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Abstract:

The NZ business environment is changing, moving from industrial to a post-industrial society. Have business schools made moves to keep up with this accelerating change? This paper briefly reviews the NZ business environment and explores business education in the context of the changes. To remain relevant in this new world it is suggested that tertiary business schools may need to adjust.

Moreover society has changed, what this may mean for the future of tertiary business education briefly investigated. These changes see businesses having to move away from purely financial measurements towards ‘softer’ more people orientated measuring tools. This shift could see the business schools focus on quantitative over qualitative teaching become less appropriate.  

To highlight the change the analogy of two rivers is used: The predictable path taken by the industrial river and the unpredictable path taken by the post-industrial river. To successfully navigate the first river students require standardised skills. However to complete the journey on the second river diverse skill is required after an initial period on standardisation. This second river requires human skills such as communication, teamwork, continual learning, critical thinking and problem solving to be successfully navigated. 

It is suggested by this paper that tertiary level business education in NZ to remain relevant may have to move from the first to the second river. 

INTRODUCTION 

The intention of this paper is to stimulate debate on the future of business schools and the type of curriculum delivered to best prepare students for the future business world. This is not a definitive piece of research, rather a discussion paper intended to encourage deliberation and dialogue. It is offered that this paper fits with the theme of this conference “Agents of Change.”

The origins for this document came from a 1992 paper by Robert Winsor entitled “Talking the post-fordist talk,… but walking the post-industrial walk”. The article discusses the transformations in post-industrial/post-fordist society in relation to the changes within organisational design. 

Winsor discusses this movement of the US manufacturing offshore and writes of concepts which are being used to “disperse the gathering storm clouds” of worry about this phenomenon. He proposes that one of these theories is the post-fordist model/paradigm and suggests that it falls short of its ‘quantum re-conceptualisation its proponents imply.” 

“Post-fordism, rather than fulfilling its promise of placing workers before the system, has simply refined the ‘Fordist’ system to more fully exploit the remaining, yet heretofore untapped human potential of the workers. This corporate enrichment under the guise of ‘job enrichment’ may move the enterprise one notch further along the path of increasing efficiency, but it does nothing to break the corporation away from its inveterate system of control and inducement. In short, post-Fordism fails to achieve its ideological objective: changing the corporate enterprise from a hierarchy of feudalistic autocracies engaging in a maximisation function, to a democratic alliance where a multiplicity of goals and voices are optimised.” (Winsor, 1992, p.61).

From this paper thoughts moved to how this post-ford/post-industrial era is likely to affect New Zealand and consequently New Zealand business and business education. Whilst the Winsor paper was published in 1992 in the USA this author believes that the work can still be considered relevant to NZ in 2007. This relevance is due to the still occurring movement of NZ’s manufacturing base to offshore (less expensive) production facilities, especially in countries such as China, Thailand and Fiji. The above was emphasised during conversations with Mr Ken Stevens, Chairman and owner of Glidepath Ltd, business champion for the NZ Export Year. These conversations took place after co-presenting to a group of exporters on June 19th 2007 in Nelson NZ. The main theme of the conversation was how do we keep/make our business education relevant in the modern world and thereby strengthen the NZ economy.

BUSINESS CHANGE:

Globalisation, deregulation, trade liberalisation, internationalisation, technological revolution, the knowledge economy, new types of organisation (virtual and networked etc), environmental issues and societal changes have all contributed to massive changes in the way we do business since the 1980’s. Peter Drucker describes the time from the early 1990’s until now as the silent revolution. In the book The Definitive Drucker, Elizabeth Haas Edersheim paraphrases Drucker’s comments:

“Change came gradually, predictably, to businesses in the period following World War II through the early 1990’s. But then, boom! A silent revolution took place on five fronts:

1. Information flew

2. The geographical reach of companies and customers exploded

3. The most basic demographic assumptions were upended 

4. Customers stepped up and took control of companies

5. Walls defining the inside and outside of a company fell. 

(Hass Edersheim, 2007, p.18)

