“INDIAN MAANGEMENT” 

“Management Education-Relevance and Renovation” (S L Rao)

  Management is not a profession and does not require management graduates. Those who do get management degrees need to have a commitment to ethics and values.  Management education has failed to meet the vast need for managers in Indian business and non-business organizations. It was grafted as a post graduate programme with no underpinning of related and relevant undergraduate work.  It has inculcated a culture of greed among bright young people at an age when in earlier times, they were motivated to change society. The governance of these schools is poor at the level of government and the institutions. The faculty is in short supply and poorly integrated into management education. How can we change this situation? 

Numbers
   In 2008-09 there were over 102000 students studying for a Master’s in Business Administration or its equivalent. Of 450000 Indian students abroad in 2009, over 20%, (90000) went for management. Many of the best and brightest Indian students want to study management because it is a sure way to well-paid jobs with great prospects for advancement. Interactions between students of high quality make for good learning, despite weak faculty in most management schools. Most faculties have little practical experience of management, come from different disciplines with no orientation to management given to them and undertake little good research. Many of the around 2000 management schools recognized by the All India Council for Technical Education (AICTE) have minimal faculty, mostly of poor caliber and a poor record of research or publication. The 11 new IIM’s that are now to come up will compete for this limited and poorly trained faculty.  

Quality  
   Ratings enable students and recruiters to assess the relative merit of different schools. Hardly 250 to 300 management schools (including those affiliated to universities) allow themselves to be rated. Many schools are founded by politicians or their surrogates and are run to make substantial surplus for the promoters. Most (including universities) have modest libraries, few computers and poor faculty. We need a single national rating agency, and compulsion on all schools to pay for annual ratings. There is no attempt to compare the efficiency and effectiveness of management graduates at work as against those who did not study management. Only for the 250 or so top, or aspiring to the top, schools, is comparative information available from the five surveys. We must have a standard ratings methodology, and compulsory for all, for which they must pay. Rating exercises also help the motivated promoters to upgrade their schools and new ones to match the best standards. 
         Need for Managers
In 2007 there were 10000 listed companies. The 12500 or so unlisted companies in India include public sector, banks, financial companies, service and trading companies. The top 75 compare with the best of the listed companies. Many of the rest show poor performance in sales growth, profit ratios and consistency. In addition there are innumerable small and medium manufacturing, trading and financial enterprises that could benefit by some knowledge of good management practices. All need better management. 
    The numbers of MBA’s (or equivalent) that are produced are not sufficient to meet the needs of most of these current and potential users. Management graduates are mostly recruited by top consultancy firms including I.T., multi national and financial companies. The huge and growing requirements of the rest of industry including infrastructure, construction and real estate companies, small and medium enterprises and others, non banking financial companies, non-profit organizations, educational and health organizations, etc, are met by school leavers, graduates and post graduates in commerce, economics and engineering. These organizations usually recruit experienced people or those freshly out of school and college and train them for their companies. Commerce and Economics graduates and others with professional qualifications in accounting, auditing, secretarial practice, etc. would benefit form exposure to the essentials of management. 

Need for Integration
 We must change the structure so that post graduate management programmes are integrated with undergraduate ones for school leavers. The undergraduate programme must not be like the present BBA, which is tailored to encash on the demand for management education. It must instead take them through related topics and subjects that feed into a subsequent post graduate diploma or degree in management.   . 

     The post graduate programme is not designed to enable students them to make an easy and natural transition from their studies in Bachelor’s programmes in commerce, economics, sciences, etc. Teaching business management as done now for a BBA degree, to sixteen year olds is misguided since management studies demand some more exposure to other subjects and preferably to working experience.   

    Another idea whose time has come is to reach out to young people in rural and moffusil India and those who have studied in Hindi and the vernacular. The challenge is to give them the education and the skills to manage but without giving them an inferiority complex. They will need training to become comfortable with spoken English and taught the regular management subjects in Hinglish, a combination of Hindi or the vernacular and English. They must use the same English language texts and cases (or translated into the desired language) used in the English medium classes in management.  

