Chapter 1

Introduction

This research explores how vell Master of Business Administration
(MBA) programmes offered by Austialian universities satisfy the needs
and expectations of three groups oi key stakeholders - the MBA-related
educators, employers and students,graduates. [n recent years, the MBA
has been widely considered as the inost recognised and prestigious
management degree offered by university business schools. It is a
qualification regarded as being the most desiratle education for senior
managers and a passport to success in the management echelons. However,
accompanying increasing demands for entry of MBA programmes, are
widespread discussions and concerns about the adequacy of the MBA degree
in meeting its stated objectives. [Ilnportant questions are being raised by
students, employers and educators :like in terms of the various facets of
the education offered: syllabuses, structures, teaching approaches,
relevance and quality, and above al. how cuccessful the programmes are in
enhancing managerial excellence ani orgarisational effectiveness. [MBA

education today is being seriously juestioned.

Within this chapter, the follcwing main sections form the framework

of introduction of this thesis:

! Background of Research,
2. Research Rationale anc Design, ana
3. Research Findings.

BACKGROUND OF RESERRCH

The researcher, who has been a i anagement educator for more thzn two
decades, has always believed that, in pre¢ paring and developing managers,
management educators are enthusiastic eoout what they do and derive satisfaction
from it. To these educators, the process >f teaching menagement topics and issues 1
challenging and often exciting.

This was certainly the experienc: of the researcher for most of her career
and, for many vears, she was confident asout her role and effectiveness as a



management educator. Inrecent years, t owever, a shirt of focus has occurred
resulting in the researcher becoming in:reasinjly concerned with her ‘clients’ In
the case of management education, the ‘clients’ are not only the students and
graduates, but also their employing organisations together with the customers these
organisatiors serve. Doubts have arisen init:ating questions such as: Do the
‘clients’ really benefit from management education in any lasting way? Is the
amount of time, effort and energy the researcher has invested in helping to educate
and develop managerial talents, a worthwhile endeavour? Are her guiding principies
still valid? Increasingly, it is difficult o answer these questions unequivocally.
Twenty years ago, the researcher was ccnfident about her contribution to the
education and development of managers ind these guestions never arose. were her
expectations more self-centered then, or is it really one of life's realities that
growth and development are partly aprozess of disilitsionment? However, she has
grown increasingly more uncomfortable and uncertain about her role and
contribution to effective business/manacement education and to the overall welfare
of her community.

From whence does this doubt anc role ambiguity derive? Are there other
factors besides age and personal introspaction underlying the researcner's doubts
about management education as a whole? A selection of observations made in the
overall business and management educat ion environment by the researcher cver the
past twenty-year period suggests that there are far more significant contributions to
the situation than the researcher’'s age axd maturity.

Problems Deriving From Current Management Education

Management education covers a vary wids range of education levels, from in-
house, in-service short courses at Diploria and Advanced Diploma levels of the
Technical and Further Education system, through to Master’'s and Doctoral degrees at
various universities and graduate business schools. Universities in Australia offer a
wide range of awards specialising in eitt er management education, or awards whicr
have significant management education components. For example, Master's end
Doctoral degrees are offered in Educational Administration, Business Administration;
Hospital Administration, Nurse Adminis ration and Leadership. However, there is
one degree which dominates nationally and internationally as being the specifically
designated award for the management world. 1t s the Master of Business
Administration (MBA).



The Master of Business Administration (MBA)

The MBA traces its origin to the ~urn of the certury when the first business
schools in the United States launched graijuate marageraent education with the MBA
degree. Over the years, this origin and its traditicnal ‘'generalist management’
approach has helped maintain the status of the IM3A, among other business- or
management-related degrees, as the most desirable acvanced preparatory
programme for senior managers in busir2ss and management. The provisior of an
MBA degree has become the central function of many business schools. This s
evidenced by the increase in the demand ‘or MBA piaces, coupled with widespread
editorial reports and promotions on the “IBA programries. MBAs are pubiicised
internationally and such publicity captuies the recognition of many aspiring
managers and their organisations. Statistics on the groewth of MBA degrees reflect
continuous demand. In 1892, more than 700 busciness schools in the United States
graduated over 78,000 MBA students. This comoares with the early 1970s when
there were less than 30C business schobls. In Australia, during the period 1987~
1992 there had been an increase from 7200 to rore than 1,000 MBA gracuates per
annum and the number of MBA programmes had grown from 15 1n 1986 to 35 in
1992. Most recently, Karpin's (1995:3C0) Australian statistics reveal that 38
business schools educate around 17,000 >usiness students and the MBA has become
the dominant model for the highest level »f managemen education.

In its early days, MBA programm s were geared primarily towarcs full-time
students. Today, however, many busines:;: schools offer programmes designed for
students in emplcyment who have lesst me to study. There are 2-year or 18 montns
full-time programmes which can also be studied part-time and 1-year intensive
structures catered for executives with aivance business backgrounds. There are also
distance and sandwich courses. In generil, MBA applicants are required to have
obtained a first degree and an average of 3 or more years of work experience Some
programmes also require the achievemen: of micdle to high scores in the Graduate
Management Admission Test which is a s andard sed m=asurement for general verbal
and mathematical abilities. This apparetly higa entrance requirement to an MBA
programme is des:gned to attract qualified professionals, well-educated and
experienced after the initial stage of a career, who are seeking preparation for
advancement in a senior management car zer.

A typical curriculum of the MBA programme reflects the traditional
‘generalist management’ approach - that is, to make senior managers into highly



competent ‘generalists’. MBA educators stress tne acquisition of ‘specialist’ or
‘functional knowledge as essential to ‘'ganeralist’ managers. Sucn Knowledge
includes, among other business and mar agement disciolines, specialisations in
Accounting, Finance, Economics, Operations Managemant, Information and Cecision
Analysis, Marketing, Statistics, Strateqic Planning, Law, Organisation Studies,
Public Sector Management, General Maragement and Quality Management. The
specialisation in Organisation Studies, ‘or exarple, covers topics such as Ieadership,
group behaviour, motivation, ethics, human resource management, and the like.
This specialisation has been generated i1 recent. years by social scientists observing
how managers manage. However, this specialisation i3 often considered optional or
occupies a small part of the MBA progre mme which traditionally focuses on business
disciplinary knowledge and analysis.

As will be seen in the literature review in Chapter 2, the generalist approach
of MBA programmes provides a depth of <nowledge of the corporate world fcr
students who are professionally qualific d and experienced, but without any basic
business education of a formal kind. To many of these students, the MBA may well be
an eye-opener on how the commercial world operates and a worthwhile opportunity
for expanding their knowledge and think ing, sutsequently enabling them tc be more
effective in managerial practice. Being the prime exemplar of education for
managers, the MBA programmes are an 1mportant bridge between management
educators and the world of practising managers and are a means of keeping the
educators up-to-date on the problems ar d challenges facing companies and the
executives who operate them. The programmes also provide an important scurce of
business and management techniques for- employers ard their organisations and
expose managers to viewpoints whichmray be different from their own.

Many other fruitful aspects of M3A experiences have also been reported in
the Titerature, including students acqui~ing apgreciation of the modern corporate
world and a variety of ideas; learning of tew techniques of analysis, one of which is
the guantitative abilities to identify anc analyse problems - a way of thinking or
mind-set which evaluates alternatives in terms ¢f costs and benefits and a precess
which is regarded as the key part of management, making new contacts and networks;
developing a business vision, global and juality awareness; personal growtnh and
stimulating learning experience; opport:inity to excel; and fulfilling develogmental
needs of managers. It appears that the MBA degree may play a vital role in steering
students and graduates towards managen ent excellence and organisational
effectiveness.



The problems

During recent years, increasing incertainty and perhaps disaffection appear
to have developed with regard to manage ment education in general, and with the MBA
degree in particular. Thisresults in uncertainty and disaffection which inevitably
impacts on the development and quality >f such highly specific education. ‘what might
have been a trend two decades ago, has n»w become an issue. Constider the following
issues:

1. Purpose and objectives. S managjement education in Austral a merely

concerned with developing managers? 15 it purely concerned with strengthening
organisations? Or is its real purpose to impact on the customers that the
organisations serve, in such a way that Austral ezn society can benefit? Current
management education appears to chiefly address the first question. Answers to the
other gquestions are equivocal, so the inv :stment of effort and resources by all those
associated with this type of education (such as educators, employers, students and
graduates) must also remain gquestionab e.

One school of thought suggests that the pupose of management education is to
focus upon the acgquisition of relevant knowledge and te cultivate the cognitive
abilities of the educated manager. Surel/ the obvious strategy would be to
concentrate on programmes which do bo™ h, by teaching useful knowiedge in a way
which also ensures that graduates will t ave been trained to think It would appear,
however, that many management prograrimes with high technical content often
surrender the latzer objective in favour >f knowledge quantity, forcing students to
surrender the development of their own opinions. When this happens, not only is the
objective of the education unclear, but awy well-intended purposes are negated.

2. Curriculum - for example:, the ‘general management’ puzzle Most

MBA programmes, being the prime exembdlars of education for managers, include
‘general management’ as a major compor ent of the cur~iculum, the focus of which is
rarely clear. Most of the MBA programm es teach a very wide range of business
functions and strategies at an appreciation level, but soecific management skills
training is not seen as broadly appropric te. How/ the 'general management --elated
programmes relate to different levels of management or the development of the
managerial career is rarely argued or e<plained For example, MBA programmes
are usually advertised as being designec for senior-ievel managers, but their a11-
embracing ‘'general management’ syllabLses rarzly appear to provide the variety and
depth of both knowledge and skills whict are relevant 1o this level of managers.



3. What do managers need t)know’ It is increasingly difficult to obtain

definitive or even confident answers to this question “rom either educators or
managers. To many educators the answ :r appears to be in the teaching of numerous
concepts from economics, statistics, m:ithematics, accounting, law, research
methods, p-ychology, communications, and the like. Management literature, on the
other hand, continuously portrays the rajority of business managers as operating in
a management framework of communice tion and feedback through making decisions,
gathering information, interpersonal relations, problem=solving, managing and
leading others.

There appears to be a general lack of clarity about the Kinds of problems
managers experience at work, the skille they finc most useful for managing people or
making decisions and the types of inforriation they find most relevant. what 1s
clear, however, 15 that the activities of practising managers and the resultant
managerial profile differ markedly fromi what has been portrayed by management
education programmes as typified by th MBAs. Zducators of these progranmes
appear to have assumed a particular anc narrow definition of management and are
unresponsive to, or have made no effort to determine, what managers actually do or
should do and what they should know in order to be effective.

4. Functional approach vs Cross-functional approach. Just as a typical

management education curriculum incluies funcional areas such as marxeting,
accounting, operations management or e::onomice, so educators teach parts of the
curriculum in isclation from one anothe~ There would appear to be little effort
required in integrating the points of view of various disciplines. For example,
quarterly sales problems impact on sch:duling, costing, warehousing and personnel,
together with rewards and motivation of sales geople of the organisation, buz this
kind of Tinkage is rarely covered inMB# programmes. Management probiems of this
nature are systemic and require cross-f unctional analyses of the disciplines.
However, more often than not, this kind >f systemic 1ssue — which is the difficult,
but the real, part of management - is no: addressed in the curriculum and students
are left to ‘put the pieces together themr selves. -t appears that current management
education programmes are designed to teach functional competency, not cross-
functional management.

S. Management Education me¢ thod. This is the subject of continuous

debate between employers and educators. Employers tend to view on-the-job
experience and action learning as the mcst relevant way to develop managerial skills,
essentially because the process is flexible and addresses organisational
contingencies, such as time, task or act vity demands upon managers. On the other
hand, students of academic management orogrammes a~e required to comglete a



series of relevant subjects, knowledge ¢ which they can draw upon 1o respond to the
many contingencies that they might face in a menagement situation. While each

method no doubt has its merits, each also implies an ‘assembly-line’ style of
education or training package where managerial students have little opportunity for
choice in their cereer development interzsts. Additionally, there is little evidence
that the two methods involve any interactive process and each appears to discourage
potential managers from pursuing life axd career goals.

6. The ‘'Clients” are not hapcy. The management literature abounds in

critical remarks about the state of manegement education as typified by MBA
programmes. Task forces sponsored by covernmsant have suggested that management
education has become anachronistic in the current climate of change characterisad by
globalisation of the economy, increased :ompetition, increasingly complex
technologies and the changing composition of the workforce. Business leaders and
employers claim that management graduites often lack practical skills, have not been
taught relevant and appropriate leadership skil s and, more important, are unable to
manage real organisations. Students anc graduates voice similar concerns as they
face the frustrations of recruitment anc employment. Inrecent years, these
criticisms appear to have caused many v anagement educators to seriously evaluate
their curricula. However, their respons s (and tnhose ¢f their business schools) to
this challenge to change, vary widely. It is not clear if the need for change lies

solely, or even mainly, with managemen . educators.