The New Zealand economy has shifted to a more service industry intensive economy largely due to the increase of technology in all sectors and the shift of the countries manufacturing base to low cost economies. This is similar to many other western economies where, as the economy develops, manufacturing moves to lower costs and services develop. The primary sector (agriculture, horticulture, forestry, fishing and mining industries) account for 6.8% of GDP and over 50% of total export earnings (NZ Treasury, Industrial Structure and Principal Economic Sectors 2007)

In the 12 months to September 2006, the manufacturing industries delivered 14.7% of real GDP. The proportion of the labour force employed in manufacturing was 13.2%. Primary sector processing (food and forestry) makes up a significant proportion of the sector. (NZ Treasury, Industrial Structure and Principal Economic Sectors 2007) 

Service industries make up a large proportion of the economy, accounting for over two-thirds of GDP. The tourism sector is particularly strong with some commentators placing tourism as New Zealand’s largest single industry now ahead of dairy farming.

“Tourism is the world's fastest growing industry and the New Zealand tourism arrivals have increased by 61% since 1999 to 2.4 million. Tourism is New Zealand's single largest export sector and contributed $8.3 billion dollars to the economy in the year ended March 2006. That is 19.2% of exports and either directly and/or indirectly employs 10 percent of the work force. Tourism represents 8.9% of gross domestic product and generates $531 million in GST returns from international visitors each year.” (TIANZ, Biggest NZ Export Industry Taking Action 2007) 

As well as this shift in the economy it should be noted that New Zealand is a country largely made up of Small/Medium sized enterprises. These statistics from the Ministry of Economic Development clearly disclose this:

New Zealand is predominantly a nation of small firms.

Small and medium sized enterprises constitute the majority of all enterprises in New Zealand:

· 86% of enterprises employ 5 or fewer full-time equivalent staff. 

· 96.8% of enterprises employ 19 or fewer full-time equivalent staff. 

· 20% of enterprises do not employ any FTEs.

(Ministry of Economic Development, Number of SME’s, 2007).
This shift in the marketplace has seen knowledge become a vital part of business. Clarke and Flaherty comment:

“This opening of marketplaces and economic growth has created a demand for knowledge of business practices. Since businesses must develop innovative models for competition, business people must quickly attain modern business acumen and develop skills to compete in a dynamically changing environment.” (Clarke & Flaherty 2003 p.118).

This movement or paradigm shift to a knowledge focused global economy sees shifts in the marketplace, the way we process information and communicate, the way businesses plan, organise, lead and control. The entire methodology of business changes to some degree once opened to the global marketplace (see Appendix 1, 2 & 3). 

SOCIETAL CHANGES:

With globalisation, information flow accelerating and the fluidity of human movement we have seen major changes in society. The population has grown to over 4 million and the make up of this population has changed in gender balance, ethnicity and age. 

These societal changes are disclosed on the NZ Department of statistics website: 

“We are sharing with the rest of the world a number of social, cultural, and political revolutions. Statistical evidence shows the young reporting an increasingly rich mix of identities – a growing proportion of all the New Zealand population is involved in inter-ethnic marriages (Ethnic composition), with each generation reporting a growing proportion of children belonging to more than one ethnic group. We may be shaping the character of a culturally inclusive "Kiwi" identity. We are becoming more educated (School retention and educational qualifications). The knowledge economy (Access to technology) may be creating more opportunities for the young in employment and at the same time may be removing, or mitigating, barriers rising from functional disability. There has been a significant shift in women's educational (Women's educational outcomes), economic, and employment positions, and this is continuing with, for instance, growth in employment opportunities for women. However, gender issues are still significant, affecting levels of attainment within occupation; and income (Labour force, employment and incomes), retirement provision, home ownership, and caring – women not only bear the greater responsibilities for caring for children, but also for relatives (Care giving, paid and unpaid work).” (NZ Department of Statistics, The big shifts now in train: Changes in society, 2007)
There are also changes in where we live through urbanisation and how we earn through the changing make up of business. The introduction of new technologies affects the way we think as does the influence of environmental issues on the populations psyche. 

Power shifts have occurred in society e.g. women holding positional power although there still disparities in remuneration in a number of areas and children’s rights etc. There has also been an increase in the number of women in the workforce and a lifting in educational levels throughout society. 

“Considerable growth in educational participation in the 25 to 39 age group has taken place in the last ten years. In 2001, the majority were at universities and polytechnics” (Davey, 2003, p.88).

