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Chaster 10

Recommendations and Conclusions

INTRODUCTIDN

The previous chapter identified and discussed some fundamental
trends and issues in management ecucation, particularly MBA education,
from the perspectives of educators. emplcyers and students/graduates.
Management education is becoming iicreasingly connected with employer
goals, but there is also a widely peiceived need for it to be rigorous,
relevant and customised to meet the specific requirements of students/
graduates. The acquisition of knowl2dge from educators in the process of
enhancing managerial effectiveness ncludes skill development (for meeting
employer needs) and self-development (for meeting student/graduate
needs). The present focus of management education is on enhanced
managerial performance and educato~s are important insofar as they

contribute to this focus.

The integration of educators, emplovers, and students/graduates is
therefore essential as both employe~s and students/graduates also have
the intellectual capacity, not just tle financial capacity, to invest in the
joint venture of MBA education. The initiative for stimulating the
development of knowledge, skills ani self, required for enhanced
managerial effectiveness, lies with 'he buciness schools and the employing

organisations.

It is within this context that this chapter attempts to present views
on the developmental challenges and opportunities likely to confront MBA
education in Australian universities. It explores the need for changed
value systems and practices of the educators, employers and students/
graduates and the impact such change will have on manhagement education.
It highlights a range of necessary m»difications and illustrates how these
modifications may have critical importance for managerial and
organisational effectiveness. The caapter further stresses that, if a
purposeful deveiopment of MBA degr:es is to be maximised as appropriate

for Australian managers, all three parties concerned must collaborate in



addressing some of the fundamentai and micro issves regarding management

education.

Within the chapter, the followving main sections form the framework

of presentation:

I. An Observation Derived from Research Findings,

2. Recommendations for Change.

J. The Karpin Report and the Role of Government,

4. Implications for Futur? Research in MBA Education; and

“

Conclusion of Researcl and Addressing the Research

Questions.

AN OBSERUATION DERIUVED FROM BESEARRCH FINDINGS

This study on MBA education in Zustralian universities has highlighted the
country’'s scarcity of business leaders (see, for example, Chapter 7, pages 189 and
192). It also reflects that the MBA projrammes currently provided by the business
schools of the universities have not produced such leaders. [f anything, management
education appears to be inurgent need ¢ a driv ng purpose. Critics of management
education, among them an increasing nuriber of educators, demand that it promotes
both knowledge and skills in managing brisiness ard people. This demand echoes what
many business and management commer tators have been saying for several decades.
The data frem this current research indicate that business schools, inresponse to
market pressure, are increasingly moving away from the traditional MBA model of
guantitative knowledge and paying more attenticn to the qualitative aspects of skills,
in addition to pedagogical reviews or oter piece-mezl improvements. However, in
the midst of these changes, the MBA qualification itsel” appears to be in a state of
aimless drift without any clear directicn for developrient. While there are
expressions of concern from all three g-oups o’ respcndents for a break-th-ough, a
specific framework for change appears .o be significantly lacking.

This research also emphasises th> fact that the field of management education
15 a complex and diverse one. [nputs, such as assumptions, values, needs and
expectations, of educators, employers, end studants/graduates, hinge on the outputs
from such education and, in turn, upon the effectiveness of managerial performance.
For example:
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- MBA Educaters are concerned i th the importance of maintaining theirrole

and reputation as innovators in managerient edecation They acknowledge  need to
extend MBA education to serve avery la ge potential market of students who aspire
to a managerial career or are committec towarcs managerial effectiveness ¢f their
organisations. There is an acute awarer ess tha: to achieve this, educators must build
a close alliance with business organisat ons on pedagogical issues and seek
opportunities in ~esearch and consultan:y for cross-fertilization of ideas and
practices, together with mutual exchance of facilhities “or managerial education anc

development.

- MBA Employers are concerned ~ith the importance of active and, where

appropriate, equal participation in pionz2ering their own managers’ educaticn and
development. They see aneed to develop an MBA educetion which dehvers velue to the
organisation, at the same time enhancinj managerial skills and knowledge, so that
graduates are recruitable and that sponcorships cof the education serve as a means cf
retaining ambitious managers within th: organication. To achieve this, these
employers must nave a share in the con .rol of MBA education - fer example, its
design (which must be relevant to the eaterpris ng needs of the company), its
structure (which must offer a minimunr absence of staff from their posts), and its
future development (which must be a fuily integrated part of the corporate
management training and developmenta procrammes). They must also build close
alliances with business schools and the r educators, ard share with them their

management development experience and facilities,

- MBA Students/Graduates are concerned with the importance of securing a

management career through opportunity for self-development, skill-acquisition and
knowledge-assimilation. They agree thet there is also a need for an MBA education
which can be tailored to specific indivicual and crganisational requirements, and to
organisations with supervisors whose kriowledgs and understanding of management
education enhances their support in the tareer cevelopment of graduates. Tc achieve
this, these students/graduates will neec to build close alliances with both educators
and employers, seeking to explore their strengtns and weaknesses, and be prepared
to fill the gaps in their relevant busines: skills a2nd know ledge essential to sustain 2
management career.
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RECOMMENDATIDBNS FOR CHANGE

The Need For Change

The complex relationships between MBA educators, employers and
students/graduates are well reflected it the above observation, More important,
these research findings reveal a si¢nificant lack of agreement between the

three major stakeholder groups of he MBA education.

First, it transpires that business schools and their educators have in fact two
customers for their MBA degrees, the students/graduates who take the courses and
the companies who then employ them. Currently, while the students are still keen,
the companies are dissatisfied with the yuality of the product they are buying
through sponsorships or recruitment. If the MBA education is to be of reel use to
these two groups of customers, it will hive to urdergo radical restructur'ng and a
great deal of modification in teaching and researcr development will have to be done
to make management educationrelevant o them.

For example, among employers ar d student/graduate respondents, and despite
the quantitative emphasis of a large nurr ber of educatcr respondents, there is a
strong feeling that while management meay be an applicztion of different scientific
fields of knowledge, (such as in economi:s, sociology, osychology, and mathematics),
it 1s not a science. Perceptions of these two grcups of respondents in particular
reveal that management has much to do v'ith peoole anc value systems and
backgrounds. To them, the emergent mar agement style

- is people oriented;

- stresses the importance of inte~actions and negotiations;

- acknowleadges and incorporates culturel diversity, made necessary by the
cultural differences acro¢s functions, organisations, businesses and
nationalities;

- emphasises the stakeholders r¢ ther than the shareholders; and

- takes both a short-term and loyg-term perspective, through continuous
adaptation to customer ne:ds.

However, the style of managemer t education perceived as appropriats (and
currently conducted) by the educator resoondents implies quite different value
systems. To therr, management:

- is functionalistic;



- is strongly competitive;

1s individualistic, through personal achievernent and professional mobility;

- places emphasis on shareholders' gairs; and

|

1S product orientated rather tran customer orientated.
Indeed, the very management style curr :ntly reolicated by business schools and
their equcators in their MBA programm 2s.

Such extremes between perceptions naturally create a strong but negative
impact on the MBA education. Up to the sresent, the degree has been designed to
provide solutions in all areas of business - finarce, sales, management, accounting
and so on - as though all problems are o * the same importance, the same nature, the
same complexity. As aresult, educators tend to become analytical, rational,
financially oriented and bureaucratic. T1e graduates are standard products to be
assimilated for standardised jobs, and ¢s their entrep-eneurial spirit and adaptation
skills are almost non-existent they ten i to over-manage and under-lead.

Emplover respondents, when asked to iist the qualities and attitudes they
require in an MBA graduate, frequently cffered a list of desired attributes which, in
reality, would reguire many years of a rmanager’'s career to develop. There are
opviously different and even opposite coicepts of the MBA education. The educators’
concept 15 a singular-model of generalict management education. The employers
concept 1s (&@s 15 that of students and gre duates, many of whom are practising
managers) an all-purpose, multi-specizlist managemeant education. It may be
argued that both concepts of the MBA degree ar= illusions as no curriculum, no
matter how elaborate, can provide satis actory results across the full spectrum of

needs.

It transpires, then, that what is yeeded “or the MBA education is much more
than just fulfilling industry demands tr ~ough aiding employer-required topics to the
curriculum, seeking qualified statf, improving teaching techniques, broadening
research and consultancy interests, or even nitiating an active integrative
treatment of the MBA curriculum. in fa:t, by accommodating employer demands in
this way, educators have imphcitly let employers believe that an expanded MBA
curriculum can solve all management ecucatior oroblems.

However, within these pedagogic:il changss lie a few fundamental questions
which educaters, employers and student 5/graduates should ask themselves Do they
want to continue MBA education in the s:ame manner? Are they successfully serving
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the changing needs of a7l of their stakehclders and of tre Australian society as a
whole? Why is it so difficuit for the incividuals within the three groups to recognise
that the world has changed and that they must therefore change either their
institutions or themselves? Through MEA progremmes, educators are expected to
teach, employers are expected to effect end stud2nts/graduates are expected —o learr
how to implement changes in Australian cusiness and rmanagement. Yet, they
themselves do not seem able to implement chances in their operations and practices
relative tc .he MEA programmes. While .inswers for these questions are not always
clear, this research suggests as being i perative that educators, employers and
students/graduates be willing to remodel the process o MBA education so that it fits
into the comolex and interactive environ nent of Australian business today and
tomorrow.

Underlying the will to change the MBA process lies, perhaps most important,
the will to remodel one's values In turn, remodelled values will effect behavioural
changes or practices

The following sections illustrate recommendations for change for MBA
educators, employers and students/gradi ates, first in value systems and then in
practices.

Remodelling MBA Ualue Systemns
Change in educators’' values
A switch of priorities, for examgle, naturally implies a significant

attitudinal change on the part of many ME A educators. The data point to the need to
remodel at least three current value gro ips:

1. A customer-centred MBA e ducatior. This focus alone necessitates a

whole range of cuitural values to be tack ed and demands the recognition and
acceptance by the educators, if greater e fectiveness o7 the MBA programmes is to be
achieved Educators, instead of focusing on therrselves, will have to direct their
focus to managerial performance and acc 2pt that a starting point for anMBA
programme is an understanding of current or future performance cemands which
confront both the organisations and the i anagers who are undergoing the educational
process. The quality of an educator's per ormance will have to be defined by the
‘customer’, which 1s no less than the current praztice of effective organisations
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Unavoidably, educators will have to com nit themeselves to seeking support and
approval about guality and view change ¢S constant,

This means that adaptations to change will have to be built into the way the
business schools and the educators opere te and that learning needs, body of knowledge
of business and management, learning p-ocess and various other MBA-related issues
are being continuously examined to ensu e consistent, relevant and effective
education for managers. Educators must also realise that expert authority is based
on competence in the educational process. They must appreciate that the business
schools' claim to be the appropriate provider of management education is dependent
on the educators’ expertise and ability ir designing and facilitating effective
approaches and resources for manageri: 1 tearning, rather than on the traditionally
recognised image of academic authority.

2. View change as beneficia . Attention to the above values alone will

result in very different behaviours on tf e part of the MBA educators and subseguent
outcomes of the business schools and the MBA degree. To the educators, it is
necessary to view change as beneficial, not something to be feared and avoided - and
to understand that continuous review ard curriculum cevelopment are essenzial to
academic excellence. In meeting the deriands o1 the ever-expanding busiress world
and, in turn, the demands placed upon th > MBA graduates, all educators have to be
aware of current trends such as entrepr eneurship and globalisation, and respond

accordingly by implementing needed chinges ard even re-tooling’.

