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Introduction
D uring the 1970s and early 1980s concerns were voiced that traditional education  
program m es w ere failing to address the needs o f both learners and industry. P rim e 
M inister Jam es C allaghan’s speech at Ruskin College in O ctober 1976 w as only 
one o f  the catalysts -  albeit a m ajor catalyst -  which culm inated in the ongoing  
appraisal and revision o f the function and content o f  educational provision. H ow  
to prepare young people for w hat is an uncertain future resulted in innovations such 
as the N ational C urriculum  and TEVI and the debate about core skills fo r 16 -19  
year olds. In  the realm  o f H igher Education an attem pt is being m ade to  m eet this 
challenge through the developm ent o f  the Enterprise in H igher E ducation  (EH E ) 
initiative: — the focus o f w hich has been designed to prom ote the en terprising  
student and  address the needs o f  both learners and em ployers. This in itia tive w as 
launched by  the Secretary o f State for Em ploym ent in D ecem ber 1987.

M ore recently areport o f  the Industrial Research and D evelopm ent A dvisory  
Com m ittee o f  the Com m ission o f  the EC stated that:

“the output o f education and training systems (including in particu lar h igher 
education) in term s o f  both quantity and quality o f  skills a t all levels is a
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prim e determ inant o f a country’s level o f industrial productivity, and hence
com petitiveness” .

Today m ore people perceive education and educational qualifications to be an 
investm ent in their future and not a chore im posed by society. This will m anifest 
itself in the dem and for m ore places in higher and further education. There is 
already an increasing trend w hereby m any people today experience one or m ore 
career changes during their working lives and a significant proportion o f  today’s 
graduates change both their job  and em ploym ent sector w ithin five years o f 
graduating.

It is in the context of these facts that the EH E initiative is being developed 
in approxim ately 60 H igher Education Institutions (HEIs) throughout the United 
Kingdom . W ithin the U niversity of U lster the definition o f enterprise adopted is 
a broad one and not confined to the narrow  popular conception o f the term  which 
equates it with entrepreneurship in a business setting. R ather the em phasis is 
placed on the developm ent in the undergraduate population o f a repertoire of 
personal transferable skills. Before the introduction o f EH E it was generally 
assum ed that personal skills developed out o f education and students becam e 
independent thinkers because they were capable of teaching them selves. This 
assum ption has been shown to be incorrect by B rennan and M cG eevor (1988, p 
120) w ho found that “co-operation” and “leadership” ranked very low  in the list o f 
benefits which graduates thought they had derived from  higher education. 
Furtherm ore, a significant num ber o f graduates, two years after graduation, also 
felt that they had had insufficient opportunity to develop skills in oral com munication, 
num eracy and com puting during their higher education careers. Thus the focus o f 
EH E w ithin the U niversity o f U lster is to be the enterprising student -  but w hat are 
the elem ents -  the skills w hich if acquired and used m ake the enterprising student? 
There is no shortage o f inform ation in this area, including the w ork of Boyatzis, 
W hetten and Cameron, Porter and M cKibben and EH E inspired w ork at Sheffield 
and Durham . It was by a process o f  debate, d iscussion and analysis o f  the key 
authors that those involved in developing the proposal fo r funding to the Departm ent 
o f  Econom ic Developm ent (NI) arrived at a list o f  17 personal skills (see Figure 1).

Personal Transferable Skills
T hese 17 personal skills (or personal transferable skills) w ere piloted and then 
tested  in a survey o f 100 com panies in N orthern Ireland, the Republic o f Ireland
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and Great Britain who recruit graduates, and also with 200 recent graduates from  
the U niversity o f  Ulster. The 17 personal skills were carefully described in 
behavioural term s which w ould indicate their presence. The results o f this survey 
have been reported elsew here in this journal (see Thom pson) but it is interesting 
to note in F igure 1 that the perceptions o f the developm ent o f personal skills by both 
em ployers and graduates were such that not one o f the 17 skills was perceived to 
have been developed either very well or not at all.