Davey also states that the number of ‘older’ students [25 to 59 years] at universities and polytechnics has increased markedly in the ten years prior to 2002. She also noted that: “Women make up 60% of people aged 25 to 39 who were in tertiary study” (Davey 2003, p.88). 

“Participation in tertiary education and training has increased, and people 25 and over are more in evidence. The aging of the workforce presents challenges to provide appropriate education and training for people in mid-life.” (Davey 2003 p.195).

With the changes to business and society how are business schools adapting or moving to remain relevant with this new world order? Lynne Richardson, Dean of the College of Business Ball State University USA, connects societal changes with the business school of today:

“Many students today are more technologically literature than our faculty. They have grown up in the era of MTV, video games and cable television. They think nothing of interacting via the internet with folks in other parts of the world and they have always had CNN. These young people are extremely bright and easily bored.  How do our faculty respond to this challenge? In many universities, professors offer the same subjects using the same pedagogy as they have for the past twenty years. Business schools must expect more from both the faculty and the students.” (Richardson, 2003, p.5). 

BUSINESS EDUCATION/SCHOOLS

Brief History 

The earliest information researched to date is that business was taught at Oxford UK in the mid 1300’s. However this does not discount the very strong possibility that other regions were teaching business/management well before this date e.g. Mesopotamia, the Greeks, Romans, Chinese etc. What does seem apparent is that business education “co-evolved with management itself (Spender p.4). The Germans have a proud history of business education with the University of Halle and the University of Frankfurt-am Oder appointing their first Professors of Administration in 1727. Although business education gradually gained prominence through the preceding centuries (The Aula do Comércio Portugal 1759 and Wharton School at University of Pennsylvania 1881), it was the 20th century when explosive growth occurred. 

Business schools could be seen as the success story of the 20th century in tertiary education. Large numbers of schools developed throughout the western world delivering everything from short courses, diplomas to doctoral degrees. They became the ‘cash cow’ for many universities and ITP’s especially at lower levels and up to MBA. The business school is a mix of academia and the corporate world with some businesses building their own universities. Many have internationalised their programmes and the current trend is to approach the Asian markets especially China and India.

Criticisms:

It is likely that criticism has been around almost as long as the actual process of business education. Since the inception of business schools there has been ebb and flow between plausible and implausible, a continual debate between the search for academic integrity and the relevance of the business education to the actual world of business. 

The criticism of business schools is often strong and can come from internal organisational politics and from outside institutions. Some criticism is witty e.g. “If Thomas Edison had gone to business school, we would all be reading by larger candles” (McCormack quoted by Vinten, 2000, p.180), whilst other criticism is founded on more researched depth. 

Often the critics have focused on MBA programmes although business schools generally do come in for denigration. Business schools and more obviously management courses have been subjected to a number of management fads over recent decades although this appears to be slowing, probably due to the fragmentation and accelerating change in the global business environment (see Appendix 4).

There have also been a number of recent criticisms from other authors such as Meyerson, Mintzberg, Richardson, and Pfeffer & Fong. Both Mintzberg and Pfeffer & Fong appear to be quoted often and are vocal critics of the current direction of business education, especially the American methods and most especially the MBA degrees. 

Pfeffer and Fong assert that: 

“Although business schools and business education have been commercial successes, there are substantial questions about the relevance of their educational product and doubts about their effects on both the careers of their graduates and on management practice.” (Pfeffer & Fong, 2002, p.2)

They go on to suggest that unless business schools can remain/regain relevance then they are in for some interesting competitive times ahead.

Bennis and O’Toole state they believe there is too much focus on scientific models for business education, a model of academic excellence measurement as opposed to measuring the success of the school through the competence of graduates and by how well the schools understand the key drivers of business performance. 

