
University of South Wales

2059593

Bound by

4'ABBEY
N UnitSGabalfaWorkshoDsExcelsioi

BOOKBINDING 
& PRINTING

Unit 3 Gabalfa Workshops Excelsior Ind Est. Cardiff CF14 3AY 
Tel: (029) 2062 3290 Fax: (029) 2062 5420 
Email: info@abbeybookbinding.co.uk 
Web: wwwabbeybookbinding.co.uk



Post-merger narratives in a higher education context: (re)constructing
identity

MELINDA DROWLEY

A submission presented in partial fulfilment of the
requirements of the University of Glamorgan/Prifysgol Morgannwg

for the degree of Doctor of Business Administration

March 2012

iI Page



Contents Page

List of figures iii

Glossary iv

Abstract v

Chapter One: To begin at the beginning (of the end?) 1 

Chapter Two: Critical review of literature: Overview and mergers and acquisitions 16

Chapter Three: Critical review of literature: Organisational culture 41

Chapter Four: Critical review of literature: Organisational identity 63 

Chapter Five: Critical review of literature: Organisational discourse and stories 87

Chapter Six: Methodology: a life history 111

Chapter Seven: Findings and discussion: Mergers and acquisitions 136

Chapter Eight: Findings and discussion: Organisational culture 159

Chapter Nine: Findings and discussion: Organisational identity 178 

Chapter Ten: Findings and discussion: Organisational discourse and stories 198

Chapter Eleven: The end (of the beginning) 221

Appendix A 253

Appendix B 254

Appendix C 256

Appendix D 258

Bibliography 259

ii (Page



List of figures

Figure 1 Venn diagram illustrating relationships between fields of literature and 
research interests 
(page 17)

Figure 2 Defining the Integration End States (Marks and Mirvis, 2001.85) 
(pages 27 & 225)

Figure 3 Models of universities as organizations (McNay, 1995.106) 
(pages 53 & 226)

Figure 4 Dominant discourses and associated subject positions and forms of
organisational identity mapped on to McNay's (1995) Models of universities 
as organizations, 
(page 227)

Appendix A A scheme for analysing assumptions about the nature of social science 
(Burrell and Morgan, 1994.3) 
(page 253)

HI I P a « e



Glossary

CSR

DBA

HEFCE

HEFCW

HE

HEI

NAW

QAA

RWCMD

UWCM

UWIC

WAG

WG

Corporate Social Responsibility

Doctor of Business Administration

Higher Education Funding Council for England

Higher Education Funding Council for Wales

Higher Education

Higher Education Institution

National Assembly of Wales

Quality Assurance Agency for Higher Education

Royal Welsh College of Music and Drama

University of Wales College of Medicine

University of Wales Institute Cardiff

Welsh Assembly Government

Welsh Government

iv | P a g e



Abstract

When a small, specialist higher education institution merged with a large university, both 

parties declared an interest in protecting the identity of the smaller institution. This thesis 

is concerned with the discursive (reconstruction of the post-merger identity of that 

institution. It is informed by an appraisal of the policy context and a critical review of the 

literatures of mergers and acquisitions; organisational culture; organisational identity; and 

organisational discourse and stories.

There is a tendency within mergers and acquisitions literature to concentrate on acquiring 

companies; to adopt a managerialist perspective; and to measure success in financial terms. 

This research focused instead on the acquired institution. Eschewing a managerialist 

perspective, stories were elicited from all those most closely affected by the merger, 

including staff, students, senior managers and governors. This thesis seeks to offer 

insights into human experiences of merger; to identify grounded criteria for evaluating 

success; and to locate the merger within wider socio-economic and political contexts. 

Findings from the analysis of twenty-nine semi-structured interviews are presented as 

scripts for documentaries. Anonymised quotations from participants are interwoven with 

commentary from the researcher, to form new, plurivocal narratives. The audience 

anticipated is one familiar with the context and ready to engage with a scholarly approach.

Conclusions are presented in an open letter to the Minister for Education and Skills in the 

Welsh Government. Discourses identified within the interviews are mapped on to a model 

which presents types of organisational culture found in universities (McNay, 1995). This 

opens up the possibility of accounting for the production and reproduction of the cultures, 

with their associated subject positions and forms of organisational identity. Lessons to be 

learned from analysis of the merger are elucidated, with a view to enriching the quality of 

debate about the future of higher education in Wales and beyond.
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Chapter One: To begin at the beginning (of the end?)

