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Abstract - This paper describes the application of 
IT and operations management techniques to the 
administration of a student internship program, 
within the School of Business.  A comparison of 
the new and old systems demonstrates the 
benefits of utilizing these methods in the design 
of a system that has allowed expansion of the 
program without the need for additional 
resources, and has greatly enhanced the 
internship experience for all constituents 
involved. 
 
Index Terms - e-education, internships, 
information technology, internet-based 
 

1. INTRODUCTION 
 

  The majority of U.S. business schools offer 
internships that provide students experiential 
learning opportunities that link academic theory 
to practice [1].  This paper reports on the use of 
Internet based tools to enhance the 
effectiveness and efficiency of administering a 
business school internship program.    
   A broad range of definitions for the term 
“internship” is available in the literature [1, 3, 4, 
7, 11].  We define an internship as supervised 
experiential learning with specific course 
requirements that the student satisfies to earn 
academic credit.  If it is a business internship 
then, the experiential learning occurs in one or 
more business fields, e.g. marketing, finance, 
economics, operations, accounting, MIS or 
human resource management.  The course 
requirements typically call for evidence that the 
experiential learning resulted in professional 
development, a contribution to the hosting firm, 
and an understanding of the firm’s business 
model.  
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   Gonzaga University’s School of Business 
Administration, along with many other business 
schools, provides business students the 
opportunity to participate in an internship during 
their junior or senior year.  According to Coco, 
the number of business students participating in 
an internship increased dramatically in recent 
years [1].  At Gonzaga, participation rates have 
doubled from 2000 to 2005.  Because employers 
are placing higher value on experiential learning, 
we expect that internship participation rates will 
continue to increase.  Whereas internships were 
once viewed as a useful enhancement to one's 
résumé, they now are perceived by many 
recruiters as an essential stepping stone to 
career success.  
   Prior to the year 2000, Gonzaga employed 
paper-based internship systems incorporating a 
variety of forms to facilitate the flow of 
information.  The information and related 
communication needs associated with 
administering a paper-based internship program 
were burdensome.  And while the number of 
internships increased, the resources allocated to 
the administration of the program did not 
increase, further increasing the challenges 
associated with using a paper-based system.  
The solution implemented at our business 
school was to reengineer the internship program 
utilizing Internet based information technologies 
(IT) and operations management (OM) 
methodologies to achieve improved efficiency 
and effectiveness of the program.  The Internet-
based solution reported in this paper reflects a 
“lean philosophy” of eliminating non-value 
adding activities, minimizing the resources 
required to support value-adding activities and 
enhancing customer satisfaction.  A review of 
the literature revealed little prior research 
examining the role of IT and OM methodologies 
in the design and administration of a business 
internship program.  While one paper reports 
examples of firms utilizing IT to improve 
efficiency [11], we found no other papers in the 
academic literature applying either IT or OM 
principles to improve the efficiency of internship 
programs. 
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2. INTERNSHIP LITERATURE 
 

