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Abstract

The rapid proliferation of artificial intelligence across industries has created un-

precedented demand for AI-literate business graduates, yet limited theoretical under-

standing exists regarding alignment between university business education and em-

ployer AI expectations. This paper addresses this gap by developing a framework

for understanding AI competency requirements in business contexts and identifying

key alignment challenges between educational preparation and workplace needs.

Through synthesis of emerging literature in business education, workforce develop-

ment, and AI implementation―anchored in Constructive Alignment theory（Biggs

& Tang, 2011）― we propose a three-domain model of AI competencies for business

professionals : strategic AI application, ethical AI decision-making, and cross-functional

AI collaboration. We identify four critical alignment challenges : curriculum design

mismatches, assessment methodology gaps, industry engagement deficits, and faculty

preparedness limitations. The paper concludes with a research agenda for empirically

examining these challenges, including a proposed dual-survey study of Japanese busi-

ness programme leaders and employers.

Keywords: artificial intelligence, business education, management graduates,

workforce preparation, skills gap, curriculum development,

Constructive Alignment

Ⅰ Introduction

The integration of artificial intelligence into virtually every sector of the economy has fun-
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damentally altered the landscape of business and management careers, creating what schol-

ars increasingly recognise as a critical skills alignment challenge for higher education. As

organisations across industries rely more heavily on AI technologies to drive strategic deci-

sion-making, operational efficiency, and competitive advantage, the demand for AI-literate

business professionals has surged dramatically. Yet fundamental questions remain about

whether university business education adequately prepares graduates for the AI competen-

cies actually required in contemporary business and management roles.

This transformation extends far beyond traditional technology positions. Modern business

environments increasingly require professionals who can work effectively with AI systems,

understand their strategic implications, and serve as organisational bridges between techni-

cal capabilities and business applications. Sollosy and McInerney（2022）demonstrate that

today’s business graduates are expected to understand how AI can enhance marketing strate-

gies, streamline operations, support financial analysis, inform human resource decisions, and

drive strategic planning―requiring them to work alongside AI tools, interpret AI-generated

insights, and make informed decisions about AI implementation within their organisations.

The modern business professional is increasingly called upon to function as an “AI trans-

lator”―bridging technical capabilities with business applications in environments where deci-

sions are progressively informed by algorithmic insights. This represents a fundamental shift

in competency requirements for business and management roles, requiring new theoretical

frameworks to understand and address the alignment between educational preparation and

workplace expectations.

In response to this growing demand, business schools have begun integrating AI concepts

into their curricula, though approaches vary significantly across institutions. Some focus on

standalone AI courses ; others embed AI concepts across traditional business disciplines. Re-

search shows a two- to threefold increase in AI education studies published in 2021 and 2022

compared to previous years, with education departments now leading AI research at 28％

compared to computer science at 20％（Crompton & Burke, 2023）.

However, a critical theoretical and empirical gap emerges : does business education effec-

tively prepare graduates for the AI skills actually required by employers in business and man-

agement roles ? Despite the wealth of research on AI applications in education and docu-

mented industry demand for AI-literate professionals, there exists a surprising paucity of

theoretical frameworks specifically examining the alignment between business education AI

integration and workplace requirements for business professionals. This gap represents a
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significant concern for business students investing in their education, business schools de-

signing curricula, and employers seeking qualified graduates who can navigate an AI-driven

workplace.

This paper addresses this theoretical gap by developing a comprehensive framework for

understanding AI competency alignment challenges in business education contexts. Our

analysis builds on recent work by Perkins et al.（2024）on AI integration frameworks, Furze

et al.（2024）on GenAI implementation in educational assessment, and―critically―on Con-

structive Alignment theory（Biggs, 1996 ; Biggs & Tang, 2011）as a principled educational

theoretical anchor for the framework. The paper contributes to the growing body of litera-

ture on AI in business education while providing a foundation for future empirical investiga-

tions, including a planned dual-survey study examining alignment between Japanese busi-

ness programme leaders and employer expectations.

Ⅱ Literature Review and Theoretical Foundation

１ The Evolution of AI Competency Requirements in Business Contexts

The landscape of AI competency requirements for business professionals has evolved rap-

idly, reflecting both technological advancement and changing organisational needs. Unlike

technical AI roles that require deep programming expertise, business and management posi-

tions demand a different set of AI competencies focused on strategic application, ethical de-

cision-making, and cross-functional collaboration.

