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Background:

U.S. News magazine recently posted their 2007 top 50 ranked business schools.  Katz Graduate School of Pittsburgh was ranked 48 in this new poll.  However, 48 is not good enough for the students and faculty at Katz!  Therefore, the decision being analyzed is how to increase the ranking of Katz.  U.S. News evaluated all 399 masters programs in business by three weighted criteria.  Quality assessment was weighted by a 0.4, placement success weighted by 0.35 and student selectivity weighted by a 0.25.  The quality assessment score is derived from peer assessment and recruiter assessment.  In the fall of 2005, business school deans and directors (peer) of accredited master's programs in business were asked to rate programs on a scale from "marginal" (1) to "outstanding" (5).  Mean starting salary and bonus and employment rates for full-time master's program in business graduates make up the placement success.  Under the student selectivity, mean GMAT scores, mean undergraduate GPA and acceptance rate are taken into account.  

The Wall Street Journal used a slightly different methodology to rank the top business schools.  Their national ranking is based on how recruiters viewed the schools, future plans to recruit at the schools, and the schools in which recently were recruited from.  National reputation is also taken into account.

Other ranking systems were researched, and after looking at many different criteria, our criteria were chosen.  We also used personal experience and what we looked for in a graduate school to choose our criteria.  The alternatives were then chosen from the different ranking criteria as well as personal and peer opinion.   
BOCR Model:

To help decide as to how to improve the ranking of the Katz MBA program, we selected several strategic criteria which are as follows; 1) Attract prominent faculty, 2) Attract prominent students, 3) Attract Donors, 4) Increase GPA of students.
Katz Ranking Model:
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We explored three alternatives to increase the ranking of katz GSB:

1) Add an executive program, 2) Improve career services and 3) Reduce intake of students.
In today’s business world, doing you job successfully means being able to work and communicate effectively with specialists in all functional areas and senior management. To do this, you need to understand the foundations, concepts, and techniques that form the basis for management today. In addition, you need to know the basic business vocabulary that fosters easier communication and enhances overall individual and corporate performance. On the basis of this line of thought, Katz GSB offers a flexible and a smaller Executive program called the MBA essentials which is a mini-MBA certificate program. 

In MBA Essentials, 10 outstanding Joseph M. Katz Graduate School of Business professors expose the executives to all the management basics—plus cutting-edge theories and tactics—within each functional area. They also help them develop the skills needed to “think corporately” by tying together all the functions. You gain experience in team problem-solving and in applying your new techniques, strategies, and skills under our faculty’s expert guidance. 
We have considered in our model, an introduction of a more regular Executive program which exposes the current full-time and part-time students to a wider set of experienced executives and an opportunity to network. Even though it exists, the executive program at Katz GSB is entirely different from the conventional Executive programs offered at other universities.
The rest of the two alternatives are self explanatory and need no special mention.

We considered all the alternatives under the BOCR (Benefits, Opportunities, costs and Risks) model.  The criteria were then weighed against each other in terms of importance and priority. This feeds into a mathematical function, which ranks the alternatives.
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Strategic Criteria:


In order to evaluate the different views of the stakeholders involved in the decision, a rating table was created. The ratings scale shown below was used to rate BOCR with respect to the strategic criteria, which was chosen later in the ANP process, after the model and pair wise comparisons were complete.  Attracting Prominent Faculty is the main influence on the decision at 47%. The other important influence in the decision is Increase the GPA of Students, at 27%.  
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The benefits in the BOCR model are composed of three broad categories: Financial benefits, Economical benefits and Social benefits. Financial benefits define the investment and income benefits that Katz will experience as a result of the increase in the ranking. The investments rise by way of increase in the salaries of the graduate students and improvements in the facilities at Katz which are required so as to make Katz attractive for the Executives and renowned faculty. The Income rises by way of the Tuition, donations from the Alumni and corporate endowments.

Economical benefits accrue from the educational and business development. Business development occurs through innovation and a better workforce which adds value to the quality of the business. Educational development is increased through improved student quality and research publications.

The social benefits of improving the Katz ranking were estimated in terms of an improved networking benefit for the students, faculty and career services, recognition around the world and a better a cultural mix of students due to a diverse set of applicants.

There is a very strong set of opportunities for Katz to improve its ranking. This will precipitate into students facing economic and social opportunities during and after graduation. We contemplated three areas of opportunities for the business school. Financial opportunities come from the endowments, donations and philanthropy. The other factor posing a significant opportunity for Katz is deep roots. Katz GSB has had a long history of helping good business people become great. We are the second-oldest business school in the United States of America. Katz also partnered with top-tier corporations in North America, South America, and Europe—indicating that our degrees are recognized globally. Today we are a top 50 business school, according to U.S. News.

We took into account the quality opportunity which the University of Pittsburgh provides in terms of the quality of students and faculty. Student quality is enhanced by a very broad student base, a diverse university alumni and research students. Availability of numerous subjects at various schools provides a flexible curriculum and access to faculty and staff. 

There are some existent opportunities within Pittsburgh itself which can be exploited to improve the ranking of the school. The assets of Pittsburgh that we considered were the city itself which is known to be an industrial town with proximity to many major cities and an existent infrastructure with the opportunity to be developed into a booming town.

The university of Pittsburgh is itself an opportunity for the school as the university has a good image and a very high applicant base. The existence of Carnegie Mellon University and other universities provides a synergy where students can possibly interact more and reinforce each others’ strengths.  These other universities also offer opportunities for courses not offered at Katz.  