Figure 1: Comparison of Employer/Graduate Results -  Development of Personal Skills
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Furtherm ore, the em ployers view the universities’ ability to develop personal skills 
less favourably  than do the graduates, with the gap being largest for personal rather 
than group skills.

A Tripartite Alliance
T he delivery o f  E H E is based on a three way partnership. This partnership  
com prises o f  the U niversity ’s students, its staff and em ployers. The U niversity  o f  
U lster -  through its polytechnic roots -  was m ost fortunate to  have extrem ely
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strong links with em ployers, but it is essentially through the curriculum  that 
enterprise will be delivered to the students. H istorically, em ployer-links have 
existed in vocational or professionally accredited courses such as law , engineering, 
architecture, m edicine or teaching and m ore latterly in B usiness and A ccountancy 
-  now there is the challenge to develop these links in m any other courses. The 
know ledge gained from  the survey in relation to the developm ent o f personal skills 
must be taken into account when preparing graduates for the w orld o f work. This 
being so, the University has identified strategies which are being introduced to 
assist the developm ent o f the relevant personal skills portfolios for all graduates 
and enhance the em ployer, student, educator alliance. These are:

• Introduction o f work placem ent and experience for both students and 
teaching staff into a wider range o f courses.

• More explicit acknow ledgem ent o f  the needs o f em ployers, including 
em ployer input to courses and assessm ent, and an im proved careers 
service to students.

• Changes to the structure of courses to include a stronger developmental 
element, particularly by including personal skills development objectives. 
Changes to the content o f courses, including m ore use o f project 
(particularly group project) work, new  form s o f assessm ent, and the

 ̂ provision o f m anagem ent/business aw areness modules.

Graduates in Management
It is envisaged that by the year 1995 the full-tim e degree student population in the 
University o f Ulster will be 7,250. A t the present tim e the total num ber of 
undergraduate students on paid and unpaid placem ents together is 1,500, o f which 
paid placem ents are 900, and unpaid 600. O nly 75%  o f those who graduate will 
stay in Northern Ireland.

A n exam ination o f the U K ’s m ain trading rivals em phasises that in the UK, 
and in N orthern Ireland in particular, the graduate is under-represented at m anagerial 
levels (see Figure 2). Furtherm ore, in following the A m erican model o f postgraduate 
and post-experience business schools the UK output o f M B A s and undergraduates 
falls short o f the USA production by a factor of 10.
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Figure 2: Percentage of Managers with Degrees

55%

G e rm a n y Japan

Sources: Silver, M., 1991 & T&EA Report, 1992

The 1985 L abour Force Survey suggests that in the UK there is an annual 
requirem ent for som e 90,000 new  managers. A  crude extrapolation o f this data 
would indicate a requirem ent o f some 1,500-2,000 graduate entrants into industry 
and com m erce in N orthern Ireland. O f approxim ately 1,000 business and business 
related graduates produced in Northern Ireland annually som e 25%  leave the 
Province. O f the rem ainder, som e 50% will go into the non-m anufacturing sector, 
leaving only 400  fo r perhaps 1,500 new entrant m anagem ent positions. These 
indicative figures (and they are only that) suggest the obvious -  that if  N orthern 
Ireland is to increase the percentage o f graduates in m anagem ent then inevitably 
m ost o f the new  entrants will com e from a non-business degree background. This 
trend is clearly evidenced in the intake for the Graduate D evélopm ent Schem e for 
1992. O f200 students on this entry to business program m e 70%  cam e from  an A rts 
and Social Sciences background.

EHE and Entry to Management
The results o f the pilot survey, and the data on new entrants to m anagem ent in 
Northern Ireland, are im portant in relation to the developm ent o f  EH E and ra ise  a 
num ber o f  interesting questions:

• C an E H E assist in the provision o f an appropriate base for non-business
graduates?
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• Can EHE enhance the skills provision for business graduates? 
Though outside the current rem it o f the U niversity o f  U lster EH E 
scheme, should we be doing m ore in the area o f  skills developm ent for 
our postgraduate students -  both business and non-business?