'What we call the beginning is often the end
And to make an end is to make a beginning.
The end is where we start from' (Eliot, 1969.197).

This thesis is much concerned with narrative. It is tempting to begin with the words 'once 

upon a time' but I will resist the temptation. The narratives in question are not easily 

incorporated within the sort of coherent, timeless story such an introduction implies. They 

have been told in and about a particular place of work, at a precise moment in the history 

of that organisation and the biographies of individual narrators. Students, staff, governors 

and directors of a small, specialist higher education institution (HEI) participated in 

conversations with me about how they saw their organisation eighteen months after it 

became a wholly-owned subsidiary company of a much larger HEI. When I conducted this 

research, I had been employed as a member of the senior management team of the smaller 

institution for five years: my post was made redundant four years later as I was writing up 

the penultimate chapter of this thesis. To make sense of these conversations and interpret 

the narratives which emerged from them, it may help to locate them within wider 

historical, political and socio-economic narratives. There are no definitive versions of 

these narratives, no obvious beginnings or endings, no uncontested interpretations. The 

following account of the context of this research project is offered with these provisos.

Like an epic story, the account begins in medias res, in 2002. It is as good a place as any 

to start since it marks the point where my biography intersected with the histories of the 

two HEIs in question: the Royal Welsh College of Music and Drama (RWCMD, the 

College) and the University of Glamorgan (the University). In 2002, the Welsh Assembly 

Government and National Assembly for Wales, established by the Government of Wales 

Act 1998, had been operating for three years. Initially its powers were restricted to 

executive matters for which the Welsh Office had been responsible, prior to devolution, 

effectively operating as an outpost of Whitehall. Responsibilities included higher 

education, which had received funding via the Higher Education Funding Council for 

Wales (HEFCW) since it was established under the Further and Higher Education Act 

1992. Although the National Assembly did not then possess legislative powers in respect 

of higher education (HE), devolution added impetus to development of a distinctive
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approach to HE policy in Wales, which the establishment of HEFCW had set in motion 

(UUK, 2008.16). In March 2002, for example, Jane Davidson, Minister for Education and 

Lifelong Learning in the Welsh Assembly Government, published Reaching Higher, a ten- 

year strategy for the Welsh HE sector (WAG, 2002). It emphasised the policy objectives 

of widening access to HE and reconfiguration of the Welsh HE sector, rejecting 'a 

parochial model for the future of HE' (WAG, 2002. paragraph 7).

There were thirteen HEIs within the Welsh HE sector in 2002. Eight were constituent 

members of the federal University of Wales. Those with degree-awarding powers held 

them in abeyance as a condition of membership of the University of Wales. Four others, 

including the (Royal) Welsh College of Music and Drama awarded University of Wales 

degrees, under its validation unit. The University of Glamorgan was the only Welsh HEI 

which awarded degrees in its own name and was not a member of the federal University of 

Wales.

In June 2002, Her Majesty the Queen announced she had granted Royal status to the 

institution that is the main focus of this research, the Welsh College of Music and Drama, 

which is located in Cardiff, capital city of Wales. At a stroke, the College became one of 

only six UK conservatoires accorded Royal status. Earlier in the year, Reaching Higher 

had articulated the Welsh government's expectation that the College would develop its 

'all-Wales role and presence, collaborating to promote high standards' (WAG, 2002. 

Paragraph 53). This explicit reference to the wider remit of the College added credibility 

to its soubriquet of 'National Conservatoire of Wales'. In September 2002,1 was 

appointed Vice Principal (Academic) at RWCMD, the smallest Welsh HEI and the only 

conservatoire in Wales, operating within a UK network of nine music conservatoires and 

twenty-two drama schools. With fewer than 600 students, RWCMD was also among the 

smallest of thirty-nine publicly-funded HEIs in the UK with fewer than 3000 HE students 

(MASHEIN, 2003).
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In 2002, the mission of RWCMD was:

'To provide performance-centred and practically-based courses which 
enable students to enter and influence the music and theatre professions 
and their related industries and, being aware of its unique position as the 
major provider of this type of education in Wales, to fulfil its 
responsibilities and develop its role in a European and international 
framework.'

The College offered professional, vocational degree programmes in music and drama. 

