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Graduate School of Commerce and Management, Hitotsubashi University
Evaluation Report by Professor Peter Mathias

Preface

The President of Hitotsubashi University, Dr Hiromitsu Ishi, through the Dean, Professor
Yoshinori Shimizu, sent me a formal invitation on 3 August 2001 to serve as an External
Evaluation for the Graduate School of Commerce and Management at the University. [ was
honoured to accept this invitation, knowing the importance which the university accords to
this external evaluation.

I have since learned that the external evaluation instituted for this Graduate School, and on
an international basis, in an innovation — possibly unique amongst Japanese Universities. This
confirmed my earlier knowledge about Hitotsubashi University as an institution of high
standards, inviting comparisons leading universities internationally.

I hope, and believe, that this report will endorse this conclusion and I trust that it will be
supported by the evaluations made by the senior academics from the Peoples Republic of

China, the Republic of Korea, and the United States.

Evaluation Report

Within the limits of what I have been able to find out by reading the material sent to me and
by many discussions since my arrival at the University (my first visit), I am confident that the
practice of the University lives up to its aims, as set out in Hitotsubashi University 1875—
2002,ed. M. lkema, Y. Inoue, T. Nishizawa, S. Yamauchi (Macmillan Press Ltd. Houndsmills and
London, 2000), pp. XIV-XV, 1-4; Hitotsubashi University 2001-2002(pp. 3—-4); Internal Report
on Graduate School (pp. 1-5).

From the President and Dean through to individual faculty members I have met, there was
complete awareness that Hitotsubashi sets itself the highest standards: that the University
ranks itself with other elite Universities in Japan and with top universities internationally.
Everyone was conscious of the implications of fulfilling this aim. I single out three areas: the
need to maintain internationally competitive standards in research —international
commitments (both in the presence of Hitotsubashi faculty and students internationally and
the participations of overseas faculty and staff at Hitotsubashi)-high standards of teaching:
priority given to teaching; maintaining the tradition of small-group teaching for undergraduates
and graduate students in seminars.

The Context

Universities have to live in an increasingly competitive world —nationally and internationally.
This will certainly be the case in Japan. Hitotsubashi University, in common with other state
universities, will be changing its status and mode of funding shortly to become ’privatised’.

This is likely to increase competitive pressures. | see this evaluation report as part of the



preparations for this change. Restructuring of university systems in many countries has
meant that a small group of elite universities are becoming prominent, distinguished by high—
quality enrolments (for undergraduates and graduate students); distinction for teaching;
distinction in faculty; distinction in research. These qualities are self-reinforcing. They
produce cumulative advantages.

High quality enrolment means high quality graduates, which means, over time, important
alumni associations. Support from alumni will be of increasing importance for universities on
the American model. This will be of increasing significance in the funding of Hitotsubashi.
Nationally and internationally these are increasing demands for post—first degree
qualifications for all professional careers. Hence the rising importance across the world of
graduate schools. The best graduate students increasingly seek international comparisons of
courses and qualifications on offer. This is not primary for Ph.Ds. in preparation for an
academic career but for post—graduate qualifications of many varieties vocationally orientated
for professional careers in all fields.

Universities will be judged increasingly by quality and range of graduate courses in graduate
schools. Elite universities are those with graduate schools of high status. Known
internationally, Hitotsubashi needs to maintain its presence in this group of prestige
universities. Great benefits will flow from this. The international commitments of Hitotsubashi

deserve high priority for this reason —at faculty level and at the graduate student level.

International Commitments

I am most impressed by the international status of Hitotsubashi, at all levels. Almost 500
students are here from 46 countries —a very wide spread. Almost 600 Hitotsubashi faculty are
on overseas commitments; almost 370 overseas faculty members are at Hitotsubashi, 57
overseas universities are in the academic exchange programme with 27 countries. Since 1994
18 universities of the first rank in 11 countries have signed agreements with Hitotsubashi.
These extensive international commitments, in a world—wide coverage with leading
universities, constitute important recognition of the high international status of Hitotsubashi.
Leading universities throughout the world have confidence in the academic status of
Hitotsubashi. Faculty from prestigious universities abroad want to take opportunities to come
to Hitotsubashi; and are happy to receive Hitotsubashi faculty members. Equivalent
recognition of Hitotsubashi is evident from international exchange at graduate student level.