“This scientific model, as we call it, is predicated on the faulty assumption that business is an academic discipline like chemistry or geology. In fact, business is a profession, akin to medicine and the law, and business schools are professional schools—or should be. Like other professions, business calls upon the work of many academic disciplines. For medicine, those disciplines include biology, chemistry, and psychology; for business, they include mathematics, economics, psychology, philosophy, and sociology. The distinction between a profession and an academic discipline is crucial. In our view, no curricular reforms will work until the scientific model is replaced by a more appropriate model rooted in the special requirements of a profession.” (Bennis & O’Toole, 2005, p.96)

Augier and March reflect that throughout history there have been two contending exaggerations that have framed the debate about the success of business schools. They argue the first is that business education has sacrificed relevance to the esoteric area of academic purity and the second that fundamental knowledge and research has been subordinated to the limited perspectives if immediate problems. They state that:

“These proclamations may often have been overly dramatic, but they have reflected an enduring dispute in professional schools that is manifest also in the histories of schools of medicine, engineering, law, education and public policy and administration.” (Augier & March, 2007, p.129)

The criticism appears to be largely on two broad fronts:

1. That business schools are not teaching subject matter which is entirely relevant to today’s business i.e. the emphasis in quantitative rather than qualitative subject matter and

2. That the deliverers of the message, the faculty, have become disconnected from today’s world of business.

Positives of business education

Although there is a level of criticism there are also those who expound the virtues of a credible business education.

“The world of business and a business school education are not for everyone; but the lives of virtually everyone are better and brighter because of their existence. Management education helps to provide the leadership and vision that continues to elevate societies, organizations, and people.” (Lorenzi, 2004, p.6)

If one was to take a pure market perspective on the success or otherwise of business schools, then purely by growth of schools and students it could be said successful. 

Globally the business school has experienced the highs of success and the lows of failure, some have even challenges their need for existence…is studying business a credible form of study, is it a science or is business study a form of liberal art? Where is the 21st century going to take the business school? 

Insiders Opinion on NZ Business Education

As a business educator there are times when one feels attached to a hypothetical medieval rack with limbs being stretched by key stakeholders. These stakeholders being:

1. Central government 

Change driven by politicians through departments such as NZQA and TEC and the tax payer wanting a return on their investment, the government not wanting to be seen supporting what the public perceives to be irrelevant education. 

2. Institutional management

The pressure to minimise cost 
3. Students 

Students seeking a return on their investment, particularly older students, not only in dollar terms but also in terms of opportunity costs. This is where the concept of andragogy is discussed, more on this later. 

4. Business 

There is a perceived responsibility of delivering graduates which can be utilised by business to enable survival and/or business growth. 

Andragogy 

Malcolm Knowles developed the theory of andragogy differentiated from pedagogy. Sandra Harris states that Malcolm Knowles is known for being the initial proponent of andragogy. 

“Knowles defines andragogy, a term European adult educators had been using as a parallel to pedagogy, as the art and science of helping adults learn. Harris quotes Knowles as believing that adult learners fitted into the andragogical model and are: 

1. are self-directed;

2. enter educational programs with a great diversity of experience;

3. become ready to learn when they experience a need to know or do something;

4. are life-centered, task-centered, or problem-centered; and

5. are motivated by internal self-esteem, recognition, better quality of life, and self-actualization.”

(Harris 2003)

This is important in the context that tertiary business education as this is mainly taught to adult learners. Whilst this should be blindingly obvious one wonders if this is often forgotten, especially points three and four above. 

Where are we now?

We deliver a curriculum which has developed over time and offers systematic approach to business education. Qualifications such as the NZ Diploma of Business and Applied Undergraduate Degrees follow logical steps in building a body of knowledge. It is believed that NZ is fortunate, probably due to geographic location, emphasis on exporting and the number of people who experience travel/work offshore that a world view is taken in business. This is a possible point of difference for NZ business education looking ahead.

To a large degree our level five and six courses are structured and follow this systematic approach closely, controlled by the NZQA prescriptions. It is possible to suggest that these follow a philosophy of an industrialised economy. 

Two Rivers

The Industrialised River:

An analogy for this industrialised approach is that of students being sent on a rafting journey down a river to the sea of employability and elucidation. The journey begins slowly in calm waters with the students learning the basics of controlling the raft. Gradually the speed and volatility of the water increases and the expectation is that the skills learnt earlier will enable them to sail through. The instructor/educator is likely to take a ‘sage on the stage’ approach delivering instruction in a systematic, ‘Tayloristic one-right-way’ due to the predictable nature of the future journey. Whilst they are subjected to some instability they do not face massive unpredictability, they know what is coming. Similar to past business environments where stability and predictability was usual and competitive forces could to a large degree be seen coming.