   With the emergence of India as a growing global player there is a need to expose management students to the parts of the world that are of great economic and business potential in this century. This is no longer just the West but rapidly growing economies of China, Latin America and in time, Africa.   
Political Governanace
      Till this year (2009) the H.R. Ministry that oversees management education was handled by aging senior politicians denied the powerful Ministries.  They created controversies and focused only on IIM’s. They tried to keep IIM fees low, confronted their autonomy, introduce immediate reservation for OBCs additional to existing reservations for SC/STs, but without improving relevance and functioning. The reservation compelled IIM’s to do what they had resisted for years, that is, to expand their intakes. This expansion of intakes has also brought in other issues and especially the dire shortage of suitable faculty. Temporary solutions like extending the age of retirement, bringing back retired faculty to teach, expanding class sizes, making better and more planned use of guest faculty, are short-term. The maximum focus must  now be on developing faculty and on integrating the different disciplines they come from into management so that they all have a common focus. In additions, there have to be better remuneration and incentives to attract more into management faculty. Attention must also focus on governance, curriculum, pedagogy, value systems, and developing outreach programmes so that bright young people from poor or deprived social, economic, caste and community backgrounds can be helped to enter management education.   
Governance of Management Education
There is excessive emphasis on placement and the salaries paid at commencement of working careers of management graduates. This is encouraged by recruiters, media and the institutions themselves. But these cannot substitute for a good education. The NKC proposal to abolish AICTE and allow institutions freedom to develop curricula is in the right direction. We also need transparency from business schools in publishing their numbers of faculty, their qualifications, research, publications, electives offered, infrastructure details especially knowledge improvers like libraries, computers, online access to journals, etc. 

  The focus mainly on earnings in placements, not on learning, is detrimental to society. Management education must be a real education, not a mere stepping stone to high paying jobs.  
While abolishing AICTE is desirable, there must be an alternative and less controlling governance mechanism to achieve more transparency in governance of schools and of management education as a whole.         
Governance of Business Schools         

 Exploitation of students by charging capitation fees, excessive fees, offering poor facilities and relatively untrained faculty, are believed to be rampant among many business schools. All management education institutions, even when run by Trusts, must have independent directors on their Boards, audit committees, published accounts and transparency in admissions and managing funds, so that students get value for their high fees. Profit making beyond a reasonable return on capital employed must be prevented. The business schools must respond to self-regulation. The corporate governance rules prescribed for listed companies by SEBI might be usefully extended to business schools.   
Possible Structure for Business and Management Education

     Management schools should be the apex of management education, and mainly for older students with work experience, unlike today. Undergraduate management education as presently for the BBA, is undesirable, since management is an experiential, not a purely academic subject. It requires some knowledge of the world and in dealing with people. 

      The VKRV Rao Committee Report on Commerce Education of 1961 had proposed that management education be at the apex of a pyramid of which the base consisted of diploma and degree holders in commerce that learn the essentials to start as foot soldiers in commerce and industry. Above them would be the B.Com starting as a lower level executive, the sales officer, the supervisor in accounts, etc. The M.Com would have specialized in one industry or another, like banking, transport, railways, (even non-governmental organizations), arts management, etc, and enter those areas. The management education post graduate would be fit to join as a manager at the entry level. He would have had exposure to the many aspects of management and would be even more useful if he had spent two years at work. If we structure like this we will produce many more trained personnel to staff a variety of industries and levels of jobs. The present mad rush for management graduates for all types of jobs will reduce.   

    The second route is to design a five-year management programme that takes the school leaver through the subjects that will make him a well-rounded citizen who can then enter management at a lower level or after a short period of work experience, come back into a post graduate programme that builds on what he has been taught earlier. 

The Pursuit of Greed
The small number of management graduates in relation to the total need makes many of the young and bright entrants superior and arrogant to the rest. They complete management education in their early 20’s and have multiple job offers. Monthly remunerations range from at least Rs 5000 in the worst schools, to as high as Rs. 5 lakhs a month for some from the best schools. Management thinkers have begun to fault this practice and attribute the decline of values in many industrial and finance companies to it. Thus Joel M Podolny in the Harvard Business Review of October 18 2009 discusses the need for MBA’s to value what society values. He proposes that MBA’s should conform to a code of conduct and if in working life they do not, their degrees might be withdrawn. Sumantra Ghoshal made the same point some years ago when he said that management academics must take responsibility for the upsurge of greed in many American and British companies. He said that there was an unspoken academic project to make business studies 'respectable' by removing the subjectivity of analyzing company behaviour in terms of human choices and actions. Instead, they looked for explanations in impersonal patterns and laws. Managers, who treat people as opportunists taking chances, encourage opportunism that justifies ever-tighter controls. Governance that assumes managers are untrustworthy when it comes to maximizing shareholder value without hefty incentives, breeds managers who require huge stock options. Strategy based on the idea that maximizing profits involves a battle for value with employees, partners and society, generates corporate monsters such as Enron, which do in fact distort competition and eventually destroy themselves. To “really wish to reinstitute ethical or moral concerns in the practice of management, we have first to reinstitute them in management theory”.