The Need For Change In Management Education Is Critical

Government inquiries

Criticisms of this nature and calls for change in management education are
current and, as will be seen in the literc ture review in Chapter 2, are frequently
documented in management literature of the past decade or so. During this period
there has also been a number of governm :nt-conrmissioned studies and initiatives on
management education in Australia. Fcr example, the Ralph Report (1982), the
Training Guarantee (Administration) Act (1920), the /nterim Report on the
Benchmark Study of Management Development in Australian Private
Enterprises (1990), the Australian !lission on Management Skills {1991),
and more recently the Karpin Report (f the Industry Task Force on Leadership
and Management Skills (1995) and the Report on Quality and Standards of
Management Education (1996). These s .udies have been mainly concerned with
analysing probiems and opportunities of inanagerial education and development and
advising on viable options for improving juality in Australian management education.



The Karpin Report (1995) is the most recent, large-scale study on
Australian management and leadership <kills ard explores the chatlenges likely to
face management education in Australia in the coming de‘cade, as a consequence of the
way the country prepares its business lzaders, manacers, educators, traine~s and
related government policy makers. The ~eport noted that massive changes in the
domestic and international business worlds have creatzd a set of broad strategic
issues which must be the focus of the fu ure agenda of management education.
Significantly, the report warned against complazency, cautioning those assoc¢iated
with management education, particularly the educators who have traditionally
occupied the decision-making role in such education, to address these issues, or fail
to prepare students with the attitudes ar d skills necessary to manage the difficulties
and opportunities which await future business eaders.

International develop nents

Internationally, similar questios regarding purpose, objectives,
curriculum, content, approach and methcd of menagement education and its
effectiveness to students, graduates, err ployers, orgarisations and business
communities have also been raised. For example, Porter, et a7s (1988) three-
year, large-scale study on the future of nanagement education and development in
the United States identified, among othe~ issues, the particular content commonly
found in a business curriculum and the signif:cent lack of attention given to ‘people’
skills. His views were echoed in much ¢f the management literature across the
United States, Britain and Australia by commentators such as Day (1988), Banham
(1989), Turner (1989), Whitley (1963), Qu ilien (1983}, Watson (1993) and
Karpin (1995). Prominent managemen: write~s sucn as Schein (1988) and
Mintzberg (1989) of the United States have been concerned with the qualities of
education which managers require to be successful in the 1890s and beyond. Their
views were endorsed by many subsequent international writers (Bain,1892; Linder
and Smith,1992; Syrett, 1993) who rais:d questions about the slow rate of change n
management education.

Management literature also sugg-sts a continuing exploration of different
models of management education; for example, “he "American’, the 'Japanese and the
‘European’ models have been compared by researchers such as Edfelt (13988),
Luthans (1990), Cannon (1991), Portzar, et a7 {(1991) and Dufour (1994). Out
of this comparison has emerged another trend in management education which is



referred to as 'leadership education (Jones, 1985, Forter, et al,1989; Karpin,
1995). It appears that the emphasis on business’ in management education is the
focal point of concern (Orpan,1987; Kavanagh,1891; Talbot, 1993; Dunston,1991)
and there is a continuing search by manegement commeantators for alternative
approaches or a ‘generic’ model to educa:e and cevelor managers (Dertouzos, et
al,1989; GMAC,1990; Louis,1990; Green,1991; Wechsler,1992; Foggin, 1992;
The Australian Financial Review, 1993,

Previous research on rnanagement education improvement

Similar to her many colleagues iy manacement education, the researcher
would like to think that she is doing an effective job preparing students for a
management career. However, the perceived problems, the criticisms and the
various national and international inquiries intc management education have
established, at least inpart, that despite their good intentions educators must
contribute a great deal more than they h: ve done o date to the improvement of
management education. while accepting that the need for improvement 1n
management education is imperative, th s realisation is nevertheless disturbing.
Equally significant is the fact that neit! er the literature nor previous research has
addressed the necessary improvement ar d attendant development problems of
management education,

Perceived problems, criticisms « nd inguiries aoout management education
have, in the main, identified the reasons for imgrovement to, or modification of, that
education. There are discussions on various facets of management education, such as
structural and financing adjustments, tf e content of curriculum, the role of business
schools and others. There are calls to deviate frem the traditional business
curriculum and demands that business s :hools cefine a particular mission in
graduate business programmes, as well 15 provide specialisation in individual
programmes to satisfy the diverse needs of the business community. Others
emphasise the need to focus on skills development in management education.
However, underneath these broad suggestions for improvement, specifics regarding
what Kind of changes are required or the type of imprcvements necessary are not
clear. More important, the process of how to change and improve management
education, when it is addressed at all, is even more ambiguous.

while there 1s substantial literature on the development of management
education, research in this field focuses in two broad categories of issues. In
research dealing with contextual issues surrounding rnanagement education,



funding situations, monitoring bodies, dovernment intervention, the roles of
business ¢ nools and business educator s, the s:ructure of curriculum and
curriculum design and market and organication demands for effective management
skills and leadership have all received ¢ ttention inresearch dealing with issues
related to curriculum content, the emphiasis has deen on business and manzgement
theory, together with management tectiques or skil's. However, there has been
littie research in synthesizing the conte xtual and content issues in the pursuit of
working towards a comprehensive under standing and cevelopment of the management
education process. To this researcher, knowledge of the systems within which
management education operates or knowledge of all the theories of business
management, does not ensure effective :ducation or the appropriate preparation cf
managers.

what i1s needed 1s to expand unde rstanding and awareness, perhaps through
directing the focus of research towards more nclistic studies, 1f management
education is to become more effective end more workplace relevant. Similar
situations have been researched at various leve s, principally in other countries and
especially in the United States but, as v ill be seen from the Literature Revisw 1n
Chapter 2, Australian researchers have iargely limited their attention to individuzi
aspects of the overall business managen ent complex, and 1ts associated formal
education provisions, without any attemoat to dezl with the whole complex in a

comprehensive manner,

RESEARCH RATIONALE AND BESIGN

The Rationale And Besearch (luestions

what appears to be largely miss ng from the relevant literature and research
is an understanding of the attitudes a d viewpoints, and in turn the behaviours
and practices, of those important stakeolders who are directly involved with and
participate in the managerial educationz 1 process and who play essential roles 1n
determining the effectiveness of that ecucation While there may be many
stakeholders in management education, those m)st involved and concerned are the
educators, the employers and the studen:s/graduJates. More often than noz, the
11terature of educational improvement tends to focus on the educators, to the neglect,
or even exclusior, of the other groups. ~raditionally, management educators have

been the providers, while the employer: of graduates have been the usersand



students/graduates have been the practitioners of the education. The individual
investment of time, energy, effort and finance rake each of these constituents a
major stakeholder in management educe tion, in terms of their own effectiveness and
In terms of the Australian economy. Ir achieving aproper, balanced interaction,
these groups of stakeholders must deter mine th2 effectiveness and success cf
management education in Australia.

The rationale for this research i1s based upon “his premise. The underlying
research hypothesis is that understand ng the interactive process between the three
constituent groups of educators, employars and ctudents/graduates 1s essential for
the determination of relevance, effectiyveness, development and future direction of
management education. Understanding >f the values, that is

- the assumptions (taking something fcr granted),

- the needs (requirements; necessities; feeling the lack of somethirg), and

- the expectations (something 1ooked forward to; expectancy; hope)
which underlie tnhe perceptions of these three groups as they interact anc as they
view the state of management educatior would appear to be critical. These
perceptions form the basis of group beaviours and practices and, if understood,
should generate answers to many still uranswered guestions about managerial task
requirements, appropriateness and rele 'ance of both knowledge and skills, together
with effectiveness of methods and apprcaches o education and development. By
exploring both consensus and conflict be tween these perceptions, it 1s hoped that
solutions to current problems as well as the cevelopment of strategies for on-going
development of management education ¢ in be found.

This research will explore the perceptions of selected groups of educators,
employers and students/graduates. The Master of Business Administration (MBA)
has been selected as the basis for inves igation. In Austratia, the MBA has been for
many decades and remains as the prime :xemplar of management education for
practising end aspiring managers. Inrecent years, while retaining high market
demand, the awardhas been the focal point of disaffection among employers, studants
and graduates and within the business community generally. This paradox has also
been extensively documented in the literature and it would therefore seem most
appropriate to investigate these perceiv:d problems of management education in the
context of MBA programmes. It can well be assumed that whatever is concluded from
such investigation will have a cascade ef fect upcen all related management education
programmes.
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Though broad in scope, the ma nResezrch guestion is this: How well do the

MBA programmes offered by Austrilian universities satisfy the needs and
expectations of educators, employesrs and students/graduates involved in
the management education enterprise? This i5 the broadest question waich can

be asked in this research.

In crder to narrow the focus, th: follow ing sulyguestions dealing with topics
specifically explored in the interviews, observations, documents and other archival
material were raised

!. What assumptions underlie the values and convictions
responsible for perception differeices between educators, employers, and
students/graduates with regard to the purposes, objectives and outcomes
of Australian MBA programmes?

2. What perceptual cons nsus end conflict exists beltween
educators, employers and students/graduates with regard to the purposes,
objectives and outcomes of Australian MBA programmes?

J. How do these perceptons influence the satisfaction of needs
and expectations of these three groups?

4. What are the needs aid expectaticns of these three groups

relative to the management education enterprise?

Answers to these questions wil allow the development of a grounded theory of
implications and recommendations. The following questions complete the
investigation

5. What are the implications of these needs and expectations to
the modification and/or justificat.on of IMBA degrees in Australia?

6. To what extent is MB4 education critical to the achievement
of short-term and long-term manajerial and organisational effectiveness?

7. what is needed for tte MBA degree to be accepted industry-
wide as the most desirable and aporopriate formal programme for

management education?

These research questions are designed to obtain a comprehensive view of the
nature of uncertainty and disaffection towards current MBA degrees offered by
Australian universities. while the lite -ature of management education clearly
indicates an awareness of this deficien situaticn, there is little or no agreement
between individual commentators and researchers as 10 the causes of the deficiency

or, among cther issues, of the appropric te educztion and development in the



management enterprise. Why is there s 111, after all these years of delivery of and
research into management education, nc apparent consensus between providers,
users and practitioners of that educatior as to the management market needs or
expectations and the satisfaction of those neecs?

To address this mystery, it is necessary -0 elic't specific data about the
perceptions of educators, employers and students/gracuates who are closely
associated with the degree and highlight the assumptions which underlie their values
- convictions, needs and expectations. Cifferences anc similarities in these values
impinge on individual purposes and objectives of the MBA education and, in turn,
effect different behaviours and practices towards the outcome of the education. To
complete the investigation, it 1s essential to explore the relationship and interaction
between the three constituent groups -« process which is singularly neglected in the
literature. Perceptions collected, collatad, comoared and analysed across the three
groups should consolidate a total perception of the short-term and long-term
education needs of the management ente-prise, ‘rom which implications for
improved provision and implementation of MBA progremmes should become evident.

The Design

The gualitative paradigm has bee«n chosen in the design of this research
Within this paradigm, approaches of Ph::nomenology, Hermeneutics and Symbolic
Interactionism have practical data collection and analysis implications to the
research. The research process is based upon the perceptions of MBA-related
educators, employers and students/gradiates. These perceptions, together with the
values and pre judices associated with trem, will be interpreted with a view to
identifying and clarifying the areas of ccnflict ard consensus which emerge from
interaction between these three groups Interviewsa~e the primary tool of data
collection. Interview questions have been generated inzo five broad categories of
research variables. These are:

- the nature of management,

- attitudes to management imprcvement,

- current MBA programmes,

- usefulness of MBA programme 3, and

- future MBA programmes.
within these categories the following sianificant issues have been targeted for
specific attention: managerial tasks, skills and knowledge; critical areas, methods
and measurements of management imprivemen<; MBA-related content, structure,



students, educators and their business < chools; effectiveness of current MBA
programmes and graduates and impact (n the business community; and future outlook
and expectations of the MBA education.

Three Australian business schoc1s which of fer MBA programmes were
selected as the venues of the research, namely the Australian Graduate School of
Management of the University of New Scuth Wales, the Graduate School of
Management of the Macquarie University and the Graduate School of Management and
Public Policy of the University of Sydney. The rmost significant reason for choosing
these business schools is that their MB.A programmes are long-established, are
nationally and internationally recognised and enjoy high demand by students. The
researcher believes that views of the M3A-releted educators, employers and
students/graduates from these three schools must be broadly representative of those
likely to be expressed by other Austral an unive~sities.

Altogether, 25 MBA-related edLcators, 26 MBA-related employers and 24
MBA-related students/graduates of thes2 three schools agreed to participate in this
research and were interviewed in depth

THE RESERRCH FINDINGS

From the foregoing discussion, it can be anticipated that the data will
highlight the widely publicised claims that management education provided 'n
Australian universities does not adequa ely or appropriately serve today's business
organisations. The data should, therefor 2, clarify what and where the deficiencies
are, how such de“iciencies have emerged, who (individuals, groups, organisations;
are and should be responsible and how tre situation might best be addressed.

If the data show that managemer: education offered by Australian universities
is inadequate or inappropriate for today's business organisations, the gap between
what management education promotes ar d the tyoe of nanagement education needed,
even demanded, by industry will be reve iled. Assuming that educators, employers
and students/graduates differ in many o’ their assumptions about the purposes,
ob jectives and outcomes of such educaticn, the significance of these differences and
what may be similar will also be identified by tne data. Any perceptual mismatch
among the three groups regarding both tf e management process and what and how



managers should be developed will undoubtedly nfluence the satisfaction of
individual needs and expectations of mar agement education.