Conservatoire training is distinguished by intensive teaching and exceptionally high staff- 

students ratios. This is particularly true in music where a substantial amount of one-to-one 

instrumental tuition is regarded as the sine qua non. RWCMD employed approximately 

100 full-time and fractional staff, a third of whom were academic staff. This core teaching 

team was supplemented by more than 500 part-time and freelance arts practitioners, 

engaged to ensure training programmes were modelled on best industry practice.

When I arrived, RWCMD was almost half-way through a five-year development plan. In 

2000, HEFCW had responded positively to the College's Development Plan by increasing 

annual funding levels by 64%. College students would henceforward be funded at 

approximately the same level as students studying at other UK conservatoires. This 

substantial enhancement was intended to help RWCMD achieve its overall objective of 

becoming a provider of professional training of the highest quality in music and drama. 

Despite this additional funding, RWCMD continued to struggle to keep pace with its 

leading UK competitors which included the Royal Academy of Music; the Royal College 

of Music; the Royal Northern College of Music; Trinity College of Music (now Trinity 

Laban Conservatoire of Music and Dance); Birmingham Conservatoire; the Royal Scottish 

Academy of Music and Drama (now Royal Conservatoire of Scotland); the Guildhall 

School of Music and Drama; the Royal Academy of Dramatic Art; Bristol Old Vie Theatre 

School; Central School of Speech and Drama; Rose Bruford College; the London 

Academy of Music and Dramatic Art; and the Drama Centre. Their advantages variously 

included: long-standing prestigious reputations; historically high levels of investment; 

superior performance facilities; influential alumni; lucrative recruitment of overseas 

students; and endowments yielding generous scholarship funds.
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HEIs in England, including conservatoires and drama schools, whose estates had fallen 

into disrepair or were not fit for purpose could apply to the Higher Education Funding 

Council for England (HEFCE) for substantial funding to remedy this. The Welsh funding 

council had never made such funding available to Welsh HEIs. Several of RWCMD's 

competitors benefited significantly from this additional source of income, drawing 

unwelcome attention to the College's inadequate performance facilities. Furthermore, the 

Royal Northern College of Music and Central School of Speech and Drama were 

designated centres of excellence in music and drama respectively by HEFCE. As a Welsh 

institution, RWCMD was ineligible to bid for such recognition and the funding it attracted. 

No equivalent Welsh scheme has ever been established. Nor was this perceived problem 

of under-funding confined to comparisons with the conservatoire sector. Along with other 

Welsh HEIs, RWCMD believed itself significantly under-funded compared to English 

HEIs in general. It gradually became apparent that the College's problems would not be 

solved by the increased funding and implementation of the Development Plan alone.

In July 2004, Sir David (now Lord) Rowe-Beddoe, Chairman of the Board of Governors of 

RWCMD, established a working party to consider the medium term strategic options 

available to the College. In its terms of reference, the working party was charged to make 

recommendations in light of RWCMD's distinctive mission and unique position as the 

National Conservatoire of Wales and to bear in mind the context provided by the HE sector 

in Wales, notably in respect of the Welsh government's policy on reconfiguration and 

collaboration (RWCMD, 2004. paragraph 3).

The brief encapsulates the dilemma RWCMD faced, which now constitutes the driving 

force behind this research. If it were to safeguard its autonomy and identity by continuing 

to operate as an independent higher education corporation, it would almost certainly come 

under intolerable academic and financial pressures. Welcome as the additional funding 

had been, it had failed to address the long-term consequences of historic under-funding. 

Failure to compete effectively in the short term could swiftly render RWCMD 

unsustainable in the medium term. HEFCW's Reconfiguration and Collaboration Fund 

seemed to be the only source of public money available to Welsh HEIs. In order to access 

it, RWCMD would have to enter into a relationship with another HEI that was structural,
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substantial and sustainable. If, however, the College were to seek academic and financial 

security through reconfiguration and collaboration, it would surely run the risk of losing 

the very identity it sought to protect.

Several strategic options, ranging from maintaining the status quo to merging with another 

HEI, were identified by Lord Rowe-Beddoe's working party. It soon became apparent, 

however, that maintaining the status quo during such turbulent times in the Welsh HE 

sector was not tenable. When the working party was first established, RWCMD was 

operating under the validation unit of the University of Wales. Earlier hi the year, the 

University of Wales had invited all Welsh HEIs operating under the validation unit to 

apply to become constituent members elect of the University of Wales. RWCMD had 

accepted the invitation. The proposed arrangements included a five-year 'transitional 

phase' during which the University of Wales would support RWCMD's development. At 

this point it seemed possible, if not probable, that all thirteen Welsh HEIs would soon be 

members of the University of Wales. Merger talks between the University of Glamorgan 

and University of Wales Institute Cardiff (UWIC) were well advanced and it was 

rumoured that the newly merged institution would join the University of Wales as part of 

the agreement.