 Internships benefit the intern, the hosting 
business, and the business school.  It is widely 
believed that an internship enhances a student’s 
education by providing an opportunity to apply 
theoretical classroom concepts in practical, low 
risk situations [2, 11].  An internship benefits the 
student’s search for full-time employment in that 
they receive first job offers more quickly than 
non-interns [7] they receive a higher number of 
job offers [10] and they receive higher monetary 
compensation and obtain a higher degree of job 
satisfaction [1].  Hazelwood [5] suggests that 50-
65% of internship positions are converted to full-
time positions.  The hosting organization 
benefits as well.  Having a qualified pool of 
quality potential employees cuts recruitment 
costs ([1,11] and prior interns generally are 
found to be more loyal employees [10].  
Business schools with well-developed internship 
programs benefit through the establishment of 
closer ties with the business community [1,11] 
 Successful internship programs must provide 
for the effective and timely flow of information 
and communication between the school, the 
business, and the intern [6, 8].  Each of the three 
parties needs to be aware, to the extent 
possible, of the necessary components that are 
critical to the success of an internship program.  
Some believe that the school is primarily 
responsible for advising potential interns about 
placement opportunities (including the quality of 
those opportunities) and for monitoring the 
progression of the internship [4].  Clearly, this 
requires an effective communication flow 
between all parties involved.  As an example, the 
best internships are those that provide relevant 
work experience by challenging the student to 
apply academic theories in practical problem 
situations.  Internship directors at business 
schools must be able to both evaluate the quality 
of the position prior to the internship and also 
monitor the experiential learning for the duration 
of the internship.  Internship programs must 
specify clear program goals, prepare interns for 
positions, develop prospective internships of 
appropriate quality, monitor the effectiveness of 
the internship in terms of student learning, and 
monitor and evaluate the effectiveness of the 
internship program as a whole [3].  An efficient 
flow of information among all parties is critical to 
the success of the program. 
 Several barriers to the implementation of a 
successful internship program have been 
identified [12].  Among the problems mentioned 
are that interns may perceive that their role is to 
act as a “gopher” or that they are doing 
meaningless, dead-end work.  Also, some 
employers don’t fully understand their 
responsibilities in ensuring a successful 
internship and, more generally, that there are 
unequal commitments and expectations among 
the involved students, schools, and businesses.   

 A more effective system of information sharing 
between parties would be expected to reduce 
the problems mentioned above by facilitating a 
clearer discussion and negotiation of each 
party’s roles and responsibilities.  However, 
information transfer is costly.  Aside from the 
direct costs involving the resources of the 
university intern director, it is important to 
consider the indirect costs of failing to have 
enough information.  This could result in 
disappointment and unmet expectations for the 
intern, the business, and/or the business school.  
This discussion highlights the importance of the 
efficiency of the information sharing process.   
 
3. INTERNSHIP PROGRAM ADMINISTRATION  
 
   At many business schools, a member of the 
faculty typically administers the internship 
program.  As an incentive to serve as the 
internship director, the faculty member may 
receive a course release, additional 
compensation, or both [1].  At Gonzaga, the 
director solicits internship opportunities from 
hosting organizations, shares these 
opportunities with interested and qualified 
students, approves student internship 
applications, and registers students for 
academic credit.   Upon approval of the 
internship, the director disseminates information 
to the intern, the supervisor at the hosting 
organization, the registrar’s office, the student’s 
academic advisor and, for students that are not 
U.S. citizens, the office of international student 
affairs.  During the internship, the director works 
with both the intern and the supervisor to ensure 
that the requirements for academic credit are 
satisfied.  Upon completion of the internship, the 
director collects and evaluates all related course 
materials and submits the final grade to the 
registrar.  At the end of the academic year, the 
director reports participation data on both 
students and hosting organizations to the dean’s 
office.    