The existence of corporate headquarters is an opportunity and its benefits can be reaped in the form of networking, endowments and sponsored MBA programs for the executives.   

Cost was judged on the basis of Financial and Social criteria.  The Financial subnet is comprised of Investment in facilities and advertising and Faculty with respect to career services staff, professors, administration and a full time dean.  This model was formed prior to the announcement of our new dean.  The social costs were defined by two criteria, stress and fluctuations.  Stress is defined as that by the students and faculty.  Fluctuations are defined by three parameters, economic fluctuations, global fluctuations and fluctuations in the school ranking.  

Competition and financial risks form the risks subnet in the BOCR model.  Financial risks are organized into investments and economic risks.  Investment risks are described as failure if investments, unrealized expectations and lack of applicants.  Economic risks are dominated by the declining state of the city of Pittsburgh and its proximity to larger cities.  This model is shown in table format below.
Table 1:
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Below is our final alternative ranking using the multiplicative formula after the model was completed.  The multiplicative formula provides the optimal decision for the short term.  The executive program is the best solution to increase the ranking of Katz.  

Alternative Ranking:
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This shows that in the short term initiating a typical executive program is the best alternative by 61%.  The Benefits Sensitivity Analysis verifies that the executive program is the best solution.  On Benefits, the change on the decision only happens if we change the importance to 70.5%. (see Sensitivity analysis: Benefits)  On Costs, there is no change no matter what the priority, or importance. (see Sensitivity analysis: Costs)  On opportunities, there is no change either, with the executive program always being the most costly.  (see sensitivity analysis: Opportunities)

For risks, the initiating an executive program becomes less risky at about 3%.
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Each of the BOCR subnets was then synthesized. The priorities and individual rankings were used to create the synthesized values as shown below. These numbers verify the overall synthesized priorities for the alternatives for the total benefits.  The Excel computed and program computed values show close correspondence.  The executive program is best in terms of financial and social benefits.  The alternative of improved career services however, was best in terms of economic benefits.  After synthesis it is clear that the executive program proves to be most beneficial overall.  This does not mean that it is the most preferred, it simply means that the executive program has the largest priority value.  
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From these values it is determined that the Executive Program will contribute the greatest benefits to improve the ranking of the Joseph M. Katz Graduate School of Business, University of Pittsburgh.


The same was done for opportunities.  The executive program proves to be best in all three subsets of opportunities, existent opportunities, financial opportunities and quality opportunities.    Overall, the executive program proves to be most beneficial as well, and can be seen by the highest value of one in the opportunities synthesis column.
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The overall synthesized priorities for opportunities illustrate that under costs, the executive program is not the best bet but actually the most costly.  Initiating a new executive program contains the highest financial cost.  Reducing the intake provides the greatest social cost.  The overall cost synthesis proves that the executive program is most costly overall and reducing the intake is the least costly overall.  However, career services is not much more costly than reducing the intake.  From this table one can verify that the executive program, although most beneficial and creating the greatest opportunity is most costly.
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Under the risks category, reducing the intake is the overall most risky alternative.  The reducing intake provides the greatest risk from competition.  However, the executive program provides the greatest financial risk.  As stated before and seen in the risk synthesis column, reducing the intake of students does present the greatest overall risk.  These synthesized results are taken into account while deriving a conclusion for the overall model.  
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The synthesized priorities for benefits, opportunities, costs and risks values were used for ratings of the BOCR under Strategic Criteria and to establish the overall outcome, as shown in the conclusion.

The table of control criteria and their priorities is shown below.  The priorities of Benefits, Opportunities, Costs and Risks are in the first column, but are not used in computing the overall priority of the control criteria.  They are for information only.  We chose control nodes covering at least .70 of the possible priority in a control criteria network to work with. Under benefits, the financial criterion has the greatest priority.  Existent opportunities are the greatest prioritized opportunity.  Financial Costs were the highest priority under costs, and Competition was the highest priority under risk.  The priorities of the BOCR nodes themselves were not determined until the end of the process when we rated them.  This rating depended on the results coming from the control criteria we picked, being taken into account when deriving the conclusion.  The elements under each of the BOCR merits received priorities through pair-wise comparisons as shown in the table below.  
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Conclusion:

    After pair-wise comparisons of the alternatives and ratings comparisons of the merits, our model shows that Alternative #2: Implement a classic executive program, is the best choice.  The main driver for this result is the financial benefits and existent opportunities.  In conclusion, based on all the factors observed and mentioned, the Super Decision Software recommended both in the long term and the short term scenarios the implementation of an executive program in order to increase the ranking of the Joseph M. Katz Graduate School of Business, University of Pittsburgh.  This is also exemplified through the final synthesized outcome using the BO/CR and bB+oO-cC-rR formulas.  The BO/CR formula provides the short term solution while the bB+oO-cC-rR provides the long term solution.  By taking the quotient of the benefits times the opportunities to the costs times the risks for each alternative, then normalizing the results over all the alternatives, the best outcome is determined.  However, the bB+oO-cC-rR total outcome is more reliable way to obtain the total outcome.  The top ranked alternative is rated for each of the benefits, opportunities, costs and risks with respect to our strategic criteria, attract prominent faculty, attract prominent students, attract donors and increase the GPA of students.  In this case, the solution is the same for long term and short term, the executive program has the largest outcome priority.  
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Short Term Results using Multiplicative Formula:
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