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AN APPROACH TO ORGANIZING A MANAGEMENT ACCOUNTING CURRICULUM
ABSTRACT: In recent years, numerous tools such as activity-based costing, the balanced scorecard, and target costing have gained prominence within business organizations (Kaplan and Cooper 1998; Kaplan and Norton 1996; Ansari et al. 1997). Nonetheless, traditional management accounting practices such as standard costing and contribution margin analysis continue to be prevalent (Szendi and Elmore 1993). The traditional topics, when coupled with all the recent advancements, create a sizable body of knowledge that presents a challenge to management accounting educators, who bear the responsibility of organizing this subject matter into a coherent whole. In an effort to aid professors wrestling with this challenge, this article presents a new framework for organizing an entire management accounting curriculum. The article also includes one possible application of the framework that is being used at Miami University. The benefits of adopting the framework include: (1) less redundancy within the curriculum, (2) logical distinctions between the topics taught in each course, and (3) more opportunities for in-depth coverage of particular content areas. 

INTRODUCTION

Johnson and Kaplan (1987), in Relevance Lost: The Rise and Fall of Management Accounting suggested that management accounting must evolve or else run the risk of obsolescence. Subsequently, the practice of management accounting has changed substantially as evidenced by the growth in field-based research about emerging contemporary practices (Ahrens and Dent 1998). Several tools, such as activity-based costing (ABC), the balanced scorecard, and target costing have been either experimented with or adopted by many companies seeking to solidify their position in the marketplace (Kaplan and Cooper 1998; Kaplan and Norton 1996; Ansari et al. 1997). While these new tools have caught the attention of numerous business organizations, traditional management accounting practices, such as standard costing and contribution margin analysis, continue to be prevalent (Szendi and Elmore 1993). 

The traditional topics, when coupled with all the recent advancements, create a sizable body of knowledge that presents a challenge to management accounting educators, who bear the responsibility of organizing this subject matter into a curriculum that makes sense to colleagues and students. Attempting in one course to touch upon all the contemporary changes, as well as certain traditional topics, often proves to be dissatisfying to all parties involved because the class never has time to thoroughly examine any of the numerous topics in the syllabus. 

This raises the question: how does a teacher partition management accounting topics across multiple courses, thereby enabling coherent, in-depth coverage of logical subsets of topics? In financial accounting, many schools have addressed this "partitioning issue" by using the balance sheet. One intermediate course is often dedicated to the asset side, while the second intermediate course offers in-depth coverage of the liabilities and equity side of the balance sheet. In management accounting, there is no balance sheet, per se. Accordingly, the process of organizing a management accounting curriculum in an understandable and comprehensive sequence is more challenging. 

This article presents a new framework for organizing a management accounting curriculum, one that has been adopted at Miami University (Miami). The first section discusses the organization and limitations of the accounting curriculum that existed at Miami prior to the change advocated in this article. The second section presents an overview of the new management accounting curriculum that was designed to overcome these limitations. The third section explains one method of implementation that has been used at Miami for incorporating the new curriculum framework into our courses. The fourth section provides suggestions for future research, and the final section offers concluding comments. 

ORGANIZATION AND LIMITATIONS OF PRIOR MANAGEMENT ACCOUNTING CURRICULUM
Through May 1997, Miami's management accounting curriculum was organized as follows. Accountancy 222 (Principles of Management Accounting) was the introductory management accounting course required for all sophomore business school students (enrollment per year >1,000 students). Accountancy 333 (Managerial/Cost Accounting) was the only management accounting course beyond the introductory level that was required for all junior accounting majors (enrollment per year 300-400 students). Accountancy 433 (Advanced Cost Accounting), a senior-level course, was an elective taken by fewer than 5 percent of the accounting majors (enrollment per year <15 students). Accountancy 633 (Management Control Systems) was a required course for students enrolled in the Master of Accountancy program (enrollment per year <20 students). 

Accountancy 222 was designed to introduce all business students to a spectrum of topics ranging from traditional job-order costing and ABC to budgeting, variance analysis, decision making, and management control. Accountancy 333 used approximately 15 chapters from an intermediate-level cost textbook to re-examine the same set of topics covered in Accountancy 222. Simply stated, Accountancy 222 and 333 were designed to provide extensive breadth, but very little depth, of coverage. Accountancy 433 was essentially a "special topics" course. Typically, the topics selected by the professor overlapped with those discussed in Accountancy 333; however, the teaching medium may have been different. For example, a case study may have been used in Accountancy 433 to examine similar topics covered in Accountancy 333. Accountancy 633 was a Management Control Systems course that covered 12-15 chapters from Anthony and Govindarajan (1995). 

The numerous sources of redundancy within our curriculum was consistent with a concern about redundancy that was expressed on a wider scale years ago in an article titled "A Survey of the Cost/Managerial Sequence in AACSB Schools" (Truitt et al. 1983). For example, ABC would typically be covered in Accountancy 222, followed by additional coverage in Accountancy 333 and 433. Management control issues (e.g., responsibility accounting, performance evaluation, and transfer pricing) would be given attention in Accountancy 222,333, and 633. Master budgets and their behavioral implications may have been given attention in all four courses. Given that it was impossible to logically explain how management accounting topics were organized across courses, it created the impression that only one course worth of material truly existed and that it was being re-examined randomly or in a discretionary fashion across all the courses. 

The management accounting faculty at Miami began to realize that the root cause of the problems underlying the management accounting curriculum was the teaching assumption that all management accounting subjects could be adequately covered in one course beyond the introductory level (i.e., in Accountancy 333). However, given the rapid pace of change within the discipline, it became impossible to adequately cover all major topics in this course. Attempting to do so left students with the impression that they were taking a confusing and disconnected, accelerated version of Accountancy 222. 