The content of teaching has to change and so must the evaluation of business schools by the media, employers and students by the number of students who get quick jobs (“placements”) and the salaries offered. In India where inequalities are so great, it is even more important that social empathy rather than greed is inculcated through management education. .    

Content & Pedagogy
     Management is an applied subject. So is medicine. The medical graduate has to heal human beings and his education is lengthy to enable him to observe and practice under supervision of more experienced people, on human beings. In Management education the simulation of practical experience is sought to be achieved through the use of the case method of teaching; and by ‘summer placements’ in companies in the middle of the education programme. 

   A case is written to simulate reality. Not all facts are available and the student has to come to a decision on the basis of limited data and his knowledge of the real world. The case has to clearly give the teacher the teaching objectives of the case. Te teacher must be able to guide the discussion so that the decisions are evolved by the students and not dictated by the teacher.
     Summer placements are in most institutions not of much value in exposing the student to real life experiences. The period is too short; the organization offering placement rarely has a clear idea of how to use the student to enable the student to learn and for the company also to benefit. Apart from corporate placement, non-governmental and other social organizations might also offer useful learning experiences. 

     Some institutions admit only people with some work experience. Many provide opportunities to students to organize and manage events. Some even encourage them to start and run fledgling businesses. Experiments in Canada and the United Kingdom rotate the student each term between the classroom and the work place. In others the student is at work during the week and at the classroom over a long weekend and the teacher spends time with the student at his work place.

     A manager has to have a good understanding of the socioeconomic environment of his markets and of the world since no country is now an island and distant happenings have an impact on the domestic markets. The time a student is in management school must therefore enable him to become much more widely knowledgeable about the world. He must understand how governments and industries develop strategies and policies and must develop an ability to anticipate what might develop. He must have sensitivity to local cultures. He must have a close understanding of important social concerns like climate change, energy efficiency; social inclusion, and develop his instincts for empathy and understanding.   

Admission Standards  

 IIMs have their high reputation because of the admission standards that ensure only the best and brightest students join, fabulous infrastructure with excellent Libraries, classes that are small enough to ensure close interactions between students and faculty, ample computer facilities and a wide choice of subjects through a large choice of elective subjects. Difficulty in finding good faculty leads many schools to high faculty to student ratios. Admission tests must be free of bias towards quantitative testing and emphasize nurturing and empathetic skills. Institutional governance must ensure objectivity in selection.  

     Autonomy

 Government gives no autonomy to IIMs on faculty remuneration, differential salaries by paying more for the better faculty, or remuneration based on performance. Many private schools offer much better remuneration packages but deprive faculty of the free time for case development, research and publication. There is little effort or money available for substantially increasing the PhD’s in management for creating a larger trained management faculty pool.
         Faculty

  If IIMs have difficulty finding adequate faculty, it is far worse for the other recognized management schools. Even higher remuneration does not help. Faculties with limited teaching experience are able to command professorships early in their careers. 

   AICTE has done little to develop faculty numbers and quality. Its successor must demand that all schools provide generous scholarships and develop PhD’s. Since fees are quite high, business school have enough to pay better and also to give extra time and facilities to faculty for research. 
    Faculty quality, their evaluation and incentives related to performance, determine curriculum, pedagogy and value systems. Faculty must conduct research, raise funds for research and publish regularly in reputed journals, apart from popular media. These must determine their evaluation and incentive payments. Qualified faculty will envision future needs better and develop courses to meet them. Their research and publication will attract industry and others to work with them on real life problems. These will be useful additions to classroom teaching. 

   Conclusion
Management education was an artificial graft on to our educational system. It has not had the thinking and planning that for example, went into information technology. The regulatory framework is overly centralized and possibly corrupt. We need change in all areas of business school functioning. Most importantly we must have integration so that a post graduate in management has built on the knowledge imparted in his undergraduate work. Values, ethics and societal demands must reflect themselves in, management education. 
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