 
4. PAPER BASED SYSTEM 
 

  Prior to implementing the current system, the 
internship program was loosely structured.  The 
primary role of the internship director was to 
serve as a clearinghouse between student 
interns and participating firms.  There was no 
system in place to provide ongoing promotional 
efforts or information about the program outside 
the business school.  While efforts to contact 
specific businesses to establish internship 
opportunities were occasionally undertaken, 
these instances were limited in scope and 
generally of an ad hoc nature.  As such, only a 
small percentage of internships were developed 
in this manner.  More frequently, businesses in 
need of interns contacted the school on 
somewhat of a random basis to inquire if student 
interns were available.  Internships initiated by 
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either of these approaches accounted for 
approximately half of all internships.  The 
remaining half resulted from students contacting 
businesses directly to establish internships. 
 Students interested in obtaining an internship 
with the help of the internship director provided 
information concerning their internship interests, 
major or concentration area, GPA, etc.  
Therefore, at any particular time, there was a 
pool of student applicants available to fill 
potential internships.  Businesses that contacted 
the internship director were provided with a 
Request for Interns form as well as the 
Requirements for Internships.  With the 
completed Request for Interns form, the 
internship director could then search the pool for 
potential applicants.  Whether or not a potential 
intern was identified, the completed Request for 
Interns form was then posted on an internship 
bulletin board in the School of Business until the 
internship was filled.  Students who were 
interested in a particular internship were 
instructed to contact the business directly. 
 Once a student and the hosting business 
reached agreement on the terms of the 
internship, the process of approving the 
internship for academic credit began.  The 
internship director and the student jointly 
completed the Internship Approval Form.  The 
student’s academic advisor (and a faculty 
member in the student’s major, assuming the 
internship was for credit in the student’s major 
field) then had to approve the internship and 
sign the Approval Form. 
 Upon completion of the minimum number of 
work hours, students were required to submit a 
paper detailing their internship experience and 
have their supervisor complete the Intern 
Evaluation form and return it to the internship 
director.  Based on these documents, the 
internship director would assign a grade for the 
internship. 
 A variety of problems or inefficiencies were 
prevalent with the paper-based system.  The 
internship posting process, while necessary from 
a practical perspective, resulted in a loss of 
control for the internship director.  Because of 
the time lag involved with the hiring process, the 
intern director generally did not have information 
regarding the number and/or quality of intern 
applicants for a particular position.  Further, the 
intern director was not always notified on a 
timely basis once the internship was filled.  
Interested students were frequently directed to 
firms with internship positions only to find that 
the positions had already been filled.  It became 
difficult to maintain the currency of the applicant 
pool because of information lags concerning 
students who had taken positions as well as 
information regarding students who were no 
longer interested in an internship.  Information 
regarding new internship opportunities also did 
not always reach interested students on a timely 
basis since the students had to monitor the 

internship posting board to learn of these new 
opportunities.  Because of the number of 
approvals required on the Internship Approval 
Form (internship director, student advisor, 
faculty member in major field) and associated 
delays in getting these signatures, there often 
were significant lags between the time the firm 
and student agreed on the internship terms and 
the time until the student was guaranteed that 
the internship credit would be granted.  This 
frequently created problems as firms were 
anxious for the student to begin the internship, 
yet the student was not ready because of the 
uncertainty regarding registration for academic 
credit.  Also, in the evaluation process 
necessary to complete the internship, it was a 
common occurrence for the student and or the 
employing supervisor to lose the Internship 
Evaluation Form, either before or after the form 
was completed.  In general, the lack of control of 
the internship director and the inefficient 
information flow throughout the entire 
clearinghouse process was problematic. 
 

5. FOCAL POINT 
 

 As a result of the significance of the problems 
associated with the paper-based system, the 
internship director at Gonzaga began to consider 
how to improve the system by integrating IT into 
the process.  Kalakota and Robinson report on 
several recent case studies of firms that have 
been successful in integrating IT into their 
existing organizations [9]. Two themes underlie 
these examples: a focus on customer-oriented 
service and the need for continuous 
improvement. According to the authors, the key 
to the successful integration of IT with the 
business processes in an organization is the 
presence of a key focal point to guide the 
digitization efforts. The focal point is a strategic 
emphasis related to the core mission of the 
organization.  At Gonzaga, we chose Kalakota 
and Robinson’s first focal point, “Easy to Do 
Business With,” to guide the design of the new 
internship system.  We viewed the ease of use 
of the internship system as the most critical 
aspect in terms of contributing to timely, 
complete, and efficient information sharing. 
  

