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SummingUp. The foundersof top business
schools wanted to make management a
profession similar to law, medicine, and
theology. But the results look different,
accordingto a newbook, From Higher Aimsto
Hired Hands by HBS professor Rakesh
Khurana. Now Jim Heskettasks:How, and to
what extent, are businessschoolsthemselves
contributing to the situation? Forum now
closed.

Summing Up
How canbusinessschoolsreprofessionalize
management?The responsesto this month's

column can be characterized in several ways:

1) Business schools, particularly those
regardedas being the "elite," by their very
nature have contributed to the problem of
deprofessionalizingmanagementby building
more value in their alumni networks than in
their curricula and teaching.

2) Businessschoolcurricula, if not always
their teaching, reflect the demandsof the
market. This is or is not appropriate,but not
unexpected.

3) How can business schools
deprofessionalizesomething that is not a
profession?

Phil Clark'scommentcharacterizeshe first
line of thought.As he putit, an"elite B-school
degreds seenasaticket to connectiongo 'take
care of (oneself),' not necessarilyto provide
value to any organization or build new
organizations.”

The market-drivenexplanationwas offered
most provocatively by Tony Wanless, who
commentedhat "B-schoolsare university cash
cows,andthe only way to justify their feesis to
go where the massmarketwantsit to go. So
they concentrate on what will earn their
graduatesthe largestimmediate salaries." As
Edward Hare put it, ""Businessschools'are a
businessk. I'd be reluctant to blame the

businessschools.They E give studentstools.
But they rarely can teachmotives, ethics, and
ideals."The phenomenoris not confinedto the
United States.B.V. Krishnamurthy described
the concernf a hundrede-mailinquiriesfrom
prospectivestudentsat his businessschool. All
buttwo inquiredprimarily aboutthe earningsof
previous graduates.

Eric Mueller commentsthat management
will notbe a professionuntil it requires‘formal
qualification," is governed by a "regulatory
body," and establishesan "objective meansto
assesscompetence."As a result, business
schoolsprovidethe businesswvorld, in his view,
with  no more than an "effective, albeit
expensive, recruiting service." In citing 7
requirements of a profession, of which
managemenineetsonly 1 or 2, RogerManley
commentedhat "the thoughtthat management
is being 'deprofessionalizedtrikesme as a bit
of a stretch." Patrick O'Rourke added, "Let's
forget about striving to gain acceptanceas a
professionn thetraditionalsenseaswe arenot
comparinglike with like. The Frenchterm of
‘cadre' may best accommodatethe reality of
business practitioners in a modern world."

Respondentslso provided some possible
remediesOsbertLancasteisuggestedhat what
is needed is an injection  of
"craftsmanship'Nbroadlyconceived as doing
somethingwell for its own sake," into the
thinking of managersandthosewho train them.
Gerald Nanningacomments,"Maybe what we
needare fewer professorsand more mentors."
Karen Dempster suggeststhat students and
faculty with more practicalexperienceas well
as accreditorswilling to recognize programs
that "tailor learning for students"rather than
just meet rigid standards, would help.

Can businessschoolsdo much aboutwhat
may be largely market-drivenphenomenan a
field that has never qualified as a profession?
Or aretherewaysin which businesschoolscan
reprofessionalizenanagementhile looking
overresponseso this month'scolumn,| noticed
a newspaper article describing a growing
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numberof young managersvho are making so
much money managing,in many casesother
people's money, that they have decided to

forego an MBA. Does this suggestthat, by

freeingup classroonspacedor thoseinterested
in managingpeople,that the marketmay help
redressproblems describedabove? What do

you think?

Original Article

My areasof interestbring me into contact
with companiesthat are, in the words of the
book of the samename,"built to last." But I'm
puzzled. If they represent  the
creme-de-la-creme of long-term management
performancewhy is it that only a handful of
graduatesfrom Harvard BusinessSchoolNor
for that matter Stanford, Wharton, Chicago,
INSEAD, or other well-known business
schoolsNhave ever been employed by them?

A bookbeingpublishedn September-rom
Higher Aims to Hired Hands by one of my
colleaguesRakeshKhurana,may help explain
it. Khuranatracesthe developmenbf business
schoolsfrom their early daysin a smallnumber
of "elite" institutions(his word) wheretheideal
or goal was that of creating a field of
management that would qualify as a
"profession,” combining "mastery of specific
knowledgewith adherenceo certainformal or
informal codes of conduct and, even more
fundamentalfo anideal of service."Graduates
often sought long-term employment as
managersn a wide rangeof large, established,
highly-regarded business firms.

Khuranathenproceeddo outline significant
eventsthatled to the dilution anddestructiorof
this ideal, to the replacementof "managerial
capitalism"by "shareholdercapitalism."At the
risk of simplification, among these were the
resultsof two foundation-sponsoredtudiesof
managemenrgducationin the 1950'sthatargued
for greater emphasison the developmentof
measuresnd explorationof theoriesby means
of quantitativeanalysesof various phenomena
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encounteredby managersThis, it wasthought,
would legitimize a field largely basedto that

point on practice and shared (often untested)
wisdom handeddown from one generationto

the next.

This was followed by, amongother things,
the growing acceptanceof a 1970 declaration
by Milton Friedmanthat "the sole concernof
Americanbusinessshouldbe the maximization
of profit" and the developmentf the field of
"agency theory" by "Chicago School" alumni
which clearly positionedthe manageras the
agentof the shareholderThey advocatedarger
performance-based incentives that were
necessaryto "align" the interestsof managers
and shareholdersTakeoverswere favoredas a
means of enforcing the urgency of such
alignment.

At aboutthis time, accordingto Khurana,
deregulation came along that both made it
possibleand moretemptingfor agentsto actin

waysthatservedthe short-terminterestof both
parties while abandoningany semblanceof
"professionalism."As readers,we are left to
speculatenow, if at all, this might haveled to
such phenomenaas Enron, the management
revolving door, and even today's subprime
mortgagemess.Are thesethe resultsof an era
of "shareholder capitalism"?

The effect on the elite businessschoolwas,
in Khurana's view, substantial. The forces
describechbovehaveled to the hiring of faculty
well-trainedin economicsandmath,readyto do
battle with issues and phenomenalending
themselvesto quantification (e.qg., finance and
agencytheory), but "not intrinsically interested
in business."lt may accountfor evidencethat
students today are primarily interested in
admissionto, rather than study at, the elite
businesschoolsto enablethemto join the best
networksin orderto makethe mostmoneythe
fastest.If so, doesit help explain why they

oftendon'tgo to work for organizationseeking
manager®f otherpeople?n aneffort to adapt,
Khuranaobserveghat nearly every one of the
elite schoolshasadoptedmissionsin which the
developmenbf leadersis paramountBut one
might ask whetherthis is of much interestto
studentsattendingsuchprogramsor to thefirms
hiring their graduates.

This raisesother interestingquestions.To
what extent is today's business school
contributing to the deprofessionalizationof
managementBhould it foster greaterbalance
between managerial and shareholder
capitalism? By what means?What do you
think?

Toread more:

RakeshKhurana, From Higher Aimsto Hired
Hands: The Social Transformationof American
BusinessSchoolsandthe Unfulfilled Promiseof
Management as a Profession (Princeton
University Press, 200@
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