As a point of comparison, most schools have undergraduate financial accounting curricula that provide at least two separate intermediate courses, as well as separate courses in areas such as governmental/nonprofit accounting, international accounting, and consolidations. Likewise, there are often separate tax courses at the undergraduate level for individual tax and corporate tax. Auditing has branched out into information technology auditing, internal auditing, and assurance services. The logic of how each course is distinguished from the others is readily apparent. I felt the same type of evolution was overdue in our management accounting curriculum. In other words, offering one, all-encompassing course (Accountancy 333) followed by a special topics course (Accountancy 433) was not efficient or effective when compared to the other subdisciplines of accounting. 

A NEW FRAMEWORK

The solution to our department's problem was to create a unifying framework that logically partitioned management accounting topics across more than one course. Rather than being haphazard in its structure, this framework would need to be organized in such a manner that it could be clearly explained to colleagues and students. A search of the educational literature offered some interesting insights, but no framework was sufficient in scope to provide us with a solution to our concerns. 

The "common body of knowledge" literature (Deakin and Summers 1975; Knight and Zook 1982; Lander and Reinstein 1987; Robinson and Barrett 1988) focuses on identifying the group of topics that needs to be taught, but it does not offer a strategy for partitioning this body of topics across multiple courses. Novin et al. (1990) offer a set of skills (e.g., writing skills and group work skills) that management accountants need to possess; however, they do not address the question of organizing technical content across multiple courses. 

Chow (1983) and Martin (1987) offer intriguing approaches for creating management accounting frameworks that revolve around specific topics, such as cost-volume-profit analysis, master budgeting, standard absorption costing, and variable costing; however, the scope of their recommendations is insufficient for redesigning an entire management accounting curriculum. Finally, Bitner's (1991) article titled "A Framework for Teaching Management Accounting" presents an interesting conceptual approach for revising how to teach a full range of management accounting topics within the confines of one course. However, he did not offer suggestions for partitioning topics across multiple courses. 

Given the lack of guidance in the literature, we decided to create our own framework as follows. Accountancy 222 would continue to be an introduction to most management accounting topics; however, all courses beyond the introductory level would delve more deeply into a logical and largely mutually exclusive subset of topics from the Accountancy 222 syllabus. More specifically, Accountancy 333 would no longer attempt to provide coverage of all management accounting subjects, but instead would enable a thorough exploration of a subset of management accounting topics. We believe that this approach makes Accountancy 333 more appealing to students interested in depth, as compared to superficial breadth, of coverage. 

Accountancy 433 would be redesigned to focus on a specific subset of topics introduced in Accountancy 222, but clearly distinguished from the topics in Accountancy 333 and 633. In the prior curriculum, Accountancy 433 was highly unstructured and did not assume a defined role within the curriculum. Also, Accountancy 633 would be differentiated from Accountancy 333 and 433. This completes the triangle, so to speak, in that Accountancy 333, 433, and 633 are differentiated from each other. Furthermore, this approach eliminates the extensive redundancy that existed prior to the curriculum change. We believe that eliminating the redundancy provides a more efficient and effective learning experience for students. 

The new framework also legitimizes management accounting as a multi-course subdiscipline, which I believe is important from a curriculum-development perspective. For example, our department is considering a consulting track within our Master's program. It will be easier to negotiate one or two management accounting courses as part of this track if the course descriptions and syllabi clearly justify management accounting as a multi-course subdiscipline. In short, our goal was to create a management accounting curriculum that no longer appeared haphazard in its organization, but rather possessed a level of structure comparable to its peer subdisciplines of financial accounting, tax, and auditing. 

Exhibit 1 depicts the framework advocated in this article. The framework includes four overarching themes: (1) general business context, (2) strategic context, (3) ethical and environmental contexts, and (4) an activity orientation--that play a role throughout the entire management accounting curriculum. It also includes three modules of business decision contexts: (1) managing products, services and customers, (2) managing processes, and (3) managing people--that provide the platform for organizing the coverage of topics across the curriculum. 

In our new curriculum, Accountancy 222 (Principles of Management Accounting) provides an overview of all three modules as shown in Exhibit 1. Accountancy 333 focuses on the subset of business decisions associated with the "managing products, services, and customers" module. Accountancy 433 and 633 focus on the subset of business decisions associated with the "managing processes" and "managing people" modules, respectively.(n1) 

The framework presented in this article is designed to let business-decision contexts drive the coverage of course material. This user-oriented perspective enables students to see, through the eyes of managers, how to use accounting information to manage products, services and customers, processes, and people. The overarching themes embed the importance of the general business context, strategic context, ethical and environmental contexts, and an activity orientation into the entire management accounting curriculum. The next section explains the four overarching themes introduced in Accountancy 222, and continued throughout all subsequent courses. Following this discussion is a more detailed overview of the three course modules. 

The Overarching Themes 
The overarching themes are discussed within the first two weeks of Accountancy 222. Once the ideas have been introduced, the goal is to periodically incorporate these themes into the content covered in Accountancy 333, 433, and 633, as well as in the remainder of Accountancy 222. For example, case studies can be used that consider strategy or environmental issues as specific learning objectives. On multiple occasions throughout each course, professors can stress the pervasiveness of an activity orientation across all content areas as a logical response to changes in the general business context. In short, the themes are intended to play a role in every course. This is in contrast to the idea of building a separate course around, for example, strategic cost management. The philosophy underlying this framework is that all courses should have strategic issues as a key learning objective. 

General Business Context 
The "general business context" theme suggests that changes in the competitive marketplace drive changes in management philosophy, which in turn drive changes in management accounting. In other words, this theme recognizes that management accounting does not operate in a vacuum. Weaving this theme into the curriculum enables students to see that management accounting is dynamic, and that changes within the discipline are systematic rather than random. More specifically, the reason why tools such as ABC, the balanced scorecard, and target costing have recently emerged is that they are all part of a systematic, activity-oriented response to changes in the marketplace (e.g., increasing global competition, deregulation, and advancements in information technology) and changes in management philosophy (e.g., customer focus, and continuous and discontinuous change as competitive imperatives). 