MBA programmes also have to provide the skills and tools to meet today's
technological and human resource challenges. The MBA product - the graduates -
equipped with global perspectives, with well-founded ethics and values, and with
technical and pecple skills that will ass st them as they move into the next century,
are then able to progress into the leader ship world, adeguately prepared for the
needs of management.

3. Significant shift of priorities. Indeed, viewing change as beneficial

will create a very different image of the MBA degree 11 contrast Lo its current,
apparent lack of developmental focus. T) the educators, this new image will demand a
significant shift of priorities. Not only will such a change take time, (such as time
away from discipline-oriented researct and other traditional career-enhancing
activities), but it will necessitate the frmulation of different rules concerning the

way they operate as business academics



Under the new image of the MBA Jegree, they would teach only what senior
managers, or a current group of manager ient students, need to know, not what they
themselves are interested in. They will be responsible not only for the design and
delivery of their functional specialities, but aiso for the effective learning of those
particular areas. Inview of the need to integrate the cifferent learnings in an MBA
curriculum to the greatest extent possit le, rather than relying on a capstone course
at the end of the programme - such as in the format of a dissertation (the traditiona)
and current practice) - they will have t¢ work together as a team throughout the
curriculum. Their own effectiveness w 11 therefore be open to scrutiny by their
colleagues. The content and delivery aprroach for their functional specialities may
have to be restructured, the material us :d needing justification and approval by the
team. The grading system, the way topics are interwoven into the daily class
schedule, their choice of methods, activities, assignments or projects, practically
every facet of their MBA-related work w i11 be open to discussion and the opinions ¢f
their colleagues. They will have to give jJreatly increased time to working together
rather than on their own and they will hase to accommodate the decisions of the
group. Allin all, they will have to surrender part of what they normally hold very
dear, almost sacred - their academic au onomy and individuatism.

Change in employers' 1'alues

Traditionally, employers expect management educators, through research and
consultancy activities and through teach ng, to raise guestions and arrive at solutions
which address the needs of the business iand other organisations in the cornmunity.
This expectation is indeed a tall order ard one that often ends in many employer
disappointments. More often than not, tt ere are more questions raised than
answered and even then there is seldom >ne or even a best answer. This is, however,
the purpose of menagement research or ¢ ducaticn.

1. Expectations of business ¢ chools and edycators. It appears that

employers, dependent on the MBA educat on tc provide an answer for every aspect of
their managerial oroblems, have been exsecting too much; and the higher the
expectation, the more critical they are 07 the educators. wWhile it may have been
established that management education has a function to satisfy industry needs, and
educators have aresponsibility to ensure that these nezds are met, it appears that 2
rethinking o7 pricrity is necessary.

Employers perhaps need to ask a nore fundamental question - "Who i1s in a
better position to 1dentify and reatlise th: unique requirements of business and

9
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management before an appropriate cour ;e of action or tools (could be in the form of
a business education, a developmental p-ogramire, a group of educators or
consultants, or others) can be devised and utilized to fulfil these requirements?”

~

2. Initiative in management educat on. Employer respondents often

claimed that the world of business is rapidly changing but management egucators
have remained static, living in an ‘acade mic bucble’ ard, as aresult, the management
education offered is largely irrelevant - it lacks guality in addressing the needs of
modern business. However, there islitt e indication that the employers have made
any concerted effort to communicate the business changes, the implications, the
impact, the modern needs, or other relat 2d issues to the educators.

Infact, management literature of the past decade at least also reveals the
same state of affairs. There have been r:peated emphasis on and calls for
communication of this nature, from both educators and employers - but there is
little evidence of employer initiatives (r any structured approach to imgrove or
ignite’ communication. Whose role it is to identify modern management
reguirements is largely unclear. In thic research, employer respondents freguently
stated that they lack the time, that it 1s the role ¢f the =ducators and ti,at academic

complacency 1s in the way.

3. Part-ownership of proble s in management education. Academic

complacency can certainly represent a t "ue deterrent to effective communication,
but the crux of the matter is who can do a bette~ jeb in identifying what the problems
really are, their scope, the relevant env ronment, the type of knowledge or expertise
required, or the best ways by which to s»lve the oroblems than the owners of the
major probler-s, that is, the employers? Decades of academic and management
research might have uncovered some crizeria ard measures in addressing
management needs, such as the need for enterprising and interactive managers.
However, despite the demand for busines s and p2ople skills clearly emphasised in
this research, educators are singularly tnconvinced that these skills will guarartes
organisational profits or effectiveness.

The question as to what makes suzcessful business and management still looms
large. It may be argued that without cor certed input from employers, business
educators (cr researchers) being ‘outsicers’ or inactive practitioners' of business
and management will remain dysfunctior al as idgertifiers of business neecs or
creators of management solutions. It aplears that wh'le many employers have
willingly adjusted to new business and o ganisaticnal changes, they have neglected to
pursue those changes which are essentiel for tham to realise managerial excellence
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Change in students'/g -aduates’ values

The popularity of management ccreers among students entering MBA
programmes is reflected in their efforts to prepare fo~ the competitive maragerial
job market. Interest in MBA education remains high, despite widespread emplover
criticism and a perception that such eduzation i3 inadequate for a career in
management. This research indicates th it for many of the thousands of technically
trained professionals in Australia, the ™ BA degree is perceived as being an
opportunity to shape or redirect their careers into business and management. For
example, the engineer who 1s interested in management, the teacher seeking other
opportunities, the sales representative ¢ ager 1o advance in the organisation, the
aspiring entrepreneur who recognises that a good idea alone cannot grow a business

or create a new industry.

These potential managers have ccme to 1eam that, to protect themselves from
economic uncertainty, they have to engaje in bu lding a portfolio of business and
management skills, contacts, experiences and credentials. They engage in personal
strategic planning which focuses on ant cipating the future, minimising unknowns,
controlling risks and obtaining goals. It is not curpris'ng that many students with
this background are motivated and view the MBA degree as an cpportunity to learn
new skills, study new concepts, experier ce new modes of analysis, and are more
determined than ever to pursue the degre e with sassion and commitment.

1. Self-serving need and exgectation of an MBA education. Data indicate

that currently MBA students are being ¢ ~epared “or the managerial world through
advice imparted to them by management educators. Increasingly, however, the
advice of their corporate employers is exerting a stronger influence on thei-
education. While the educators stress the importance of core knowledge, the
employers stress the importance of appl cation skills. It is true to say that the needs
and expectations of the students oftenretlect these foci of the educators and
employers. However, the overwhelming concern for career and security ensures
that student/graduate respondents have 2 distinct self-serving priority of renewal

for the purpose of career advancement.

The data and literature of this research reveal that MBA students/graduates
appear to have the smallest voice regarding the development of MBA education. It is
unclear if this small voice is the result ¢f lack c¢f interest in the common good of
management education. wWhat is clear, however, is that their expectations of the MBA



degree and their corporate experience as graduates will become increasingly a major
challenge to both educators and employers. For example, together with the
educators, they will play avital role in exploring the core knowledge in xey
management areas of concern to MBA st idents/graduates, now and in the next
century, and how this core knowledge w i1l change in five, ten, or twenty years' time,
Together with tre employers, they will be important in exploring the technical
skills which MBA students/graduates fiyd essential for success in the managerial job
market, and the life expectancy of these skills. Students/graduates, educators and
employers may need to foster together inMBA experience, ensuring total guality as
well as a capacity for sustainability in i rapidly changing world of knowledge and
skills.

2. Responsibility for self-ceveloprient. This research confirms that

managers are increasingly taking respoisibility for their own development. There
is a genuine interest in the whole idea o™ better management. Not only do individuals
wish to improve their personal performance, but the whole business would now
widely accept that good management is 2 major Key to organisation survival in the
increasingly competitive markets. Cus'omer s2rvice campaigns, product
development, cost control and quality miintenance, are only some of the vitel
ingredients of success - activities which cannot be effected without expert
management performance from concept on to implementation and beyond.

Although employers in general a)pear tc encou~age individuals to 1dentify
their strengths and limitations and build on the forme-, the research indicates that
most employers, because of a scarcity « f resources, concentrate on their higher-
potential employees, directing them anc supporting them (in terms of organisational
time, cost and energy) towards specific forms of development. To many individuals
and potential managers, seeing their selected cclieagues being groomed for
managerial success only convinces therr that participation in business ard
management-related education is a nece ssary prerequisite for higher of fice and can
suitably prepare them for that office.

Among the student/graduate reshondents interviewed, 77% of them had self-
funded their MBA programmes, 50% hac interrupted their careers in order to give
full time attention to the study, 46% ar: between 31-40 years of age and another
46% are between 41-50 years of age. | . appears that self-development isno longer
a concept which is only talked about but not pursued and to many aspiring managers,
it has become an imperative, regardless of age or experience. There will be a
growing number of individuals from av:riety o7 organisations and from a greater
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variety of age range than is the traditior, whc, not wishing to be left out by their
employers, will seek direct assistance from the businzss schools in order to prepare
themselves for managerial success.

3. Proactive stance withrecspect to own educational experience. Student/

graduate respondents have emphasised that in the MBA programmes experiential
methods such as syndicate work and tean projects adopted by some of the educators
provide them with opportunities to develop insicht, skills in self-analysis and
practice in exercising the managerial function. These activities have enabled them to
learn about their own managerial talente and potential and develop specific personal
aspirations.

However, students need to be encouraged to take a central role in the whole
system and process of the MBA educatioy. To help shape their managerial career,
they have to exert influence on managem :nt education. They will also need to assume
more significant leadership responsibili.y, an essential element which characterises
a managerial career.

Seeking the opportunity and taking pride n raising standards should be
regarded as a new educational paradigm. MBA students/graduates, with their strong
education and work experience background, are well placed as a powerful and
cohesive group for identifying areas nee 1ing change ard for improving their own
education. As they practise the principles of continuous improvement, respond to a
changing environment and to customer seztisfaction, as well as develop apositive
attitude to the life-long process of learring and cevelooment, not only will they see
firsthand the kind of managers needed to operate successful businesses, but they will
actually shape their own future. The involvement of students/graduates is another
way of ensuring that the outside world i¢ brought into the workings of the business
schools and their educators.

Remodelling MBA Practices
Change in educators' practices
Changed practices required of the educators do not stop at a changed pattern of
interaction between important stakehold:rs. The pursuit of strategies to meet

customer needs has generated the need f(r a holistic understanding of, among other
things, what the employers' organisatior s are, wnat they value inMBA gradiates,
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what gualities they require, and how greduates are expected to work in their
managerial jobs.

1. Recognise the gaps in cuc tomer understanding. First of all MBA

educators may have to recognise that they have ratied to understand correctly what
their customers need and expect. Overccming this 7irst step will not be an easy task,
as evidenced by the data. The majority ¢f educators firmly believe that they know
what employers and students want from management education. Nevertheless, there
are gaps between what educators are doing and wnat business and organisations
expect of them. These data are consistent with what employers have been saying fo- a
long time, that is, that MBA programmes need to include fewer technical and
analytical skills and more people skills - an understanding of organisaticna’ reality
and a better perception of the integration of organisation functions.