The Post-Industrial/Information Age River:

Continuing the rafting analogy into today’s global markets then the level of unpredictability becomes a necessary part of training. The students still need to learn the basics of controlling the raft and perhaps at this level place a higher emphasis on crew/team work. As they move down this river through the calm water and onto the new areas (from educational levels 4 & 5 to levels 6 & 7) the degree of unpredictability increases due to the ever changing river. Rocks, trees and blind channels appear adding to complexity. The students must have the ability to navigate through these changing waters. It is likely that the better method of instruction adopted here is the instructor become a ‘guide on the side’, travelling with the students on their post-industrial journey. The skills required for the successful completion of this journey place a higher emphasis on communication, teamwork, continual learning, critical thinking and problem solving. 

The perspective on the methods employed to teach business/rafting is provided by Richardson. She states that:

“Today’s student is unimpressed with the ‘sage on the stage’ approach to teaching. A more relevant pedagogy involves the ‘guide on the side’ where the faculty member expects the students to take responsibility for learning text material outside the class and then using that material in an applied manner in the classroom.” (Richardson, 2003, p.5). 

The two rivers analogy suggests that we are still in the main delivering business education with an industrial focus as opposed to a post-industrial focus. However emphasis must be made that whichever river is taken the initial skills are as important on both. The use of the two rivers links with the criticisms of business education above, curriculum and faculty. 

The NZQA website provides an outline of what government wants from a business graduate:

“A graduate of the New Zealand Diploma in Business will: in a range of diverse and changing organisational settings, effectively be able to: 

1. add value by applying specific business skills 

2. apply a range of interpersonal and communication skills 

3. apply critical problem solving skills with initiative and judgement 

4. recognise ethical and cultural issues inherent in decision making 

5. work independently and within teams of diverse people 

6. have appropriate skills, research abilities and knowledge to pursue further study and professional development”
(NZQA, 2007)

The graduate profile of NZ Diploma of Business students fits with the second river although it is recognised that there are papers which incorporate some of the skills needed to successfully travel the post-industrial river these are not in the main stand alone papers. It is suggested that subjects such as:

· Innovation

· International communications

· Critical Thinking

· Problem Solving

· Sociological/Humanities papers with a customer orientation and

· Business projects where qualifications can be acquired whilst working on a business.

It is also suggested that these papers should only be introduced at level six and after the foundation skills have been developed. It may well be seen that level six is too early however it is suggested that those with an Applied Undergraduate Degree investigate these papers at level seven. It is noted that a number of these potential papers may already be delivered in some circumstances.

The introduction of the above types of papers would be in keeping with attempting to dispel the first of the criticisms mentioned earlier and with a ‘guide on side the side’ approach to delivery should help with higher andragogical outcomes. In a recent article Hughes makes some interesting comments on the future of business schools:

“Moving business schools into the future and restoring their relevance begins with an understanding of how business organisations are evolving from hierarchical organisational design to horizontal networks that are linked by sharing information, knowledge and skills. Ideally, business schools would be more active components of a global network of other university departments, companies, government agencies and nongovernmental organisations. This would allow schools to present students with an experience more likely to prepare them for the new management challenges, and it would tie academics more closely to the executive perspective.” (Hughes, 2006, p.88)

This statement mirrors the industrial versus post-industrial philosophies stated earlier.

Conclusion/Summary
Are we as business educators delivering graduates with relevant skills into the changed workplace of the 21st century? It would seem for the most part yes; however it is suggested that allowing more flexibility in subject matter, that is, a slight shift from the quantitative to qualitative subjects at the higher levels will better mirror the dynamics of the accelerating global business environment. The key word is RELEVANCE!

Last Word: 

In a globalised world we need to produce graduates who follow what Martin Wolf describes as the commercial syndrome. He states:

“The essence of the commercial syndrome is voluntary agreement, honesty in dealings, openness to strangers, respect for contracts, innovation, enterprise, efficiency, promotion of comfort and convenience, acceptance of dissent, investment for productive purposes, industry, thrift and optimism. This is the attitude of the merchant through the ages.” (Wolf, 2004, p.31)

Note:

· Colloquial language, writing style, rather than academic used in effort to emphasise relevance.