Van Esch et al.（2019）provide important evidence of this transformation, demonstrating

that AI tools can substantially outperform humans in candidate screening tasks. This finding

suggests that the recruitment process itself is being fundamentally altered by AI, creating

new expectations for business graduates who must not only possess AI literacy but also un-

derstand how to work effectively in AI-augmented environments where decisions are increas-

ingly informed by algorithmic insights.

The types of AI skills most sought by employers for business roles span strategic, analyti-

cal, and ethical domains. Research indicates that organisations need business professionals

who can serve as “AI translators”―individuals who can bridge technical capabilities with

business applications, communicate AI insights to stakeholders, and make informed deci-

sions about AI implementation. These competencies include understanding AI’s potential for

business process improvement, recognising AI bias and ethical implications, interpreting AI-
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generated analytics, and leading AI adoption initiatives within organisations.

２ Theoretical Foundations:

Constructive Alignment and AI in Business Education

The integration of AI into business education represents a complex challenge requiring

theoretical frameworks distinct from those developed for technical AI education. This paper

draws on Constructive Alignment theory（Biggs, 1996 ; Biggs & Tang, 2011）as a central or-

ganising framework. Constructive Alignment holds that effective educational design requires

coherence between intended learning outcomes, teaching and learning activities, and assess-

ment tasks. Applied to the AI competency challenge, this lens reframes the problem: mis-

alignment between business education and employer expectations is not merely a curriculum

content issue, but a systemic failure of coherence across the entire educational design chain.

This theoretical lens is particularly apt because it foregrounds the question of what gradu-

ates should be able to do―not merely what they should know―as the starting point for cur-

riculum design. In an AI-driven business context, the intended learning outcomes must be

defined in terms of applied competency rather than declarative knowledge, requiring teach-

ing and learning activities that simulate authentic AI-augmented business contexts, and as-

sessment tasks that measure genuine capability rather than conceptual recall.

３ Core Curriculum Questions and Theoretical Frameworks

One of the most significant contributions to understanding AI integration in business edu-

cation comes from Sollosy and McInerney（2022）in their comprehensive analysis published

in The International Journal of Management Education. These authors argue that many AI

and related technologies will displace current jobs and workers, requiring many aspects of

traditional business school curricula to evolve substantially. Their analysis identifies a funda-

mental shift in required competencies―emphasising that AI - related roles will demand

stronger orientations in ethics, leadership, emotional intelligence, and change management

alongside technical grounding.

Crucially, Sollosy and McInerney challenge the assumption that technical AI skills should

be the primary focus in business education, arguing instead that intellectual skills―creativity,

sound judgement, effective communication, and insight―become more rather than less valu-

able in AI-augmented business environments. This perspective reframes the theoretical

question of AI education in business schools from “how to teach AI technology” to “how to
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prepare business professionals for AI-augmented decision-making,” a framing entirely consis-

tent with a Constructive Alignment approach that begins with authentic workplace outcomes.

４ The Universal Need for AI Literacy Across Business Disciplines

Sollosy and McInerney（2022）further emphasise that all business students, regardless

of disciplinary specialisation, require exposure to and working familiarity with AI and data

analytics tools and techniques. This represents a significant theoretical shift from viewing

AI as a specialised technical competency to treating it as a fundamental business literacy re-

quirement, analogous to financial literacy or communication skills.

This creates a critical theoretical tension in business education : the need for universal AI

literacy across all business disciplines must be balanced against the practical challenge of

designing curricula for students who do not specialise in data analytics. Sollosy and McIn-

erney acknowledge this difficulty explicitly, noting the challenge of designing data analytics

curricula for non-specialist business students. Within a Constructive Alignment framework,

this tension is navigable : by clearly specifying AI-related intended learning outcomes appro-

priate to each discipline, and aligning teaching activities and assessments accordingly, institu-

tions can pursue disciplinary integration without requiring uniform technical depth.