I think this is most important evidence of the high status of Hitotsubashi because it is
recognition offered by prestigious universities in internationally. This can only be won by
achievement.

There is therefore priority required to provide the means to sustain this international status:
grants to bring best overseas graduate students to Hitotsubashi, and vice—versa, sabbatical
leave (and funds) to allow Hitotsubashi faculty the opportunity to participate in academic
commitments internationally, and to pursue their research overseas. An elite university has to

maintain international academic horizons.

Academic Facilities

Clearly a university of the first rank requires first—class facilities. I have not been able, in the



limited time, to see very much of, for example, computing and IT infrastructures for the
university.

But library resources remain of critical importance (one may judge a university by its libraries).
[ found the university library and its special collections of high standard. The working
environment is excellent, with excellent resources. Scholarly status for the social sciences is
much enhanced by the special collections, which are well housed and well maintained. One
cannot ask, in present circumstances, for significant resources to be devoted to extending
the special collections of rare books and manuscripts. But these collections do add prestige
to the university. Perhaps they can be extended through benefactions (in kind and finance)
from wealthy alumni.

The prestige of the university, and the high standards set for itself, are apparent from the
pleasant environment of the university campus and the general ambience. Students are
fortunate to be able to study in such an advantageous context (even if they do not

appreciate it, as students seldom do).

Faculty, students, teaching

I have been impressed by all the members of faculty I have met. Clearly, a faculty of status is
a pre—requisite for being a university of status. The research of faculty members gives the
university research status. The prestige of individual faculty members attracts good graduate
students to the university. The teaching quality provided by faculty makes the university
attractive for undergraduate applications. At all levels the quality and the commitment of
faculty members determine this main dimension of the quality of the university.

I thought faculty morale was high. The critiques of Hitotsubashi were always made relative to
its net advantages. Comparisons were always being made with other universities. Faculty
morale is tangible to any visitor when it is present; and not easily identifiable from formal data
about faculty or from standard assessment procedures. But good faculty morale is a precious
asset for the university — vital even if intangible. It rests not on a single advantage perceived
by the faculty member but on multiple aspects.

(i) Faculty morale depends to a degree, of course, on salary levels, which have to remain
competitive and cannot fall seriously out of line without bad consequences for the quality of
the faculty. This is not so much a question of offering special salaries for individual “star”
faculty but of the range of salaries as a whole. Broad equivalencies, grade for grade, in salary
structure indicates an equivalency of recognition for faculty members: broad equality of
treatments, grade for grade, is rightly seen by faculty members as equitable. But faculty
morale is not just a question of salary levels.

(i) Maintaining staff privileges (even if not by statutory right) is important — some research
facilities; access to some research funding; sabbatical leave for research, the ability to go to
conferences/seminars to present results of research, a reasonable teaching load to allow
research and other academic commitments. These are important, including for the younger,
more junior members of faculty. Recruitment of faculty is strongly influenced, at all levels, by
these perceptions of the advantages of teaching at Hitotsubashi.

(iii) Faculty is regarded as a moral community. This involves respect for colleagues, mutual

recognition of status amongst faculty members, maintaining professional obligation to



students, to other faculty members and to the university more widely. Where faculty status, in
this sense, has been built up over time, its recognition by all members of the faculty
establishes levels of expectation and helps to perpetuate standards.

[ have found this morale and sense of status present at Hitotsubashi. It is difficult to identify
an sources of faculty morale but such morale is difficult to build up, easy to lose, and difficult
to regain once lost.

This aspect of the quality of a university is too easily taken for granted by those within the
department or graduate school — and by the university administration — and therefore needs

emphasis in a report by an external observer.

Students, teaching, syllabus

In the nature of the case I could not observe any actual teaching at Hitotsubashi, whether of
lectures or seminars.