These data should alsc expose th: resultant behaviours and practices of each of
the groups. For example, does each growp value and achere to its perceived
individual needs and expectations? Is there evidence of co-operative interaction
among the groups, or that short-term o long-term manageriai and organisational
effectiveness has been achieved by management education in general and MBA
programmes in particular? Would the data indicate that the responsibilty for
current problems relating to managemerit education offered by Austratian
universities lies not only with educators, but also with employers and, perhaps to 2
significant extent, students/graduates?

Findings of this nature should reveal important implications for the
improvement and development of management education. To start with, should there
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be a great dec! more consensus among tf e groups” If $0, can more consensus be
achieved through examining and remode ling individual value-systems anc
practices? For example, in changing val ses, shculd educators focus the education on
the customers, view change as beneficic] and be willing to shift priorities” Should
employers' expectations of the educators and business schools be more realistic, and
should they take initiative in addressing the educational problems which they also
partly-own? Should students/graduate;; undertake responsibility for seif-
development and adopt a proactive stance with respect to their own educational

experience?

In addition, in changing practices it may be essential that educators effect
cultural change in the business schools, ~ecognise the gap in customer
understanding, establish partnerships w th empioyers and students/graduates, so as
to serve the life-long educational needs »f managers and help the managers to help
themselves in their career development. For the employers, 1t may be essential that
they clarify the requirements of managei's, investigate the broad and specific issues
of modern business, build partnerships v ith educators and students/graduates
through maintaining meaningful dialogues and better manage investment in tne
education of their managers. Students/(raduates, in tneir pursuit for continuous and
meaningful education and development, riay need to build mutually beneficial

partnerships with both educators ana empioyers.



Finally, 1t is also anticipated tha: data will highlight the function of
government in management education. R:presentad by task forces such as that of the
Karpin ingu'ry {19395) into management and leadership skills, the government may
play an essential role in facilitating the improvement and development process of
management education in Australian unisersities.

THE FOLLOWING CHAPTERS

In the following chapter, the relevant litsrature of management education is
reviewed with the aim of demonstrating the extensiveness of that literature,
highlighting the Tong-term and consister t criticism of deficiencies in the provision
of management education; identifying thyse areas where researchers and/or
commentators do not agree on either the details of the problem, or on potential
solutions to the problem; providing a fremework. for endorsing the significance of
this study, as well as providing a basis ( pon which results may be compared with
those of other studies; and validating the place o° this study in the total literature of
management education research.

The notion of ‘business’ has becorie the central theme of management
education (Chapter 2; page 36), leading 1o the terms tusiness education” and
‘business and management education’ being used when cften 'management education’ 1s
addressed. In the remaining chapters of :his thesis, these different terms will be
simplified by the use of ‘'management edi cation’.

Chapter 3 deals with the methodc logy us2d in this research, describing its
implementation, particularly the processzs of deta collection and data anzlysis.
Chapters 4, 5, 6, 7 and 8 analyse the dat: collected; while Chapter 9 discusses the
implications of the analysis and Chapter 10 concludes the research with
recommendations and suggestions for fu ure reszarch.



Chapter 2

Literature Review

INTRODUCTION

During the past decade ther¢ have been, as evidenced by a vast
literature on the topic, considerab,e discussions between the public and
private sectors and the tertiary teaching institutions about the importance
of management education and about the adequacy, or otherwise, of its
provision. These discussions, coutled with student demand, have
apparently resulited in a proliferat on of various management education
programmes in the institutions of iigher education. For example, the
Master of Business Administration (MBA) programmes alone, (not including
personnel management and other acministration and business management
courses offered through technical and university institutions, to say
nothing of consultancies in in-hous2 - in-service - programmes in varijous
aspects of the management enterprise), are now offered through over 38
institutions in Australia (Australi:n Financial Review,1996), compared to

10 years ago when there were onls 15 (Karpin, 1995).

During the same period there has been a marked increase in the
number of employers, in complying with the Training Guarantee
(Administration) Act 1990, willing to commit funds to encourage their
managers to acquire relevant manauement education. (This Act was
subsequently amended and ceased t function in 1994). However, even a
superficial survey of media releases over this period and the current
years indicates concern, if not discffection, with the level of effective
managerial knowledge at the 'work face. Most recently, the Karpin Report

(1995) removes any doubt aboul th:> existence of this concern.

In view of the vast literatur2 associated with management education
spreading over many decades, this literature review will concentrate on
written material of the past 10 to 15 yea~s relative to this concern. At
the same time, selected factors considered by this researcher to be most
significant in the development of management education will be reviewed.
These factors represent jssues which are constantly debated between

management commentators.



For example, there are issues on what management js about, the way
it impacts on management education, the different types of management
education and development availabl: - and how the current state of
management education affects educators, students and employers. In the
course of these debates, character.stics relating to the tradition of
management education, its presenc? and its future, the curriculum design,
the pedagogical process, the quality and standard, the business
environment, the practice and incl nation of teachers, students,
employers, and above all, the manzgers, also emerge. This review aims to
identify and highlight these characteristics which have been proved

decisive in the development of mar agement education.

These factors and character.stics reflect a complex developmental
stage of management education ove~ the past 10 to 15 years. For clarity
in charting such complexity, it is essential that a clear framework for
illustrating this development be pra2sented in the literature review. For
example, the review should begin bv illustrating the need to understand
what management is and what man:gers do before proceeding to what they
should know and how they can best acquire this knowledge. [n addition, the
latter part of the review should reveal how the educators, the employers
and the students and graduates of rianagement education relate to one
another, as well as to their overall impact on the current state of
management education. For this pu-pose, the following main headings form
a useful framework for presentation.

. What constitutes effective manag:ment?;

What is Management Education?,
The Typology of Manaunement £ducation;
The Providers of Man:gemen!t Education;

The Users of Managemzant Education, and

S

The Practitioners of llanagement Education.

It should be noted that consiijerable effort has been given by this
researcher to retrieve literature on management educalion and related
issues, in which a number of local and global searches, some under several
periodical indices, have been condu:ted it transpires from these searches
that a large percentage of this resvarch material originates from the

United States and FEurope, and comparatively very little has been written



in relation to the Australian conte:t. While the research reported in this
thesis is Australian based, nevertteless, this researcher believes that the
international literature reviewed r2presents many of the characteristics
of the Western Hemisphere which ae similar to those of Australia and that

it is therefore adequate to reflect Australian management education.

The literature search has be:n extensive and has included both
national and international sources. Education and business indices have
mainly been used as a basis for th:» search. As envisaged, descriptors
which can be used to generate appropriate data are wide-ranging in view of
the encompassing nature of this research. For the purpose of selection,
descriptors used which indicate the areas of focus of this research were:
adgministration, management, mana¢ement competencies, management
skills, organisation,; organisation effectiveness; organisational change,
Total Quality Management, leaderstip, management education; business
education; MBA, management development;, management lraining,
evaluation, managementl research, ousiness rese¢arch, adult education,

liberal education, educational rese.arch,; and others.

In addition, MBA brochures aid publicity materials from selected
business schools in Australia, the United States, Britain and some Asian
countries have been used. Therefore, the literature resources used have
been generated from texts, periodicals, government reports, press
commentaries, publicity releases ard public records, all of which the

researcher believes are invaluable source of data for this research.

IHAT CONSTITUTES EFFECTIDE MANRAG :MENT?

Management And Managers

For several decades the question what constitutes effective management™?’
has been a topic o° constant debate amon¢ management commentators and
practitioners. Kotter's "The General Mznager” (1982) echoes the concern of other
researchers (Katz, 1955; Mintzberg, 197 3; Stewart, 1984) that a large gap still
exists between coenventional wisdom on ranagement functions, tocls and systems, and
actual managerial behaviour. Kotter's fixdings ¢cn what successful generel managers
do - such as being less systematic, more informal, less well organised, more
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frivolous - raise serious guestions abouit managament education which reiies heavily
on management ‘theory. These guestior s, and especially the characteristics of
effective management, continue to be e plored.

However, despite 'seventy-five rears of management education to draw upon’
(Stewart, 1984, in reference to the 7Sth Anniversary of the Harvard Business
School in 1983), it remains true today :hat 'no cne knows exactly what a manager's
jobis. A general survey of managemer t litereture up to the early-1980s also
confirms that there has been surprisin jly little in-depth research into, cr
systematic building of know ledge on, the manager's work. More recent lite~ature
still reflects Brianas' (1987:17) concern that:

In these days of sophisticated technology that can take us to the
moon, and ‘modern management methods’ that business schools and
schools of management espouse, it seems extraordinary that little is
known about what managers do.

The search for the key to effect ve management began nearly 100 years age
when the first management schools wer 2 set up in the United States. Sisson & Storey
(1988) recorded that the initial emphasis was on generating theories of management
which would provide the necessary understanding for improvement of practice. The
classical management theorists of the e-a broucht to our attention that management
functions involved planning, organising executing and controlling. Many of the
discussions at the time revolved around :he concept of management and what
constituted the process of managing. Ho vever, despite decades of widely differing
images of the reality of organisations, ¢s presented by theorists, the search has
proved elusive (Morgan,1986). Inretrospect Cave and McKeown (1993:122)
argue that:

The major problem is that tte concept of management is uncertain
while the primary activities of an organisation - creating,
marketing and exchanging gocds and services - are easily
observable, the processes of managing which give broadly-based
purpose, direction and order to thece activities are often less
clearly visible and are closely embedded in the total action. It is
problematic to attempt to separate management from the other
activities of an organisation and to isolate it from the context in
which it takes place.

It is not surprising that attentich eventually turns from the study of
management to the study of managers. The pionsering studies of Mintzberg (1973)
and Kotter (198Z) demonstrate that whit managers do can be observed, recorded and
analysed. Mintzterg's empirical study cf the behavioural characteristics of



managers has lec to ‘arealisation that there are significant diffe-ences between the
actual behaviour ¢f managers and what 1as been conceptualised in earlier studies’.
Observing managers in action has becorie a mora common research approach in an
attempt to 1dentify what managers neec to be good at. increasingly, the prevailing
assumption of the classical school, that he management task contzing a set ¢f
generalisable functions, is refuted.

Stewart (1884) supports this case by pointing to an increasing number of
organisation managers who feel compel ed to break out of their organisation’s
routines, convinced that 'variety is the 2ssence of managerial work'. Her research
reveals that the demands of one manager 's job differs significantiy from those of
another - even in the same organisation so too are the demands of apparently
simtlar jobs in gifferent organisations. Additicnally, there can be significant
changes over time. The nature of the task of even the top level managers in an
organisation (who can be said to fall in ¢ a ‘gereral’ manager group) is far more
complex than 1s often assumed. In 1982, contrary to the prevailing formal
rationality’, Kotter predicted the essent al character of general managerial work as
being reactive and fragmented and that there could be significant differences from
one situation to another.

Management commentators on th2 whole support these researchers' criticism
that traditional theory-led management thinking has failed to develop the real skills
required for managing effectively, such ¢ s the ab:lity to develop effective teams, to
take risks, or even to obtain detailed kncwledge of business operations. However, the
real limitation in the reports of these ot servational studies is that they reveal
nothing about the competencies needed for an effective manager. Although supporters
of the behaviourally based model (Mintzoerg, 1€73) claim that identifying the roles
of managers and obtaining a general understanding of how managers behave, teach
managers how to manage, yet Hales (1536:89) argues that:

This knowledge is still only rartial as it says much about what
managers do, but little about what they ought to be doing to be
effective.

Thorpe (1930:4), while examininj the state of management education in the
United Kingdom 1r relation to what mana jers actually do, expanded Hales' idea that
there was also:



.......... the question of whether the studies of whatever aspects of
managerial activity or competence mentioned described good or bad
managerial behaviour,

as Hales had pointed out that no study hed sought to compare managers with non-
managers. Luthans (1987) also emphas sed that none of the behavioural studies
explains the intentions underlying the observed activity, or attempts to discover the
outcomes; and that the relationship between intentions, actions and outcomes is
cruciat if an attempt is to be made to suggest what managers are expected to do, or
what they should do, in order to be effe:tive. Sisson and Storey (1988:5) a's0
insisted that no simple answer to the problem exists. While more and more
managers are expected to demonstrate bre:havioural characteristics associated with
innovation and enterprise, according to he two researchers:

The one thing that organisatiins ignore at their peril is to seek
definition of what they expect their managers to do.

It is now zpparent that the language of the management theorists is vastly
different from the language of managers and, as aresult, may not be personaily
meaningful to the practice of managem: nt. Viljoen (1990:11) argues that:

Management is an amalgam o! highly personal choices: about how to
use [the manager's] accumula:ed talents; about the need to work
with subordinates; about the need t> give to subordinates; about how
to deal with specific constraints and the demands of their jobs; and
about choosing an approach to managerial activities with which [the
manager] feels comfortabie.

These characteristics differentiate the concepts of major theories of management, in
that such theories underplay the import: nce of the use of personal attributes in
management and the need for managers to both work with and develop others in an
organisation.