５ Workforce Development Theory and AI Skills Gap Analysis

The literature provides compelling theoretical foundations for understanding the AI skills

gap that business education must address. McKinsey Global Institute projections, cited in

Sollosy and McInerney（2022）, indicate substantial forecast shortfalls in both deep analytical

skills and data-savvy managerial capability in the United States alone. This workforce de-

mand research provides important theoretical support for frameworks examining supply-de-

mand alignment for AI-literate business professionals, and identifies three critical roles for

which business education must prepare graduates: trainer, explainer, and sustainer roles in

AI-driven business environments.

６ Contemporary Theoretical Perspectives on Business Education Relevance

Recent theoretical work by Kietzmann and Pitt（2020）provides important frameworks for

understanding what managers need to know about AI and machine learning, identifying key

competency areas that business professionals must develop to work effectively with AI sys-

tems. This work is complemented by Perkins et al.（2024）, who provide a comprehensive
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framework for understanding AI integration in educational assessment contexts, and Furze

et al.（2024）, who examine the practical implementation challenges facing educational institu-

tions in response to generative AI adoption.

The tension between technical and managerial preparation emerges as a key theoretical

theme across this literature. Sollosy and McInerney（2022）observe that most business

graduates are developed to be managers rather than technology experts, creating a gap be-

tween their educational orientation and the increasingly AI-mediated reality of business envi-

ronments. This observation reinforces the need for the kind of outcome-anchored, align-

ment-conscious framework proposed in this paper.

７ Theoretical Gaps and Framework Development Needs

The most significant finding from this literature review is the marked absence of compre-

hensive theoretical frameworks specifically examining the alignment between business edu-

cation AI integration and employer expectations for business and management graduates.

While research exists on AI in education generally, and industry reports document growing

demand for AI skills, few studies provide theoretical frameworks specifically examining

whether business education prepares graduates for the AI competencies required in business

and management roles.

Several scholars have explicitly called for research to address this gap, emphasising that

future work should incorporate feedback from both students and industry professionals re-

garding AI competencies, and that input from industry experts is essential to bridge the gap

between academic training and workforce requirements. The absence of such frameworks

represents a critical gap with significant implications for both theory and practice―implica-

tions that the present paper begins to address.

Ⅲ Theoretical Framework Development

１ A Three-Domain Model of AI Competencies for Business Professionals

Based on our synthesis of existing literature, and anchored in the Constructive Alignment

principle that educational design should begin from clearly specified intended learning out-

comes（Biggs & Tang, 2011）, we propose a three-domain theoretical framework for under-

standing AI competencies required for business and management graduates. The three do-

mains represent the intended learning outcome clusters that must drive curriculum design,
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teaching activity, and assessment if business education is to produce genuinely AI-capable

graduates. This framework provides a foundation for examining alignment between educa-

tional preparation and workplace expectations.

⑴ Domain 1 : Strategic AI Application Competencies

Strategic AI application competencies encompass the ability to understand, evaluate, and

implement AI solutions within business contexts. These competencies focus on translating

AI capabilities into business value and making informed decisions about AI adoption and in-

tegration. Core components include : AI business case development―the ability to identify

opportunities where AI can create business value and communicate AI potential to stakehold-

ers ; AI solution evaluation―skills in assessing AI tools and approaches for specific business

applications ; AI implementation planning―competencies in developing change management

strategies for AI adoption; and AI performance measurement―the ability to develop metrics

for AI success and iterate on implementations based on business outcomes.

This domain represents the strategic thinking and business application skills that distin-

guish business professionals from technical AI specialists. It requires understanding of both

AI capabilities and business strategy, with emphasis on practical implementation rather than

technical development.

⑵ Domain 2 : Ethical AI Decision-Making Competencies

Ethical AI decision-making competencies focus on the responsible implementation and

management of AI systems within business contexts. Core components include : AI bias rec-

ognition and mitigation―understanding how bias can emerge in AI systems and developing

mitigation strategies ; AI ethics framework application―applying ethical principles to busi-

ness AI decisions and developing organisational AI ethics policies ; AI transparency and ex-

plainability―ensuring AI decision-making processes are appropriately transparent and com-

municable to stakeholders ; and AI governance and compliance―developing governance

frameworks and ensuring regulatory compliance in AI-driven business operations.

