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Abstract

In the early 1990s, the demand for business schools to teach leadership skills was clearly recognized by business leaders, noted in the popular business publications, and even professed by leading business school deans.  Prior to that time, business schools were neither conferring, nor attempting to address the issue of, leadership skills.  Historically, business school faculties prepared future managers as analytical decision makers, not leaders; a by-product of this theoretical research orientation is the current lack of customer orientation at B-schools.  As the 1990s began, deans of leading business schools began to publicly recognize such an orientation may be misguided, and a large number of MBA programs were dramatically redesigned, giving grater priority to instilling leadership skills.  This paper documents the history of that  transition as it began in the early 1990s and the comments of those who advocated it during that time.  The paper finds that the tactics that business schools used to confer leadership skills could be informally classified into one of five areas -- leadership by legend, by baptism, by bonding, by modeling, and by mentoring.  Numerous examples of the specific activities of top business schools in each area during that time frame are detailed.

Introduction

The demand for business schools to confer leadership skills on their MBAs as an integral part of their graduate business education, consistently voiced by business leaders and popular business publications during much of the 1980's, fell mostly on deaf ears.  In the early 1990s, however, according to a U.S. News & World Report article of the time, "leadership is among the new business school buzzwords," and deans and key faculty at top business schools began to acknowledge the need for developing leadership skills in their MBAs.  Meyer Feldberg, dean of Columbia's business school, stated that "without effective ... leadership ... skills, an MBA is of little value to a company," William F. Glavin, dean of Babson College's business school at the time and a former vice-chairman of Xerox, ex‑IBMer, and Wharton MBA, asserted that the most critical skill necessary for today's MBA is "the ability to be an innovator in leading, to be a leader of ... change," Thomas F. Keller, at the time dean of Duke University's Fuqua School of Business states that "top schools are now beginning to ... produce a manager ... who knows when to lead," and William E. Mayer, then dean of Maryland's business school and former dean at the University of Rochester's Simon School of Business Administration, stated that one of the four basic elements of an MBA program should be leadership.  In addition, Lyman W. Porter, professor of management at the University of California, Irvine, and once chair of the Graduate Management Admissions Council's steering committee for current issues in doctoral business education, "exhorted business schools to focus on ... developing leadership, [which has been] long neglected."

Between the 1960s and early 1990s, business schools were clearly not producing MBAs with leadership skills, and it was noted by many in the early 1990s.  Management Review observed that "recurring, familiar criticism points to the failure of business schools to adequately prepare MBAs for the real world of leadership;" that the MBA stereotype has been that of a careerist incapable of working on a team.  Leonard Silk, who often reported on economic issues for The New York Times, also noted in his Business Month column that business schools had been "turning out professionals who [would not] be able to lead," and challenged business schools to strengthen the leadership skills of their graduates.  Corporations concurred, complaining that MBAs "were great with matrices and decision trees, but lacked practical skills, that they were not being taught the leadership skills needed to deal with the modern organization."  Corporate recruiters also groused that MBAs lacked an aptitude for teamwork, the hallmark of a good manager; Terry Williams, senior partner for corporate recruiting at McKinsey & Co., believed that fewer future business leaders would actually be attracted to graduate business school education.

In the late 1980's, an evolution occurred; a consensus developed that inaction would impact American business, that MBA leadership abilities might not be enough to carry American business successfully into the next century.  The crystallizing event was the 1988 Business Week rating of top graduate management programs, with its evaluations based on the satisfaction of student and corporate customers, as opposed to more traditional measures of academic reputation and quantity of research; the ranking immediately effected fluctuations in inquiries and applications at leading business schools.  A strong and more direct indictment was offered in 1990 in Across The Board commentary:  "It is quite clear that the MBA as produced ... is the overriding cause of the short-term optimization and narrow, anti-strategic planning that is draining life from U.S. business."  At the same time, two key governing bodies addressed these reservations.  A study released the same year under the auspices of the Graduate Management Admissions Council yielded an expected finding in its admission that business schools had become generally irrelevant, stating, in part, that "[business schools have been focused] on the building of elegant, abstract models, rather than forming managers who could understand the messy reality of international business."  In addition, the AACSB (then titled the American Assembly of Collegiate Schools of Business) indicated in a concurrent study that business schools were simply not preparing students for leadership.  These reports created an environment in which business schools themselves began to debate openly regarding curricular shortcomings in the development of leadership skills.  "A good solid dose of management skills in terms of ... leadership was a missing dimension in [our] students," according to Columbia's Feldberg.  Jerry Wind of Wharton concluded a two year study the same year involving over 1,000 recruiters, alumni, and executives, concluding that leadership was among the MBA's lowest skills; and that it was one of the three major shortcomings in traditional MBA education.  The University of Pittsburgh's Katz School of Business also conducted a survey in 1990, which ironically indicated that leadership ability is one of the top three attributes valued in an MBA candidate.