6. INTERNET BASED SYSTEM  
 

In fall 2000, growth in the internship 
program, coupled with problems processing 
paperwork for the old system, led to the 
reengineering of the program.  The new system 
evolved over the next five years and yielded an 
Internet based system we now refer to as our 
“eInternship eXchange”.  The site may be 
viewed  at 
www.gonzaga.edu/businessinternships. Goals 
for the new Internet-based system included 
improving: 
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• the efficiency and effectiveness of 
information sharing among all 
constituents,  

• the efficiency and effectiveness of 
administration of the internship program, 

• the quality of student experiential 
learning outcomes directly associated with 
completing an internship, and 

• the relationship between the business 
school and the business community, 

 One challenge associated with reengineering 
the system was a lack of funding or other 
resources.  Our approach was to utilize existing 
Internet related capabilities: the University web 
site, Blackboard.com, the course management 
system, and Microsoft Outlook.  Utilizing these 
three existing capabilities, the Internet-based 
system disseminates, receives and stores 
information from all the constituents.  The 
university website uses the Cascade Server 
content management system.  Blackboard.com 
is a university wide course management system.  
All faculty and staff use Microsoft Outlook for e-
mail. 
 The university website hosts the eInternship 
eXchange.  This web site satisfies the general 
information needs of our student interns and 
business partners.  The site has two sections or 
folders: students and employers.  The student 
section has three areas:  

 Finding an internship – provides a list of 
available internships and an on-line 
student interest form. 

 Applying for an internship - – provides 
an on-line evaluation form completed by 
the student. 

 Completing an internship – provides 
information on completing the 
requirements for receiving academic 
credit and provides an on-line evaluation 
form completed by the student intern. 

The employer section also has three main areas: 
 Finding an intern – provides a list of 

students currently looking for an 
internship. 

 Posting an internship opportunity – 
provides an on-line form completed by 
the organization hosting the internship. 

 Evaluating an intern – provides an on-
line evaluation form completed by the 
intern’s supervisor. 

The biggest benefit of moving from a paper-
based to an Internet-based system is creating an 
eXchange that brings together students looking 
for an internship and employers looking for an 
intern.  With the old paper-based system the 
dissemination of internship proposals involved 
posting them on a bulletin board.   Providing 
employers a list of students looking for an 
internship was not feasible.  When an employer 
completes and submits the internship proposal 
form on the eInternship eXchange an email 
containing all the completed sections of the form 
is sent to the director.   The director then posts 

this information on the “Available Internships” 
page on www.gonzaga.edu/businessinternships.  
Likewise, when a student completes and 
submits the internship interest form on the 
eInternship eXchange an email containing all the 
completed sections of the form is sent to the 
director who then manually posts this 
information on the “Available Interns” page on 
the web site. 

The eInternship eXchange makes it possible 
for either the student or the employer to make 
the initial contact to determine if a fit exists.  If 
there is a good fit the employer offers the 
internship to the student.  The student then 
applies to earn academic credit though the 
internship program by completing the on-line 
application and registration form.  When the 
student completes and submits the form, an 
email containing all the completed sections of 
the form is sent to the director.    

The director then approves or denies the 
application.  If approved, the director adds an 
approval memo to the email application and 
forwards the approval email to the student, the 
student’s academic advisor, the internship 
supervisor, the registrar’s office and to the 
business internship email address (a sample 
email, as well as a detailed flowchart of the 
entire internet based internship process, is 
available from the authors) 

Upon registration for the internship, the 
student is added to a Blackboard.com web class 
and a folder is created in the business internship 
mailbox.  The student is directed to review the 
requirements for completing an internship which 
are posted on the web site. The requirements 
are:    

1. All students completing a for-credit 
internship are expected to accumulate 
60 hours of on the job experience for 
each academic credit, e.g. a 3-credit 
internship requires a minimum of 180 
hours. 

2. Upon completion of the internship 
interns submit the student internship 
evaluation form on the eInternship 
eXchange. 

3. Upon completion of the internship your 
supervisor submits an evaluation of your 
performance on the eInternship 
eXchange. 

4. Students must also submit three 
internship papers that address 
professional development, contribution 
to the firm, and firm/industry analysis. 
These reports are attached to an email 
sent to  the internship director. The 
length of the reports is one page per 
credit per paper, e.g. a two credit 
internship requires three two-page 
reports.  The eInternship exchange 



 

 25

provides instructions for writing the 
papers in addition to an outline. 