Strategic Context 
The "strategic context" theme acknowledges that a firm's strategy (or, more broadly defined, a supply chain's strategy) influences the type of management accounting information needed to support decision making, and, vice versa, management accounting information can influence firm strategy (or supply chain strategy). For example, Porter (1985) asserts that firms (or supply chains) gain competitive advantage by being cost leaders, product differentiators, or a combination of the two. Cost-oriented data can be used to help shape and/or manage cost leadership strategies, while information pertaining to one or more other dimensions of competitiveness (such as quality, time, and flexibility) can be used to help shape and/or manage product differentiation strategies. 

Ethical and Environmental Contexts 
The "ethical and environmental contexts" theme recognizes the importance of bringing ethical values and an appreciation for the environment into the classroom. Ethics discussions provide students an opportunity to move beyond a naive rule-based approach toward the "gray area" where management accounting-oriented decisions would be viewed as unethical by some but ethical by others. Including "environmental context" in the framework emphasizes the growing importance of measuring environmental performance and incorporating environmental considerations into the decision-making process (Epstein 1996). 

Activity Orientation 
Finally, the "activity orientation" theme recognizes that strategies are created and ultimately operationalized by understanding and managing the activities across the supply chain that deliver value to customers. Regarding cost leadership, Porter (1985, 64) states, "The behavior of a firm's costs and its relative cost position stem from the value activities the firm performs in competing in an industry" (emphasis added). Regarding product differentiation, Porter (1985, 120) says, "Differentiation cannot be understood by viewing the firm in aggregate, but stems from the specific activities a firm performs and how they affect the buyer" (emphasis added). In short, firms and supply chains compete by managing activity systems; consequently, management accounting information should have a strong activity orientation if it is to be useful to business managers. 

The Three Course Modules 
The first module, entitled "managing products, services, and customers," is taught in our new version of Accountancy 333 that is required of all accounting majors. This course groups together all decisions that are specific to particular products, services, and customers. It focuses on how different types of cost information, such as traditional volume-based cost information, ABC information, short-term variable cost information, or constraint-based cost information, can be used to help make pricing and mix decisions. 

The second module, entitled "managing processes," is taught in our new version of Accountancy 433. This course focuses on how management accounting information is used to plan for the improvement of business processes and to measure the extent to which process improvements have been realized. It focuses on the capital-budgeting and master-budgeting processes and their roles in helping organizations to continuously improve their ability to cost-effectively match resources supplied with resources demanded. It also examines the feedback mechanisms companies use to assess how efficiently and effectively they are deploying their resources. The feedback mechanisms include measures that are broader, or of higher level in scope, as well as measures that are more operational in nature. 

The third module, entitled "managing people," is taught in the new version of Accountancy 633. This course focuses on the relationship between management accounting and human behavior. It examines how different approaches to organizing, evaluating, and rewarding employees are related to employee performance, organizational learning, and the success or failure of management accounting change initiatives. While behavioral issues will come into play in Accountancy 333 and 433, in-depth discussions are deferred to Accountancy 633, where the behavioral side of management accounting is the primary focus. 

Module 1: Managing Products, Services, and Customers 
Exhibit 2 expands on the "managing products, services, and customers" module from Exhibit I to show that managers can use activity-oriented information for two types of decisions (pricing and mix decisions) with three contexts (long-term, short-term/externally constrained, and short-term/internally constrained).(n2) This results in six (2 x 3) cells in the exhibit. 

The long-term pricing cell within this module focuses on two types of decisions. First, this cell offers an opportunity to discuss how cost information is used in price setting (e.g., bidding) situations. For example, ABC may be compared to traditional volume-based approaches to calculating product, service, and customer costs. More specifically, the ABC approach of creating homogeneous activity-cost pools and using nonunit level-activity drivers to assign the cost of resources consumed to cost objects, while isolating excess capacity costs can be contrasted with the traditional approach of creating plant-wide or departmental heterogeneous cost pools and using unit-level allocation bases to assign the cost of resources supplied to cost objects (Cooper and Kaplan 1992). 

Second, this cell provides an opportunity to explore how ABC and target costing can be used in "price-taking" decisions. The focus here is on using target costing in conjunction with ABC (and cost-modeling software) to feed information forward into the product design and value-engineering processes. This helps manage direct and indirect manufacturing costs before they are "locked in" to production. Furthermore, this is an appropriate time to contrast the ex ante (or proactive) approach to managing costs, which is associated with target costing, with the ex post (or reactive) approach to managing costs, which is associated with traditional cost-plus pricing (Ansari et al. 1997). 

The long-term mix cell focuses on make/buy, keep/drop, and marketing-emphasis decisions. The terms "resource usage" and "resource spending" can be introduced within this cell. For example, ABC and resource usage concepts can be introduced as a way to estimate the long-term variable costs associated with choosing to "make," "keep," or adjust production volumes (via shit, s in marketing emphasis) of certain product lines. Resource spending concepts can be presented as a way to estimate the short-term spending reduction or resource redeployment opportunities realized by choosing to "buy," "drop," or adjust production volumes. 

The short-term/externally constrained cells offer the opportunity to examine short-run pricing and mix decisions in situations where capacity exceeds customer demand. This is where absorption costing can be compared to variable costing. More specifically, the merits of the variable costing approach can be illustrated by the set of decision contexts that have a short-term time horizon. Conversely, the potential for abusing the variable-costing approach can be illustrated by the set of decision contexts that are mistakenly classified as short-term, but in reality are more long-term oriented since they will have a lasting effect on the mix of products produced, services provided, or customers served. Thus, full costing (activity based, or otherwise) can be contrasted with the shortcomings of misusing the variable-costing approach to pricing and mix decision making (Shank and Govindarajan 1993). 