Leaders, Decision Makers, and Managers

Instead of leaders, B-schools had generally produced 'Lone Ranger' managers with quantitative decision making skills.  A historical perspective offers insight into the divergence of the business school product and its customer's requirements.  In the late 1950's, the Carnegie and Ford Foundations financed comprehensive evaluations of management education, which, at the time, was primarily vocational in nature.  The critical message from both evaluations was essentially the same:  "The nation's business schools were intellectual wastelands - mere trade schools where second-rate students were taught second-rate curriculums by second-rate faculty."  The findings instigated a dramatic change in the reward systems for business school faculty, emphasizing research activities similar to other social sciences.  Research professors were hired and encouraged to develop analytic tools and concepts that would raise the level of business scholarship; the result of such research was the instruction of managers as logical decision makers, as opposed to leaders, across the business disciplines.  While such activities certainly carried significant value, many now believe they were overemphasized.  Roger Jenkins of Tennessee's business school referred to the situation as a "thirty-year pendulum swing away from a healthy balance between academic rigor and managerial relevance." Over one half of a group of management development executives  surveyed in the early 1990s believed that business school coursework is too theoretical, and at the same time Fortune suggested that business schools were "mired in [their] arcane scholarship." Louis Lataif, as dean of Boston University's School of Management, simultaneously warned that "[business schools had] better become more relevant or close down."

A by-product of rewarding analytical research was a lack of customer orientation, a fact that was noted by many academics in the early 1990s.  Harold J. Leavitt and Abraham Zalenik, professors at Stanford and HBS, respectively, both gave voice to the fact that business schools had grown remote from business's most critical needs.  Richard R. West, former dean of NYU's Stern School of Business, stated that "to a significant degree, we lost sight of our customers--students and corporations." and that faculty were not "interested in the issues of corporate America..."  B. Joseph White, former dean of Michigan's business school, said that most business schools continued to live in isolation.  Tennessee's James Foggin, stated that schools of management had created isolated, functional silos.  Robert A. Sigafoos, a professor at Memphis State University's Fogelman School of Business and Economics observed that business schools in the late 1980s were a "near total detachment from the realities of the business world."

The relevancy of business school research exemplified the lack of customer focus; and many business school deans and key faculty freely admitted as much during the early 1990s.  "As much as eighty percent of management research may be irrelevant," was the observation of Scott S. Cowen, then dean of Case Western Reserve University's Weatherhead School of Management.  He also wondered "if the majority of [research] is of any significant value to executives in terms of influencing their daily actions, behavior, or business practices." Edward A. Fox, former dean of Dartmouth College's Amos Tuck School of Business wondered "how many discounted cash flow models the world needs?  The point is that a lot of what passes for research has no value."  And Jeff Sonnenfield, then Director of Emory University's Center for Leadership, thought that “research is often trivial because it's irrelevant in a world that doesn't see problems through narrow, functional lenses."  Two department chairs at Alabama's business school concluded that if industry does not want to pay for esoteric research, neither should business schools.  Robert Kaplan, an HBS professor, stated that "in some fields, twenty to twenty-five years of academic business school research has yielded little or no fundamental knowledge relevant for managing ... organizations."  According to Kaplan, significant research in Total Quality Management did not take place during the 1980's because tenure and promotion processes did not reward professors for being generalists, but rather for being functional specialists.  Ironically, some universities now subject themselves to TQM tactics.