The Competency Movement

The inconclusive results of resecrch inte what managers do has prompted
continuing research to determine what g :neric competencies successful managers
have or need to have (Cave and McKeowri, 1993). The search began in earnest in the
United States in the 1970s and was higr Iy publicised in the 1980s in the United
Kingdom. The establishment of the American Management Association (AMA) and
Britain's Managerent Charter Initiative (MC!) at the early stage of the movement
intensified the respective governments’ and industries’ commitment to develop the
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competencies of managers. The AMA, base 1 on interviews of more than 2,000
managers in 12 organisations, initiated a g2neric model which identifies
competencies specific to the particular jot of a manager. This model contains
clusters of competencies in S basic groups - goal and action management; leadership;
human resource management; subordinate Jirection; and focuses on others.
Specialized knowledge is also an integral part of the derived model (Boyatzis, 1982).
Managerial competency is broadly defined «s:

.......... a generic knowledge, motive, trait, social role, or skill of a
person linked to superior performance on the job.

(Hayes, 1980:69)

Keys (1988) regards the competency moverrent as the most extensive
attempt of the management education and development field to reappraise itself in two
decades. At the early stage of the movemer t, research of Burgoyne and Stuart
(1976) identified a number of qualities fou1d to be possessed by successful
managers. This initial research has been s ibsequently elaborated - for example,
Snell and Reynolds (1988) expanded the number of attributes used by Burgoyne and
Stuart. Thorpe (1990:5) summarised Burqoyne and Snell's work and Figure 2.
presents his picture of managerial competencies.

Figure 2.1 Managerial Competencies - A Summary

IS

1. Working knowledge 2. Working knowledge 3. Funcuonai . Interfunctional S. Mastery of
of the —-1 of organisational  — competence familiarity b=t managena!

orgamisation pohicy techniques >

: 6. Organisational 7. Organisational and 8. Interpersonal 9. Proolem solving i 10. Leadersnip and 1. Powers of
ang environmental —- political — sensitivity commang == persuasion
awareness attunement

: 12. Team geveiopment 13. Coping skilis 14. Rehabslity and 15. Concern fo* 16. Inttiative
skitls — perseverence excellence -—>

open-mindedness [ agility — onentation Competencies 6-16 = Level 2
Competencies 17-20 = Level 3

Q 17. ingenuity and 18. Conceprual 19. Self-developme nt 20. Self-awareness Competencies 1-5 = Levei 1

(Source: Thorpe, R, (1990), Alt¢rnative Theory of Management
Education, Journal of European Industrial Training, Vol 14, No 2, pp 5)




AS explained by Thorp, the compztencies fall into three levels:
- Level 1 represents the kinds of basic knowledge and information
which managers use in making d:cisions and taking action.
- Level 2 represents speci-ic skills and ettributes which directly affect
pehaviour and performance. The ;e competencizs allow managers to acquire
the basic know ledge and inform: tion involved in level 1.
- Level 3 are those qualitic s which allow managers to both develop and
deploy the skills and resources n level 2.
This model can be likened to an iceberg. Level isvisible and is readily tackled in
traditional management courses. Levels 2 and & are less tangible, having less to do
with content and more to do with contex: and process.

The generic nature of similar de’initions, summaries or expanded versions
(Boyatzis, 1982; institute Of Manpower Studies - UK, 1889) of the competency
approach has been highly criticised beceuse, as in the carly days of studies ¢n the
nature of management, it is difficult to ¢ ccept that the competency characteristics
are common to the 'whole class’ of succe ssful managers. In additicn, there 15 no
explanation as to how these characteris.ics might be broken down into narrow sets’
of competencies in the first place and tyen eventually be re-combined or re-
constituted for integrated managerial performance. The kind of synergy that may
take place remains a clear limitation. Major criticisms of competency attainment,
as highlighted by Burgoyne (1889), revolve around issues such as:

- emphas’s appears to be on skills;

- competencies are not easily separated;

- generalisation over a wide rance of industries, managerial functions and

activities;

- permanence of listing of compe tencies, given the nature of managerial

WOork;
-unclear representation of ethical and moral content; and
- undefined relationship betweer individual cornpetence and collective or
organisational competenc .
The last issue also refers to the measurzment aspect. Jacobs (1983:33) highlighted
amajor difficulty that:

‘Soft" personal qualities like assertiveness, creativity, sensitivity
and intuition are difficult to measure under any circumstances.



Publications of Handy (1987) axd Conctable and McCormick (1987), which
underpinned the ~ationale for the launch of Brizain's Management Charter initiative,
also intensified the debate. However, on the value of the competency model Constable
and McCormick argue that "it is extreme y difficult to separate out competency from
skills and knowledge'. It seems probable that a manager may have knowledge and
skills but not be competent. But it is ircreasingly unlikely that a manager will be
competent without having knowledge an{ skills. On a positive note, other
researchers (Snell and Reynolds, 1988; Canning, 1990) elaborated on Boyatzis’
(1982) emphasis of a'fit’ between the ~ob demands, the organisation environment
and the individua:'s competencies. They directed the debate to the importance of a
competency approach which reflects the context and process of specific organisations
- that is, the culiure and environment in which particular organisations find
themselves operating. Canning (1990:" 3) argued that:

The focus of resource allocation should be around helping particular
organisations to develop a ccmpetency approach which reflects their
individual needs and the markets in which they operate. in other
words, ... developing the methodology and the know-how to use
such a system, rather than ceveloping generic competencies.

Kolb (1984) believed that an ind vidual's cognitive style is affected by early
experiences and proposed an ‘adaptive ccmpetencizs asproach. Based on the
Experiential Learning Theory which prov ides an approach to assessing manzgerial
learning needs, he devised a managerial competency profile having direct association
with the basic modes of the experiential learning process. His rather different focus
IS said to be a more holistic concept, enzoling comparison to be made of the learning
needs in different managers’ jobs and in ifferent organisations, and emphasising the
‘fit" between managerial knowledge and job demands.

During the 10-year period preceding this research, discoveries and findings
of scores of ~esearchers onmanagement :ffectiveness provided many different
instruments for exploring managerial co npetence. Major advantages, disadvantages
wnd'grey areas’, as perceived by managerent academics and practitioners, were
presented. Wills' (1983) big-picture overview cof the competency movement is
representative in this regard.

Research on this approach continues. On the whole, researchers are fairly
cautious about the contingent nature of their studies which continue to address the
underlying problems or dangers associat.d with such & framework approach to
understanding a complete manager. An especially valuable contribution of this
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approach is in the area of management cevelopmeant which requires an exact
knowledge of what should be developec in managers (Frank,1891). Irrespective of
one's instinctive feelings about its concepts, the fact remains that the competency
approach is slowly but surely building ¢ large groundswell of support among
organisations (The Australian Mission on Manegemert Skill, 1991). In Australia,
Karpin (1995) reports that 45% of orginisaticns use the concept.

Competency-based minagement education

Competency-based management «-ducaticn continues to be debated. This
approach places primary emphasis on what the person can do as a result of education
and training. It 1s designed to ensure that individuals who complete education and
training meet minimum specified standirds. In other words an individual's
attainment is measured against 'ob jective standards’ set by a recognised body.
Albanese’s (1989:66) study revealed tt at:

On one side are those who believe that teaching managerial
competencies offers hope for curing the ills of present and future
managers. On the other are ~hose who argue that teaching
managerial competencies not only cannot be done well, but should not
be done at all, at least not in business schools.

In between are the vast majority of managemen: educators and trainers who, while
keeping an cpen mind, are still forming their opinions.

Management Effectiveness

Amidst the quest for competenci:s (the reality of the movement is yet to be
explored), other means of identifying m:nagement effectiveness have emerged. More
recently, management commentators ha e pointed out that research into competency
has, so far, examined what managers currently do, whereas what is needed is to
know what managers will have to be able to ao in the future (Morgan,1988;
Collin, 1989). The future, as defined by these researchers, is expressed in 'a more
dynamic, complex and organic way than is allowed in the classifications of
competencies currently being studied. Collin (7 389:24), in the context of
management effectiveness for the future, argued that:

. it rests in the developrient of attitudes, values, and
‘mindsets’ that allow manage-s to confront, understand, and deal
with a wide range of forces within and outside their organisations as
well as in the development ot operaftional skills.



An earlier study by Lafferty and Coletti (1985) supports thisview. Their
‘diagnostic and counselling approach’ to manage-ial change and development is
believed to have been greatly influentic 1 upon rnanagerial thinking, performance and
philosophies. Intheir 3-year programrie to develop managerial skills, involving
nearly 50 participants, a systematic diggnosis of specific areas of need for each
participant was conducted, and emphasi s was g ven to causes, rather than just
descriptions, of problems. Their argurient (1985:89) was that:

The more accurate the conce>rt of self, the more psychologically

healthy the person. ... Under such conditions managers are
able to grow substantially ard to display more effective
administrative behaviour. .. ... when managers have it all

together, they raise their own sight and choose an appropriate path
towards self-improvement, which results in greater effectiveness
for them and increased productivity for their organisation.

This self-concept and self-improvemen : approach was also well supported by Schein
(1988) who drew on the importance of nurturing managerial potential through
training for self-insight. Schein (198& . 10) alco believed that this type of
managerial change and development enhences the concept of managerial competence
which:

.......... encompasses the blend of skills, knowledge, aptitudes,

attitudes, temperament and persona! qualities that enables a
manager to manage.

The Skill Approach

Like Mintzberg, both Schein and Porter, et ai (1888) were forerunners in
emphasising managerial 'skills and personal characteristics’. Watson (1993)
reported that there is some variation in the use of the word 'skill’ in the literature;
for example Mintzberg's (1973) use was not guite the same as Porter, et als
(1888), and the gualities called compatencies (Thorp,1990:5) previously
described had much in common with Mintzberg's skilis. Inmaking comparisons,
Watson (1993.17) summarised the qualities of Jood managers identified by
Mintzberg as follows:

- peer skills: the ability to eater into and maintain peer
relationships;

- leadership skills: the ability to motivate and train subordinates,
to provide help, and to deal with problems of authority and
dependence;

- conflict resolution skills: te skills of mediation between
conflicting individuals and handling disturbances;

27



- information-processing sk l1s: the abilities to discover relevant
information, and to present 't to others, both orally and in
writing;

- skills in decision-making under ambiguity: how to realize that a
decision has to be maie, and then how to make that decision;

- resource-allocation skills: the skill of choosing among competing
resource demands;

- entrepreneurial skills: the ability to search for problems and
opportunities and to implement change in organisations;

- skills of introspection: mznagers need to understand themselves,
and to learn how to learn.

Porter, et al, in their three-yezr study on the future of managernent
education and development in the United States, identified (1988:72) nine
particutar skills and personal characteristics commonly found in a business
curriculum. These were:

- analytical

- computer

- decision-making

- initiative

- leadership/interpersonal
- oral communication

- planning/organizing

- risk taking

- written communication

Their study revealed (1988:324) that "tne field (management education and
development in the United States) was to analytical or quantitative’, and
management programmes paid insufficient attention to the following key 1ssues:

- interpersonal skills

- communication skills

- external environmental factors

- globalisation of business a:tivities
- entrepreneurship

- ethics

The research results of Porter, ¢ t al also showed that academics (deans and
faculties of universities, business sche >ls, and the 1ike) gave relatively high rating
{up to 80%) on the analytical content, y:t corporate respondents showed an
overwhelming preponderance of opiaion that behaviourally oriented subject
matter should receive more attention in the curricuium. In their concluding
chapter, Porter and his colleagues emphe sised the significant Jack of attention given
to the 'soft {i.e. people) skills’ which ar: integrz! amecng the nine skills and persoral
characteristics identified Soft skills inzlude the abilities to communicate, to
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motivate, to lead, delegate and to negotiate. 'n addition, soft skilis have strong
elements of self-knowledge, self-disc pline and self -management (Jacobs,1989).

These views are echoed in much of the management literature of this period
(for example, Day,1988; Banham, 1369; Turner,1989; Whitley, 1389;
Quillien, 1993), in which continuous debates zddress 'soft’ (versus 'hard) skills,
‘thick’ (versus 'thin') content, 'qualitative’ (versus ‘quantitative’) analytical
techniques, leadership and interpersonz! skills, together with humanities and social
sciences as mportant elements in the development of management effectiveness
Watson (1993:22) reported an enormous accumulated body of knowledge about
leadership, group behaviour, motivatior: and so on, which had been generated by
social scientists observing managers rianaging Turner (1983:10) defended the
academic perspective by emphasising tt at:

Business education should provide "data banks' of knowledge and a
‘tool kit' of analytical skills It is individual's responsibility to
acquire these before enterin) a management career. Management
development is concerned with developing 'people’ skills, shaping the
ability to achieve results, iinproving problem-soiving and
decision-making skills and, interlinked with experience gathering,

is the joint responsibility of employer and individual. Business
education is not a substitute for management development.

Porter, et a7 (1988.324) cautior ed that soft ckills are actually quite deep
and sophisticated abilities and that:

Perhaps most critical is the question of whether there are
sufficiently weli-validated aid feasible methods available to the
faculty to bring about a demc¢nstratable increase in such skills as
leadership and effective interpersonal influence.