The short-term/internally constrained cells are used to discuss pricing and mix decisions in situations where customer demand exceeds capacity. The theory of constraints (TOC) can be introduced and its merits in short-term pricing and mix decision contexts discussed. More specifically, using "constraint minutes consumed" coupled with an appropriate charge rate might be used in price-setting situations, and using "throughput generated per unit of constraining resource" might be used in price-taking situations to prioritize production orders. TOC can also be compared and contrasted with ABC at this point in the course. Rather than focusing solely on the differences between these two concepts, professors can expose students to examples of organizations that have combined ABC and TOC concepts to work in a complementary fashion (Campbell et al. 1997; Narayanan and Donohue 1998). 

Module 2: Managing Processes 
Exhibit 3 expands the "managing processes" module from Exhibit I to show that managers plan for improvement and measure the improvement when they manage processes. These improvement initiatives are managed from a high-level, managerial standpoint and from operational standpoints that are either externally or internally constrained. Thus, Module 2 also results in a framework illustrated in six cells (two types of managerial activities multiplied by three standpoints). 

The "managerial planning for improvement" cell is used to discuss capital investments in process technology and process flow redesign. The capital-budgeting area is a good example of how early attention to strategic context proves to be beneficial throughout the management accounting curriculum. With a strategy background, students are prepared to expand their analysis beyond discounted cash flow techniques toward the strategic, often-time qualitative issues (such as supply-chain issues and strategic-positioning issues) that influence capital investment decisions. 

Process reengineering may be introduced at this point as a decision support tool that enables long-term, significant improvements in quality, timeliness, flexibility, or cost efficiency. The role of accounting in these process-improvement endeavors is to map existing processes, identify nonvalue-added activities that span the supply chain, and estimate the cost savings of eliminating the nonvalue-added activities through a reengineering initiative. 

The "managerial measuring improvement" cell focuses on topics such as the role of the balanced scorecard and benchmarking in improving business processes. The balanced scorecard is a strategy-driven feedback mechanism that indicates whether a firm is succeeding from the standpoint of: (1) the customer, (2) managing internal processes, (3) innovating internal products and processes, and (4) achieving financial results (Kaplan and Norton 1992). These metrics can be compared, via the benchmarking process, with world-class standards to assess performance and rate of improvement relative to competitors. This approach can be compared and contrasted with the internally focused, functional/financial approach of relying on financial measures (e.g., return on investment and profit variance analysis) to monitor departmental performance, relative to static, within-firm standards. 

The "operational/externally constrained planning for improvement" cell is used to discuss how firms plan to: (1) match resources supplied with resources demanded and (2) continuously improve the value delivered to customers. The contemporary approach to operational planning can be illustrated by packaging together the topics of process value analysis, process cost modeling, Kaizen budgeting, and activity-based budgeting. 

Process value analysis is used to identify opportunities for eliminating nonvalue-added activities and streamlining value-added activities within a business process. Process cost modeling is used to simulate how changes in process cost drivers (suggested via the process value analysis) affect the types and quantities of resources that need to be deployed in the coming period. Kaizen budgeting concepts are used to embed the attainment of the spending reduction opportunities (identified via the process cost modeling process) into the operating budget for the coming year. The activity-based budget expresses a firm's continuously improving operating goals in terms of activities that can be understood, managed, and attained by "knowledge workers" on the shop floor. This contemporary approach to operational planning can be contrasted with the traditional master budgeting/ cost-volume-profit approach that is departmental, volume driven, static in nature, and unclearly linked to the way resources are actually consumed (Bunce et al. 1995). 

The "operational/externally constrained measuring improvement" cell focuses on how operational improvement and learning are facilitated by management accounting information. Activity-based variance analysis may be contrasted with traditional standard cost variance analysis. This cell can also be used to discuss the use of nonfinancial performance measures. These measures tend to be process-oriented, real-time measures pertaining to individual attributes such as quality, time, and flexibility that are strategically linked to a firm's balanced scorecard and process value analysis initiatives. The use of nonfinancial performance measures can be contrasted with the ex post, functional/financial approach in traditional environments. 

The "operational/internally constrained" cells may be used to discuss the concept of elevating constraints and maximizing throughput. The TOC is discussed as a means of elevating constraints and using throughput accounting to generate and measure improvement. The use of nonfinancial measures in internally constrained situations can be compared to their use in externally constrained environments. For example, quality-oriented measures apply equally in both situations; however, time-oriented measures are considered appropriate in internally constrained situations only if applied in the bottleneck areas of a plant (Campbell 1995). 

The "planning for improvement" cell in an internally constrained environment presents an interesting opportunity to discuss resource deployment decisions and the complementarity of TOC and ABC. More specifically, TOC assumes that all operating expenses are fixed. As resource deployment decisions are made in consecutive one-year periods, the assumption that operating expenses will remain fixed can be challenged. ABC can be presented as a tool for identifying spending reduction or resource redeployment opportunities, even if they may exist in nonconstraining areas of the plant. 

Module 3: Managing People 
Exhibit 4 expands the "managing people" module from Exhibit 1 into six cells. The framework shows that managers strive to motivate subordinates to exhibit goal-congruent behavior when making current decisions and a learning orientation when developing the skills to make more effective future decisions. Managers influence employee behavior by how they assign responsibility and decision-making rights, evaluate and reward, and manage certain "facilitating factors." This module also explicitly recognizes that managers can dramatically affect employee behavior based on their understanding of and sensitivity toward cultural diversity (Harrison and McKinnon 1999). 

The "assigning responsibility and decision-making rights" cells can be used to contrast the departmental/centralized/individual approach to assigning responsibility, decision-making rights, and information access with the cross-functional/decentralized/team approach. The latter approach (called responsibility networks) grants decision-making rights and data access to decentralized teams of people and holds them responsible for managing the activities and processes (spanning departmental boundaries) that deliver customer value (McNair 1994). Examples of the types of questions that can be explored in this portion of the course include: (1) Does a functional orientation encourage functional optimization at the expense of the welfare of the organization as a whole? (2) Are decentralized, team-based approaches to assigning responsibility and decision-making rights more likely to build a learning orientation within a company than centralized, individualized approaches? (3) Is learning likely to be improved if work teams span functional boundaries? 