This domain addresses the growing recognition that business professionals must be capa-

ble of making responsible decisions about AI implementation, going beyond technical consid-

erations to address broader societal and organisational implications. Within a Constructive

Alignment framework, these outcomes demand assessment tasks that present genuine ethi-

cal dilemmas in AI contexts rather than abstract ethical theory.
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⑶ Domain 3 : Cross-Functional AI Collaboration Competencies

Cross-functional AI collaboration competencies encompass the ability to work effectively

with diverse stakeholders in AI-driven business environments. Core components include :

AI communication and translation―communicating AI concepts to non-technical stakehold-

ers and facilitating understanding across functional areas ; AI-driven change management―

leading organisational change related to AI adoption and managing resistance to AI imple-

mentation; cross-functional AI team leadership―coordinating AI projects across functional

areas and managing AI-related conflicts ; and AI stakeholder engagement―building consen-

sus around AI implementations and managing stakeholder expectations regarding AI capa-

bilities and limitations.

This domain recognises that AI implementation in business contexts requires extensive

collaboration across functional areas, with business professionals serving as critical bridges

between technical capabilities and organisational needs. From a Constructive Alignment per-

spective, developing these competencies requires teaching and learning activities that go

well beyond lecture-based instruction―including simulations, cross-disciplinary projects,

and authentic industry collaboration.

２ Theoretical Model of Alignment Challenges

Building on the three-domain competency framework, we propose a theoretical model of

alignment challenges between business education and employer expectations. This model

identifies four critical dimensions where misalignment commonly occurs. Together, these

four challenges constitute a systemic alignment failure of the kind that Constructive Align-

ment theory predicts when intended outcomes, teaching activities, and assessment tasks are

developed independently rather than as a coherent whole.

⑴ Challenge 1 : Curriculum Design Mismatches

Curriculum design mismatches occur when business schools emphasise AI competency

areas that differ from those prioritised by employers, or when educational approaches do not

effectively develop required competencies. Key theoretical components include : technical

versus strategic emphasis, where business schools may over-emphasise technical AI under-

standing while employers prioritise strategic application ; disciplinary integration gaps, where

AI education is concentrated in specific courses rather than integrated across business disci-

plines ; and assessment alignment issues, where educational assessment methods do not ef-
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fectively measure the AI competencies required in business environments.

⑵ Challenge 2 : Industry Engagement Deficits

Industry engagement deficits occur when business schools lack sufficient input from em-

ployers regarding AI competency requirements, leading to curricula that do not reflect cur-

rent workplace needs. Key theoretical components include limited formal mechanisms for

employers to provide input on AI competency requirements ; difficulty in adapting curricula

to rapidly changing AI competency requirements ; insufficient recognition of how AI compe-

tency requirements vary across industries and business functions ; and barriers to developing

effective partnerships between business schools and employers for AI education develop-

ment.

⑶ Challenge 3 : Faculty Preparedness Limitations

Faculty preparedness limitations occur when business school faculty lack the knowledge,

skills, or resources necessary to effectively integrate AI education into business curricula.

Key theoretical components include AI knowledge gaps among faculty regarding AI applica-

tions in business contexts ; limited knowledge of effective pedagogical approaches for teach-

ing AI concepts to business students ; insufficient resources for faculty development and tech-

nology infrastructure ; and difficulty in integrating AI concepts across traditional business dis-

ciplines due to faculty specialisation patterns.

⑷ Challenge 4 : Assessment Methodology Gaps

Assessment methodology gaps occur when business schools lack effective methods for

measuring student development of AI competencies required in business contexts. Key theo-

retical components include difficulty in developing valid and reliable measures of AI compe-

tencies for business contexts ; limited methods for assessing student ability to apply AI con-

cepts in realistic business situations ; assessment methods that do not effectively measure

competencies employers actually value ; and insufficient tracking of graduate outcomes re-

lated to AI competency development and workplace performance.
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Ⅳ Implications for Theory and Practice

１ Theoretical Contributions

This theoretical framework makes several important contributions to the literature on AI

in business education and workforce development.

Framework integration : the three-domain competency model builds on the work of

Perkins et al.（2024）and provides a theoretical framework specifically designed for under-

standing AI competency requirements in business and management contexts. By anchoring

the model in Constructive Alignment theory（Biggs & Tang, 2011）, the framework moves

beyond purely inductive description to offer a principled educational theory basis : the three

domains represent intended learning outcomes around which teaching activities and assess-

ment tasks must be coherently organised if genuine alignment with employer expectations

is to be achieved.