A lack of relevancy in instructional curricula was also noted during the period.  According to Forbes, "smug and arrogant, [business schools] chose ... to teach what they wanted, rather than what business needed."  Fortune flatly stated that "business education has become largely irrelevant to business practice."  Many schools had relatively low student contact hours, due to the "paring of teaching loads to free up time for research, which leads to tenure and prestige within the profession."  Business schools tried to respond to complaints regarding instruction levels which were inappropriately impacted by theoretical research activities.  Duke increased contact per course by 80%, from one and a quarter hours to two and a quarter hours per week, NYU increased its class hours by 40%, and Wharton MBAs were able to waiver out of courses with a high content of theoretical and academic models and formulas, eg, accounting, economics, and statistics before their first day of class.

The general result from such reevaluation of priorities is that, through the 1990's, business schools began to  dramatically change their tactics in MBA education.  By the mid 1990s, according to Jack Hershey at Wharton, students could classify programs into two groups:  those that had new curricula and those that did not … and leadership development is one the new curricula's main components.  One of the first business schools that effected change in the area of leadership was Chicago, which, in 1989, introduced its required leadership program course for first year students.  The success of Chicago's leadership program might well be credited to the lack of faculty involvement in its design;  LEAD (Leadership Education and Development) was developed by students and outside consultants, with the $500,000 cost absorbed by five participating companies.  Business Week credited the effectiveness of LEAD with raising the school's ranking to number two in 1992, from number eleven in 1988.  Also since 1989, Virginia's Darden School of Management has required a year-long leadership course of its MBAs; a recent survey praised Darden's leadership program in executive education.  Indiana University completely revamped its MBA program in 1991, with the objective of enhancing team and leadership skills; first-year MBAs in the revolutionary program receive only one grade each semester, largely based on group projects.  Babson College's 37‑page strategic plan for its business school at the time included the objective that "everything in a student's experience  ... will be aimed at fostering ... leadership capacities."  As part of its revamped 1991 curriculum, Wharton provided its MBAs with a two-semester Leadership Skills course.
Beginning in the 1990s, then, business schools attempted to rapidly assimilate; over 20% of their offerings  in executive education focused on leadership. Schools were, however, inexperienced in the process, and so were experimenting with hundreds of specific tactics intended to foster leadership ability.  It appears that it was during this period that development and experimentation in leadership content was at its highest.  The authors find that most of those early activities could be categorized into one of five strategies:  leadership by legend, leadership by baptism, leadership by bonding, leadership by modeling, and leadership by mentoring.  This balance of this paper provides examples for each of these categories drawn from this active period.

Leadership by Legend
The case study has long been a popular method of capturing and studying the legends of leadership in business schools; it is probable that tens of thousands of MBA students during the last decade have prepared the Don Burr / People Express case as their study of leadership style.  While the case study method offers many positive benefits, an oft-noted downside is their dated nature.  Some participants of executive education programs at top business schools have complained that they are required to prepare the same cases as they had when they were MBA students twenty years before.  Case studies often take years to research and publish after the events actually occur, then professors must expend considerable time locating appropriate cases, and perfecting presentations that effectively illustrate the salient issues; by which time, the cases appear to be, at the literal level, dated and irrelevant.

An emerging alternative which addresses this concern is the sourcing of nonbusiness leadership legends for case study which have an inherent timeless quality in their legacy.  "Why shouldn't MBAs study Shakespeare?" asked James C. Hickman, former dean of Wisconsin's business school.  He suggests looking "at King Lear as a failure in management succession."  Jay Safritz, a professor of government and author of the text Shakespeare on Management, concurred;  Safritz stated that King Lear is a case study in the perils of divestiture and early retirement.  He also viewed Julius Caesar as a tale of a particularly hostile takeover by disgruntled stakeholders, and Hamlet as a sensitive young executive who fails due to his inexperience and indecisiveness.  Other popular books from the period analogizing such legends to management include Lincoln on Leadership, and The Victory Secrets of Attila the Hun.