The "evaluating and rewarding" cells can be used to examine numerous ways in which evaluating and rewarding affects goal-congruent behavior and the extent of organizational learning. For example, the use of process-oriented/nonfinancial measures to evaluate performance can be compared with the use of results-oriented/financial measures. The contemporary view (Kaplan and Norton 1996) suggests that evaluative criteria should reflect the combination of process-oriented, nonfinancial and financial measures that have been incorporated into the balanced scorecard and into the operational performance measurement system used to improve processes. High-level managers' performance evaluation criteria more closely mirror the balanced scorecard, while front-line supervisors' criteria should be linked to the operational measures used to improve processes. Other issues worthy of discussion in this portion of the course include: (1) comparing long-term performance measures with the use of short-term measures; (2) using controllable as opposed to uncontrollable measures in evaluative schemes; (3) using highly achievable vs. highly unachievable target performance levels when evaluating employee performance; (4) using static vs. continuously improving goals when evaluating employees; and (5) using financial vs. nonfinancial rewards, and incentive vs. nonincentive-based rewards. 

The "facilitating factors" cells provide an opportunity to explore additional factors that facilitate goal-congruent decision making and organizational learning that are beyond the scope of "assigning responsibility and decision-making rights" and "evaluating and rewarding," but nonetheless pertinent to the management accounting educational process. For example, goal-congruent behavior is also influenced by employment security (the presence or lack thereof), promotion practices (internal vs. external hires), and symbolic egalitarianism (the presence of policies and practices that create equality across levels of management, or the lack thereof) (Pfeifer 1998). The culture of organizational learning can be facilitated by factors such as having significant involvement from organizational leaders, linking organizational change and the need to learn to business strategy, and developing a shared perception of performance relative to world-class standards (Kotter 1996). 

CLASSROOM APPLICATION

The framework just discussed was implemented at Miami University effective Fall 1997. This section explains how we are using the framework to guide course revision and delivery in the management accounting curriculum. 

Accountancy 222 and Its Linkages to Subsequent Courses 
As of Spring 1999, Accountancy 222 (Principles of Management Accounting) used Management Accounting (Atkinson et al. 1997) as its required textbook. Exhibit 5 lists the 15 chapters that comprise this textbook and shows the linkage of each content area within these chapters to a subsequent course within the curriculum (e.g., 333, 433, or 633). The exhibit also illustrates how the topics from Accountancy 222 break down into three largely mutually exclusive modules defined as Accountancy 333, 433, and 633. 

As shown in Exhibit 5, Chapters 1 and 2 in the Atkinson et al. (1997) text are not specifically covered in subsequent courses due to their introductory nature. Chapters 3-7 are covered in greater detail in Accountancy 333. Also, the make/buy decisions portion of Chapter 8, the capital-budgeting scenarios from Chapter 10 that apply to individual products or services, and the Chapter 13 topics of life-cycle, target, and Kaizen costing are all covered in Accountancy 333. In short, Accountancy 333 focuses on how cost information can be used to help organizations make better decisions with respect to managing specific products, services, and customers. 

The largest portion of Chapter 8, all of Chapter 9, and the capital-budgeting scenarios from Chapter 10 that relate to improving business processes are all covered in Accountancy 433. The concept of the balanced scorecard from Chapter 11 is studied in Accountancy 433 as a tool for more effectively managing the business processes that deliver value to customers. Contemporary management accounting topics such as "cost of quality" and benchmarking from Chapter 13 are also covered in greater detail in Accountancy 433. In summary, Accountancy 433 focuses on how management accounting information is used to plan for the improvement of business processes and to measure the extent to which process improvements have been realized. 

Chapters 11, 12, 14, and 15 are studied in greater detail in Accountancy 633. The focus of the balanced scorecard discussion in this class is how the scorecard affects employee behavior and how the change process should be managed with respect to implementing a balanced scorecard. Accountancy 633 focuses on the use of management accounting information to influence behavior. While behavioral issues may be explored on a limited basis in Accountancy 333 and 433, Accountancy 633 is the only class that uses teaching materials where the primary learning objective focuses on behavioral issues. 

In our previous curriculum, it was impossible to create a logical map that explained the interrelationships of the management accounting courses within the curriculum. Conversely, Exhibit 5 demonstrates a coherent distribution of topics among Accountancy 333, 433, and 633. 

Accountancy 333 
Accountancy 333 (Management Accounting for Products, Services, and Customers) has been taught each semester since fall 1997. Exhibit 6 contains a matrix that documents course materials that have been used to teach Accountancy 333. The columns represent the 25 class periods taught, each 75 minutes in duration.(n3) The nine rows underneath the heading "Cost fundamentals" represent the calculation-oriented tools that students need to understand and apply to make informed pricing and mix decisions. The remaining rows in the exhibit represent the decision contexts with respect to managing products, services, and customers, as shown in the cells of Exhibit 2. Notice that each row within the matrix has at least one mark in it, thereby indicating that some coverage is provided of all the relevant fundamentals and decision contexts. 

The bottom of the exhibit shows the specific assignments for all 25 days. taught.(n4) In this instance, a case-study-driven approach is used to teach Accountancy 333; however, this course could be taught using a textbook-driven approach or any combination of teaching materials that suits the reader. Most of the course materials that we use for Accountancy 333 are Harvard Business School case studies and instructional notes. The course also relies upon some cases published by International Thomson Publishing (ITP), as well as some custom-prepared handouts.(n5) 

Accountancy 433 
Accountancy 433 (Management Accounting for Processes) has been taught each spring semester since Spring 1998. Exhibit 7 contains a matrix that documents what is taught in Accountancy 433. The columns represent the 25 class periods taught, each 75 minutes in duration. The 11 rows underneath the heading "fundamental tools and calculations" represent the topics students need to understand and apply to effectively manage business processes. The remaining rows in the exhibit represent the decision contexts with respect to managing processes as shown in the cells of Exhibit 3. Notice that each row within the matrix has at ]east one mark in it, thereby indicating that some coverage is provided of all the relevant fundamentals and decision contexts. 