The gaps also reveal that many e fucators lack sufficient business experience
to address the pressing issues facing today's managers. Instead, they over-emphas:se
function-specific knowledge with insufficient cr little regard for developing the
cross-functional aspects of managemen:. This lack of business and cross-functional
awareness further discourages developrr ent of these broad insights necessary for
management, but encourages developmer t of analytica skills while sacrificing
interpersonal, organisational and systein-building skills.

2. Partnership with emplovers and studenis/graduates. Recognition of

the above impediment to current MBA pragrammes has a significant impact on
educator practice. It means that the nat ure of academ ¢ leadership (which
traditionally lies in business schools ani its educators) must inevitably change to a
partnership with industry, employers ar d students/graduates. The theme of such a
partnership is not new, but this current data reveal that many educators adopt a
very simplistic view of it. Educator ressondents have given the distinct impression
that it is easier to state the principles ¢f partnership than to have them delivered and
that maintaining academic independence 15 essertial to their role. Not only have they
neglected to address the specific probleris which business and its organisations are
facing, but they have also failed to reco¢nise the far-reaching conseguences of their
neglect for their schools.

This research revezls that Australian organisations are increasingly ‘growing
their own' top managers without utilising MBA programmes. Some organisations
have designed alternate post-graduate s .atus programmes that are company-focused,
through incorporating parts of the MBA 2ducation in their executive programmes.
These alternate programmes usually off ar a broad mix of education and experience.



It appears that the line between busines: education and executive development,
between provider and user, and between expert authority and ownership of
knowledge or skill, has become blurred. what is distinctly clear, however, is an
emerging trend, or need, for close co-op :ration between educators, employers, and

students/graduates.

It also appears that MBA educatois can gain as much as their customer
organisations from close collaboration, f not more. If MBA education is entering an
era of industry or company-specific cour ses, the resultant close collaboration with
industry will provide educators with va uable exposure to real business proolems
for incorporation into their teaching prcgrammes. Even more challenging is the
prospect that the focus of management educatior is likely to move away from
educating individuals to educating whole organisations - away from concentraticn on
business school experience to a variety «f school and cn—the-job experience. To do
this effectively, educators will have to v'ork far more closely with these
organisations.

3. Serve the life-long educat ional needs of managers. One can't help dut

wonder if the resistance of some of the e jucators for the sake of preserving academic
independence 1s sustainable. inview of “he ever-changing nature of business and
organisations, and as a consequence, managemen: education, it appears that business
schools will have little choice but to off 2r ever-increasing variety. If not, the
organisations which would otherwise has e been their castomers will fill the gap with

their own in-house programmes.

Can educators afford to regard this emerging trend as a minor threat? The
need for a new generation of internationzlly competent managers to take Australian
organisations into the next century is be :oming increazingly obvious - a fact which
1s reflected in some of the plans that bus ness scrools have for the development of
their MBA programmes. For example, on: of the three schools in this research has
planned a series of programmes for its M3A graduates. The school hopes that
students will come for the MBA course, hen return at intervals throughout their
careers for courses of varying length, ta lored both to their individual needs and to
those of their company. The MBA co-ordiyator of this school stated that many of the
school's MBA alumni are already taking e <ecutive courses at other schools for the
sake of variety. This school will need to offer an even-wider variety of programmes
if it is to cater fo~ the future needs of most of its MBA graduates. Certainly this
strategy will open another market niche for the school, but more importantly it
underscores an 1ssue often overlooked ir current MBA orogrammes, that :n the
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pursuit of relevance and guality, businecs education stould also airn at serving a

life-long educational need of the manage -s.

4. Help managers to help themselves. The majority of educator

respondents repeatedly emphasised that “IBA educatior. should not be seen as &
‘quick-fix" solution for organisation proslems. The argument appears to oe that
educators are a resource whose function is to he:p management students to take
responsibility for their own development. in other words, the MBA degree, like any
other form of education, has a purpose ¢” empowerment, of 'heiping managers to help
themselves'. Some of the educator respcadents have insisted that the broad-based
MBA education is designed to help manacars to look into the future, to identify and
analyse problems, to cope with change a\d, above all, to develop a continued ability to
learn. "Learning to learn is probably the most single cuality success factor”

(Ed:11) for MBA graduates - the educatcrs ‘open’ their minds so that hopefully they
will go on learning for the rest of their ives.

However, the data demonstrate that this notion of the MBA degree has been
largely discarded by employers, who regard thet as a by-product, rather than the
goal, of the education. Hopefully, emplc/ers increasing demands for managerial
education which encompasses the expertise and experience of both business schools
and organisations will endorse the view that management career development is a

life-long experience of learning to learn.

S. Effect guality cultural ¢k ange in business schools. ‘what ail these

changed practices indicate is that undereath all the emerging trends concerning the
MBA degree, there is an immediate and ceep-seated need for cultural change in
management education. Increasingly oraanisations are having to market their
culture, not simply their products, in or ler to compete successfully. The most
common current *mage organisations at empt to cell is ‘quality’, but it is only
successful if the appropriate guality cu ture th-ives throughout the organisation.

Perhaps the real challenge to business schocols and educators lies not only in
changing what they teach, but in the imzge they seek to project to employers and
students. More progressive educators are attemmpting to project an image of more
sensitivity to and active learning from tusinesces, accepting that mutual learning is
crucial in reshaping the education and de velopment of managers. As they introduce
their students to team learning, interna .ional thinkinc and the concept of Tife-long
education, they must encourage them to work ir close collaboration with industry,
learn from their colleagues and internat ional counterparts, engage in a continuous,
even life-long, process of examining an 1 perhaps modifying their own values and



attitudes, to become open minded and dev elop personal strategies to deal with
resistance to change.

By claiming quality inMBA educz ticn and its product and by claiming to teach
quality to their students, educators have te personally demonstrate that they too
pursue quality. This research indicates :hat business schools and their educators
have a way to go in ensuring that their coerations are of real guality value to their
customers. This may well encompass th2 remodelling of educator selection,
motivation, career-orientation and prof :ssional development processes. wWhile it
could well take a decade or more to char ge practices, in the process turning the
educators’ world up-side down, the alternative is to rest on their fast-fading glories
and allow the world of business to pass ~hem by.

[t may be true to say that only tfrough such fundamental cultural change will
educators earn the reputation as innovators in business education, and serve
effectively the very large potential mart et of managers who are committed not only
to their personal career success, but als)y to the success of their organisations - a
commitment of great significance to the nealth end corrpetitivensss of the Australian
economy.

Change in employers' practices

This research has revealed an enierging trand of emplovers "abandoning the
MBA model and seek alternative routes for educating and developing their managers.
This reaction is understandable as decad:s of calls for improvement to MEA
programmes to satisfy their needs have not been heeded. Regardless of that past
experience, it is imperative that employers piav a more positive and active role in
developing the suitability and success of MBA education.

Employers must:

1. clarify what is reguired from a manager of business and organisation.

The data revealed that too many organise tions fail to invest encugh time in order to
understand and define precisely the type of new managzars they want. Organisations
are prepared to spend many months with teams of exparts in engineering, production
or marketing, determining exactly what :s needed in the components of certain
products. The same organisations seldori devote more than a cursory discussion to
what they need in their new managers. fven then, the discussion is rarely detailed



Employer respondents have freguently e<pressed the need for a new breed of
managers, leaders who have a greater ag preciation of business-wide issues as
opposed to function-specific details anc strong abilities to work in cross-functional
teams. Yet, the importance of this generalist perspective is emphasised often as
much as the need for various functional specialities such as in marketing, finance or
entrepreneurialship. But then the same respondents indicated that they require a
type of manager who excels at only a lirr ited set of skills which the organisation
really needs! This reveals a situation of confusion and mismatch.

For decades, MBA educators have been turning out generalist managers
believing that this is what the market rzeded. Yet, apparently, that product is
inadequate to meat the employers' demand.

2. formulate an expert tearr of practising managers to investigate the

broad and specific issues of modern bus ness. Fesearch data indicate that currently

educators assume that employers seek tne follcwing proficiencies in new managers:
primarily,

- the ability to integrate the many facets of business and organisation, based
on a strong knowledge of functional areuas, within the broader context of overall
objectives and major systems of the or¢anisation,

- the awareness of current busir ess issuss and the ability to interact with
the environrnent, design and conduct eff >ctiveness experiments;

- the familiarity with theories underiying systems development, quantitat ve
tools and experience in application, cor cepts of prob em-prevention and problem-
solving;

- the global awareness of world -class ccmpetitions, politics and cultures;

- the knowledge of new technolcgies, including managing information and
basic understanding of new processes, froducts, services and other new technologies;

- the understanding of social responsibility and the ethical dilemmas within
and outside the organisational environment, anc clear articulation of values and
concepts of personal integrity; and
less important,

- the skills in dealing with orgaisatior al reaiities, taking risks, getting
things accomplished, influencing change's, and dealing with frustrations;

- the commitment to improving interpersonal skills on communication,
team-building, negotiation, leadership and valuing cultural diversity.

This set of assumptions appears to have been used as the basis for an expanded

MBA curriculum and a changing approach to teaching and learning. For example,
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educator respondents reported more out -of-class activities and elective courses,
amended co. £ curricula, action learning and different approaches to assignments,
projects and grading systems.

Are the assumptions correct anc the chenges appropriate”? Widespread
criticism, reported in the literature anc revealed from research data, directed at the
MBA degree and the graduates indicate trat the enswer to this question is negative.
How many of these assumptions are four ded on concrete ideas, derived from those
business and management needs identifi2d and realised by employers? Data reveal
that educators, in their attempt to satisfy employers’ demand for change, have taken
charge to develop their assumptions, bu. based more cn employer criticisms than
anything else. Employer respondents, wen asked to articulate their needs and how
these needs could be met were, most of he time, unclear about their own
requirements and the appropriate course of acticn to take, being more ready to
describe organisational and managerial froblems. Few of them were able to identify
the causes of the problems, not to mention a structured approach in realizing what
and how solutions could be found. Most «f them seem prepared, however, to leave it
to the educators, whom they often regar i as ‘outsiders’ and 'inactive practitioners' of
business and management, to present them with the solutions

It would appear imperative that :mploying organisations should formulate an
expert team of practising managers and ~ecruiters to investigate the broad and
specific issues of modern business and cescribe the exact type of leaders required.

3. build a mutually beneficiil partnarship between educators and

students/graduates. Business organisat ons in genera’ invest heavily in time and

effort to build partnership relationships with the supolying companies. Buying and
supplying organisations meet at each otr er's facilities regularly, detailing what each
can offer the other. There is a great dea of exploratory discussion about what the
future should hold for the partnership ar d considerable effort is made to link the

success of one partner to the success of he other.

However, the relationship betwe n employing crganisations and the business
schools and their students/graduates is »ften strained, or at best at arms-length.
Some employer respondents reported thet they bave sought collaboration with
selected business schools and educators, pursuing the need to design and accredit an
alternative management education more suited to their organisations. Most of these
respondents knew little, if anythingat a 1, of the cperations and products of the
schools from which they often recruit treir maragers, to which they often entrust
and sponsor the education of their managers, or to which they make generous



endowments! The majority of those whe have soonsored or recruited MBA
students/graduates appear to have never visitec any business schools or educators o
gather information about students, or to assess the quality of the management
education.

These employers have obviously " ailed to take advantage of the many rich
opportunities that a business school ma- offer n amanner similar to other
supplying organisations.