The trend extended to the development of actual case study materials.  During the period, the Kellogg Foundation awarded a $700,000 grant to develop a set of "Classic Case Studies."  Each case, authored by John K. Clemens of Harwick College and Richard C. Burke of Lynchburg College, draws a parallel between a specific business leader and a character from literature or history.  Some of the comparisons include Lee Iacocca & Henry V, Christie Hefner & Cordelia, Jack Welch & Captain Vere (from Melville's Billy Budd), and James Dutt (CEO of Beatrice Foods) & Agamemnon.  Wharton students were asked to enhance their leadership skills by reading Machiavelli's The Prince and Plato's Republic.  Modern historical role models for leadership also turned up in classroom use;  Carnegie Mellon MBAs studied Winston Churchill as a legend in leadership, and Michigan MBA students reviewed Martin Luther King Jr.'s 'I Have a Dream' speech.

Popular motion pictures also capture leadership legends which possess a timeless nature, and so were used in study at business schools.  Students at Pittsburgh's Katz Graduate School of Business participated in a Significant Film Series; each film, such as The Caine Mutiny, was accompanied by lecture identifying management analogies.  Chicago MBAs, under the auspices of the LEAD program, have viewed the movie Twelve Angry Men and analyzed the leadership ability of Henry Fonda's character, who successfully persuades a jury of the innocence of a seemingly guilty defendant.  Twelve Angry Men, as well as Twelve O'clock High, were used for similar analysis at Harvard Business School as early as the 1960's, as was Tunes of Glory at Darden.

Leadership by Baptism
At the time, Harold Leavitt of Stanford's business school said that it was regretful that "most business schools have been designed without a practice field."  Many of the leadership activities used by top business schools at the time were intended to provide such an environment.  Groups or individuals were being placed into limited project or task management roles in which they contain the significant authority, and had to exert leadership and teamwork skills.  The strategy provided students risk-averse practice, with associated reinforcement and feedback.  In addition, experimentation with less traditional leadership tactics such as roving and pathbreaking could take place with low failure costs.

Management simulations and games have traditionally provided immersion in limited management leadership roles during MBA education, and were often employed.  The most dramatic example was the conversion of the University of Tennessee's business school program, where the entire first year curriculum became essentially one long management game, in which MBAs ran the hypothetical Volunteer Vegetables company; the single course was team taught by fourteen faculty members, who schedulde the course activities using project management software.  The students also spent their final two weeks involved in another simulation called the Market Place game.

Simulations and games of more typical scope and duration abounded at top B-schools.  The first week of second-year Executive MBAs at Washington University was devoted to a management simulation game called Tycoon.  Tycoon, a game in which teams must first bid for the companies they will manage, was also used in a week long marathon by second year MBAs at Dartmouth's Amos Tuck.  Carnegie Mellon University's Graduate School of Industrial Administration maintained a computer management simulation game in which students make critical marketing, finance, and operations decisions for a fictional detergent product.  Called simply The Management Game, it was pioneered by Carnegie Mellon during the 1950's as a simulation of Proctor & Gamble.  A Carnegie Mellon simulation, FAST, placeed finance theory in the fast-paced environment of the trading floors.  MBAs at MIT's Alfred E. Sloan School of Management participated in two simulations, MarkStrat (short for Marketing Strategy), and a systems dynamics game that simulates People Express Airlines, allowing students to assume Don Burr's leadership role.  The People Express game was also used by Texas MBAs during their orientation.  In their Leadership Skills course, Wharton MBAs participated as groups in a global computer industry simulation, placing students in strategic leadership scenarios.  Indiana University MBAs participated in a marketing strategy simulation game.  William & Mary MBAs participated in a global marketing simulation game.  During the first day of their program, NYU Executive MBA students participated in a management simulation game, which requires typical management decisions such as product line discontinuance and plant expansions.  Simulation games were also used at Stanford, Duke, and Virginia.

Another approach to providing immersion in leadership experiences that was new at the time was the student's participation in various social services activities, where the need for individuals to assume limited managerial roles is high.  The University of Denver's Graduate School of Business required work at a local soup kitchen. Duke University required a group of its MBAs to spend time with children in low-income housing projects.  MBA students at The University of Michigan's Graduate School of Management teamed up to rebuild inner-city homes prior to first semester.  Carnegie Mellon had also begun some projects of this type.