U nderlying these questions there are three m ajor concepts. These are training, 
education and developm ent. Before attem pting to answ er the questions posed, 
w hat do we mean by these term s? A sim ple definition o f  training m ay be that it is 
a process that is concerned with the acquisition and developm ent o f specific skills 
to do particular activities or jobs. Education contrasts w ith training in that it is a 
process concerned with the acquisition and developm ent o f know ledge and skills 
which equip individuals to take on a particular role. T hus it overlaps with training. 
D evelopm ent, however, may be seen as a m eans o f  equipping and helping an 
individual to take on jobs at different levels or in different spheres, and as such it 
m ay em brace both training and education activities.

The answer to the questions posed above is a qualified  yes, EH E can provide 
a suitable base for non-business graduates and it can also enhance the provision for 
business graduates arid postgraduates -  if  we accept:

• that the EH E initiative cam e into existence due to  the identification o f 
the need for a more enterprising educational base w ithin our institutions 
o f higher education;

• the need for this developm ent to be placed in the context o f a tripartite 
alliance -  staff, student and em ployer; and

• if there is a genuine com m itm ent from  all parties concerned to accept 
change.

The traditional approach for the non-business graduate to assist the transition into 
industry has been the ‘bolt-on” awareness raising module. W hilst this is undoubtedly 
valuable for the non-business graduate, its shortcom ings are obvious. It produces 
potential m anagers with knowledge about m anagem ent, but gives no help in 
developing the necessary skills in how  to m anage. The EH E approach of 
developing a range o f transferable skills on a “bolt-in” to  the curriculum  principle, 
offers the potential em ployer a graduate m anager w ith appropriate enhanced skills. 
E nhanced in the sense that it becomes a routine part o f  course assessm ent that the 
student will be required to dem onstrate their ability to  deliver on the full range of 
transferable skills. EH E will seek to  m ake, as part o f  the tripartite alliance, 
em ployers aware that in the future U niversity o f  U lster graduates, from a range of
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disciplines, will be equipped with a repertoire o f personal skills that are readily 
transferable to their organisations. The dual processes of im proved com m unication 
and skills developm ent w ill, in time, provide enhanced opportunities for the non­
business graduate.

The strong em phasis on industrial placem ent in undergraduate business 
program m es a t the U niversity o f Ulster, and the ensuing close contact w ith 
industry, has unquestionably im pacted on the high acceptability o f these students 
to industry and com m erce. Y et within these business courses little system atic 
effort has been m ade to develop, in any m eaningful way o th e r than by p lacem ent 
exposure, an acceptable range o f basic m anagerial com petencies. The developm ent 
o f professional skills and know ledge is vital, but m ust be allied w ith the developm ent 
o f  individual com petence.

A lbanese (1986) com m ents on the business educational process.
“No one advocates elim inating cognitive learning, but there is a need for
m ore balance betw een cognitive learning and skills train ing.”

The EHE initiative provides a focus for reviewing this balance. The encouragem ent 
to develop and assess personal skills; to critically examine m eans o f  increasing the 
effectiveness o f  the sandw ich year; to innovate new learning and assessm ent 
approaches; and to im prove em ployer partnerships can act as a  catalyst fo r change 
and ultim ately develop m ore able young managers.

K akabadse (1992), using data from  the national E xecutive survey, shows 
that the average high calibre executive in the UK  attains a senior m anagem ent 
position at 32  years o f age, and prom otion to C hief Executive officer at 41 years 
o f  age. For the postgraduate student seeking to progress in m anagem ent there are, 
therefore, tw o developm ental career windows o f about eight years each. It is in 
preparation for the first o f  these career phases that the conten t o f postgraduate 
program m es can have a significant effect. On the assum ption that the key 
transferable skills are developed at the undergraduate level, w hat additional skills 
should the postgraduate student seek to develop?