4. be committed to holistic and long-term involvement in the MBA

education. Business organisations also :ctively seek alliance, if necessary around the
world, with suppliers who can deliver the right service at the right price and at the
right time. This :ncludes identifying thcse who are able to collaborate with an
organisation in a long-term partnershig to continuously upgrade its final products.
Each organisation looks for suppliers who have a corporate culture which
complements their own, particularly thcse who regard them as important customers
and do not seem to reserve their best seivice for only the largest organisations in the
industry.

This research indicates that emp oyers' efforts in selecting an education
programme for their managers are far 1¢-ss selective. While some employers gather
printed information and others make tel :phone enquiries, extremely few of them
appear to have conducted serious compar 1sons of the MBA programmes offerad.
Furthermore, 1t appears they tend to sel :ct programmes based on the perceived
reputation of the business schools, even though they have reservations about certain
aspects of these schools and their progremmes.

One employer respondent (a vice-president in human resource management,
whose organisation is committed to a strategy of total guality management, and who
has expressed high dissatisfaction with the MBA programmes and the graduates)
indicated that as there is little knowled¢e about the casabilities of his company’'s MBA
recruits, most of whem have been company-sponsored, there is a policy to
deliberately and actively include these recruits in the in-house executive
development programmes although these programmes may duplicate some
components of the MBA degree. Not surgrisingly, this company does not have any
structured approach to assess the manacerial potentia of these recruits. The
resulting high turnover rate has become another sourcs of disappointment about the
MBA employees.



It appears that considerable training resources and disappointment can be
saved, and the holistic characteristics ot the total quality of an organisation can be
maintained, if employers establish the s:me typ2 of spzcific and demanding
relationship with the business schools ¢ s the partnership they secure with their
other suppliers. In so saying, it shouldte noted that some employers already have
short-term partnerships with business schools in which they act as guest lecturers,
sit in aavisory committees, fund research and consultancy contracts, involve
themselves in internship programmes ad other projects for MBA students, or co-
author papers with educators. All of these serve to provide an ideal foundation for
much needed, comprehensive and long-term partnerships.

S. initiate meaningful dialocue with and feedback from the educators.

Business organisations usually work dil-gently at being good customers in order to
harvest full advantage from their purchise. This enteils providing their suppliers
with candid and constructive feedback or the gocds.and services bought. As aresult,
these organisations benefit from improvad products anc services, and their
suppliers benefit from maintaining thei- customers.

However, such open communication appears to be seldom sought or achieved
between employers and MBA educators. —mployer respondents who frequently
indicated that they 'do not have a voice' inmanagament education and that business
school educators are "intimidating, also admitted that they rarely approach the
schools directly to offer any sort of feecback, negative or positive, on the MBA
programmes. Nong of the employer respcndents nad conducted any sort of systematic
study of the effectiveness of their MBA recruits to the organisation. The majority
appear to rely on the reports from management commentators or researchers who
have indirectly expressed their concerns through media publications.

This seemingly ‘polite’ but passivz and reactive attitude towards business
educators is surprising, as it is unimagiiable thet the same employers are easily
intimated by their other suppliers, or thit they would nesitate or be any less
rigorous in evaluating any other services they tuy. Ariong the employer
respondents, there is an acute awareness of the camaging effects of this silence - the
sense of powerlessness to change the sitiation is overwhelming and there 1s also a
strong sense that they are 'victims'rathzr than custorners’ of MBA education.

The major problems are lack of mmutual and active contacts between
employers and educators, lack of specifi: information about MBA education and lack
of expertise in suitably appraising the products >f management education
Employers are the obvious source of cons tructive feedback. For the MBA education to
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be effective, continued employer input 15 imperative. zmployers have to change
their current ineffective interaction witn educators and, as with their other
suppliers, work more closely and openly with them. Given the importance of good
management to an organisation, the relationship with business schools and educators
should be among the strongest relationst ips emp oyers have with any of their
suppliers. Only with the combined exper iential and innovative input of both
employers and educators can positive recults be achieved for the Australian business
sector and MBA programmes alike.

6. good management practic s relative to MBA programmes. However,

such partnerships and relationships with business schools and educators are

unlikely to flourish unless employers are willing to be committed to them - in the
form of support, encouragement and participation Employers must be honest enough
to admit that it is both unrealistic and in possible to cradit all the deficiencies and
problems of MBA education to the educators. They too have to invest in the education
if they wish tc thrive in it, draw on it anibenefit from it, just as they need to invest
in various business, organisation or thei- own in-house staff development projects
in order to yield future pay-offs.

It is interesting to note from thic research that some senior human resource
management officials of employing orgar isations have expended substantial corporate
time, effort and finances in planning and ensurirg the effectiveness of in-company
executive training and development pro¢c-ammes. They have also incurred
comparatively large expenses in sponsor ing MBA students or recruiting gracuates.
However, they have not given the same serious attention or offered simtlar input to
MBA programmes.

These in-house executive learning programmes exhibit sound managemert
and education principles and strategies. As described by a Training Manager among
the employer respondents, he would first seek the advice and experience of the
learner-manager's supervisor in identifiiing lea~ning needs, such as specifying the
types of work situations the learner-manager have encountered, the types of work
skills to be required, or the strengths an i weakresses of the individual. Then joint'y
they determine the learner-manager's de selopment needs and goals and develop
mutual expectations in terms of learnin¢ outcomes. For the transfer of learning to
occur, opportunities are provided for the learner-manager to apply what has been
learned. The supervisor and learner-manager develop an action plan based cn the
learner-manager's plan for implementinj new knowledge, and on the supervisor's

and the organisation’s goals. Informatior and feedback from the supervisor on the
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success of this application allows the learner-rnanager to adjust his/her actions
accordingly, and the supervisor to identify new learnings or further reviews to
check progress. Not only are work related problems being addressed, but a revised
relationship has evolved between learnar-manager and supervisor.

Often, the final step is a an extensive fo low-up discussion between this
Training Manager and the learner-manzger’'s supervisor on how the supervisor has
perceived the learning programme, if tre learn'ng objectives have been met,
whether the learner-manager has successfully integrated the learning into his/her
work, and how the programme could hay e been improved. In working through these
guestions, the two parties cement a par nershig which creates and reinforces a
learning environment in the work settirj. This relationship sets the stage for future
organisatioral successes.

Clearly, this research indicates that these good management and education
practices have not been applied to MBA «ducation. Among the employer respondents,
there is a distinct attitude that MBA dec-ees are businzss school programmes and
therefore it is the business schools and their educators’ responsibility to identify
the problems and seek effective solutior s, on the assumption that if the problems are
not solved the employers would abandon the degree and look for alternative
management education. Frequently student/graduate respondents reported that they
attended the MBA programmes, experiened the new knowledge and then returned tc
the work environment where that learniyg was ot reinforced or encouraged. At the
same time, however, their supervisors or employers complain that graduates lack
implementation or application skills!

While acknow ledging that not a Targe number of employer respondents have
adopted the good management and educational practices relative to their in-house
programmes and that the majority of the se respondents appears to have little
knowledge about the MBA programmes, tae real challenge to employers is to accept
that they too have a vital role and respornisibility in the success of the MBA education.
They need to change many of their attitLdes about the MBA programmes, the schools,
the educators, and the graduates and that they need to, 2t every stage of the education,
whether it is prior, during, or after the programme, exert a strong influence upon
graduate learning outcomes and perform ance. Only when employers involve
themselves in the MBA process, and the r work environment and climate are gearec
to support and reinforce MBA learning, v/ill the effective transfer of MBA learning to
the business and management setting be strengthened. In fact, employersare in a
unigue position to reinforce graduate effectivensss in their own organisations.
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Change in students'/g-aduates’ practices

Currently, the relationship betwezen MBA students/graduates and their
employers seems to be in a state of mut ial-diseffection, each party claiming that the
other has not fulfilled its role andrespcnsibility 1n managerial performance and
organisational effectiveness. One way for MBA students/graduates to enhance their
managerial performance and, in turn, organisaticnal effectiveress, is to participate
in detailing those organisational and sociztal chenges which have affected them as
managers and which are likely to influer ce the d'rection of management and MBA
education. This might be effected in the “ollowing ways:

1. By pursuing continuous and meaninaful management education and

development. Many managers among the student/graduate respondents of this
research freguently stated that the MBA programmes, compared with their
employing organisations’ in-house exec'itive programmes, met more of their
developmental needs. Time is a significent factor. While it is often difficult to find
the time, particularly in mid-career, to pursue z full-time MBA course (or even a
part-time course in view of the demand ng nature of the programme), the one or two
years needed to complete an MBA course which systematically provides e
comprehensive range of management kncwledge end analytical skills, is seen as &
'short-cut’ compared with the in-house orogrammes which are planned
intermittently according to organisation schedu es and objectives.

In-house programmes, of course, are developec within the organisation and
for the organisation and therefore tend to> reflect immediate needs rather than long-
term potentials. Whereas in-house mar agemert training programmes ir perticular
are aimed at identifying and discovering key personal issues, such as interpersonal
communication or conflict resolution iscues, that need to be overcome for a person to
become a better manager, most MBA proarammes are designed to broaden a functional
specialist to prepare for wider responsidilities AnMBA programme also offers
opportunities for managers to step outs de their current organisation and, in the
course of the structured one or twoyears' full-Zime or part-time studies, compare
and contrast themselves with contempor aries in other companies. Managers with
international responsibilities, for exarrple, participating in an MBA programme
with multinational focus can gain anintensive exoosurs to the style and culture of
different organisations and parts of the *vorid and learn something from inte~acting
with their fellow participants which the y may not necessarily learn in their
organisation or market place experience



It appears that in-house managerient training or development programmes do
have limitations and are unlikely to meet all the needs of all individuals. 1t is
probable that education for managers ne¢ ds to be brought outside the organisation
and, more importantly, fitted into the deselopmental needs of the individuzl. This
research reveals that aspiring managers find it rnest rewarding to be exposed to a
sophisticated educational process which constantly stimulates intellectual activity.
Student/graduate respondents reported .hat in the MBA programmes, long hours
become the norm. In addition to full daye of scheduled activities of absorbing new
kKnowledge, syndicate teams meet late in ¢ the nights to prepare for formal
presentations. On these occasions, they review rew knowledge, discuss it and seek
ways of utilising it. Teamwork becomes cructa for survival in the course. They
have to learn to co-ordinate effort and work together as colleagues. In diverse teams,
they have to learn and handle real or imzgined prejudices.

These challenges are similar to those that most of them face in their work
werld, such as ce-ordinating and organi< ing ma or projects while keeping up with
regular work, handling conflicts betwee individual and group needs, changing
direction after investing many hours on :: plan, arc keeping a positive attitude when
the team’'s enthusiasm starts to decline. Some student/graduate responderits believe
that such experience of intensity has been purposefully cultivated into the M3A
programme by the educators to test thei: capabilities as real-wortd managsrs -
surviving the on-going pressures within the sho~t time frame of the course better
qualifies them for senior management pc3itions.