Leadership by Bonding
Another strategy that was employed to foster the growth of leadership was the use of "bonding" experiences which forced the development of peer, superior, and subordinate relationships.  The most common tactics were "boot camp" and "Outward Bound" style exercises; activities requiring the use of ropes seemed especially prevalent.  Chicago's required leadership course included activities such as "Desert Survival," "Winter Retreat," and other Outward Bound-style exercises;" students walked blindfolded on ropes with the aid of fellow students.   Indiana MBAs faced a "Leadership Challenge Course," including the "peanut butter pit," a hazardous crossing event, in which they used ropes and any other means available to cross a pit of simulated quicksand; other events included "nitro crossing," and "spider's web."  Rope climbing was also included in the many activities during Duke's Integrative Learning Experiences. 

Virginia started its full-year MBA leadership course with a week-long wilderness experience, and began its six week summer executive development program with a weekend of outdoor team building activities.  The University of Denver also required a wilderness adventure during its MBA 'boot camp.' Cornell MBAs participated in rock climbing, rappelling, and camping. Wharton students were lead blindfolded through a wooded obstacle course by a partner.  Professor Noel M. Tichy, Director of Michigan's Global Leadership Program paced his executive education students through competitive raft-building.  Raft-building was also among the pre-term activities at William & Mary's business school.  MBAs at Wake Forest's Babcock School of Management participated in a set of activities entitled "World Business Games," which included having teams construct a vehicle out of plywood and hundreds of tennis balls.

There was a degree of dissension among business schools regarding the value of these types of exercises.  Columbia's business school required pre-term teamwork experiences, however, Dean Feldberg publicly commented that these types of experiences were "flaky."  The administration at Carnegie Mellon's business school also did not hold such exercises in high regard.

According to Kevin Doyle, the most sweeping change in business school curricula was a swing towards group-oriented instruction and evaluation; clearly, such activities also bond.  Groups were common, but typically not formalized or evaluated, in traditional MBA programs.  Each first-year class at Chicago, hoever, was divided into ten "cohorts," each a group of fifty students. Teamwork was also strongly emphasized at Tennessee via Volunteer Vegetables; MBAs belonged to three different teams during the year that they manage the fictitious company.  Boston University considered assigning each student to as many as 32 different teams over the course of the their MBA studies.

Leadership by Modeling

Prior to the 1990’s, an MBA's first-hand experience in observing business leaders during his education was limited to the occasional executive guest speaker.  After that point in time, business schools began to strive to increase the number of  executive-student links, including, according to Charles Hickman, who at the time was AACSB’s spokesman, the trend to hire business leaders as business school deans.  Such a trend provided a unique opportunity for business students to observe leadership styles on a day-to-day basis.

One clear example of a business school capturing an opportunity for the modeling of leadership in its dean can was seen in Babson College's 1989 recruitment of Glavin.  During his first two years, Glavin declared students to be customers, involved students and faculty in development of Babson's new strategic plan, established management by objectives for faculty and staff, and implemented total quality management.  Glavin implied that enthusiasm for such programs stems from effective leadership.  Paul J. Rizzo, former IBM Vice-Chairman, also acted quickly after taking the helm of UNC's Kenan-Flagler business school at Chapel Hill.  He identified, and acted decisively to resolve, issues such as recruitment and facilities.  Rizzo’s tenure was short and hampered by the unacceptance of an “outsider,” but his influence was nonetheless profound.  John Robson, former president of Searle Pharmaceuticals, diagnosed the situation at Emory's business school after his recruitment as dean in 1986, and made wholesale changes in a program which "for years squandered its opportunities on the altar of high-mindedness."  By 1990, Emory appeared on an "up and coming" short list in U.S. News & World Report.  William E. Mayer, a former chairman and chief executive of First Boston, was selected as dean of the University of Rochester's Simon School of Management.  Mayer, charged with repositioning the business school into the "top ten" lists, resigned after eight months during a classic clash with the president over resources and commitment; Mayer moved on to successfully reposition Maryland's business school.  Other examples include Boston University's Louis Lataif, a former Ford Motor executive; and Robert S. Leventhal, former dean of University of Washington's business school and chairman of Western Union Corporation.