The bottom of the exhibit shows the specific assignments for all 25 days taught. Again, many of the case studies are Harvard cases; however, cases from other sources such as Journal of Accounting Case Research, Society for Case Research, and ITP are also used. In addition to cases, five modules from Irwin/McGraw-Hill are used to teach particular topics.(n6) 

Accountancy 633 
Accountancy 633 has not been taught since the new framework was adopted. As of Fall 1997, our Department of Accountancy redefined its requirements for the Master's program. Accountancy 633 is no longer required; rather, it is now one of a menu of choices from which students can select to fulfill graduate study requirements. Thus far, students have not decided to enroll in Accountancy 633; therefore, it has yet to be taught under the new framework. As our graduate enrollment increases due to the passage of the 150-hour requirement, we anticipate that Accountancy 633 will be taught to a small nucleus of interested graduate students. 

Exhibit 8 presents an overview of the content areas that would be taught in Accountancy 633. This course continues to bear a strong resemblance to the prior version of Accountancy 633 entitled Management Control Systems. The new version of the course is somewhat more behavioral in nature because of the increased focus on managing issues such as international cultural diversity and organizational defensive routines when introducing management accounting changes into a company. Importantly, this course is clearly distinguished in its focus from Accountancy 333 and 433, thus eliminating the risk that students enrolling in 633 will be exposed to redundant coverage of material already studied. 

FUTURE RESEARCH

Ultimately, the value of any curriculum innovation is determined by its ability to improve the educational process for students. At Miami, feedback from student evaluations suggests that the revised courses being taught in accordance with the framework outlined above have been rated more favorably than the courses they replaced. Feedback from over 1,300 student evaluations completed before and after the change in curriculum indicates that the students' ratings of four dimensions of performance ("course material well organized," "class presentation clear and helpful," "stimulated intellectual curiosity,' and "overall assessment of the instructor") have increased by an average of 0.25 points on a five-point scale. While these survey results are encouraging, clearly more rigorous empirical analysis is needed to measure the level of success of our efforts. More specifically, three research questions are worthy of further study at Miami and other institutions. 

First, it would be beneficial to examine whether this framework provides students with a better conceptual understanding of what is meant by the term "management accounting." Most students have a general understanding that management accounting is focused on supporting internal business decision making; however, their ability to speak in more specific terms about what management accounting entails is suspect. Historically, terms such as "scorekeeping," "attention directing," and "problem solving" have been used to provide students with overarching guidance about the meaning of management accounting. Does the "products, processes, and people" model embedded in this framework enable students to more clearly understand and articulate the meaning of management accounting? 

Second, it would be useful to compare students' pre- and post-implementation perceptions of the management accounting curriculum with respect to: (1) the amount of redundancy included in the curriculum, (2) the breadth of coverage relative to the depth of coverage, (3) the extent of intellectual curiosity stimulated, (4) the overall level of satisfaction. It is hoped that evidence would support the assertion that students perceive less redundancy, greater depth of coverage, greater intellectual challenge, and higher overall satisfaction in courses that conform to the framework advocated in this article. 

Third, it would be worthwhile to assess the impact of this framework on student demand for management accounting classes. At Miami, we hope to see a long-run increase in the number of students who respond to their satisfying experience in Accountancy 333 by enrolling in Accountancy 433. We also hope to see an increase in demand because the framework helps to justify management accounting courses as integral components of our evolving consulting track within the Master's program and our supply chain management minor within the Business School. 

CONCLUSION

Due to the numerous recent advancements in management accounting, it has become almost impossible to provide satisfactory breadth and depth of coverage within the confines of a single management accounting course. The challenge facing management accounting educators is to partition management accounting topics across multiple courses in a manner that is logical to faculty and students. The framework discussed in this article is designed to meet this challenge, thereby providing benefits from a curriculum development perspective and from a student perspective. 

In terms of curriculum development, it can be argued that management accounting needs to become a more important part of the accounting curriculum. This assertion is supported by three observations from practice. First, public accounting firms (or, professional services firms) have been increasingly emphasizing their consulting services, as evidenced by the strong revenue growth in this area (Read and Tomczyk 1992). Second, external auditors are regularly being asked by clients to leverage their process knowledge for the purpose of adding greater value (Elliott 1992). Third, corporate accountants are more frequently being asked to participate in cross-functional, team-based decisions that require knowledge of strategy, products, and processes (Russell et al. 1999). 

This framework provides a logical multi-course platform that can be used to better position management accounting within the curriculum. Its underlying premise is that management accounting is more than a "one-course" discipline. Relying on a multi-course platform, management accounting faculty will be better positioned to negotiate a larger role for management accounting courses within the accounting and business curricula. For example, at Miami, two of the courses from this framework (Accountancy 333 and 433) have been incorporated into our Business School's supply chain management minor. Hopefully, one or more courses from this framework will be incorporated into the consulting track that appears to be on the horizon as part of our Master's program. With this platform in place, a stronger argument can be made that students bound for entry-level jobs in auditing would benefit from two management accounting courses beyond the introductory level. Simply stated, it is difficult to convince nonmanagement accounting faculty that more than one management accounting course should be a part of the curriculum if the professors themselves cannot logically distinguish among the content areas taught in their management accounting courses. 

From the perspective of the students, the framework discussed in this article has intuitive appeal because it endeavors to present course material from the standpoint of the management accountant's internal customers, who are responsible for managing products, services, and customers; for managing processes; and for managing people. At Miami University, we believe that our new approach has eliminated excessive redundancy within our courses (particularly Accountancy 333), increased the opportunity for in-depth coverage of selected topics, and increased overall student satisfaction with the courses. In fact, feedback from our student evaluations provides evidence, albeit modest, that students are favorably receiving the revised curriculum. 