2. By establishing a partnership with emplovers. Employer

respondents, in acknowiedging their lack of information and understanding of both
MBA education and its graduates, have ov-rlooked these benefits of this type ¢f
management education. Little or no effort has been made to explore the potential of
the MBA graduates or to systematically cirect this potential towards organisational
effectiveness. More often than not, MBA education 1s seen by employers as serving
self-developmental needs rather than orqganisational needs or objectives,

Wwhile it is not easy to quantify tre benef ts of management education, or for
that matter any type of education, it is difficult o imagine that an employee’s
improved managerial performance will nt impact on the improvement or success of
the organisation. Despite employers cri icism about the retevance or absance of
implementation skills, there is a strong (ase for claiming that the depth, contact and
overview of MBA education, whether sel” —serving or not, does heighten managerial
confidence, knowladge and business-orieatation. The educational process of treating
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management as an incividual expertise ¢ ppears to match the way organisations are
developing. It may not add much to thosz rare gifted individuals who are ‘born
managers’, but for the majority of indivicuals it gives that extra dimension which
helps to achieve maximum performance

There is clearly aneed for partnarship tetween MBA students/graduates and
employers, if only to rectify the percep’ions of emplovers about the lack of
managerial excellence of MBA graduates As evidenced in the data, student/
graduate respondents enter a wide variety of managerial occupations. There are
project managers, staff managers, general managers, entrepreneurs, self-employed
business people or owners, and consultants. The MBA experience has helped sharpen
their awareness of the changing needs o’ the exiremely varied worlds of managers.

They are well placed to help emgloyers understand these changes anc impact
on the design for business and managem :nt education. They can define more clearly
the type of managerial resources needed by empioyers. What is the full range of
managerial occupations? What is the nzture of these different kinds of managerial
work? How are the various kinds of mznagerial work likely to change? what are
the implied technological, economical, olitical and socio-cultural realities of each
change? What is the knowledge base ne :ded, that 1s, the underlying core of all
management processes which every mar ager ne2ds to <now?

Only when these dimensions are clearly understood can the MBA curriculumn
be determined as relevant or not. In this event, judgernents of the MBA students/
graduates are clearly required, perhaps sven more so than those of the educators or
employers.

3. Bv establishing a partner ship with educators. This research shows

that MBA student/graduate respondents Hften considered themselves sophisticated
consumers oOf the education. The major ty were practising managers while pursuing
the MBA degree and knew what they wanted from it. They have been presumably well
selected for the programme. Most of them are realistic about the education they seek
for their management career. They do not believe that an MBA education would
completely change them overnight, but they are certainly excited to be part of what
many of them consider as a ‘cutting-edce’ educational programme.

Some educator respondents, stirr ulated by the enthusiasm of these mature
students, appear to be more ready to seek and ac: on student feedback - much more
than they do with employers. They invclved students in curriculum decisions,

conducted student evaluations or period cal reviews and actively scliciting student
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input. An opportunity has therefore presented itself to capitalise on the one
organisational experience that both edu ators ard students/graduates share, thart is,
the experience of being in an MBA progr amme, Students/graduates examining and
taking action on matters of concern to themselves as members of an MBA programme,
i5 regarded by some educators as an exercise ot institutional action. However, some
student respondents reported that such 2xperin ents have at times encountered
opposition from the educators, who viev: suggestions by students on teaching
approaches, programme design or mane Jement as an ‘attack’, rather than a
‘censtructive challenge’, to their traditional avthority,

[f encouraging students to accer t amore proactive educational experience is
seen as violating the traditional standa ds, perhaps there is a real need that these
standards should be violated. But studets should also meaningfully participate in
programme or pedagogical decision-ma ding anc not regard such efforts as
burdensome. When educators continue 1o adopt the role of managers and controilers
of MBA educaticn in true authoritarian fashion, rigidly deciding on learning and
curriculum, it is likely that students will adopt the same pattern of behaviour in
their own managerial careers While s udent particication may mean that the
educators would have less power, it shculd a:sc be noted that the younger doctorally
qualified facultres may frequently have 1ess business experience than the MBA
students, Educator respondents often e nphasiced tha® MBA education has a long-term
purpose, that they open students' minds and develop in them both the concept of hife-
long learning and the ability to learn. /4 significant, i” rhetorical, guestion at this
point must be - are students being preg ared to change the world, to change
themselves in a changing world, or are hey Just being prepared to accommodate to
the world as 1t exists?

Success In MBR Education Tt rough Educator, Employer, Student/
Graduate Collaboration

It appears that from teaching to curricuium, from content to evaluation, or
from design to process, students and gr aduates also occupy a central place in
practicatly every facet of the MBA education. They cenno longer affordto remain as
the traditionally silent party in the dev2iopment of management education, having
their values and needs often 1imposed uf on and, 2t tim=s, pulled to opposite extremes,
by the educators and employers

MBA educators, employers, stucants/graduates have a great deal to learn
from one another. Through greater inte raction around the various educational
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issues, they may well discover many corimon interests while at the same time
developing a cleerer understanding of those areas which distinguish their individual

functions.

Data of this research clearly sho~ that ¢ business management education
demand for the 1990s and beyond is to t--ach managers about fundamental competit ve
strength, to be concerned with encourag ng and using the knowledge and skills of
individuals, to encourage understanding of attitudes and freedom to innovate, as well
as to highlight the value of solving problems derrocratically and of teamwork.
However, for this approach to teaching to be effective requires major changes not
only in management education itself, bu" more essentially changes in values and
practices among 2ducators, employers, < tudents/graduates - a decision to work
together and practise all that managemer .t education is attempting to teach.

Is Collaboration With A View to Achieving Consensus Desirable?

It is possible to conclude that th: researcher's recommendations for change
appear to be based on the Happy Family approacnh to higher education, that is, on the
assumption that differing views betweer stakeholders is dysfunctional and that
consensus, through collaboration, is imperative. It may be argued further that
MBA-related educators, employers and students/graduates are not organised groups
but rather, individuals who have attachm ents to differant organisations. As there
will always be a certain amount of disac -eement tetween stakeholders, is 1t realistic
to expect that they endeavour to achieve consensus? Shouldn't a strategy for change
include a move to achieving greater diversity, particularly between MBA
programmes and between the practices ¢f the business schools?

Does MBA education require cons ensus, uniformity, homogeneity”? The
researcher believes not and attests that findings of this research support ner view.

The different perspectives of edt cator, employ2r and student/graduate
respondents on management education ir Australian universities suggest that there
is, in fact, no one best way to educate mianagers Given the great variety of individual
and organisational needs that are eviden' today, it would seem unreasonable to limit
the preparation of managers to one type of provider, one programme of course work
or one structure of instruction. These present data indicate that among the
ingredients for an effective MBA educat on is a Jreater need for diversity,
flexibility, experimentation, initiative and creativity. Perhaps, for a long time,



educators have implicitly let employers believe that they alone can do everything to
change the MBA education effectively. Thiis research suggests that the answer to the
problem of producing the best MBA gradiates dozs not only lie with the business
schools or educators, or in specialising the MBA curriculum. Rather, it also lies in
first identifying and realizing the uniqu¢- reguiraments of business, organisations
and managers and then cultivating a suiteble course of action to address those
requirements. Educators, employers anc students/graduates appear to have many
more positive and active roles to play than trad tionally thought.

Furthermore, while data indicate a high cegree of conflict between the
perceptions of the three groups regarding the purposes, objectives, practices and
outcomes of MBA programmes, no assess nent hes been made of the differing opinions
of the groups. It is, therefore, essential that the parties share and utilise these data
and confer over the expectations of MBA 2ducation, with a view to monitoring,
improving and developing the programmes. The research data suggest that diversity
in MBA programmes is essential as far as the ma-ket place is concerned. The
findings do not suggest that all business schools be the same, but rather be different
from the others - through taking the initiative to approach the market place and
share their views of management educat on with the stakeholders. The schools and
their educators can maintain their identity and diversity and, at the same tirne,
satisfy the particular needs of their clientele.

However, as shown in the foregoiyg secticns on recommendations for change,

there 1s no simple answer.

THE KARPIN REPORT AND THE ROLE OF LOUERNMENT

Arguably the role of government n the development of MBA education in
Australian universities has been strictly margiral - because the education and
development of staff is traditionally vie'ved as the employer's responsibility,
whether or not those members of staff a-e manzgers. As previously indicated, over
the past decade or so, a number of governnent commissioned studies and initiatives
on management education in Australia h ave been effected - the Ralph Report (1982),
the Training Guarantee (Administration) Act (19390), the Interim Report on the
Benchmark Study of Management Development in Aust-alian Private Enterprises
(1990), the AustralianMissicn on Manajement Skills (19S1), and most recently
the Report of the Industry Task Force or Leaderchip and Management Skills (1995)
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or the Karpin Report. All of these studizs have been principally concerned with
analysing problems of and opportunities for managerial educat on, from the nationzl
value perspective. Analytical studies of this nzture have been constructive in
attempting to influence attitudes of the major players inbusiness z2nd management
education so that they may develop a mo e common perception of both positive and
negative features and define appropriate responses in various parts of the system.

The Karpin Report

For the purpose of this research, the Karpin Report (1995) has been
selected to illustrate the role of Governrient in 2nhancing changed value systems and
practices associated withMBA educatior, as it 15 the most recent large-scale
government-commissioned study on Australian managzment and leadership skills.
The scope of the Report is wide-ranging from leadership and management needs,
management comoetencies, work-based managenent development, business schcol-
based management education, to small b isiness training needs, strengths and
weaknesses of Australian managers, cormunity attitudes, managing for diversity,
international models, best practices on enterprise culture, life-long learning, and
the like. Practically every facet of potential improvement in the performance of
Australian managers has been examined

The study itself took three years of consiltations, research projects, study
missions and analysis by a team of expeits and, on completion, provided a
comprehensive insight into the way Aus ralia prepares its managers for work and
leadership (Stickels, 1994; Richie and cames,1397). The Report identifies five key
challenges facing Australian managemer t, including:

- aneed to develop a positive enterprise culture through education and

training;

- aneed to upgrade vocational education and training;

- aneed to harness the challenge s of diva-sity,

- aneed to achieve best practice management development; and

- aneed to reform management e Jucation
In particular, the study’'s policy recomm sndations and options concerning better
educated and trained managers have som : direct and significant bearings on this
current research, especially in the way ~hat government commissions can enhance
the future development and success of Mi3A education.
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The Report's policy recommendz {10ons CoNCerning best practice
management development were significint and stressed the need for:

- frontline manager programmes ,

- structured industry-based stu iy tours,

- benchmarking and best practic : materials,

- management competencies framework, and

- people and quality.
But of most significance to this research were some of those recommendations dealing
with reforming management educaticn.

- fees and funding mechanisms fcr management schools,

- information and quality control for management schools,

- drive for improved quality for inanagement schools,

- research funding and supply of juality academics,

industry linkages for managem:nt schools,

international links for managerient schools,

curricula in postgraduate and uidergraduate management education,

international business skills p~ogrammes,

- MBA students consulting with ¢mall business owner mianagers,
- communication/teaching technclogies for management schools,
- human resource management of academics, and

- an Australian council for manacement Jzvelopment.

Wwhere the recommendations fromi this current research about the educational
and developmental needs of MBA progranimes are micro, in that they deal with the
need for changing values and expectations and, hopefully, resultant changed practices
of MBA-related educators, employers ani students/graduates, the Karpin Report's

recommendations are more macro in nNa ure.

For example, with regards their recommendation about the need for a
Management Competencies Framework, karpin and his team state that there must be
definition, development, maintenance and promozion of flexible management
competencies for use in all industries, icluding smal business, by managers
operating at all levels. Implementation < trategy of this recommencation includes
building core generic competencies; strcng industry influence and coordination via
industry bodies or training boards; an onjoing research/development process to
ensure that competencies reflect world t est practice; incorporation of existing small
business management competencies and ceveloprient of relevant qualitative
competencies sucn as entrepreneurial skills; and preparation of a flexible software
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package for merging generic competenc » material with industry and enterprise
specific management competencies.