· Bibliography included to allowing readers to follow additional relevant research not specifically mentioned in the text. 
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Appendices

Appendix 1

Changing Paradigms

	From
	In
	To

	Classical/neo-classical management orthodoxy
	Ideas and values
	Multiple changing management paradigms

	Local/national international
	Market environment
	Glocalization/globalization

	Manual/analogue stand alone
	Processing and communication
	Electronic/digital network

	Strategic planning rational strategy
	Orientation
	Strategic thinking/innovation/core competence

	Taylorism/Fordism
	Organization and control
	Intelligent/networked virtuality

	Shareholders/financial performance indicators
	Measures
	Stakeholders/non-financial performance indicators

	Profit/growth/control
	Objectives
	Sustainable enterprise


(Source: Clarke & Clegg 2000. p.6)

Appendix 2:

Fundamental economic and social changes will drive the emerging profile of the next generation of senior managers

	Key drivers of change
	Impact on business
	Key challenges for the next generation of senior managers

	Changes in economic conditions
	Deregulation and opening up of national economies
	1. Mastering a complex, fast changing and possibly unfamiliar competitive environment

	The basis of competition
	Emergence of capabilities based competition:

· Time based

· Process based
	2. Managing relationships with global customers, suppliers, partners, owners, colleagues and workforces

	
	
	3. Mastering the new basis of competitive success

	The changing shape of business organisation
	Growing importance of human resources and information technology as competitive enablers
	

	
	Organising around processes
	4. Leading an organisation of quite different design

	
	A knowledge based workforce

Business complexity

Globalisation 

Growth in flexible working arrangements

Growth in women in management

Increasing levels of education in the workforce
	5. To work with quite new sorts of colleagues


(Source: Boston Consulting Group: The Australian Manager 1995 p.1227. Quoted in Clarke & Clegg 2000. p.45.)

Appendix 3:

Transition from Industrial to Information Age Organisations

	Industrial Age Organisation
	Information Age Organisation 

	Focus on measurable outcomes
	Focus on strategic issues using participation and empowerment

	Highly specialised knowledge base resulting in single-skilling
	Interdisciplinary knowledge base resulting in multi-skilling

	Individual accountability
	Team accountability

	Clearly differentiated and segmented organisational positions, roles and responsibilities
	Matrix arrangement – flexible positions, roles and responsibilities

	Linear input-output thinking about programmes
	Holistic perspective on programming

	Reactive in solving problems as they emerge – a short term focus dominated by the bottom line
	Proactive: anticipate issues before they become crises; achieving balance between short term pragmatism and long term purpose

	Local perspective informs programming
	Global perspective informs local action

	Hierarchical, linear information flows 
	Multiple interface, ‘boundaryless’ information networking

	Attention to quantitative differences
	Attention to qualitative differences 

	Plant and equipment targeted for investment
	Development of people targeted for investment

	Achieving effectiveness through methods
	Achieving superior performance underpinned by shared values

	Initiatives for improvement emanate from a management elite 
	Initiatives for improvement emanate from all directions

	Present orientated, doing what is known now
	Future orientated, operating at the cutting edge.


(Source: Hames, R. 1994. The Management Myth quoted in Clarke & Clegg 2000. p. 31)

Appendix 4:

Business Fads 1960- 1990

	1960’s
	1970’s
	1980’s

	Decision Trees
	Satisfiers/dissatisfiers
	Diversification

	Managerial Grid
	T-group training
	Experience curve

	Theory X and Theory Y
	Conglomeration
	Theory Z

	Brainstorming
	Management by Objectives
	Strategic business units

	
	
	Zero based budgeting

	
	
	Decentralisation

	
	
	Wellness

	
	
	Quality circles

	
	
	Excellence

	
	
	Restructuring

	
	
	Portfolio management

	
	
	Management by walking around (MBWA)

	
	
	Matrix

	
	
	Kanban

	
	
	Intrapreneuring

	
	
	Corporate culture

	
	
	One-minute managing

	
	
	Value chain 


(Source: Modified from Clarke & Clegg 2000 p.18)
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