Data on student applications and admissions (and the ratio of one to the other) testify to the
high status of the university for schools and parents. This is an important asset conditioning
quality, and the perception of quality, of Hitotsubashi degrees and qualifications. The 'seminar’
method of small-group teaching for graduate students and undergraduates is perceived as an
important basis for the quality of teaching at the university. This makes large demands on
faculty time and university resources. I hope this tradition can be maintained despite financial
constraints. It would be a pity to abandon it altogether or to allow this commitment to be
fulfilled (as in the United States) largely by teaching assistants.

Generous provision is made for helping overseas students with financial support. I note that
there has been a fall in the rate of exemptions from fees; especially for the admission of
foreign students. Perhaps the reasons for this need to be explored. Financial support for able
foreign students needs to be complemented by financial support for the ablest Japanese
applicants to the university from high schools of commerce. In my view the elite universities
(of which my own, Cambridge) is one have a moral obligation to keep access to them open to
the highest talent from more disadvantaged 'applicants’. Perhaps the university could take a
more proactive policy to encourage applications from poorer families with exceptionally able
children.

The syllabus for the Graduate School of Commerce and Management seems to me to be
efficiently structured, with a wide range of courses to fulfil the objectives set. (I thought this
was true for all the Graduate Schools at Hitotsubashi). I note the long—standing tradition at
Hitotsubashi of commercial education and the preparation of its graduates for careers largely
in business (industry, commerce, finance and professional services in support of business). As
argued above, in my view, it will be of increasing importance that these aims should be
pursued in the university at graduate level and the recently established M.B.A. course is

clearly a major vehicle for achieving this.

Comments about changes
I have few comments for change in the syllabus in pursuit of the aims of the university in
general and the Graduate School of Commerce and Management in particular.

(i) I wonder if graduate students, in the course of the syllabus, have the opportunity (or the



obligation) of writing a small dissertation of their own. This, if integrated with the seminar
work, can be highly educative. Discussion with the faculty member about choice of subject
(this to be, in the end, the students own choice), discussions about the progress of the
dissertation with a faculty supervisor, discussion when the dissertation is presented at a
seminar. | realise that this will add to the demands made upon faculty members.

(ii) A presence in the syllabus of wider issues concerning the context within which business
has to operate. Particularly important for those whose career in business will take them into
employment by multi—national companies where they will have to face the international
contexts, and the problems of the international or 'global’ context within which their
companies operate. But awareness of these wider issues is also important for those
graduates whose careers will be in Japan.

I refer to such issues as the ethics of business (a many—sided issue), business and
government, business and environmental issues. There is increasing concern about such wider
relationships of business in all multi—national companies and [ consider it appropriate that
they should find a place in the syllabus of the Graduate School.

I see the presence of “open lectures” and forums (Internal Report, pp.33), but I am arguing
that the discussion of these wider issues should be integrated with the regular syllabus of the
Graduate School as part of the teaching programme — in lectures, seminars, and possibly with
a presence in some dissertations.

(iii) Perhaps more regular contributions from business, either for senior businessmen in well-
known firms or from younger articulate executives from business who realise the
expectations of a student university audience. Perhaps graduates of Hitotsubashi working in
business could be mobilised. In any case such a programme needs to be structured by a
faculty member and integrated relevantly — not being random one—off lectures which, though
of individual intrinsic interest, do not constitute an integral part of the syllabus.

Such a lecture programme is time—consuming to arrange.

Finale

I cannot end this report without expressing my appreciation to all those at Hitotsubashi, from
the President and the Dean, to other members of Faculty who have made this visit so
instructive and so congenial. Sometimes a first visit offers perceptions which grow less
intense on subsequent occasions. But I am conscious, too, of how superficial many of these
comments must appear, being based upon such limited knowledge of the university.

As this report indicates, my respect for the standards being maintained at Hitotsubashi has
risen with my experience of the university. Hitotsubashi should feel confident that it is, indeed,
an elite university which should judge itself against the standards of leading universities in
Japan and throughout the world. As financial resources in universities become constrained
compared with the rising demands being made upon them there is an increasing premium on
the quality of research and teaching, with the facilities and infrastructure in support. Quality
will be the key to success. Hitotsubashi is well placed, because of its high academic

standards to flourish in this challenging context.
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Visiting Committee Report

[ understand that the educational philosophy of Hitotsubashi University and specifically the
Faculty and Graduate School of Commerce and Management is to train leaders of industry,
including future business leaders as well as researchers. My comments reflect this objective.
For the record, as part of this evaluation process, I met with the first—-year MBA students as
well as some of the MS/PhD students, in addition to Professor Itami in his role as head of the
MBA program; Professor Shimizu, in his role as head of the external evaluation committee;

and Professor Sugiyama in his role as head of the department.