This article presented only one method (being used at Miami) for applying this curriculum framework to the classroom. Hopefully, additional insights will emerge in the future as to how other institutions are applying this framework. Beyond anecdotal feedback, empirical evidence is also needed to shape definitive conclusions about the value of this framework. Accordingly, it would be useful to extend the dialogue with respect to this framework by gathering pre- and post-implementation data with respect to student perceptions and performance. 

The author gratefully acknowledges helpful comments on earlier versions of this paper by two anonymous referees, the associate editor, Jeffrey Cohen, and the editor, David E. Stout. The paper also benefited from the insightful comments of Nancy Bagranoff, Jim Cashell, John Cumming, Tina Mallie, and Marc Rubin. 

(n1) We reviewed textbooks and the findings of the IMA/FEI study (Siegel and Sorensen 1994) to ensure that the three course modules contained comprehensive coverage of management accounting topics. These two sources provided us with guidance in identifying what subjects should be taught within a management accounting curriculum. 

(n2) There are two types of pricing decisions-price setting and price taking. Price setting is necessary when a prevailing market price for a product, service, or customer order does not exist. Price taking is necessary when an established market price exists and the decision must be made to meet the market price, exit the business (with respect to existing product lines), or not enter the business (with respect to new product introductions). Mix decisions include: (1) the decision to make or buy; (2) the decision to keep or drop; and (3) the decision to either increase, decrease, or maintain existing volume levels. The emphasis on an activity orientation is useful here, given that research shows "significant gaps" exist between the usefulness of information available for marketing decisions and the information that could be available from accounting systems (Foster and Gupta 1994). 

(n3) A typical semester comprises 30 class periods instead of 25. The exhibit includes 25 class periods because it excludes the first day of the semester, which is a course introduction, one day for a mid-term exam, one day for a final exam review, and two days for invited guest speakers. 

(n4) A detailed explanation of the learning objectives set forth each day during the semester for both courses can be obtained from the author upon request. 

(n5) The ITP materials include three cases entitled Majestic Lodge, Brunswick Plastics, and California Products and one module entitled Target Costing. 

(n6) The Freda Fragrance Company and the ABC Company cases from the bottom of Exhibit 7 were published in the Journal of Accounting Case Research. The ELC/Interlink case was published by the Society for Case Research. The Mavis Machine Company, Kinkead Equipment, and Buchanan Steel cases were published by ITP. The Champion International case was published by the Darden Graduate Business School. All other case studies shown were published by the Harvard Business School. The titles of the five modules from Irwin/McGraw-Hill are as follows: (1) Activity-Based Management, (2) Management Accounting in the Age of Lean Production, (3) Activity-Based Budgeting, (4) Measuring and Managing Quality Costs, and (5) The Theory of Constraints and Throughput Accounting. 

DIAGRAM: EXHIBIT 1 A New Framework for Teaching Management Accounting 

DIAGRAM: EXHIBIT 2 Module 1: Accountancy 333 Managing Products, Services, and Customers 

DIAGRAM: EXHIBIT 3 Module 2: Accountancy 433 Managing Processes 

DIAGRAM: EXHIBIT 4 Module 3: Accountancy 633 Managing People 

EXHIBIT 5 Accountancy 222 Textbook (Atkinson et al. 1997) Table of Contents with Linkages to Subsequent Courses

Legend for Chart:

A - Chapter

B - Link to Subsequent Courses

                      A

                                              B

1. Management Accounting: Information that

Creates Value

                                 Not specifically covered in

                                 subsequent courses

2. The Organization as a System of Activities

                                 Not specifically covered in

                                 subsequent courses

3. Cost Concepts

                                 Accountancy 333

4. Cost Behavior

                                 Accountancy 333

5. Basic Product Costing Systems

                                 Accountancy 333

6. Two-Stage Allocations and Activity-Based

Costing Systems

                                 Accountancy 333

7. Pricing and Product Mix Decisions

                                 Accountancy 333

8. Process and Activity Decisions:

Make/Buy Decisions

                                 Accountancy 333

All other material in this chapter

                                 Accountancy 433

9. Budgeting: Resource Allocation to Achieve

Organizational Objectives

                                 Accountancy 433

10. Capital Budgeting:

Applications to products and services

                                 Accountancy 333

Applications to processes

                                 Accountancy 433

11. Planning and Control:

The Balanced Scorecard

                                 Accountancy 433 and 633

All other material in this chapter

                                 Accountancy 633

12. Financial Control

                                 Accountancy 633

13. Contemporary Management Accounting

Methods to Stay Competitive:

Life cycle, target, and Kaizen costing

                                 Accountancy 333

Cost of quality and benchmarking

                                 Accountancy 433

14. Compensation Issues

                                 Accountancy 633

15. Management Accounting and Control Systems:

Behavioral Factors and Change Management

                                 Accountancy 633

EXHIBIT 6 Accountancy 333 Management Accounting for Products, Services, and Customers

Legend for Chart:

A - Topic

B - 1

C - 2

D - 3

E - 4

F - 5

G - 6

H - 7

I - 8

J - 9

K - 10

L - 11

M - 12

N - 13

O - 14

P - 15

Q - 16

R - 17

S - 18

T - 19

U - 20

V - 21

W - 22

X - 23

Y - 24

Z - 25

           A               B   C   D   E   F   G   H   I   J   K

                           L   M   N   O   P   Q   R   S   T   U

                           V   W   X   Y   Z

Cost Fundamentals

Sources of cross

subsidization              x

Plantwide indirect cost

allocation                     x   x   x

                           x           x

Departmental indirect

cost allocation                x                   x   x

Two-stage indirect

cost allocation                        x   x

Activity-based cost

allocation                                     x       x   x   x

                           x   x       x                   x   x

                           x   x       x   x

Capacity-based cost

allocation

                                   x   x

C-V-P/Breakeven

calculations

                                           x   x   x   x

Resource usage and

resource spending

calculations

                                                           x   x

Constrained optimization

calculations

                               x   x   x

Long-Term Pricing

and Mix Cells

Price-setting decisions        x           x               x

                           x       x               x   x

                           x

Price-taking decisions

                                                       x

                                           x

Sourcing decisions

                               x                               x

                           x

Keep/Drop decisions                x                       x

                                       x   x

Marketing emphasis

decisions                                              x

                           x           x       x

                                       x

Short-Term Externally

Constrained Cells

Pricing decisions

                                                   x   x

Accept/reject special

order decisions

                                                       x

Short-Term Internally

Constrained Cells

Price-setting decisions

                                   x

Prioritizing production

order decisions

                               x   x   x

Day 1--Michigan Manufacturing (HBSP)