Alignment challenge systematisation : the four-dimension alignment challenge model pro-

vides a systematic theoretical approach for understanding why business education may not

effectively prepare graduates for AI-driven business environments. This framework can

guide both research and practice by identifying specific areas where intervention is needed.

Interdisciplinary integration : the framework bridges literature from AI education, business

education, workforce development, and organisational behaviour, incorporating insights from

Furze et al.（2024）on GenAI implementation in educational contexts, to provide a more com-

prehensive understanding of AI competency alignment challenges than has been available in

existing literature.

２ Practical Implications

⑴ For Business Schools

The framework suggests several specific areas where business schools should focus atten-

tion. First, curriculum redesign priorities : business schools should prioritise strategic AI ap-

plication competencies over technical AI knowledge, ensuring that students can translate AI

capabilities into business value. Second, integration across disciplines : rather than concen-

trating AI education in specialised courses, business schools should integrate AI concepts

across traditional business disciplines. Third, industry engagement enhancement : business

schools should develop systematic mechanisms for gathering employer input on AI compe-

tency requirements and for adapting curricula to changing workplace needs. Fourth, faculty
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development investment: significant investment in faculty development is needed to ensure

that business faculty can effectively integrate AI concepts into their teaching.

⑵ For Employers

The framework suggests several areas where employers can contribute to improved align-

ment. Employers should clearly communicate their AI competency expectations for business

graduates, distinguishing between technical AI skills and strategic AI application competen-

cies. They should actively partner with business schools to provide input on curricula, offer

experiential learning opportunities, and support faculty development. They should also de-

velop realistic expectations about AI competency levels in new business graduates while pro-

viding appropriate on-the-job development opportunities.

⑶ For Policymakers

The framework suggests several policy interventions that could improve AI competency

alignment : targeted funding for business schools to integrate AI education across curricula

and develop faculty AI competencies ; policies that encourage and support partnerships be-

tween business schools and employers for AI education development ; and the development

of standards for AI competency in business education that reflect both educational capabili-

ties and employer expectations.

Ⅴ Research Agenda and Future Directions

The theoretical framework developed in this paper provides a foundation for comprehen-

sive empirical research examining AI competency alignment between business education and

employer expectations. We propose a systematic research agenda that addresses both theo-

retical development and practical application needs, with particular attention to the Japanese

higher education and business context―a setting in which AI adoption pressures are acute

but curriculum adaptation has been comparatively understudied.

１ Priority Research Questions

⑴ Competency Validation and Refinement

Research Question 1 : Do the three domains of AI competencies（strategic application, ethi-

cal decision-making, cross-functional collaboration）comprehensively capture employer ex-
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pectations for business graduates across different industries and business functions ? This

foundational question requires empirical validation of the theoretical competency framework

through surveys of employers across diverse industries, examining whether additional com-

petency domains are needed and how competency requirements vary across organisational

contexts.

Research Question 2 : How do AI competency requirements vary across different business

functions（marketing, finance, operations, human resources, strategic management）and

what are the implications for business curriculum design? This question addresses the need

for function-specific understanding of AI competency requirements, with implications for how

business schools structure AI education across disciplinary areas.

⑵ Educational Approach Effectiveness

Research Question 3 : Which pedagogical approaches are most effective for developing

each of the three AI competency domains in business students? This question examines the

educational process dimension of alignment, investigating whether different competency do-

mains require different pedagogical approaches and which methods are most effective for

business student populations.

Research Question 4 : How do different approaches to AI integration in business curricula

―standalone courses versus disciplinary integration versus hybrid approaches―affect stu-

dent development of required AI competencies? This question addresses curriculum design

decisions and their effectiveness, providing evidence to guide business schools in structural

decisions about AI integration.

⑶ Alignment Assessment and Improvement

Research Question 5 : What is the current state of alignment between business school AI

education approaches and employer AI competency expectations, and where are the most

significant gaps? This question requires systematic empirical assessment using the theoreti-

cal framework developed in this paper, providing baseline data on current alignment status

and identifying priority areas for improvement.