I. Research

A. Infrastructure

Strengths

* Faculty seem to be highly accomplished in their fields, at least in Japan

* The Faculty of Commerce and Management is closely associated with a major research
institute (Innovation Research Center)

* There is an active visiting researcher program at the Innovation Research Center.
* Large number of research course graduate students for RA and thesis work, which
potentially stimulates research of faculty.

= Large number of university journals for publishing research results

Weaknesses

= Inadequate facilities and equipment for information technology, in classrooms and the library

Lack of meeting space for group projects

- Large library, at least for printed sources, but doesn’t adequately cover faculty needs

Faculty say they spend too much time on administrative work.

= Lack of English—speaking administrative staff forces faculty to handle English clerical work.

Only 5 full-time assistants for the faculty
* Research budget per faculty (410,000 yen/year) a bit low, especially for foreign travel.

Less emphasis at Hitotsubashi on research discipline for PhD students. Mostly, the faculty

encourage students to find an interesting problem to study.



B. Outputs

Strengths

* Some faculty very active in publishing, especially in Japanese

* Faculty are often cited in the Japanese media, reflecting their strong reputations as experts
in management fields

Weaknesses

* Low number of working papers per faculty member.

- Only about 1/3 of faculty list research projects

* Not much publication in English by the faculty

C. Recommendations

* Compared to MIT and other US business schools, Hitotsubashi University needs to make
more investments in physical infrastructure support for research: meeting rooms, information
technology, library, administrative support, and research funds. At MIT we can justify these
investments due to a relatively large student body. The Kunitachi campus also has enough
size in terms of faculty and students (undergraduates, MS/PhD, MBA) to justify much more
investment in support for faculty and student research.

* Hitotsubashi has strong discipline departments in economics, sociology, and other social
sciences. To improve the research discipline base training of the MS/PhD students, it should
be possible to require Faculty of Commerce and Management students to take a regular
program of doctoral courses in the other schools of Hitotsubashi University. For example, in
the United States, Harvard University has created joint PhD programs between its business
school and discipline departments in the faculty of arts and sciences, such as economics,
sociology, and applied mathematics. At MIT Sloan, we generally divide our PhD students into
research disciplines and require them to take PhD level courses in those areas at other MIT
departments or at Harvard. For example, our Strategy and Management of Innovation
students generally choose an economics approach or a sociology/organizational studies

approach to research.

II. Teaching

A. Educational System

Strengths

* Actual and potential economies of scale exist on the Kunitachi campus, which combines
teaching of Japanese MBA, doctoral course and undergraduates, with the same faculty and
facilities. Similar to MIT Sloan School of Management and other US business schools,
Hitotsubashi can use its undergraduate or MBA program to subsidize the PhD program.

* High number of private scholarships for undergraduates and graduates, including one—third
are for foreign students

* Applications to graduate programs up significantly after 1998.

* Number of female students increasing

» Average MBA class size for electives is relatively small, at 10-15. No economic pressure to
increase class size. In contrast, at MIT Sloan, MBA electives must have a minimum of 20

students. We permit a smaller number of students for doctoral courses but limit the number



of these courses.

* The 5—year program seems effective to encourage talented Hitotsubashi undergraduates to
enter the research course for Masters/PhD program.

* The MBA courses are similar to Sloan School, though we have a smaller set of required
courses and a group of other courses that students need to chose from.

- MS/PhD Program has a wide variety of courses offered. The variety is comparable to what
is offered in US business schools at the MBA level.

* Undergraduate courses offered seem similar to what is offered in US undergraduate
programs.

* MBA students seem very bright and highly motivated, eager to learn MBA material.
Weaknesses

Faculty Resources

* The set of MBA and MS/PhD electives and seminars at Hitotsubashi seems too broad for
the number of students. It could represent a teaching burden on the faculty.