Prior to the changes during the early 1990s, another lost opportunity for the modeling of leadership could be found within the business school faculty.  Since MBA students intend to be managers, not researchers, according to Stanford's Leavitt, "Ph.D. students see their faculty as role models, MBA students do not.  Ph.D. students and faculty identify with one another, MBA students don't."  NYU's West concurred that the lack of identification between faculty and MBAs affects the quality of MBA education; "your workers know little about the product."  Therefore, selecting individuals with previous leadership experience in business could be seen as an obvious tactic for capturing leadership models in faculty.  Such experience empowers a faculty member to realistically exemplify successful business, including leadership, behaviors.  Using faculty with experience was advocated by Bruce Charnow, at Hofstra's business school, who believed that "Pure scholastic pursuit without real world experience in business ... is institutionalized naiveté ... at worst, a disaster for students."  In agreement was Raymond F. Keyes, a professor at Boston University's School of Management, with a decade of industry experience.  Keyes believed that business schools should create more slots for potential faculty with broad management experience, belaying emphasis on the more typical doctoral entrance requirement.  He pointed out that the result of that emphasis is that "students in business schools are taught by people with little or no management experience.  It is a little like having medical schools without experienced doctors as teachers, or law schools without lawyer-teachers."

On a very limited basis, some business schools cautiously moved to hire faculty with significant business experience.  Babson College also captured leadership opportunities in its faculty; for example, it employed Lawrence P. Carr, former CEO of a Simens subsidiary with seventeen years of significant business experience and a quality MBA, as an assistant professor of accounting.  At one point, the faculty of Vanderbilt University's Owen Graduate School of Management included Bruce Henderson, founder of the Boston Consulting Group.  Rice University's Jones Graduate School of Administration employed Edward Williams, chairman of a venture capital group, and David Ross, CEO of a large consulting group; one of the two captured the school's instructional excellence award six out of seven years.

Another opportunity for successful modeling of leadership was captured in business school faculty that, though not primarily experienced in business, still successfully modeled the traditional traits of leadership.  NYT 's Silk suggested employing business school professors whose talents lie in setting goals and values for their students, who can inspire students with a desire to do more than solve problems."  Consider the talents exemplified by John D. Kasarda, a professor at UNC's business school.  Kasarda spent much of the 1990s converting his academic vision of a global-level, functionally-integrated air and manufacturing complex for Eastern North Carolina into a politically endorsed agenda.  At the same time, his leadership of the school's Kenan Institute excelled, and he successfully formed the Executive MBA Corps, which sends freshly-minted MBAs to assist in the privatization of Eastern Europe, by forging an agreement among twenty top business schools. 

Leadership by Mentoring

Ph.D. students in business possess made-to-order mentors in the business school faculty; doctoral students, unlike MBAs, aspire to become faculty, which explains, in part, why, according to Leavitt, "our Ph.D. programs are typically far more thorough and conscious socializers ... by apprenticeship [than MBA programs]"  MBA students, on the other hand, generally find no such mentorship in the faculty, instead "viewing members as ineffectual ivory‑tower academics, isolated from the storm and drang of the real world."  In an effort to compensate, some business schools actively involved business leaders in the observation, evaluation, instruction, and guidance of MBAs, facilitating the modeling of leadership via mentor roles.  This type of activity directly addressed the concern for lack of mentorship also expressed by NYU's West and Boston University's Keyes.

Programs provided direct mentors during the program by willing executives.  At Case Western Reserve University, students could choose to be assigned to an local executive for mentorship, and were also assigned to a host manager's "Executive Action Team;" participating corporations included AT&T, TRW, and McKinsey.  UCLA also offered its MBAs access to a formal mentorship program.  Texas MBAs concentrating in MIS were mentored by executives from corporations such as IBM, Ford, and Mobil.  Southern Methodist University's Cox School of Business also maintained a strong mentorship program; over 100 Dallas business executives actively participated.  The Leadership Institute at Boston University's School of Management was praised for its practicality by large corporations such as AT&T and DEC.  The program paired faculty members and executive program participants for development of action plans for the executives' current projects, inviting a mutualistic form of mentorship.