Management In Australia

The 1990s are an especially imgortant period in the development of thinking
about the kinds of skills that managers v’ill need to menage successfully in the
future. Many successful organisations acknowledge that their effectiveness is
increasingly based on the guality of the people who work for them, particularly their
managers (The Australian Mission on Minagemant Skills,1991). In Australia, the
fndustry Task Force on Leadership and -lanagerrent Skills led by Karpin (1295)
reports, after a 3-year nationwide and cverseas resea~ch and investigation, that the
ability of Australia’'s managers to manace enterprises flexibly and to achieve world
best-practice standards impacts directl s on unemployment, as it affects the ability



of the macro eccniomy to absorb economic shock s and adjust employment levels

accordingly’.

Karpin and his team further emiphasise that without appropriately skilled
managers who can adapt themselves and their crganisations to change, it will
continue to be difficult for Australian enterprises to naintain their competitiveness
It appears that managerial teadership end skills are now ‘playing a central role in
the success or failure of the country's »conomy’ and that there is currently an urgent
need toraise the effectiveness of these aspects of managerial performance. Indeed, to
meet this need Karpin and his team outline some major strategies for reform in the

specific area of management education and development.

The following section will review currert issues and emerging trends of
management education and developmen .. Karpin's, and other respected writers’
(Mintzberg: 1989, Porter, et al 1989, propos=d managerial leadership and

skills approach to save economies will zontinue to be explored.

IVHAT IS MANAGEMENT EDUCATION?

Educating The Managers

Perhaps the most significant coatribution to the understanding of the nature
of management has been the work of Mintzberg (1973) who developed the results of
empirical studies on managerial work ir to a coherent account of what most managers
do. There have been other accounts of nianagerial activity by such researchars as
Kotter (1982) and Stewart (1984) and, while the enthusiasm of these may not have
been fully shared by others (Whitley:1€39), the question of what constitutes good
management education has been significantly explored.

It 1s Schein (1988:13) who dec ared that:

Though the world needs more¢ leaders and entrepreneurs, we do not
know how to identify or edu:ate such people.

He challenged any claim that to teach p ople leadership or entrepreneurialship 'is
false advertising, being convinced that -0 enhance anc enrich those people who

already have the talent for leadership ¢r entrepreneurship roles, is doing society a



great service. On identifying the mythe and fol<lores of the leader ernbedded in one

of the tenroles of a manager, Mintzber 3 (188¢<:79) also found 1t ironic that

Despite an immense amount »f research, managers and researchers
still know virtually nothing about the escence of leadership, about
why some people follow and >thers lead. Leadership remains a
mysterious chemistry.

Schein and Mintzberg were conce rned with the qualities of education,
particularly the leadership components which managsrs reguire to be successful n
the 1890s and beyond. Their concerns I ave been endorsed by many subseguent
management writers (Bain, 1992, Lind>r and Smith, 1992, Syrett, 1992) who have
raised questions about the historical bzckground and slow development (Cruikshank,
1987) of this type of education, even though it traces its origin to the end of the last
century when business schools in the Ur ited States fi~st began. The Harvard
Graduate School of Business Administra.ion, although not the earliest business
school, remains one of the most influen ial in tha world.

watson, as recently as 1993, cleimed that Iittle thought had been given to the
qualities needed to educate managers effectively. The 2mphasis of the buciness
schools at the time was to teach a well- fefined dody of knowledge, set forth in a
clear-cut syllabus, containing subjects ~hich seem relevant to the task of business
management. These subjects included a:counting, commercial law, economic
resources, industrial organisation, bant ing and finance, and insurance. Liitle was
taught about the actual act of management, largely because there had been sc little

thinking on the subject at this time.

Cruikshank (1987), inreviewinj the history of the Harvard Business School
over the period 1908-1945, recorded that from the start, providers of management
education have taught a body of knowled je about management, which is felt to be of
use to the manager, but they did not teach management practice as this aspect of
the work of the business school develops only slowly, as a better understanding of the
nature of managerial work evolves. What 1s more, it appears to have been a frankly
knowledge-based activity' and the goal v-as to teach information about business,
rather than to educate - 'lead out’ - peoy 1e into the gqualities needed to run business.

Since the end of World War |l this traditional’ state of management education
has been the target of widespread and continuing concern. It has prompted a number
of national inquiries and enactments relating to the state of management 2ducation. In

Australia, for example, there have beer among o=hers,
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- the Cyert Report (1970), which recorimends that Australia should
have one business school which was a centre of excellence based on
Nerth America and Europzan lines;

- the Crawford Report (1979), \vhich notes a nation-wide urgency to
improve industrial productivity by altering managerial inadequacy;

- the Ralph Report (1982), whi:h propcses, inter alia, structural and

financing adjustmrents to management education in general;

- the Training Guarantee (Administration) Act (1990) which introduces
the Training Guarantee S :heme requiring business employers to spend
1% of their payroll on training (as government would not provide
additional funding, the Ac: encourages business schools to impose fees
on students and generate funds from the business community);

- the Interim Report On The i3enchmark Study Of Management
Development In Austr:lian Private Enterprises (1990.i),
which notes:

With respect to methois of management development, most
enterprises prefer mixing theory with practice via short
in-company or externa courses attended throughout a
manager’'s career. The role of formal education is more seen
as providing the basis for further development rather than as
an end in itself. This, notwithstanding postgraduate

management education, has ernerged as a valued component of
improved managerial jerformance;

- the Science And Technology Issues In Management Education - A
Report To The Nationa. Board Of Employment, Education And
Training And The Science And Technology Awareness
Programme Of AITAC (1992), which a'ms to find out how far
formal management educz tion offered in Australia covers issues
related to science and tec nology,

- the Karpin Report (1995), whizh explores the way Australia prepares
its managers for work and leadership and seek solutions to the
problems and challenges tacing Austral.a's business leaders,
managers, educators, tra ners ard government policy makers; and

- the Quality And Standards Cf Management Education (1996) - which
advises on viable options for imgroving quality in Australian
management schools through the development of a professional
accreditation system.

Enquiries of a similar nature hav: generated ex:ensive discussions between
management commentators (Porter, et al,199 1, Keys and Wolife, 1988;
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Quillien,1993). Orpan (1987) summarised the major criticisms levelied at the
state of management education and its eveloprnent over the years as follows

- the curriculum was ineffective with too much emphasis on the theory, the
narrow disciplines, the quantitative analysis, while insufficient attention was given
to the personal development of students;;

- academics were of poor quali'y, their teaching approaches lacked
intellectual rigour, and their research had little to do with problems faced by
managers; and

- universities were not suitabl: providers, failing to either develop
programmes of good standard or produc 2 managers who could be really effective in
the contemporary worid.

while a majority of the critics appear to share this view, there is gn
influential minority who gquestion whether or rot management education can ever be
effective as a ‘once-in-a-life-time' event or can be taught at all (Orpan, 1387;
Fulmer and Graham, 1993), taking into account the rapidly changing environment
within which the manager operates. As Porte~ and his colleagues (1989, 1991)
pointed out, the never-ceasing vacillat on in economies, rapid development of
technology, globalisation of markets, s ructural and organisational changes, together
with diversity in demographics, work rales and attitudes, could all render
management education ‘perpetually nacequate’

Educating The Leaders

Skousen and Bertelsen (1994) a so reco~d that the 1980s was a decade of
massive change and, in some cases, upheaval. 1 is now clear that the era of
traditional management education isray idly drawing to a close and is giving way to a
new focus on quality and arenewed interest in leadership (Bain, 1992; Fulmer,
1993). This approach is being demande 1 by organisations to help them comoete with
world-class businesses. The challenge ~or management education is to help leaders
learn to manage change effectively and efficiently.

This view is extensively expres;ed in the current literature on management
education. All around the world, manage ment educators and practitioners seek ways
to address the 'new paradigm’ relative t> conterrporary management (Handy of
Britain, 1987, Porter and McKibbin of the United States,1988; Dufour of
Britain, 1994; Karpin of Australia,199%). In this respect, America's Comriission
on Admission to Graduate Management -ducation’'s study on Leadership for a
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Changing World: The Future Of Gradiate Management Education completed in
1890, and the study of Australia's Indistry Task Force on Leadership and
Management Skills led by Karpin and completed in 1995, are widely noted. The
literature suggests a continuing exploretion of different models of managemnr ent
education, for example the American, tt e Japanese and the European models have
been constantly compared over the past ten years (Luthans,1990; Cannon,1991;
Porter, et 21,1891, Bain,1992; Linde~ and Smith, 1992; Dufour,1994).

Out of these comparisons has err erged a new trend in management education
which is referred to as 'leadership education’ (Jones, 1885; Porter, et 27,1989 and
1991). As Jones (1985:41) noted:

The need still exists in modern management education to continue to
develop the skills which have been emphasised in the past. ... |
believe that this development of leadership and entrepreneurial
skills has been taking a back seat and it should come to the front as
one of the main objectives of management education.

Karpin and his Task Force (1995:xxxvi i) also drew a similar conclusion from their
consultations and research:

The distinction between manigers and leaders is increasingly
irrelevant in the context of Jownsizing and flattening organisational
structures. In the future al managers, irrespective of level, and
indeed many employees, will need csome leadership skills.

The following section reviews the literature on the typology of management
education. This will be followed by the reviews on the roles played by the groviders,
the users and the practitioners of manacement education. The influence of these
constituents has registered a significant impact in the developmental process of
management education

THE TYPOLOGY OF MANAGEMENT EDUCATION

Management Education In De fault

Current literature on managemer t education gives the impression that the
process of developing managers is by no means fu'ly understood and that there is nc

consensus about what form it should taks. What actually occurs in different courses
and programmes appears largely unclear despits the period of rapid exparsion which
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commenced during the mid-1960s. Th s was noted by Orpan (1987:37) almost a
decade ago, who also reported that manz jement ecucation:

. is now one of the most popular choices with very high entry
requirements at both the uncergraduate and postgraduate level in
universities and colleges with little sign that growth will be stower.

However, there remain many unresoclved questions and many issues identified
but not addressed. Edfelt's (1988) stud’ of comparative perspectives of management
education in the United States, the United Kingdom and Japan, reported that nations
differ in their general views, but there are some corollary questions regarding, for
example:

- what should such education cor sist”?

- how, when, or where, and for I ow long it should be carried out?

- should it be done in tandem wi:h other formezl education (general, technical,

or other), or only after the other nas been completed?

- should it cater for persons with previous occupational or managerial
experience?

- should it take place in academi: or non-academic institutional settings?

- what type of teaching/learning methods are the most effective?

- to what extent should adjustm :nt be made for the background, age, personal
qualities, knowledge, ski s, occupations, and aspirations of the
participants?

- who is best qualified to teach management?

Indeed, all of these questions, which alsc represant the distinctive features of
management education, have formed the »asis of much criticism and debate among
management commentators.

The MBA - Management Education Or Business Education?

Firstly, a distinction should be made between 'formal’ and ‘'non-formal’
management education. On one hand, mar agement as a field of study has been
previously featured as commercial education, which later broadened out to
encompass business administration, itcelf now commonly perceived as education
for the managers. At postgraduate leve , the Maszer of Business Administration
(MBA) degree is most representative and is widely regarded as the preparation of
senior managers for business and management. (Burke, 1993:35, Bain, 1993:5). At
undergraduate level, the choice of manag:ment as a field of specialisation (Tor



example, a 'major within a business stiidies degree) or sub-specialisation (a
‘minor’) is also commonplace.

Indeed, the attention given to management studies is considerable. Between
certificate- and doctoral-levels, there exist, either full- or part-time, on- or off-
campus (distance learning) study progremmes for an essortment of gualifications in
various business and management discif lines. There are, for example, specialised
degrees in finance, marketing, industriz i relations and operations research; or
general degrees classified as ‘business ¢ dministration” or 'management’ degrees.
Traditionally, such 'long-term’ and 'structured study is the central function of
academic institutions, and is generally r 2gardec as ‘formal” management education.
On the other hand, there is a pervasive view, mcstly among management
practitioners, that the most relevant anc effective learning of management is likely
to be 'non-formal’, such as learning frotn 'short-term academic courses, from
corporate training (that is, the intentior al development of social, technical or
functional skills while on-the-job) (Keys and ‘Wolife,1988) and especialy from
‘unstructured experience, mentoring, c>aching or observing.

This differentiation alone generaes cons derafle implications over the 2ims
of management education and in turn the content. ¢f such education. Kempner's
(1991:65) international survey MBA degree reports that:

The MBA has become the common currency for top level management
education in much of the world. In many countries it is one c¢f the
key routes to advancement.

This report, in fact, echoes the findings >f many observers over decades of
management development (Leavitt, 1983, Porter, et a/,1991; The Australian
Financial Review,1993). In addition, accordirg to Kempner (1991:66), there
appears to be a general agreement that tye MBA is:

the process of developing managers who will run efficient,
profitable enterprises in a ccmpetitive world for the creation of
wealth in society.