* High teaching load: from 91 to 117 class meetings per year, compared to 49 at MIT Sloan.
= Shortage of MBA faculty. Of the Hitotsubashi faculty now in Kunitachi, only 25 or so seem
to be capable of teaching MBA students.

* Five faculty positions taken from Kunitachi for ICS in Kanda, which added 10 positions.

* Lack of formal integration between the Kunitachi and Kanda programs. Some students in
Kunitachi probably could take courses in Kanda, and vice—versa.

* Only two regular women faculty among 78 total (including Innoken) excluding two in the
Industry and Culture Program

Teaching and Curriculum

= Students in the MBA program are not sure how that the content of the MBA courses
differs much from courses in the MA/PhD program, although the students believe the MBA
courses should be more focused on practical knowledge.

» Some faculty and students feel that the faculty don't prepare enough for teaching in the
MBA program.

* The Japanese MBA program in Kunitachi is not so focused on practical education,
compared to ICS in Kanda.

* There is no formal evaluation of teaching by the students, although I understand that this is
planned for two years from now.

= Not many courses on entrepreneurship, such as setting up new ventures, and managing
science and technical professionals, to inspire students (MBAs, undergraduates) them to
become entrepreneurs.

* Too much group work without any guidelines for how to conduct group work effectively.
Administrative Support

* The graduate school entrance exam staffing is a problem for the faculty. Applications are
four times the number of 1993, but faculty number administering the exam is the same.

* There is no career placement office for masters and MBA students. Finding jobs is not a
problem now for the students, which are relatively few in number, but recruiting could become
a major problem if the programs grow in size.

Facilities



* Facilities — no MBA-style classrooms at the Kunitachi campus. Lecture style.
* No PC facilities in the classes.

* Not enough seminar rooms or small group work rooms for students.

Student Satisfaction

* Some resentment among the Japanese MBA students that they cannot take courses
offered at Kanda, even though it is the same university.

* Some resentment that Kanda has taken some of the best teachers with practical
experience.

= A sense among the MBA students that the faculty are not willing to listen to the desires of
the students. No sense, as in the US, that the “MBA students are the customers.”

* Some dismay that none of the faculty have MBAs.

B. Educational System Outputs

Strengths

* Undergraduate population (295 graduates in 2000) is substantial. (Larger than MIT, for
example, which is around 200).

* MBA course graduates increasing (13 in 1998, 24 in 2000, 50 in 2001), but still small
compared to US programs.

* MBAs can skip the MS and directly enter the last 3 years of the PhD program, if they pass
an exam, but only 1-2 students each year to do this.

Weaknesses

* Low ratio for completing doctoral degree (3 of 9 in 1998, 4 of 14 in 1999, 3 of 9 in 2000).
(This may not be a bad number for Japan, however, since it used to be zero, but the number
of students completing the degree is still very low by US standards.)

* Number of students admitted to the MS/PhD researcher’s course has increased but
number completing the doctoral program has remained steady, suggesting that doctoral
quality students are not being admitted into the researchers program.

* The Japanese labor market doesn't yet value MBAs so highly. Not clear that Hitotsubashi
could place too many more MBA students without a great deal of effort from the faculty.
Older students recruited separately, as mid—career candidates, even in the MBA program.
They require personal contacts of faculty to place them. So can't have too many of these in
the program.

» Exchange students abroad (undergraduates) very few (1 in 2000, 2 in 2000)

C. Recommendations

* There could be more integration of teaching in the Kanda and Kunitachi programs. For
example: (1) ICS has taken away valuable faculty from the Kunitachi MS/PhD and especially
the MBA program. Since ICS teaches in English, it should be possible to use more foreign
(American, European, Australian) faculty to teach, as visitors or as regular faculty, in these
programs. This use of foreign faculty in ICS would free up more Japanese faculty for teaching
in the Kunitachi MBA program. (2) Students in Kunitachi who demonstrate adequate English
capability should be able to take elective courses offered in Kanda.