The futurists such as Toffler, Aburdene, M organ, H andy and D ruker tell us 
that the organisation o f  the future will be smaller, flatter, less bureaucratic and w ill 
operate in netw orks rather than pyram ids. They further p red ic t that som e o f  the 
qualities that executives w ill need in this new environm ent will centre around 
proactivity, entrepreneurial flair, leadership, creativity, vision and m anaging  
discontinuity. These, and sim ilar, com petencies or m eta com petencies, can  and
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should be developed in the postgraduate course o f the future. The part-tim e 
postgraduate students by definition have an action centred  fram ew ork for 
developm ent in their workplace. The full-tim e postgraduate is reliant on action 
centred opportunities being created within the curriculum . The challenge to the 
University is to successfully integrate the developm ent o f  m eta com petencies, 
within the postgraduate curriculum and assessm ent structure, w ithout fundamentally 
changing the specialist nature o f these courses.

A variation on Richard Boyatzis four quadrant model (Figure 3) may 
provide a useful framework for such integration. In particular, if we are to produce 
postgraduate students equipped for the industrial and com m ercial future then 
attention m ust be paid for all four quadrants and not, as is currently the case, 
concentrate on the top left and top right quadrants.

Figure 3: Boyatzis Quadrant Model

Professional Skills M anageria l Skills

and and

Knowledge Knowledge

Business Vision
Personal

and
Competencies

Awareness

The developm ent o f m eta com petencies in postgraduate students is, in light o f the 
Enterprise in Higher Education initiative, both logical and essential.

The current lack o f success reflected in the em ployers’ and students’ view 
on how good we are at developing key personal transferable skills, neverm ind  m eta 
com petencies, may further prom ote the need to  m ove aw ay from  w hat Lupton calls 
“fields o f  know ledge” to “fields o f  action” not only  in o u r business schools but 
throughout the University as a whole.
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Figure 4: Fields of Knowledge /  Fields of Action
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Figure 4, polarising education and training and a vocational and liberal em phasis, 
attem pts to dem onstrate som e extrem e positions in terms o f  U niversity  courses. 
The inculcation o f  skills and com petence developm ent w ithin the cu rricu lum  w ill 
have som e effect on the relative positioning o f courses over tim e. W h ils t the ex ac t 
positioning o f  any course is a m atter o f opinion, an increase in student p lacem en t 
will produce a m uch m ore dram atic shift to the top right quadrant. N o t only w ill 
this increase the training/vocational content o f courses, but it also fue ls, in part, a 
change from  traditional form s o f  learning to an action learning approach . A ction  
learning is becom ing a w idely accepted m ethodology for developing m anagers an d
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m an ag em en t com petence in both ce rtifica ted  and o rgan isa tiona lly  based  
program m es. It is described by Lessem  (1982, p 12) as follows:

“A ction learning at its sim plest, is an approach to m anagem ent education. 
A t its most profound it is a form  o f personal therapy, a m eans o f social and

"T

econom ic transformation, and even a way o f  life .”
T h e  B usiness and M anagem ent Faculty in particular, through a close association 
w ith  R eg Revans, the founding father o f action learning, and a visiting professor 
a t the University o f Ulster in the mid seventies, has long incorporated elem ents o f  
action  learning in its courses. W hilst it is not the purpose of this paper to argue the 
re la tive  m erits o f various learning theories, inevitably the developm ent o f EHE 
across all faculties challenges not only theoretical perspectives on learning but 
cu rren t practice, staff understanding, teaching and assessm ent abilities. The 
p rocess o f  com petence developm ent becom es an activity appropriate for student 
an d  sta ff alike, and has m ajor im plications fo r staff developm ent.

The implications o f  the EHE initiative for all parties in the tripartite alliance 
are  significant. The shift from producer led to increasingly custom er sensitive 
cou rses is considerable. Equally the involvem ent o f students, em ployers, and staff 
in  a  genuine developmental partnership is challenging, and requires m uch adaptation 
by  all parties. M intzberg and Quinn (1991, p 12) recently noted:

“W hether we realise it or not, our behaviour is guided by the system s o f 
ideas that we have internalised over the years. M uch can be learned by 
bringing these out into the open, exam ining them  m ore carefully, and 
com paring them  with alternative ways to  view  the w orld -  including ones 
based on system atic study (that is, research).”

I f  in  developing enterprising students we can system atically explore, as M intzberg 
suggests, then the im pact o f the EHE initiative will rem ain em bodied in the values 
o f  the University long after its five year life span.
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