With regards their recommendation concerning the establishment of an
Australian Council for Management Deve lopment, Karpin and his team stipulate that
this council develop and maintain ahigh profile national focus on excellence in
leadership, management performance ar d management development. The
implementation strategy for this recominendation includes gathering initiatives of
high profile leaders from key stakeholczar groups; having strong support from both
government and industry at highest levels; being indegendent of government and a
not-for-profit body; providing a nationz1 focus for improving management
development and performance, as the mijor policy advisory body promoting
Australia's international competitiveness, encodraging world best practices,
allocating funds, supporting major initiitives, networking with key stakeholders and
implementation agencies; and, last but rot least, building on the findings anc
recommendations from the significant work of consultation and research of the
Industry Task Force on Leadership and Management Skills and, where appropriate, of
other relevant government and industry bodies.

The Role of Government

It is at this macro level that Karpin and his team, with their
recommendations and options, can represent the role of government in the
enhancement of changed value systems end resu tant practices of MBA-related
educators, employers and students/grad iates Three major facilitating roles have
peen identified These are:

1. The Leadership Role. This research indicates that there is far more

conflict than consensus among MBA-relzted educators, employers, and students/
graduates. The response of each of the trree constituent groups to the development of
the MBA degree has been varied and has been challenged by one or more of the other
parties. Disagreement appears to have <eparated them even further. The 'tug of war’
continues as these players effect change s on the IMBA education in different directions
and w .th separate objectives. Thereisr o unified or co-operative search for a shared
vision and there is no overall framewor : for change.

There is obviously room for gove rnment influence, possibly represented by
Karpin and his team, to improve the presant stafe ¢f the MBA education in Australian
universities. Leadership in the developr ent of management education, and in
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providing a clear vision of where and hov that ecucation should develop, is a major
area for government input. It isin this rea tnet some long-term zims of
management education, both at national and individual levels, need to be set. Mere
specific guidance 1in shaping a framewort. of maragement and educztional development

is imperative.

Perhaps Karpin and his team cou d initicte a strategic framework for MBA
education to be developed collaborativel / by educators, employers, and students/
graduates, with all these constituents to be guid2d by the strategic objectives of co-
operative participation. This frameworl: shoulc orovide a clear focus for activity, so
that the many interests of educators, e ployers, students/gracuates are
represented, linked and monitored. Ther: is also a need for government to define the
style of management to be applied to the organisation and deployment of management
education and developmental resources.

The aim of these leadership func ions should nct be to exert control over
management education, but to involve th2 major interest groups and provide a
genuine dialogue on what should happen ind how 't should happen, so that individuals
and institutions are given opportunities :¢ act r2sponsibly towards one another's
needs and interests.

2. The Accelerator Role. The government could also serve as an

accelerator in the development of MBA education More often than not, reports of
commissioned studies have been publish :d and tnen left for individual or organisation
reaction. The most the reports appear t¢ achievz is unsustained interests, o~ to
serve some advisory purposes.

As an accelerator, the Karpin Tezm coulc olay en active and concertedrole.
For example, it can enthuse or at least challenge groups of educators, employers and
students/graduates to participate and pr2sent their ideas - by identifying and
publishing their importance and benefits, by establishing various measures to
achieve commitment from the groups to idopt appropriate attitudes and practices in
relation to MBA education. The Team cou!d initicte act:vities or proiects to develop a
wider understanding of key concepts like the evaluation of MBA education, relating
management development to business problems, the management of learning styles,
the management of innovation and others

By using such a Team, the govern nent wouid enable these constituent groups
to better understand the Tinks between M 3A education and business sector realities
and, perhaps more impcriant, enable the groups to realise the inadeguacies of strong
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individualism and the positive effects of team effort on the development of the MBA
education.

3. The Regulator Role. Data collect2d in this research show tnat

currently in Australia there are no prot¢ ction ajencies in the field of managsment
education. All three constituent groups of educators, employers, and students/
graduates are increasingly concerned with the lack of regulation of the standards of
MBA education.

Over the cecades of development of management education in Australian
universities, reviews and surveys conducted by public or private agencies mostly
point to the deterioration of standards a\d the ineffectiveness of that education. Even
now a regulator of standards has not be«n estatlished for MBA education. In many
other types of development, the governm ent responds to demand and establishes
infrastructure ard systems. It is also e traditional rcle of government, once various
systems have been established, to regul ite operations so that standards are pubticly
acceptable. The Karpin Team, in their recommerdation to establish an Australian
Council for Management Development, have argued for the need of such a regulatory
body on management education as a who'2,

The reasons for the long-time at sence ¢f such a regulatory role are not clear
- perhaps it was perceived as a restriction on development and innovation rather
than enhancing them. However, in view of the ircreasingly high demand for the MBA
education and the potential state of prol feration of programmes, there seems little
doubt that nationally accepted standards (of cu~~iculum, teaching and product) be
established in order to reach and maintzin a high quality of management education,

thereby ensuring consistent and high quality performance of Australian managers.

The government's potential role s signiTcant. For example, as suggested in
Karpin's recommendations, the governmzant is well-placed to undertake
developmental work on ascertaining the standards of rerformance of managers in the
areas of dealing with people or utilisatinn of technology, to sponsor investigative
studies on establishing criteria for mezsuring the performance of managars, thus
providing a comprehensive guide to gooc practice; or to pioneer a greater variety of
busness and management education prcyiders and specialised curricula, including
the use of open and distance learning ro ites through which managers can pursue

various additional quatifications.

Perhaps more u-gently, the govermment should rationalise, rather than
increase, the number of managerial qua ifications, by reviewing the precise
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coverage of the MBA degree which is cleimed to be the prerequisite for a business
and management career. Additionally, government surely has the role of establishing
appropriate mechanisms for certificaticn and the appropriate bodies need to be given
the necessary authority and resources to ensure the protection of consumer
interests. But to do so, it is necessary for the government to solicit the support of
MBA educators, employers, and students./graduates, involving them more formally in
the regulatory systems, through assigniig to them the responsibility of raising
standards and performance.

Government functions in MBAH education

It appears that government functions in enhancing changed values and
practices of MBA educators, employers :ind students/graduates and, in turn, the
development and improvement of the MEA educetion, should not be seen as a purely
marginal issue. From research and developmen: type activities, spreading or
speeding up the acceptance of good practice, defining end maintaining app-opriate
educational structures, overseeing ratif cation bodies and standards, the government
can play a criticel role in directing the future o management education

In fact, in 1996, in response to karpin's stand on the accreditation of
management education, the Higher Educe tion Council (requested by the National
Board of Employment, Education and Trzining) edvised on viable options for
improving quality in Australian business schools through the development of a
professional accreditation system. Inpreparing its advice, the Council consulted 2
wide range of private and public sectors as well as business schools’ interests.

IMPLICATIONS FOR FUTURE RESERRCH IN MBH EDUCATION

In so far as three major Australian Business Schools can be said to be
representative of all of them, it isevident frem this research that there is an urgent
need for change in MBA education proviced by Australian universities. Simply
increasing the number of schools and pragrammies will not provide any improvement
to the current situation. Recommendaticns for change discussed in the foregoing have
established that quality changes are nee led and should be centred on the prircipal
stakeholders - educators, employers, st idents/graduates - and the interwoven
relationships among them.
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However, the kind of quality changes recuired have implications beyond the

three constituent groups and impinge on :he systems and designs of organisations and
environments with which individuals ir these groups are involved. For example, the

study on the nature and extent of the prc/ision of the MBA education does not only

affect the work of the managers, it also «ffects changes in the patterns of employment

of managers, together with patterns of tehaviour and cevelopment of other groups of
employees with whom the managers corr e inte certact in their daily functiors.

Quality change in MBA education implies internal attention to cultural
patterns, business practices, career pl: nning, rewarc structures, learning
processes on or off the job; and externally, attention to the international outlook, the
role of the wider educational system anc, increasingly significant, the role of the
government. All these associated issues are part and parcel of managerial education
and the effectiveness of its impact upon Australian orcanisations, community and
economy. These issues extend beyond th scope of this research, but efforts of other
researchers in addressing them would acd light o current developments and the
future success of management educatior in Austrzlian universities.

Whatever pattern MBA education may ut 1ise ir the future, the development
of arich theory and research base canno be negiected. Nor can successful
implementation and transfer of learning occur without the skilful use of teaching
methodology, including experiential tect n1ques, appropriate assessment and feedback
regarding both learning and performanc . The current strategy in many
organisations of downsizing of manageri:| staff, togetrer with the growing
complexity and interdependence of orgarisational units, has created a need for
managerial conceptual and interpersonal skills, as well as a capacity at all levels to
build lateral and vertical relationships «<nd communication networks.

The development of such complex skills t¢ meet managerial demands will also
require educational models which incorgorate relevant and usable management
knowledge, strong experiential applicatins and accurate feedback processes.
Research is urgently needed in content studies specific to the level and practical
preferences of management; in ways to integrats skill-based teaching anc in
motivating educators to use it; in linkin3MBA p~ogramme quality not only to
graduate learning outcomes, performanc: and behavioural change, but also to
external criteria for organisational effectiveness, thereby measuring learning
outcomes from various combinations of :ontent, experience and feedback; in
alternative development strategies for the future cirection of MBA programmes; and
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in corporate career development of MBA Jjraduat=s as an integral component of
lifelong learning and human resource de selopment.

CONCLUSION OF RESEARCH AND ADDRESSING THE RESERRCH QUESTIONS

Management education literature >f the past decade repeatedly suggests that
current MBA programmes in Australian universities, although in high demand by
students, are no longer appropriate in m2eting the needs of modern managers. Much
criticism, particularly that originating rom emplioyers, centres on the lack of
relevance to business practice, over-err phasis on business knowledge and under-
emphasis on managerial action skills in most MB3A programmes. Calls for change
from both employers and students have teen continuous for several decades and years
of adjustment by MBA educators have no: negated the criticisms. Rather, they have
increased the disaffection of members o the business community and industry with
MBA programmes. The significance of this litereture-based criticism has been
endorsed and emphasised by this curren. research.

This research aimed to canvass ¢1d exarr ine the experience of educzators,
employers and students/graduates assoc ated w th MBA degrees offered in Australian
universities. The perceptions of these tiree grcups of stakeholders were heavily
influenced by 1individual assumptions, velues, neecs and expectations, as well as by
the interaction and relationships between the grcups. The data have highlighted both
consensus and conflict between the perc:ptions ¢f the three groups regarding the
purposes, objectives, practices and outcomes o7 MBA programmes. There is a high
degree of conflict among the groups. The e data nave generated fundamental
information and suggested approaches for planning anc developing more relevant and
effective content, process and practices of manzgement education delivered through
the MBA

A total of 75 (out of 90 targeted educators, employers, students/graduates
associated with the MBA programmes of three Business Schools in Sydney responded
to the research. The essential researc y question raised was: How well do the MBA
programmes offered by Australian vniversities satisfy the needs and
expectations of Educators, Employe-s and Students/Graduates involved in
the management education enterprise” - the explcration of which was

facilitated by seven focus questions:
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!. What assumptions underlie the values and convictions
responsible for perception differen es beltween Educators, Employers and
Studentss/Graduates with regard to the purposes, objectives and outcomes
of Australian MBA programmes?