Research Question 6 : What factors predict better alignment between business school AI

education and employer expectations, and what interventions most effectively improve align-

ment? This question examines predictors of successful alignment and evaluates intervention

effectiveness, providing guidance for improving alignment across different institutional and
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organisational contexts.

２ Proposed Empirical Study: A Dual-Survey Design in Japan

As an immediate next step in this research agenda, the author proposes a dual-survey em-

pirical study examining AI competency alignment in the Japanese context. The study will ad-

minister parallel survey instruments to two target populations :（a）business programme lead-

ers and faculty at Japanese universities, examining current AI-related intended learning out-

comes, curriculum structures, teaching approaches, and assessment practices ; and（b）man-

agers and HR professionals at Japanese businesses, examining AI competency expectations

for new business graduates, current levels of graduate preparedness, and priority areas for

improvement.

This dual-survey design directly operationalises the Constructive Alignment framework:

by capturing both the educational supply side（what universities intend to develop and how

they assess it）and the employer demand side（what competencies are actually required in

the workplace）, the study will produce the first systematic empirical map of AI competency

alignment gaps in Japanese business education. The Japanese context is of particular interest

given the country’s distinctive combination of advanced AI adoption in industry and relatively

conservative higher education reform trajectories. Findings will inform both domestic cur-

riculum policy and contribute to the international literature on business education AI align-

ment.

３ Methodological Considerations

The complexity of AI competency alignment requires sophisticated methodological ap-

proaches that combine quantitative assessment with qualitative understanding of alignment

challenges. The dual-survey study described above will form the quantitative core of a

broader mixed-methods research programme. Qualitative components will include in-depth

interviews with employers, business school administrators, and faculty to understand align-

ment challenges and opportunities ; case studies of successful alignment initiatives; and lon-

gitudinal tracking to understand how alignment challenges evolve as AI technology and busi-

ness practice continue to develop.

Research should systematically include perspectives from multiple stakeholder groups :

employers across diverse industries and functions, business school administrators and fac-

ulty across different types of institutions, recent business graduates working in AI-aug-
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mented environments, and current business students preparing for AI-driven careers. Institu-

tional diversity―across research universities, teaching-focused institutions, and specialised

business schools―will be essential for ensuring findings are broadly applicable.

Ⅵ Conclusions

This paper addresses a critical gap in understanding alignment between business educa-

tion and employer expectations regarding AI competencies for business and management

graduates. Through synthesis of emerging literature and theoretical framework development,

anchored in Constructive Alignment theory（Biggs & Tang, 2011）, we have identified funda-

mental challenges and opportunities for improving the preparation of business professionals

for AI-driven workplace environments.

Our primary theoretical contribution is the development of a three-domain framework for

understanding AI competencies required for business professionals―strategic AI application,

ethical AI decision-making, and cross-functional AI collaboration―grounded in the principle

that intended learning outcomes must drive coherent educational design. We have addition-

ally identified four critical dimensions of alignment challenge : curriculum design mismatches,

industry engagement deficits, faculty preparedness limitations, and assessment methodology

gaps. Together, these contributions provide a systematic foundation for both theoretical de-

velopment and practical intervention.

While this theoretical framework provides important foundations, the most critical need is

for comprehensive empirical research examining actual alignment between business educa-

tion approaches and employer expectations. The proposed dual-survey study of Japanese

business programme leaders and employers represents an immediate and fundable next step,

one that will both validate the theoretical framework and generate actionable evidence for

curriculum reform.

For business schools, the framework suggests immediate needs for curriculum review and

faculty development related to AI integration, with specific priorities to be informed by em-

pirical research examining employer expectations and educational effectiveness. For employ-

ers, active engagement with business schools to communicate AI competency requirements

and support curriculum development is essential. For researchers, AI competency alignment

represents a rich area for investigation combining practical importance with theoretical de-

velopment opportunities. For funding organisations, the dual-survey study proposed here
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offers a clearly scoped, theoretically grounded, and practically consequential investment in

the future of business education.

As AI continues to transform business and management practice, ensuring that business

education effectively prepares graduates for AI-driven environments becomes increasingly

critical. The theoretical framework presented in this paper provides the starting point ; the

empirical research must now begin.
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