Day 2--Handout on cost calculation basics

Day 3--Seligram Inc. (HBSP)

Day 4--Camelback Communications (HBSP)

Day 5--Accounting for Indirect Costs (HBSP)

Day 6--Digital Communications (HBSP)

Day 7--An Introduction to ABC (HBSP)

Day 8--Siemens EMW (HBSP)

Day 9--Classic Pen Company (HBSP)

Day 10--Activity driver selection handout

Day 11--Winchell Lighting (HBSP)

Day 12--Indianapolis City Services (HBSP)

Day 13--Schulze Waxed Containers (HBSP)

Day 14--Insteel Wire Products (HBSP)

Day 15--Handout on CVP/Breakeven

Day 16--Majestic Lodge (ITP)

Day 17--Lille Tissages (HBSP)

Day 18--Brunswick Plastics (ITP)

Day 19--Handout on usage vs. spending

Day 20--Wilson Electronics

Day 21--Wilson Electronics

Day 22--Article on TOC

Day 23--California Products (ITP)

Day 24--Lehigh Steel (HBSP)

Day 25--Irwin module on target costing

EXHIBIT 7 Accountancy 433 Course Matrix Management Accounting for Process

Legend for Chart:

A - Topic

B - 1

C - 2

D - 3

E - 4

F - 5

G - 6

H - 7

I - 8

J - 9

K - 10

L - 11

M - 12

N - 13

O - 14

P - 15

Q - 16

R - 17

S - 18

T - 19

U - 20

V - 21

W - 22

X - 23

Y - 24

Z - 25

              A                    B   C   D   E   F   G   H   I

                                   J   K   L   M   N   O   P   Q

                                   R   S   T   U   V   W   X   Y
                                   Z

Fundamental Tools and

Calculations

Investment analysis

calculations (e.g., NPV, IRR)      x

                                                       x

Activity mapping/process

costing calculations                   x   x   x   x   x

Balanced scorecard

fundamentals                                               x   x

Economic Value Added[A]

(EVA[A]) calculations[A]

                                   x

Benchmarking

fundamentals

                                       x

Profit & manufacturing cost

variance calculations

                                           x                   x

                                   x       x

Traditional master

budget preparation

                                               x   x   x

Activity-based master

budget preparation

                                                           x

Absorption and variable

cost income calculations

                                       x   x

Cost of quality calculations

                                               x   x

TOC/Throughput accounting

fundamentals

                                                           x   x

                                   x

High-Level Managerial

Cells

Planning decisions--technology

investments                        x

Planning decisions--process

flow redesign                              x   x   x   x

Focusing improvement

effort--contemporary                                       x   x

                                   x   x

Focusing improvement

effort--traditional

                                           x

Operational-Externally

Constrained Cells

Traditional resource-planning

decisions (1 year)

                                                       x

Activity-based resource

planning decisions (1 year)

                                                           x

Focusing improvement

effort--contemporary

                                                   x   x

Focusing improvement

effort--traditional

                                                               x

                                   x       x   x

Operational-Internally

Constrained Cells

Resource-planning

decisions

                                                           x

                                   x

Focusing improvement

effort

                                                           x   x

                                   x

Day 1--Mavis Machine Company (ITP)

Day 2--ABM Module (Irwin/McGraw-Hill)

Day 3--ABM Module (Irwin/McGraw-Hill)

Day 4--Raychem Corporation (HBSP)

Day 5--Lean Production Module (Irwin/M-Hill)

Day 6--Mass. General Hospital (HBSP)

Day 7--The ABC Company (JACR)

Day 8--Balanced Scorecard/Supply Chain

Day 9--ELC/Interlink (SCR)

Day 10--American Connector Co. (HBSP)

Day 11--Kinkead Equipment (ITP)

Day 12--ABB Module (Irwin/McGraw)

Day 13--Monterrey Manufacturing (HBSP)

Day 14--The Freda Fragrance Co. (JACR)

Day 15--ABB Module (Irwin)

Day 16--Note on Manufacturing Variances (HBSP)

Day 17--Broadside Boat Builders (HBSP)

Day 18--Absorption/Variable Costing handout

Day 19--Kaufinann Manufacturing (HBSP)

Day 20--Buchanan Steel (ITP)

Day 21--Quality Module (Irwin)

Day 22--Stermon Mills (HBSP)

Day 23--TOC Module (Irwin)

Day 24--TOC Module (Irwin)

Day 25--Champion Int'l (Darden)

[A] - Registered Trademark

EXHIBIT 8 Managing People Course Outline

Legend for Chart:

A - Topic

B - Number of Weeks Covered

                    A                                       B

1. Understanding national cultural diversity                1

Assigning Responsibility and Decision-Making Rights

2. Responsibility accounting--revenue and

expense centers                                             1

4. Profit centers and transfer pricing                      2

5. Investment centers                                       2

6. Cross-functional responsibility networks                 1

Evaluating and Rewarding

7. Financial vs. nonfinancial evaluative criteria           1

8. Long-term vs. short-term evaluative criteria             0.5

9. Establishing target achievability levels

(static vs. continuously improving goals)                   0.5

10. Controllability and evaluative criteria                 0.5

11. Financial vs. nonfinancial rewards                      0.5

12. Incentive-based rewards                                 1

13. Behavioral impact of the budgeting process              1.5

Facilitating Factors

14. Motivating goal-congruent behavior                      0.5

15. Facilitating management accounting change initiatives   2
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