2. What perceptual consensus and conilict exists between
Educators, Employers and Students,Graduates with regard to the purposes,
objectives and outcomes of Austraiian MBA programmes?

3. How do these percepticns infiuence the satisfaction of needs
and expectations of these three greups?

4. What are the needs ani expectations of these three groups
relative to the management educatiin enterprise?

5. What are the implicatiins of these needs and expectations to
the modification and/or justificaticn of MBA degrees in Australia?

o. To what extent is MBA education critical to the achievement
of short-term and long-term manag>rial and organisational effectiveness?

7. What is needed for the MBA degree to be accepted industry-
wide as the most desirable and app-opriate formal programme for

management education?

In addressing these guestions, the data ol this research have demonstrated the

following conclusions

- The MBA programmes offer»d by Australian universities are
inadequate for today's organisations a3 much of their current educational and
development process is obsolete. Managzars of taday, and in the future, must acquire
and develop a range of new skills and coripetences, which will enable them to solve
new problems, to anticipate and adjust rapidly to change, as well as to manage the

process of their employees’ learning.

- It is evident that there is a gar between what MBA programmes provide and
the needs of industry. Thisresearch also highlights the fact that educators,
employers and studentls/graduates ciffer in many of their assumptions
about the purposes, objectives and outc mes of MBA programmes which, in turn, has
given rise to more perceptual confiic than consensus - illustrated in Figure
8.4 of Chapter 8. For example, educator s assume the importance of business
knowledge, employers assume the impor tance of busiress experience, whereas
students/ graduates assume the importaice o batn knowledge and experience of

business.
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- Consequently, there is a significant perceptual mismatch among the
three groups about their understanding ¢f the management process, in addition to hew
management improvement in general (as in critical arzas, methods and
measurement) ardMBA programmes in specific (as in content, structures and
teaching) should be developed; about the appropr-ate utilisation of MBA graduates;
and about the future outlook for the overall process of management education.

- The overwhelming perceptual conflict relative to the purposes, objectives
and outcomes of MBA programmes significantly infiuences the satisfaction of
individual needs and expectations. A s rong case has been presented that
educators are more inclined to value anc protec: their traditional authority over ths
design, content, approach and evaluation of MBA programmes, than to meet many of
the changing and urgent needs of the en ployers and students/graduates - such as
the 'soft’ action skills of decision-makiig, communications, problem-solving,
leadership or wealth-creation. For educators to meet these market demands will
require the reduction of 'hard content - but it will also require that business
schools adopt facilitative approaches towvards educators work practice and careers
through such areas as integrated teachir g, research orientation, career development,

and evaluation of performance.

- Such approaches may represen . a clear departure from the traditional
values of educators and their need for ac ademic autonomy, a factor which appears to
have been the major source of much o* the perceptual conflict between the
three groups of stakeholders in the MBA pregrammes. To improve the MBA
programme will require greater consensuis about the centent and goals of the
programme, know ledge about how studerts learr, a positive educator-effectiveness
base, quality assessments of graduate ef* ectiveness and a suitable base for building
MBA models.

- There is Jittle evidence tha  short-term or long-term managerial
and organisational effectiveness has been achieved by the current MBA
programmes provided through Australia) universities. Educators' emphasis on
specialist business knowledge in the pro jramme has been cited as a source of 1ong-
term effectiveness. However, Lo manage "s and o~ganisations faced with everyday
short-term problems associated with leag-term viabi ity and sustainability, the
acquisition ¢f business knowledge alone, without. implementation skills and
techniques, tends to be 50 theoretical as to serve little practical purpose. Both
educators and employers are responsible for the development of practical skills in
students/graduates.
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- This research thus indicates that a rarge of ¢cptions should be taken w to
enhance the MBA degree and for it to be accepied by industry as the most desirable
and appropriate formal programme for nanagement education. In particular, if MBA
programmes are to positively affect th nation's business community, urgent
modifications to the values and prectices of educators, employers and
students/graduates are essential. Any significant improvements to and
developments in the programmes can be achieved only as a consequence of changed
values and practices. Inaddition, the rcle of government is vital in leading,
accelerating and regulating the collaboration between educators, employers and
students/graduates.

- In remodelling the value-syst2ms relative 10 the MBA education, each of
the three constituent groups of the reserch pleys an essential role. For the
educators, it is necessary that they dire:t their focus to a customer-centred MBA
education through viewing change as ber eficial end shifting priorities. For the
employers, it is necessary that they reccgnise that their expectations of business
schools and educators to satisfy industry needs also require their part-ownership of,
and initiative in, addressing the problerr s in business and management education.

For the students/graduates, to protect tf emselves from economic uncertainties, it i1s
necessary that they too take responsibil ty for their own future ana a proactive
stance in their own educational experier ce and career development.

- Only with such modifications of individual values would the practices of
educators, employers and students/graduates be remodelied Each of these
constituent groups of management educa:ion will then nave many positive and active
roles to play, in providing greater diversity, flexibility, experimentation, initiative
and creativity . For the educators, to serve the life-long educational needs of
managers, it is necessary that they recoqgnise anc fill the gap in customer
understanding of management education, establish parinership with employers and
students/graduates, help managers to he p themseives and effect quality cultural
change in the business schools. For the employers, to commit themselves to holistic
and long-term involvement in management educat:on, it 1s necessary that they
clarify what is required from a manager of business and organisation, formulate an
expert team of practising mangers to inv:stigate the broad and specific issues of
modern business, initiate meaningful dialogue with and mutual feedback from the
educators, build a mutually beneficial pertnership with educators and
students/graduates and cultivate good management practices relative to MBA
programmes. For the students/graduates, it 1s necessary that they pursue with



determination meaningful managerial e jucation and davelopment through securing
continuous partrerships with educators and employers.

In closing this report, the follow ing comment of one of the employer
respondents who stressed that 'the vatue of maragement education depends on ability
to change' is most self-explanatory of the contributions of educators, employers and
students/graduates to the future and development of the MBA education offered by
Australian universities:

We look for individuals who nhave the capacity to contribute to the
organisational learning, demcnstrate their own commitment to
continually change their own behavicur and who have an on-going
ability to re-invent themsel/es.

(Em.18)
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Appendis A

CONSENSUS AND CONFLICT IM STRKEHOLDER PERCEPTIONS OF
MANAGEMENT EDUCATION: UIEIWS OF MANAGEMENT EDUCATORS,
EMPLOYERS AND STUDENTS/GRAIDUATES ABOUT MBA PROGRAMMES

IN THREE AUSTRELIAN UNIDERSITIES

INTERUVIEW SCHEDULE

MBA | ducators

WHAT 1S YOUR INVOLVEMENT IN THE M.B.A. PROGRAMME??

2. PLEASE DESCRIBE YOUR QUALIFICATIONS AND EXPERIENCE (INDUSTRY
AND RESEARCH) FOR THE POSIT ON YOU HOLD IN THE M.B.A. PROGRAMME.
THAT IS, WHAT HELPS YOU TO GET TO THIS POSITION, TO HELP YOUR
TASKS IN THE M.B.A. PROGRAMME?



[OX]
O

SECTION 1 OPINIONS ON NATURE OF VIANAGEMENI

1.

WHAT TASKS DO MANAGERS PER-0ORM?

WHAT ARE SOME OF THE SKILLS ""HAT MANAGERS DRAW ON TO DO THIS KING
OF WORK?

WHAT DO YOU THINK MANAGERS NEED TO KNOW IN ORDER TO APPLY THESE
SKILLS?

WHAT CHARACTERISES A GOOD MANAGER?

DO ALL MANAGERS NEED THE SAYE SKILLS, KNOWLEDGE AND
CHARACTERISTICS?

HOW AND WHEN ARE THESE SKILI.S, KNOWLEDGE AND CHARACTERISTICS
BEST LEARNED BY MANAGERS?

WILL YOU SUM UP THE NATURE CF MANAGERIAL WORK?

SECTION 2 OPINIONS ON ATTITUDES "0 MANAGEMENT IMPRODVEMENT

1.

WHICH ARE THE MOST CRITICAL +REAS WHERE THE TYPICAL AUSTRALIAN
MIDDLE/SENIOR MANAGERS NEE[' TO IMPROVE THEIR SKILLS
SIGNIFICANTLY?

IN THIS RESPECT, WHAT ARE THi. APPROPRIATE METHODS OF MANAGEMENT
IMPROVEMENT?



WHAT SHOULD BE DONE BY THE O:<GANISATION AND/OR ITS MANAGZRS TO
GET THE MOST CUT OF MANAGENMZNT IMPROVEMENT ?

HOW WOULD YOU ASSESS THE V£ LUE OF MANAGEMENT IMPROVEMENT TO THE
PERFORMANCE OF THE MANAGER 57

SECTION 3  OPINIONS ON CURRENT M B.H. PROGRAMMES

[

HOW SUITABLE IS THE CONTENT OF YOU= M.B.A. PROGRAMME?

HOW APPROPRIATE 1S THE STRLCTURE OF YOUR M.B.A. PROGRAMME 7

ARE THE CORRECT PEOPLE ATTENDING YOUR M.B.A. PROGRAMME™

HOW EFFECTIVELY TAUGHT 1S YCUR M.B.A. PROGRAMME?

HOW APPROPRIATE IS THE BODY OF KNOWLEDGE IN YOUR M.B.A.
PROGRAMME FOR POST-GRADUA™ E MANAGEMENT EDUCATION?

SECTION 4  OPINIONS ON USEFULNES s OF M.B.A. PROGRAMMES

1.

Wl

WHAT IN YOUR M.B.A. PROGRAMME IMPRESSES PEOPLE MOST?

ARE EMPLOYEES WHO HOLD M.3.A QUALIFICATIONS SIONIFICANTLY
DIFFERENT FROM NON-M.B.A. EM PLOYEES?Y

IS THE M.B.A. THE BEST WAY TO CAIN AN UNDERSTANDING OF THE NATURE
AND PRACTICE OF MANAGEZMENT %



4. TO WHAT EXTENT 1S YOUR M.B.A. PROGRAMME SERVING THE AUSTRALIAN
COMMUNITY BY REFLECTING THE CURRENT AND FORESEEABLE NEEDS OF
THE COUNTRY?

3. HOW ELSE DO YOU THINK MANAG -MENT CAN BE IMPROVED IN AUSTRALIA?

SECTION S OPINIONS ON FUTURE M. 3.A. PROGRAMMES

WHAT CAN BE PROVIDED IN FUTURE M.E.A. PRCGRAMMES FOR THE ENHANCEMENT
OF MANAGERIAL EFFECTIVENESS?

1. WHAT SHOULD AN M.B.A. PROGR/MME CONSIST OF ?

2. WHAT STRUCTURE SHOULD AN I .B.A. PROGRAMME BE LIKE?

3. WHO SHOULD ATTEND AN M.B.A. 2ROGRAMME?

4. HOW SHOULD AN M.B.A. PROGRAIMME BE TAUGHT?

S. WHAT WOULD YOU INCLUDE IN THE BODY OF KNOWLEDGE N POST
GRADUATE MANAGEMENT EDUCATION?

6. WHAT INFORMATION AND ADVICE WOULL YOU APPREICATE RECEIVING FROM
M.B.A EDUCATORS/EMPLOYERS/OGTUDENTS & GRADUATES?



Appendix B

CONSENSUS AND CONFLICT IN STRKI'HOLDER PERCEPTIONS OF MANAGEMENT
EDUCRTION: UIELDS OF MANAGEMENT -DUCATORS, EMPLOYERS AND
STUDENTS/GRADUATES ABOUT MBF PROGRAMMES IN THREE AUSTRAL IAN
UNII ERSITIES

INTERD )W SCHEDULE

SECTION 1 OPINIGNS ON NATURE OF MAN AGEMENT
1. WHAT TASKS DO MANAGERS HAVE TO PERFORM Y

A day in the life of a manzger”

what exactly do managers do?