The folder created in the business internship 
inbox on MS Outlook for each registered intern 
becomes the repository for all documents as well 
as all correspondence.  The folders have a 
hierarchal structure.  The highest level is the 
academic term, the next level the specific 
internship course and the lowest level is the 
student folder.   

The Blackboard.com web class facilitates 
sending emails, sharing announcements and 
helping the student keep track of which course 
requirements (discussed previously) have been 
satisfied and which have not.  Each course 
requirement has a separate area for grade entry. 

Security issues for the entire process would 
seem to be of little concern.  Blackboard.com is 
password protected.  Although password 
protection for the internship site is neither 
feasible nor desired, information that is entered 
by either prospective interns or employers can 
not be altered. 
 

7.  CURRENT USE OF INTERNET 
BASED SYSTEMS 

 
As part of an AACSB reaccreditation 

process at Gonzaga, the School of Business 
identified 17 U.S. universities for comparison 
and evaluative purposes (Notre Dame, Santa 
Clara, University of Southern California, Boston 
College, Villanova, Case Western Reserve, 
Seattle University, University of Portland, 
University of Idaho, Washington State University, 
Western Washington University, John Carroll 
University,  University of Richmond, Loyola 
Marymount, University of the Pacific, University 
of San Diego,  and Loyola College of Maryland).  
In evaluating our internship program, we 
surveyed these schools to determine their use of 
the internet in administering internship programs 
in business schools.  While not a large sample, 
we believe that the results provide at least a 
rough measure of the use of internet based 
internship programs at American universities.   

The results indicate that while many schools 
utilize the internet to some extent, very few 
schools have a comprehensive internet based 
internship program.  About 76% of the schools 
used the internet to recruit internship 
opportunities online.  A smaller 58% used the 
internet to complete the registration 
requirements for the internship.  Only 17% of the 
schools tracked the completion of the course 
requirements online, another 17% used the 
internet to complete the student evaluation of the 
internship experience, and only 11% used the 
internet to complete the employer evaluation of 
the intern.  So while many schools have 
recognized the value of IT in soliciting internship 
opportunities and student interns, they generally 
have not been able to incorporate the benefits of 
IT into other aspects of the program. 

 
8. CONCLUSION 

 
   By developing an internet based internship 
program, schools can be expected to increase 
both the quality of the internship program and 
the efficiency with which the program is 
administered.  In our business school’s 
internship program, information is now freely 
available to all parties involved.  The lengthy 
delays in the old system that arose from the 
mailing of documents back and forth between 
constituents have been totally eliminated.  The 
number of internships undertaken each year has 
increased dramatically under the new system 
without a corresponding increase in resources 
allocated to the program.  Such an increase 
would not have been possible in the old paper 
based system without a substantial increase in 
resources.  User satisfaction, both with students 
and with businesses, appears to be much higher 
with the eInternship eXchange system.  As 
Kalakota and Robinson postulated, a key to the 
successful integration of IT is the presence of a 
key focal point to guide the design of the new 
system [9].  In this case, the “Easy to Do 
Business With” focal point was the guiding 
principle.   Everything in the design of the new 
system was guided by this principle.  
   While many schools are now using the internet 
to initiate internships, a much smaller number 
appear to be fully utilizing this resource.  
Significant gains in both the quality of the 
program and the efficiency of the process are 
available at little additional cost.  By allowing 
information to flow more easily and more 
efficiently, a better understanding of each party’s 
role and responsibilities can be developed, 
enhancing the internship experience for all 
involved.  Record-keeping and control aspects 
also are enhanced.   
   Schools might elect to develop the process 
more fully than we have.  For example, it would 
be a simple matter to have optional or required 
interim evaluation reports to ensure that the 
internship is progressing as expected.  And for 
companies that offer internships on a relatively 
continuous basis, evaluations from prior interns 
could be posted to allow potential interns an 
opportunity to more fully assess the potential 
position.  More opportunities for further 
refinements and benefits certainly exist. 
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