* There seems to be too many courses and seminars in the MS/PhD program given the



number of students The variety is good for the students, but it may be a burden on the
faculty. The objective of this program is to train researchers. Students probably do not need
so many specialized courses. At MIT Sloan, for example, we do not have an academic
master’s degree program. We admit students directly into the doctoral program. As a result,
there is comparatively less emphasis on course work, except to build skills in the research
discipline, such as economics or sociology.

* There could be some reduction in the teaching load for the faculty, but with increased
expectations for (a) research outputs and (b) teaching preparations. Research outputs can be
evaluated annually by the dean. Teaching preparations can be evaluated by students, with
formal, quantitative evaluations that are circulated among the faculty and available to the (as
is the practice at MIT and in most US universities).

* Hitotsubashi should consider handing over the admission of professional school students
(MBAs) to the administrative staff. At MIT Sloan and other US business schools, we have a
professional staff that handles all admissions for undergraduates and MBA. Faculty establish
the criteria for admission, but the staff read applications and interview students, and make
the admission decisions. For the doctoral program, however, the faculty read and evaluate all
applications.

* Given the number of students (undergraduates, MS/PhD, MBA), Hitotsubashi University
should recognize the need for investment in more specialized facilities for the business
school students, especially the MBA program. MBA-style education requires classrooms that
encourage discussion and debate, as well as use of personal computers.

* For placement of MBA students: (1) One solution is to get more sponsored students from
companies. Now 7-10. Goal is to be 15-20 or higher. At MIT, in our special one—year mid—
career programs, about two—thirds of the students or more are sponsored by companies. (2)
Another solution is to establish a formal career placement office that works with companies
(Japanese and foreign) in Japan to place MBA graduates and MS graduates.

» Hitotsubashi should consider reducing the number of students admitted into the MS/PhD
course and, instead, increase admissions into the MBA program. The reason is that few of the
MS/PhD course students seem able to complete the doctoral degree. The large number of
students who are not suited to be researchers is a drain on faculty time and university
resources. MIT Sloan, for example, in total admits only 12-15 PhD students, about half of
what it was 10 years ago. This compares to the 30 or so students that Hitotsubashi will admit
this year in the MS/PhD program. At MIT Sloan, we reduced the number of PhD admissions
to improve quality of the doctoral students.

= Hitotsubashi should consider holding a one—day or two—day workshop for the faculty on how
to teach case studies. Classes in the MBA program are primarily lecture—style and have few
practical aspects. Harvard and MIT Sloan, for example, every year hold such workshops for
their faculty, especially new faculty.

* To improve the practice—oriented content in the MBA curriculum, Hitotsubashi might
consider appointing one or two part—time faculty from industry. They could offer courses on
new venture creation and entrepreneurship, for example. MIT Sloan has entrepreneurs teach

these kinds of courses every year, sometimes jointly with our regular faculty.



IIl. Comments on the Visiting Committee Process

In 1997, [ was on the visiting committee for the Department of Industrial Engineering and
Engineering Management at Stanford University. [ have also given presentations for the
visiting committee at the MIT Sloan School of Management. Just for your reference, I will
describe the general process used for the Stanford visiting committee, which is similar to that
for MIT Sloan School.

The committee consists of 6—8 people, mostly department chairmen from comparable
departments at other leading universities, with one or two representatives from industry.
Before we arrived, the department had already selected one of us to act as the chairperson
for the visiting committee and take responsibility for writing up a report. The visit took place
over a three—day period. All the members of the visiting committee conducted the visit
together. We received a large binder of information on the department, similar to what
Hitotsubashi has prepared. We received presentations from the department head, as well as
from key faculty in charge of different areas. We also met with some of the graduate students
and undergraduate students in private, to get their frank views of the school and its programs.
We toured the facilities and evaluated these as well. We also met with the dean of the
engineering school to get his views on the department. On the third day, the visiting
committee met together in the morning and compared impressions and comments. Together
we outlined the major points we wanted to make to the head of the department. After we left,
the chairman of the visiting committee prepared a draft report, which he circulated to all of
the members. We added our comments, and he sent in a final report. Stanford and MIT have
these visiting committee evaluations on a regular basis, perhaps every 5—6 years or so. [ am
not certain of the frequency, however.
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