What aspects of activities present most chaltenge?”

Any significant events help shape managerial experience?

2. WHAT ARE SOME OF THE SKILLS "HAT MANAGERS DRAW ON TO DC THIS KIND
OF WORK?

Most important skills?
What exactly about these skills that helps to manage well?

3. WHAT DO YOU THINK MANAGERS NEED T2 <NOW IN ORDER TO APPLY THESE
SKILLS?

Specialised functions?
(preduction/mark :ting/f nance/personnel/economics/

accounting/statis ics/mathematics/computing/etc)
Other contributory streamis of knowledge?

(psychology/sociclogy/anthropology/philosophy/politics/
law/etc)?

How much is necessary? Why necessary?
Other characteristics looiied for 'n managing self and others?

4. WHAT CHARACTERISES A GOOD M ANAGER?

Characteristics of those v/ho will learn 20 manage effectively”
How are these skills and characteristics identified?

(@]}

DO ALL MANAGERS NEED THE SAE SKILLS, KNOWLEDGE AND
CHARACTERISTICS?

Universal?

(inorganisations large/srall, private/public,
manufacturing/service)

Similarities/differences”
(up/down organis:itional syram d, across functions, in
content, in emphasis)

why 7?7

Necessary that all manage rs need o understand organisations in these
terms?

313



6. HOW AND WHEN ARE THESE SKIL_S, KNCWLEDGE AND CHARACTERISTICS
BEST LEARNED BY MANAGERS?

Is there a planned approach?
How enduring is the approjach?
what situations may be n ore efficient or less efficient? Why?

7. WIHLL YOU SUM UP THE NATURE OF MANAGERI AL WORK?

what is management”?

what do managerial jobs ~eally entail?

what commonalities are .ippropriate as basis for management
knowledge? Why ?

SECTION 2 OPINIONS ON ATTITUDES TO M ANARGEMENT IMPROUVEMENT

1 WHICH ARE THE MOST CRITICAL AREAS WHERE THE TYPICAL AUSTRALIAN
MIDDLE/SENIOR MANAGERS NEED TO IMPROVE THEIR SKILLS
SIONIFICANTLY?

2. IN THIS RESPECT, WHAT ARE THE APPROPRIATE METHODS OF MANAGEMENT
IMPROVEMENT?

How can middle/senior ranagers improve systematically”
Strategic plan? To what »xtent it also supports other strategies?
Different forms of manacement improvement?

Cests and benefits?

Operated/taught effectively?

Different from MBAs? Hcw effective?

Possible barriers in maragement nmprovement? why?

WHAT SHOULD BE DONE BY THE CRGANISATION AND/OR ITS MANAGERS TO
GET THE MOST OUT OF MANAGEMENT IMPROVEMENT 7

(&N}

Before improvement:
Who are selected” How zre programmes/managers matched?
How are managers; prepared?” How are programmes setected?
who select the managers? Selectioncriteria®

After improvement:
Expectations of oi'ganisation towards managers returning from
programme? Whet do managers do differently” How are
manager’s responsibilities changed to incorporate what has
been learned? Wi at can be done by business schools and/or
organisation to fezilitate use of what has been learned? Why?

4, HOW WOULLD YOU ASSESS THE VALUE OF MANAGEMENT IMPROVEMENT TO THE
PERFORMANCE OF THE MANAGEF S7

What changes are to be e:;pected in short and long term?

SECTION 3 OPINIONS ON CURRENT M .B.A. PROGRAMMES
1. HOW SUITABLE IS THE CONTENT OF YOUR M.B.A. PROGRAMME?

Are you producing generzlists/specialists? wWhy?
Are you providing wide/tr arrow choice of subjects? why?
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Are you emphasising on hard/soft areas” Why?
what is it that you are no: teachirg in the MBA?

2. HOW APPROPRIATE IS THE STRUCTURE OF YOUR M.B.A PROGRAMME ?

Right for Australian manegers” Inwhat way?
Responding to expectatior s/needs of business community?
In what way?

3. ARE THE CORRECT PEOPLE ATTENDING YOUR IM.B.A. PROGRAMME?

Does it really matter whc attends? why?
what are the motivating factors for MBA students?
what are the major challenges students encounter in the MBA?

4. HOW EFFECTIVELY TAUGHT IS YOUR M.B A. PROGRAMME ?

How well matched are the educators/students in the MBA?

wrat are educators attemnting to achieve with MBA students?

Wwrat educational theories support teaching of the MBA curriculum?
{eg question of 'th2ory" and ‘practice’; 'vocational and
‘Tiberal)

Are MBAs too closely tied to the universities? Reliant on professors?
Too much theory?

Wwhat are the consequences of poor teaching?

S HOW APPROPRIATE IS THE BODY OF KNOWLEDGE IN YOUR M.B.A.
PROGRAMIME FOR POST-GRADUA 'E MANACEMENT EDUCATION?

a) what sort of knowledge”? Where from? True? In what sense true?
Status of knowledge? whit does it mean”

Is it of any use? Worth a1 the time/money/effort?

D) Difference from body of knowledge in undergraduate management
education? Is afirst degr e not helpful to management
tasks/responsibilities? \Jould a first degree in business yield
sufficiently useful knowledge to ranagers, in a way relevant to needs
of practising managers?

SECTION 4 OPINIONS ON USEFULNESS OF M.B.A. PROGRAMMES
1. WHAT [N YOUR MB.A PROGRAMME IMPRESSES PEOPLE MOST?

How relevant is your MBn7? Why?

How different is it from the othe~37 why?

What best describe your 1BA7 \Why?

What factors can be used to assess value of your MBA as path towards
good management?

Roles/missions of business school? Obectives of your MBA?

2. ARE EMPLOYEES WHO HOLD M.B.A QUALIFFICATIONS SICGNIFICANTLY
DIFFERENT FROM NON-M.B.A EMPLOYEES?

Wwhy should organisations recruit your MBA graduates? Starting
salary too high/low?

Effect of MBA graduates o1 operations of organisations?

which skills of MBA gradiates most obviously used? How freguently?

To what extent do MBA graduates contribute more than non-M3As?
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Faster promotion for MB A graduates? Higher salary?
MBA graduates have unrealistic expectations? Less loyal? Over-
bearing? Abrasive? Why?

IS THE M.B.A. THE BEST WAY TO SAIN AN UNDERSTANDING OF THE NATURE
AND PRACTICE OF MANAGEMENT ?

Gl

MBA graduates still lack ng in some skills? Which skills?

Views on formal qualifications ard work experience in achieving
managerial competence?

Is experience really valuable, mo~2 so than knowledge? Why?

Canvery muchreally be earned from experience of other managers?
(eg from MBA edicators' experience)

4. TO WHAT EXTENT IS YOUR M.B.A. PROGRAMME SERVING THE AUSTRALIAN
COMMUNITY BY REFLECTING THE CURRENT AND FORESEEABLE NEEDS OF
THE COUNTRY?

Quality of MBA education”

Anything specific for Australian manacers? Why?

How can MBA educators g:t informed comment from business
community about "vhat it wants, needs and expects?

Attitudes of industry tow ards your MBA and your graduates?

S. HOW ELSE DO YOU THINK MANACZMENT CAN BE IMPROVED IN AUSTRALIA?

SECTION 5 OPINIONS ON FUTURE M.B.A. "ROGRAMMES

WHAT CAN BE PROVIDED IN FUTURE M.i3. A PROGRAMMES FOR THE ENHANCEMENT
OF MANAGERIAL EFFECTIVENESS:

1. WHAT SHOULD ANM.B.A. PROGR AMME CONSIST OF ?

which sub jects should be emphasised more? wWhy? To what extent?

How can content be adjus ed to teke account of diversity in
management jobs? Why”

What else would you like to see included in the MBAS?

2. WHAT STRUCTURE SHOULD AN T1.B.A. PROGRAMME BE LIKE?

How, when and for how 1Tcng should MBA be carried out? Fow shaped?

In tandem with other forrial education, eg general, technical, or
other?

Or after? Why?

o

WHO SHOULD ATTEND AN M.B.A. PROGRAMME

who should attend?

To what extent should adj ustments 2e made to students’
background/age/rarsonal qualities/
know ledge/experiance/skills/
occupation/aspirztions/etc?

Why ?

HOW SHOULD AN M.B.A. PROGRA “ME BE TAUGHT?

J;

Appropriate teaching/lez ning approaches?
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Take place in academic or non-academic settings?
What should be the role of academia?
Who is best quatified to tzach the MBAT Why?

WHAT WOULD YOU INCLUDE IN T 4E BODY OF KNOWLEDGE IN POST
ORADUATE MANAGEMENT EDUCA™ ION7

what factors should deter nine thz rationale for management education
at post-graduate 1:vel?

WHAT INFORMATION AND ADVICE WOULD YOU APPRECIATE RECE! VING FROM
M.B.A. EDUCATORS/EMPLOYERS/ STUDENTS & GRADUATES?



Appendix C

INTRODUCTORY LETTER TO DEANS OF BUSINESS SCHOOLS

Dear ,
I'am writing to seek your help in arese:rch project.

I have been a lecturer in management studies at the Northern Territory University
for the preceding five years. During this period, | have developed a research
interest in the ways in which the Mastei of Business Administration (MBA)
programmes in Australian universities satisfy tne needs of both industry and
managers. To explore this further, | am currently pursuing a doctoral study
investigating the experiences of those wt ¢ are clesely associated with this degree.
My supervisors of this study are Profescors Grant Harman, Chairman of Academic
Senate, and David Teather, Dean of Facul:y of Education, Nursing and Professional
Studies, of the University of New Englan 1.

To date, | have already coliected a consicerable amount of information from putlished
sources. However, an essential part of the project depends on inviting the views of
the MBA-related educators, employers, axd students/graduates. | would like to seek
your consideration of including your bus ness school in this study. My intention is 1o
study three business schools and their M3A degrzes in considerable depthend | am
hopeful that your's will be one of the three that | shall study. Please be assured that
any answers given to this research will te treated in the strictest confidence.

This study 1s concerned with the consensus and conflict in stakeholder perceptions of
management education in Australian universities |arr interested in gathering
individual perceptions which relate to tr2 needs and expectations of the industry, the
practices of the business schools, anc the overall effects of formail business
administration programmes. Inparticu’ar, the underlving assumptions that
construct such perceptions will be sougt t. This approach of enquiry 1s directed
towards exploring the causes and the nat ure of d fferences and similarities among the
various groups associated with this type of education. t1s likely that study of some
of the fundamental differences, for exar ple, wi 1 have direct benefits for each group.

| would like To have an opportunity to exblain to you further about this request. |If |
may, during the next few days | shall telzphone in order to arrange for an
appointment. | hope to occupy no longer than foriy-five minutes of your time.

| shall be most grateful for your co-operation in this venture.

Yours sincerely,

(Agnes Lau)

PhD Candidate

Department of Administrative and Higher Education Studies
University of New England