It is clear that the notion of ‘busiiess’ has become the central theme of
management education, leading to the terms 'business education’ and ‘business and
management education’ being used when often ‘'management education’ is addressed.
Kempner also reports a common choice ¢f MBA syllabus which consists of four
groups of subjects:

36



-Mcney: the basic elements of accounting and finance, and the analysis of
markets, risk and uncertainty, and corr pany veluation;

- Numbers. the traditional topics on mathematics and statistics which
underpins so much analysis; the applica .ions of guantitative methods for
management, including computer and sy stems and information management;,

- Business environment: the economic and social issues affecting the
organisation, and the possible impact of change; subjects include government and
marketing management, and technological change; and

- People: the management of pe~somnel, subjects parallel between staff
recruitment, teadership and personal p sychology.
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Popular literature has been filled with ¢ritica’ remarks about the state of the

MBA education in general. It appears that the ermphas:s on ‘business’ is the focal
point of attack:

[Management education] need not be an MBA programme. | have no

concern about the B in the M3A. We need to teach management, and

it really makes little difference whether that be for hospital

directors, government admin strators, or business people. | believe

management schools should call their degree Master in
Administration
(Mintzberg,1889:85)

The MBA places too much embhasis on quantitative analysis,
particularly where it deals with financial controls and cash
management, and too littlie or the gualitative factors that arise in
making genuine managerial d:cisions.

(Orpan,1987:42)

MBA programmes do not actially teach peor e to manage. ...

They give little attention to :he disciplines of implementation (often

called the 'soft’ skills): beh:vioural studies, international relations,

leadership, communication ard ethics
(Kavanagh,1991.40)

The MBA approach [is] a model of management, [not] a model of
managers.
(Talbot,1993.332)

The MBA programme should ¢)ntinue to concentrate on producing
generalist managers, rather than specialists in any one area [of
business].

(Dunston,1981:8)

Many business leaders claim that today’'s business students receive

much the same education ther themselves received, despite vast
changes in all aspects of the business environment. Rapid growth
and market success [of the MBA] caused complacency among
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business educators about the traditional business school model. It is
clear that this model is ill-suited to the needs of the next century.

(Muller, et a1,1991:83)

Management Education And IManagement Development

The Titerature reveals a large bo ly of management observers and
spokespersons of professional organisations, with similar views to the foregoing
regarding the current state of managen ent education (Dertouzos, et al, 1989,
GMAC,1990; Louis, 1990; Green, 1991; Wechs er,1832; Foggin,1992; The
Australian Financial Review,1993). It ¢lso indicates that there is a continuing
search for alternative approaches to ed icate and develop managers. Talbot (1993)
rejected the MBA as purely an academ ¢ qualification, 'unashamedly set out to
offer a preparation for senior management' He arqued for the competency
approach in addressing the "qualitative’ nature of management education. Foggin
(1992), agreeing with Porter and his colleagues (1S91), emphasised the practical

nature of management education.

Together, these researchers exarined the mer ts of company-based executive
education, in-company MBA programme s, consortium MBA programmes and &
learning alliance MBA model for leadership education, drawing on examples from
Europe and other countries. Mintzberg (1989) proposed his ideal’ managarment
programme to replace the MBA, the content of which would be one-third skiil
training, one-third descriptive insigtt and ore-third technique. Edfelt (1988)
studied the prospects of delinking forma managesment education from academic
institutions. Indeed, the range of issues and alternative strategies being discussed is
extensive. From managerial knowledge o the quality of teaching, from theory to
practice, from institution setting to duration, from synergy to attitudes, practically
every facet of management education cor tinues 1o be widely debated, as is evidenced
in Austratia by the Karpin Report (1995).

Management education is undoub edly undergoing a dramatic change, and its
many new faces are yet to be exposed t¢ broad-based public scrutiny. It appears that
while the literature continues to descrite the developnment of management education
as limited and uneven, its quality is neverthelzss improving. Edfelt (1988:335)
reported that management as a disciplin of study was becoming more well
established and even then it was likely tat maragement education was bringing

‘positive gains' for the managerial comriunity at ‘arge. As he put it
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Managers who perform withcut any knowledge of management theory
are likely to be less effective than those who master only the art of
management, other factors teing equal.

However, all the questions are not yet answered. In which way should
management education be reinvented? How possible is it to have a ‘generic’ model of
management education? |s there ever ¢g»ing to be ‘one best way' of educating,
developing or trezining managers? Can tye concarns about management education be
resolved? - these are just a few of the nore pertinent guestions.

Current issues relating to the providers, the users and the practitioners of
management education will be reviewec in the following section. It represents an
attempt to focus the extensive literature into taree narrower perspectives so that
research needs might be more clearly icentified

THE PROVIDERS OF MANAGEMENT EDU CATION

The University Business Schools And The MBAs

Much of the criticism directed at management education is associated with its
delivery or provision. Traditionally, un versity businzss schools and depariments of
faculties supply post- and under-gradue te education for management, while
technical and further education (TAFE) "nstitutes provide courses at diploma and
advanced diploma levels. inrecent years, however, this traditional rote of academ:ic
institutes is being challenged much mcre in earnest than before (Reeve,1392:3).
Several years ago, Mintzberg (1889:80 , who vas concerned with undergraduate
education in management, argued that:

It is wrong - socially as well as economically - to train relatively
inexperienced people in manzgement. Management training should be
directed at people who have substantial organisational experience
coupled with proven leadership ability as well as the requisite
intelligence ... so that the knowledge base is deep, or 'thick’,
as anthropologists might put it.

Others such as Byrne (1986:61  and Gleeson (1993:35) also raised serious
doubts about graduate management educ ation. Tc¢ this end, the attention of popular
business literature concentrated on the MBA which traces its origin to the turn of the
century when the first business schools in the Lnited States launched graduate
management education. Over the years, this origin and its traditional ‘generalist
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management’ approach (White,1933:49 1 helped maintain the status of the MBA,
among other business- or management--elated degrees, as the education for
business and management. Management hterature also reports that the MBA has
gained considerable popularity since 1ts inception and has been widely regarded as
the preparation of senior managers in business and management (Burke, 1993.35;
Bain,1993:5). It has also become the central function of many business schools,
evidenced by the increase in the demand for MBA places, coupled with widespread
editorial reports and promotions on the MBA programmes. MBAS are publicised
internationally and such publicity capti-es the recognition of many aspiring
managers and their organisations.

Statistics on the growth of MBA Jegrees reflect continuous demand. Linder
and Smith (1992:16) report that in 19¢2, more than 700 business schools in the
United States graduate over 78,000 MB.x students; whereas in the early 1970s there
were less than 300 business schools. E~own (1992) chowed that in Ausiralia
during the period 1987-1992 there had been an increase from 700 to more than
1,000 MBA graduates per annum and the number of MBA programmes had grown
from 151in 1986 to 35 in 1992, Dwyer (1994vii) recorded a continuing growth
demonstrated by the fact that in 1994 tere were more than 6,000 MBA students
from more than 40 Australian progranm mes. Most recently, Karpin's (18S85.300)
1985 Australian statistics reveal that 8 business scnhools educate around 17,000
business students and that the MBA ha:; become the dominant model for the

highest level of management educat on.

Over the past 10 years, surveys ibout the value of the MBA also report that
the qualification has been recognised as ¢ n essential tool for management
advancemen: or career change (Kempne -, 1691:63) and that MBA graduates continue
to make relatively higher earnings than their counterparts with other business anc
management gualifications (Dalley, 19¢5:30). Hocwever, despite the MBA's
popularity and competitive edge, review s of the various MBA programmes appear
mostly unfavourable (Byrne,1986:61)

In the 10 vears preceding this re search, management education literature i
dominated by critical comments about tre MBA. Major criticisms are directed at the
‘currency’ and relevance’ of the degree, 11 view of the massive changes which have
taken place in the external environment 1uring tne decades since its inception. More
frequently management commentators we re dissatisfied with the quality and standard
of managers which MBA education produces. Soms of them (Graduate Management
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Association Survey,1991; White,1993:38) attributec the falling standards of the
MBA to rapid growth. They also questicned the approrriateness of the MBA as
education for business and management Many observers called for the regesign of
management education and emphasised :he importance of rethinking the purposes of
and future demand for graduate management education (Gleeson et al,1993:9;
Foggin,1992). In particular, the acacemic nature - The MBA is an academic
gualification (Bickerstaffe, 1992) - of the degree has been criticised as a major
deficiency in management education for today's business and managers.

while the MBA is held in high re yard by the business schools and the entering
students, Bain (1993:5) reported that most businesses place little value on the MBA
as a qualification for management. Comr ments c¢f this nature originating from
businesses (Kavanagh,1991; Foggin, 1992) are frequently directed towards the
business schools’ concentration onres:arch and thecry. Bain (1993:5) stressed
that business schools needed to encomp: ss both theory and practice as:

Research helps provide busin:ss schools with much of their
dynamism; a school which do3s not do research is in danger of
teaching lessons of yesterday, not tomorrow. Yet too much
research divorces business schools from the real world of business,
and does not help managers t> find and implement solutions to the
problems they face.

The Management Educators

Academic educators teaching mar agement education are also subjected to
scrutiny and criticism. There are conce s that academic research is becoming too
specialized and prevents business schocis from knowing and teaching what
industries need, despite what the facul:ies think they do. Muller and his colleagues
(1991:84) reported on the 'reductionist nature’ ¢f much faculty research, pointing
out that:

The narrow academic interes:s and analytical empiricism of faculty
members results in highly specialized facully members isolated from
one another as well as from practitioners.

More important, a long-standing criticicm of the MBA is that it does not teach people
how to manage. Kavanagh (1991:40) records that:

[MBA's] strengths are in the technical and quantitative disciplines,
business analysis, accountin¢, strategic planning, marketing and
economics. Their weaknessec are that they give little attention to
the discipline of implementation (often called the 'soft’ skills):



behavioural studies, interpersonal relations, leadership,
communication and ethics.

Linked to remarks like these, crtical editorial comments have also been
directed at the pragmatism of content Nash,1286:17; Watson, 1993), the method
and quality of delivery (Edfelt,1988; (lement & Stevens, 1989; Hasan, 1993:47),
the traditional roles of the management academics (Luthans,1990) and the
institutionalized ethos and value of the business schools (Ashton,1988; Muller, et
al,1991; Reeve,1992:4; Syrett,1993) As Dufour (1994:15) commented:

Sadly, although universities iJedicate a great many resources to
research and new knowledge, they remain mostly the conservators
of old traditions.
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There appears to be a general arcument that these essential characteristics of

the MBA are currently in a ‘disastrous s ate’, obstructing the business schools from
successfully meeting the changing needs of all its constituents and of the
environment. 1t 1s clear now that univer sity business schools and their educators
are going to be doing more in the area of management education than they have in the
past. Dufour (19394) maintained that the whole process of graduate management
education required a reinvention, whil: earlier Porter, et a7 (1991) emphasised
that ‘'management education is too impor :ant to be left exclusively to management
educators’. Bain (1992:559) supported similar views of ‘radical transformation’
declaring that:

Business schools [alone] cannst provide a substitute for a good
general education or managen ent learning that should occur within
companies.

Managing Management Educ:ition

The paradoxical views about the value of the MBA continue. On one hand,
critical comments suggest that MBA pro jrammes are ‘antiguated (due to the

impression that they are largely adaptec from the Harvard MBA course content of the

1950s) and not helpful in solving the dey-to-dey problems of operating a company.

On the other hand, survey results (Hubt ard, 1983:40) show an overwhelming desire

(of 78-86% respondents) of aspiringmenagers to acquire MBA degrees at the time
of planning their careers.

During the recent decades, various surveys and inquiries have been conducted

into management education which report that MBA offerings have been greatly
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increased (The Ralph Report, 1882) and that there is 'a proliferation of M3 A
programmes’ (Craduate Management Association Survey,1991). However, this
researcher’'s cursory survey of Australian and overseas management publications
over the past 15 years reveals that theie have oseen surprisingly few evaluative
studies on management education which actually establish or endorse the real
benefits of the MBA to business and mar agemen:. Positive comments such as 'the
(MBA) qualification raises aperson al ttle beyond the fray’, and ‘it (MBA) provides
students with some very general principles of management, how the pieces fit
together, how to approach problems as (pposed to what the problems are’
(Thompson, 1991:98) appear to have cr2ated even mcre ambiguities about the MBA
as awhole.

Nevertheless, attempts to address the deficits of formal management and
business education are reported in the fiterature. For example, both Hugstad
(1983) and Watson (1993) argued for re-empt.asis upon liberal education content
in the business and management curricu a, stress:ng that such content cultivates the
intellectual analysis and ‘cultural liter: cy’ required of a manager. Watson also
indicated that there is now an enormous >ody ¢f knowledge developed about the act of
management and about what may be terried as the environment of the manager;
although it is the latter body of knowlecje whicn fills the larger part of most
business school syilabuses.

