak, project and inspire — all prerequisites in
leadership. But Shakespeare’s great political and historical plays are also rich in their
explorations of the dark and complex connections between power, influence and authority.
How to build a constituency of support? How to survive organisational power battles? How to
be politically astute without sacrificing principle? The Olivier Mythodrama sessions explored
these in a gripping and personally challenging way but within a safely controlled environment.

Also adding to the MAN programmes were the wider resonances of musical performance.
Harald Knudsen, who is both a management professor and an enthusiastic jazz musician, led
sessions exploring the links between music and behaviour in organisations the contrasts
between classical and free-form music, and especially the importance of interpretation,
rhythm, and improvisation and the value of responding rapidly and creatively in an unfolding
performance to cues and changes of pace from other players.

Similarly, participants having to prepare the programme’s gala dinners was not only fun but
helped bond the participants together as a team. Other activities organized for participants
included regular yoga and tai chi sessions and visits to historic sites. But here again there
was a metaphorical dimension with business relevance. Thus, in exploring Castle
Ehrenbreitstein in Koblenz, the most scientifically advanced fortress of its time, participants
were also encouraged to reflect on more abstract issues of organisational power, projection
and defence.
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