Many schools sent their MBAs on real, albeit limited scope, consulting jobs.  At NYU, Stern MBAs could have enrolled in a full-year consulting opportunity; large corporations such as American Express and Sony  participated.  Students were required to present their findings to the corporation's top executives.  MBAs at Virginia conducted pro bono research for multinational companies, as the cornerstone activity in its required Leadership course.  Previous corporate clients included PepsiCo, BP, DEC, and GM.  Dartmouth MBAs were required to complete a major consulting project early during the first year for local clients, presenting their conclusions to the client and outside consultants.  Berkeley Entrepreneurship students worked through an actual start-up with the principals.  More than half of the graduate students at Purdue's Krannert School of Management became involved in consultancies during their studies.  Similar consulting activities existed at Pittsburgh and Southern California.

In some programs, executives became active participants and/or evaluators.  Here, the leader-executive subtly assumed the role of skilled craftsman; the student became apprentice, and presented his work for appraisal.  While MBA students played The Management Game at Carnegie Mellon, they interacted with industry practitioners and major executives, who assumed the roles of investment bankers, directors, and union officials.  The teams reported to their board in the boardrooms of some of Pittsburgh's leading corporations, such as Heinz or Mellon Bank.  In similar fashion, Tennessee first years, while they ran Volunteer Vegetables, were required to submit production and financial plans to experienced industry managers and bankers.  MBAs at Penn State's Smeal College of Business Administration participated in a annual case preparation contest and presented the results to a panel of local presidents and CEOs.  At Indiana University, MBAs enrolled in Applied Investment Analysis managed a hypothetical portfolio, submitted their buy recommendations to the scrutiny of investment professionals.  Ohio State MBAs actually managed $5 million of the University's endowment, and reported their activities to the University treasurer, and worked directly with securities dealers.
Internships have always been a popular summer-between activity for MBAs, primarily to capture future job offers.  Some business schools gave considerable weight to longer term, more significant internship activity in an effort to confer managerial leadership skills.  Michigan's White believed that all business schools should institute internships as curricula, paralleling required medical school residencies.  NYU's West concurred in the desirability of medical school-style internships.  Michigan MBAs, as teams, were placed into such corporate residencies for six weeks, working with executives from companies such as Federal Express, Motorola, and Xerox, which helped to design the program.  The University of South Carolina, ranked first in International Business by a recent U.S. News and World Report survey, required a three to six month foreign internship of its graduate students majoring in IB.  MIT's Leaders for Manufacturing program required a seven-month internship on a factory floor.  Wake Forest MBAs are placed as interns at entrepreneurial companies and execute start-up studies.  Similar corporate internships existed at Emory, Washington University, and Texas business schools.

Another methodology for mentorship was establishing business leaders in the role of instructor.  Michigan MBAs prepared cases on organizations under change, then the relevant executives, from Citicorp's John Reed to Union Pacific's Mike Walsh, attended class to critique their analyses.  Among Carnegie Mellon's electives was Leadership in Business, taught by Gerald Meyers, former chairman of American Motors; 85% of Carnegie Mellon's students registered for the course in one semester alone.  The school's course in Strategy was taught by a former French cabinet minister.  Former Secretary of State George Shultz lectured at Stanford's business school in international economics.

The executive-in-residence program has been the more traditional vehicle for providing instruction from business leaders, and the practice is generally continued at most business schools.  Columbia had just begun its executive-in-residence program; in 1990, the program offered four outstanding executives, such as John O. Whitney, former CEO of Pathmark and Donald C. Kirk, former chairman of FASB.  Other recognized business schools maintaining EIR programs include GIT, UNC, and Duke, which boasts Robert Price, former CEO of Control Data Corporation, who team teaches Strategy courses.

Conclusion

Did these early activities directly affect a higher level of leadership in B-school students?  It is true that the theoretical relationship between these activities and leadership outcomes are far from obvious, and measurement would be indeed difficult, perhaps even imporssible to post-test.  But it can also be said that these innovative exposures and experiences represented only the first efforts in a process of learning how to instill the leadership content that corporations now require, and it is a process that will continue to involve considerable trial and error over time.  It may be decades before truly meaningful leadership content is identified and institutionalized.  However, the vibrant movement during the early 1990s toward leadership content, that movement away from the mass production of MBAs for consumption by decoupled customers, and towards the service of graduate business education, ensured some degree of continuing efforts that will likely eventually lead to student mastery of the subset of leadership that can be learned.  And it is within those few years, that highly active time frame, that business educators can best find the broadest selection of leadership content to evaluate for future use.  
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