Syrett (1993) recorded some resolutionary trends which have been adapted
by the business schools. For example, some schools have overhauled their MBA
programmes, placing more emphasis on cross-d:sciplinary subjects such as
globalisation, quality, and customer car: Schools are also more concerned with
developing closer partnerships with their clients, designing customised research and
programmes for managers based on highly focused corporate and regional objectives
(Stonham, 1992:56). Many schools also act more like consultancies than mere
suppliers of pre-packaged programmes

Internationally, in the United Stetes, the American Assembly of Collegiate
Schools of Business (AACSB), which is g recogn sed accrediting agency for college
business programmes, regularly review s its accreditation standards and procedures
in order to allow for experimentation vithin business programmes (AACSB,1991;
Hasan,1993:48). In Australia, the Industry Task Force on Leadership and
Management Skills (Karpin,1995:297-:349) recommends that a professicnal
accreditation system be established as part of the drive for improved quality from
management school graduates.
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Also in the United States, one of the principal current trends is for businass
schools to establish alliances with other schools at home and abroad, with industry,
government, and non-profit organisatior:s sucn as professional bodies. Such
alliances also represent attempts by the business schools to stay in contact with
business. As noted by Harper (1994), the impact has been significant. 1t results in
new and multiple roles being created fo - the business schools, ‘restructuring the
institute experience’ of many a managenent academic. In Australia, however, a
survey conducted several years ago abou the concems and attitudes of the
universities and business chief executiv: office~s of business and higher education
(Sinclair,1991:22), revealed a strong a jreement acrcss university and business
respondents that universities should airr at being exce lent teaching institutions that
are concerned with general as well as life-long professional education and that
university autonomy should be maintained while business should increase its
commitment to research and developmer L.

Other Providers

Out of this on-going pressure upcn business schools to change, a cifferent
type of provider of management educaticn has ererged Traditionally academic
institutes have initiated the supply of formal, long-term, and award-earning
management education programmes. Cu-rently, however, corporations and
consultancy organisations are accountiny for an increasingly large share of
management education and development through non-7ormal, short-term and iess
structured management and development programmes. The literature suggests that
there will be increased intermixing of fc-mal management education and actual
practice than in the past. As Luthans ( 990:7Z) reports that:

Up to now, the tendency has »een education first and practice later.
This tradition is going to chinge. . ... We are going to see more
extensive, all-encompassing management development. Management
education is going to be interwoven with extensive practice
throughout one’'s career.

Intersive, 1n-house, advanced menagement programmes for executives, and
other managerial training courses (Chesterfie d-Evans, 1993; Jamison, 1S93) are
reported to be more effective than business scheol-based education for managers
(Stonham, 1992:58) - more likely due, rerhaps, <o the programmes being divorced
from many of the traditional ‘academic’ characteristics which have hitherto proved
to be a hindrance in the effective provisin of management education.
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The literature also reports on thz experiments of some of the new models of
graduate management education which ¢re linked closely to specific industries or
organisations: of f-campus and on-carr pus MBAs (Smith, 1989:54), company -based
MBAS and consortium-based MBAs which trace their origins to the European
countries (Porter, et a1,1991), distance-learning M3As (The Australian Financial
Review,1993), MBAs for the Engineers (White,1993:48) and other professions,
collaborative MBAs between business s:hools (such as the 6-member Consortium of
Australian Management Schools formedin 1995) (Marshall,1996), to cite just a
few examples, are aimed at deliberately integrating formal education and practice.

The company - and consortium - specific prog~ammes maintain some of their
roots with the academic institutes (for sxample, in library facilities and se’ected
teaching and research expertise) but at :he same time draw substantial involvernent
from the participating organisations ani industries in terms of programme design,
structure, selection of participants, tea:hing method, evaluation and other essential
aspects of the programmes. The Consor tium-based M3As, for example, are formed
by a group of organisations to achieve ei:her eccnomies of scale for specific courses
or obtain a specizalised educational procuct for a particular industry. The
organisations involved regard the alliances as cecuring greater educational buying
power which is not available to smaller organications, and this simply makes it
easier to achieve what the organisatiors need (Highe~ Education Council,1996:14).

The following section will revie ~ litercture which reports on the part that
industries play in the development of management education. Industries in this
research have been defined as the 'user’ >f manacement education in terms of their
Capacity as employers of managers or m anagement graduates.

THE USERS OF MANAGEMENT EDUCATION

The Changing Management Environinent

Indeed, employers and industriec play a significant role in the development ¢f
management education. Their never-cezsing demand for better education for their
employee managers is perhaps the majo- force inrevciutionizing management
education. Coupled with this, the development 07 management over decades of reform
and ‘paradigm shift' (Karpin, 1995:x; Carter, et a,1995:1226, 1276) has
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brought with it a new set of organisaticnal requirements. These include flexible
organisations, open communication, emp owerec esmplcyees with local know ledge,
widespread organisational learning, prcduct development driven by core
competencies, creativity and others, which in turn create a need for suitably
prepared managers who are constantly teing demanded to cope with volatiie internal
and external en?ironments, One notable requirement of today’'s business is
management leaders, instead of managerent adrministrators, whose practices effect
enterprising cultures and spirits that sustain the country’'s economy. In other
words, managers of today and temorrow are expacted to succeed not only for the
corporations they serve, but also for the society at large.

This notion of being leaders and 1eformers of social and economic gains is, of
course, very different from the traditioyal expectations of managers and their jobs
The Kind of education required to fulfil these new and challenging roles, also requires
managers to rethink their attitudes tow ards meragement education. During the
steady growth periods of the 1950s an1 1960< (Fulmer and Graham, 1993) the need
for management education and training, particularly for senior management, was
held in low regard. Corporate managers at the time viewed education as being
unnecessary and the idea that real man igers do not need training prevailed (Linde~
and Smith,1992:32). The 1970s and 1€ 80s, hcwever, saw this view being
challenged. Among provocative judgeme ts made by management commentators,
Stretton (1985:197) reported that the dominant charzcter of Australian lezders was
one of generally negative attitudes with n large sectors of the community. These
negative attitudes were:

.......... attitudes of management to risk-taking, new product
development, and the use of advance technology; attitudes of labour
to the use of new technology and to changes to work practices
necessitated by changing circumstances; attitudes of governments to
aid to industry, to the orderiag and buying of goods, and to
regulating economic activity; attitudes of the public to
entrepreneurship, innovation and technology in the economy, and to
the possibilities and achieveinents of Australian technology.

Stretton stressed the need of an attitudinal change among managers and others in the
Australian community.

The Demands Of Employers And Their Business

Overall, the 1iterature demonstra es that the decades of development of
management and management education t ave been paralleled with constant requests
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for improvement, especially from corpcrate managers who are employers cf the
management graduates and whose organ sations are recipients of the effectiveness, or
ineffectiveness, of management education. Thev zlso appear o have been the biggest
critics.

Traditionally, these recruiters looked te university business schools to
educate the'r managers, that is, to broaden thei~ knowledge of business and business
environments and to train them with new experiences and skills (Bain, 1993).
However, as evidenced in this review, inrecent years serious doubts have been
expressed as to the will and capacity of the busingss schools to adequately address the
current and future needs of business menagers and leaders, including the need for
attitudinal changes as identified by Stretton (1985). Employers, in particular, are
apparently disillusioned by the increas ng proportior of non-performing
management graduates (Buttery and Tamnaschke, 1992; Linder and Smith, 1992,
Fulmer and Graham, 1993; Hasan, 1993 Syretl, 1993, Chief Executive,1993), and
many of them have started to question, for example, the worth of management
education,

Taking the MBA as an example, e nplovers have begun to ask whether the
degree really makes students better managers, whether the curriculum needs to be
altered, what is the ideal programme fo - an MBA, and how best to employ MBA
graduates. Examinations on the attitude:; of corporate managers to the MBA
programmes (Orpen,15686:15-16,1987 The Economist,1991) itemised the
following characteristics employers exgected in their MBA graduates:

- generalist managers, ratt er thar specialists in any one areg;

- improved practical mana jerial s<ills, rather than analytical and

guantitative skills;

- acquisition of judgemental skills such as marketing, human

resources, and strategic plannin j, which are more important than relatively

more technical areas like guantit ative mathods and accounting;

- experience in company projects, having applied and integrated a

broad range of business aspects, rather than mere "ivory tower’ concepts; and

- abitities in interpersonal commurication, leadership and as

administrators.

Orpan also reported that while enployers were not totally dissatisfied with
MBA programmes, they stressed the impcrtance of gracuates as effective leaders of
people. However, Orpan (1987:47) also argued that:
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Management education cannot be expected to make students experts
In the art of managing. Like any other skill it is something that can
only be acquired by actual practice in doing it. The trouble lies not
with the [management education], but with the unrealistic
expectation of the critics.

Whether the expectations of the employ2rs and their crganisations are really
unrealistic is an interesting, if rhetorical, question.

Management literature over the | ast decade reports a dramatic shift in the
concept of business and management prectice, partly due to global competition
increasingly dominating domestic markets (Stonham, 1992). Organisations are no
longer stable. Being creative, entrepreneurial, cash-starved, rapidly-growing,
trying to develop, implementing and sel ing leading-edge technology in ahighly
competitive international market charac terise the order of the day. It has become
clear that changes in business and mana jement oractices are necessary. These
organisations have searched for answers amonrg .apanese management practices
(Dufour,1994; Skousen and Bertelsen,1994) and those of highly performing
companies. The focus is on quality and there is arenewed interest in leadership
traits (Karpin,1995). However, all thic soul-sezrching appears to have led to more
confusion. As Fulmer and Graham (1943:30) reported:

On the one hand, we recognis: the crucial role that learning must
play in helping to maintain competitive vitality; on the other, there
has been little specificity about what type of learning is needed
under various circumstances

The Body 0f Knowledge For Management

S0 what is modern business saying to the educators? what type of learning is
needed for its managers”?

Among recent management literzture there appears to have been an active
search for a body of knowledge appropriate for the medern business envircnment.
What sort of knowledge is necessary for :he effective education for today's
management teaders? Where should it come frem? Is it true? what does it mean”
fs it of any use? Is It worth the money reople pay to acgquire it? Various models and
approaches generated by management contende~s (Nowlen, 1988; Linder and
Smith,1992:28, 33; Green, 1991:35, Leavitt, 1989:44) clearly demonstrate that
effective management practices require more than mere knowledge.
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From managerial experience to tunctionzl specialisation, from what
managers need to know' to ‘sheer knowlzdge' in management and what 'the manager's
job' is (Hughes, 1988); practically every facet of the content, the context, and the
process of management education has teen discussec (Leavitt, 1989, Phillips, et
al,1993:19). At the same tLime the interasts, needs and expectations of students,
educators or employers have also beer explorad (Osborne, 1888:51-52, Clegg, et
al,1995:1289). From function-specific knowledge to cross-functional skills, from
broad insights to focused analysis, frorr country economics to institutional culture,
from pedagegical impediments to custorer expectations, management literature
appears to be dominated by the search for the type of education and lTearning which
will produce effective and productive m inagement and business graduates. In this
regard, the views of management commentators, researchers, educators and
practitioners are extensively varied - e ach of them often claiming to have the
answers. To this date, it is evident that much still remains unknown about what
will, or will not, constitute effective aniworthwhile aducation and development for
potential and/or practising managers.

However, while the literature re siewed reflects great diversity and some
uncertainty of opinions, it does record many of the current interests, needs,
expectations and the resultant practices of employers and businesses (Osborne,
1988:51-52; Clegg, et a/,1995:1289) ¢s they contirue to search for appropriate
managerial preparation. Various studies on the percertions of employers towards
the educational needs of managers (LinJer and Smith,1992; Sinclair, 1991,
Phillips, et a1,1S93, Chief Executive, 1993) apoear to highlight the importance of
going beyond mere knowledge, to the achievement of h gh level implementation skills
in management education and development. These include such skills as leadership,
communication, thinking and decision-rr aking, corporation and teamwork, most of
which were outside the traditional manzgement education curriculum until the late
1880s and early 1990s (Chief Executive, 1992:58). On the issue of future
managerial development, Phillips, et a's study (1993:19) concluded that:

Management development for :he future across all sectors has to be
process-oriented, rather thar merely content-oriented; and action
learning has been suggested s the appropriate method to develop
process managers for the year 2000. ... Managers need to
acquire not only specialist krowledge, but also practical and process
skills through action learnin¢c and action research.
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Similar to other management cornmentazors wno are concerned with the
increasing importance of responding to fast-cranging environmental forces, (such as
Linder and Smith,1992:30; Miller,19232; Carter, et 27,1992:1236), Phillips, et
al, (1993.20) re-emphasise that:

what managers need is not so much specific knowledge and skills,
but general competences and methods to acquire new knowledge, and
skills to solve completely new probiems. This means integrating
research and action, or action research by the managers themselves
into their own managerial or organisational practice. Furthermore,
entrepreneurial attitude and 'vision' are required to compete in an
international context.

It appears that what the employers expect of education for their practising
and/or potential managers is a facilitat on to identify and develop company-specific
core concepts and key learning factors v'hich would agpear to be significant in the
process of global competitiveness. In their attempts to collate and address the many
business needs and concerns expressec by the emplovers, Denhardt (1987), Leavitt
(1889:47), Hubbard (1990:45-48) anc Foggin (1992:8) identified the various
dimensions of managerial proficiency as a basis for ths type of knowledge arc
learning required of managers. Views 0 employers are, of course, significantly
different from the traditional model of rnanagerent education described earlier in
this literature review. Is this, and will this be, the true knowledge of management
education? Recently, Bickerstaffe (1932:xi-x 1) of Britain, while claiming also
that the MBA is representative of manacament education, argues that:

It is very hard to define exa:tly what an MBA degree is. Just as
there is no real definition of what an MBA is, there is no agreed
formula for teaching it.

Meeting Employers' Needs

Management literature records that compared to a decade or so ago there 1s
now a higher level of agreement betweer businesses and business schools with
respect to the aims and objectives of un versity management education, the
characteristics and standards desired of management graduates and, more important,
the general attitudes of both groups tov/ards the education (Sinclair,1891.23;
Linder and Smith,1992:28, 31; Miller,1992:23-24 Cadotte,1992:31).
Currently there is apparently an optimictic out.ook fcr increased business and
academic co-operation with both groups continuously identifying desirable
initiatives which, 1f implemented, would be mutually beneficial. Although Dwyer
(1994:33) claimed that:
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.......... business and universities continue to have little
understanding of exactly what they expect from each other,

there appears to have been a fundamenta rethirking asout management education and
development in general that it is no loncer solely the responsibility of academic
institutions any more than it is solely tie responsibility of businesses.

Businesses, while taking advantage of the many opportunities which business
schools offer, are now also occupying a pro-active role in the preparation cf their
managers and in different stages of the nanagers' career development. A trend has
begun which sees university business schools customizing their products, tailoring
their programmes to specific organisat on and industry concerns, integrating with
the management career and its long-term learning process and, all in all, adding real
value to their client organisations (Miller,1932:23-24; Foggin, 1992:7; Chief
Executive,1993).

In this regard, recent literature 2150 reports onnew types of MBA which are
company or consortium-specific (Australian Business,1983:52-53; Hubbard,
1989:41), company or industry-specifiz, involving applied research by academics
(Linder and Smith,1892.26-27; Cadottz, 19922 1), direct financial support from
businesses for higher education, together with @ positive trend towards pro-
experience, shorter-term, of f-work ‘ex :cutive education’ for managers. in the
midst of this mild revolution, however, there remrains a small minority of
management commentators who are concarned that all this may lead to educational
institutions "losing their sense of excellence and distinction' (Orpan,1987:45;
Turner,1889; Chief Executive,1893:62).

The following section concentrate s on the students and graduates of
management education, in particular thcse of the MBA programmes. For convenience
in this research, these students and gracuates are regarded as ‘practitioners’ of
management education, because they are the end-resul: of management education.
They are potential managers being prepa ed to practise the act of management.

THE PRACTITIONERS OF MANARGEMENT :BUERTION

The MBA Students

Management education literature is dominzted by the on-going exchange
detween university business schools anc employers regarding their interaests in and
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concerns about this type of education. However, comparatively sbeaking, very litile
has been reported (Ainsworth and Mor ey, 1393:3) about the perceptions of students
and graduates as to the nature of the education they receive and subsequently
endeavour to implement. Amidst the criticisms from businesses about the current
state of management education, the MB.x students and graduates, being the endresult
of what is generally regarded as the doriinant model of highest level management
education (Karpin, 1995), appear to be hardest hit. To them, the conseguence of the
employers’ dissatisfaction is very real and immediate. With an increase in employer
dissatisfaction about the managerial caracity of MBA graduates and a decline in the
job market (Bickerstaffe,1992:xi) and >ther opportunities they had anticipated that
an MBA qualification would bring, MBA Jraduates are puzzied and dissatisfiad.

Yet the demand for the MBA education has not ceased, but rather increased to
produce an ‘explosion’ of MBA programries ove~ the nation (The Australian Financial
Review,1993:36). How worthwhile hac it beer. for them in terms of the time, effort
and money invested, in pursuing an education they assumed appropriate to them? At
the same time, are these students and g -aduates victims of inappropriate management
education?

Management literature reports repeated experiences of 30 to 40 years old
professionals in disciplines such as encineering, commerce, science, medicine,
humanities, general studies and others, having first degrees and substantial
experience in technical competence, who take the risk of leaving their first or mid
level management positions in order to embark on full-time MBA programmes
(Dalley,1985:30; Graduate Managemen  Association Survey,1991). They are
aspiring managers seeking advancemen or more rewarding opportunities in their
careers. Some of them are funded by their employers to take this path, yet a large
percentage of the others are self-suppo ~ted, bearing an even greater opportunity
cost. There are others, of course, who remain in their jobs (because they cannot
afford otherwise) and assume the heavy load of pursuing part-time studies in what is
seen as ‘one of the toughest post-graduate cou~ses’ (Link,1993:19).

what is it about the MBA which ¢ xerts such powerful influence upon its
believers? In contrast to the reported i ck of confidence of business and employers
towards the MBA education, it appears tf at these potential business graduates must
be convinced that the MBA can confer upcn them a substantial competitive edge. How
can the apparent contradiction be explaiyed?
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Is The MBA Worth 1t?

Despite widespread doubts expre ssed about the value of an MBA, the
literature reveals that those who have a:tnieved this qualification usually fgel that
the conseguent gains have been significent and worth the effort (Coco and
Mayer,1992:29; _ewis, 1992, Dwyer,1934). This view is supported by a small
number of assessments about student ani graduate satisfaction (Grigg and
Hewson, 1992; Ainsworth and Morley,1993; Rothman, et al,1935) which also
record favourably on issues such as:

- reaction to the educational anc development experience;

- knowledge gained during the e perience;

- behaviour changed as a result of the experience; and

- outcomes achieved, or results ittributed to the experience.

[t appears that to students and gr-aduates, the MBA is seen as an opportunity to
improve knowledge, efficiency and effec iveness. These factors, apart from the
personal development values, are essential to speed the individual through the route
to substantial career and salary progression. Adove all, there also appears a
significant sense of pride in achieving ari MBA, that those who complete the course
successfully are akind of intellectual etite in a world-wide fraternity. To some
students, the networking and demancing nature of an MBA programme alone is a
significant and worthwhile experience. Lewis (1992:23) record of two graduates’

reactions is significant in this regard:

It was well worth it, even though | don't directly use many of the
skills | was taught. It broad:ns the mind and teaches you to work
with different types of people.

It was an excellent year. | didn't learn much from the tutors but |
did learn an enormous amount from other students, including
problems | just hadn't consicered.

Similar to any education process which davelops personality, broadens skills,
enhances confidence and, in some cases, opens rew opportunities, an MBA programme
is, no doubt, of considerable long-term henefit to the individual. Furthermore, it
has an international perspective, promo .ion ¢f the MBA programmes being extensive
and worldwide - 'it 1s the most publicised programme for business and management’
The attention generated from governmen: enquiries and business commentaries
overtly suggests that the MBA 'is the top management cualification and a passport tc
success, and that there is nothing else comparabie to it' (Dalley,1985:30). This
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kind of competitive publicity cannot fa 1 to corfirm the MBA's worthiness to both
graduate and undergraduate. However, ¢ closer consideration of the management
literature reveals that it is not clear at all how those benefits gained by the graduates
can contribute tc the effectiveness of the organisations in which the MBA graduates
are employed.

Worthiness 0f The MBA To Employers

A substantial portion of the lite "ature states that many employers are
suspicious, even hostile, towards holde s of MEA degrees. MBA graduates are
regarded as arrogant, having overtly high expectations of their likely starting salary
and career progression, and disruptive of normral car2er planning structures
(Bickerstaffe,1S92:xi). Other criticisrisretate to their individualistic outlook,
‘reluctance to get their hands dirty’, anc a genera’ lack of ability in both gooc
management techniques and the art of eadersh p (Chief Executive,1993).

Of greate- significance and perhaps the real reason behind these criticism
is that many employers do not believe that MBA students and graduates have been
appropriately educated to meet the needs of business (Linder and Smith, 1992).
Such negative attitudes resuit in the snowball effect of ahigh turnover rate inMBA
employment and an increasing lack of einployer interest in the career and
professional cevelopment of MBA emplivees. Bickerstaffe (1982:xi) reports that.

The Tack of acceptance of the MBA in many business areas is one
reason so many graduates go into the management consulting and
financial services sectors, :reas that have an ™MBA culture'.

Similar to the employers’ criticisms of management education, practitioners
while generally contented with the MBA education they receive, are also aware of
room for substantial improvement (Rcthman, et 37,1995:6358). For examole,
Grigg and Hewson's (1892:23) survey o the pe~spectives of MBA alumni, highlights
the following issues:

- the need to link theory and practice;

- the need to ensure relevan:e to management practice;

- the importance of involving business ir programmes;

- the value in recognising alimni as a major programme resaurce;
- emphasis on research-basel management concepts;

- enhancement of critical sk'lls and competencies;

- attention to both 'managem ent’ and managmg perspectives;

- internationalised programme;

- integrated programme;

- international perspective; and
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- attention to ethics in man:gement.

Many of these concerns have a di~ect correlation with those matters being
discussed between employers and busine ss schools as they attempt to co-operate in
preparing better guality managers for business. However, only fairly recently has
there been an increase in management ¢ mmentators endeavouring to address another
important but virtually neglected factor, as reported by Dwyer (19384:15):

Employers often find it difficult to establish the quality of the
graduates they are interested in employing. Employers ...
are now finding the whotle situation very confusing. They used to
know what an MBA was. Now people are turning up with degrees
from everywhere.

in this regard, Sinclair's (1991, report on the Business Higher Education
Round Table between academic institutions and businesses found that, although
pusiness leaders claim that they hold apositive view of the value of abroad education
for their managers, the fact remains thet some of the biggest employers refuse to
employ new graduates; and 'the short-term lack of productivity during the transition
of the new graduate from university to vsorkplace is clearly regarded as a cost to be
avoided. In this case, business appears to assurme ready-to-install’ managers in
graduates.

This problem is also a pedagogic one, as pointed out by Denhardt as early as
1987 (1987:124), that employers fail 10 accept the 'real world as an appropriate
location for learning and are reluctant ) approve educational experience outside the
traditional classroom. Increasingly, maiagement literature is pointing out that
while the MBA remains a high-demand cualification for many reasons - for example,
students looking to 're=tool’ themselves, to acqudire new skills in order to pursue a
new career - employers are seeking imgroved adilities in effectively managing
complex, changing organisation situations. The truth is, as reported by Bickerstaffe
(1992:xi):

An MBA cannot of itself charge people or their career histories. A
one-year or two-year prograrnme will not make a desirable finance
director out of a chemical ergineer. An MBA adds to what an
individual already is; it does not change anything.

Reports also reveal that busines s appears unable to use MBA graduates
effectively, being unsure of how to fit thzm into the organisations and how to get the
best out of them (Weldon and Weldon, 981 ; Linder znd Smith,1992:26,31),
resulting in discontent and disillusionm ant in botn employer and employee.
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Furthermore, employers argue that the inajority of the graduates lack the necessary
personality attributes and leadership at ilities =0 ster directly from campus into hign
visibility organisation environments an empheasise that:

An MBA is not itself a guaraitee for success. Graduates still have
to prove themselves capable of performing in the job in order to be
promoted into management.

(Lansbury,1988:18)

CHAPTER SUMMARY

Who is right and who is wrong”? Whose views are more valid and worthy of
serious or immediate consideration? Ir Austral a, as in other parts of the world, the
debate between the providers, the users and the practitioners of management
education appears to be largely circuitcus and non-productive.

This literature review has discus sed the documented views of the educators,
the employers and the student/graduate group and how their views relate to one
another. Managerent literature consistantly brings to the fore shortcomings in the
current process of management education programmes and in their product. These
shortcomings derive from three sources - universities, their graduates, and the
companies which employ those graduate s.

It appears that both university tusiness schools and employers are unsure of
what constitutes modern day effective mzanagemant. Schools find 1t difficult to define
an appropriate scheme of management education. Empioyers find it difficult to define
the type and guality of the business and inanagernent graduates they are interested in
employing. Students and graduates, although fee’ing that individual gains from the
management courses are significant and worth the effort, are yet confronted by
employers who believe that they have nct been suitably prepared as managers. Abcve
all, all three parties are unsure of how tie knowledge and experience of the education
gained by potential managers can be trarslated into assets for fast-changing
businesses and complex organisations and, subseauently, for the Australian economy.

It would appear that there is a sijnificart ‘'mismatch’ between the needs and
practices of the business schools, what ¢ tudents want out of a management career and
what employers expect, as a consequenc : of the urgent demands of everyday business,
as adequate preparation in the area of business and management. The needs, the
wants, the expectations of these three mrajor stakeholders in management education



are, according to the literature, overtl diversified and conflict abounds. It is likely
that the route to consensus in effective managemeant education will be a long and

unsettled one.

The literature indicates, therefore, an urgent need to research the interface
of the three stakeholder groups, to comare anc contrast the confiict and consensus
apparent between the views held - foctsing upon the validity of the expressed values,
needs and wants of each group - within :he context of the current unsettled state of
management education. Researchers s.ich as Ainswcerth and Morley (1993) and
Rothman, et al (1995) suggest the neec for such an examination which sets out to
evaluate the real impacts on all concerned, relative to current and future expected
needs of the world of management. Fron this examination should emerge a clearer

direction to effective management and ejually effective management education.