It was not to be. By the time RWCMD received the somewhat surprising news that Privy 

Council had approved its application to become a constituent member elect of the 

University of Wales, Cardiff University had seceded from the University of Wales and 

talks between the University of Glamorgan and UWIC had foundered, making it extremely 

unlikely Glamorgan would ever entertain the prospect of joining the University of Wales. 

The absence of the two largest Welsh HEIs put into question the long-term sustainability of 

the University of Wales. The College Board of Governors went ahead but was aware that 

RWCMD had become a constituent member elect of an organisation which differed 

radically from the one it had originally expressed interest in joining.

Matters were further complicated during July 2004 when it emerged that the Quality 

Assurance Agency (QAA) institutional review of the University of Wales, conducted in 

May 2004, had resulted in a judgement of:
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'limited confidence in the soundness of the University's present and 
likely future management of the quality of its programmes and of the 
academic standards of its awards' (QAA, 2004. RG 096 11/04. 
Summary).

Within weeks of the publication of the report, the category of constituent institution elect 

had disappeared, along with the transitional phase. The University of Wales responded to 

QAA's criticisms by adopting a model that devolved responsibility for both quality and 

standards to member institutions. The transitional phase was superseded by a four-year 

'interim period' during which institutions without taught degree-awarding powers and/or 

research degree-awarding powers were expected to secure them.

Shortly after Lord Rowe-Beddoe issued his brief, Bishops Consulting submitted to 

HEFCW an evaluation of the first five years of enhanced funding for RWCMD. The 

consultants recognised the College's problems and concluded that good progress had been 

made in all respects except development of new performance facilities. As the only source 

of additional money within the Welsh HE sector appeared to be the Reconfiguration and 

Collaboration Fund, they concluded that a 'step-change in collaboration' was required 

(Bishops Consulting, 2004. paragraph 148).

The reconfiguration and collaboration agenda has dominated HE policy in Wales since 

devolution in 1999. In The Learning Country (2001), the Welsh government's first 

comprehensive strategic statement on education and lifelong learning in Wales, the 

Minister stated bluntly that 'stasis is not an option' (NAW, 2001. paragraph 92). In her 

view, Wales could not sustain thirteen relatively small HEIs and remain competitive 

nationally and internationally. Undercurrents of political tension between the new regime 

and HEIs can be detected in the text of The Learning Country. This early document 

already contains warnings that funding mechanisms would be used to bring about change 

should the sector fail to reconfigure itself voluntarily (NAW, 2001. paragraph 92). The 

Minister pointedly urged the National Assembly of Wales to strike an appropriate balance 

between the autonomy of HEIs and their accountability as beneficiaries of large-scale 

public investment (NAW, 2001. paragraph 86).
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The vision for Welsh HE was articulated more fully in Reaching Higher (WAG, 2002). 

Reconfiguration and collaboration were presented as the 'key mechanism' for revitalising 

the sector (paragraph 18), the 'key precondition' for delivering the strategy (paragraph 70) 

and 'the first call on extra resources for HE for the foreseeable future' (paragraph 23). 

Gestures were made towards self-determination of HEIs but the overall tone was 

combative, even threatening. Supplementary funding, over and above projected baseline 

budgets for higher education would be forthcoming only if the sector committed itself to 

modernisation (paragraph 24). HEFCW would be empowered to distribute funding on a 

strategic rather than formulaic basis (paragraph 70). In a significant display of power and 

confidence, the value of the University of Wales was called into question, making it clear 

that the federal university fell short of the model of collaboration capable of meeting the 

Welsh government's requirements.

Such a strong steer, reinforced by ministerial visits to HEIs, produced many proposals, few 

tangible results and one costly failure in the proposed merger project between the 

University of Glamorgan and UWIC. The only success the Minister was able to claim in 

Learning Country 2: Delivering the Promise (WAG, 2006) was merger between Cardiff 

University and University of Wales College of Medicine. This project had indeed 

benefited from the Reconfiguration and Collaboration Fund, established in 2002, but the 

decision to merge had been taken prior to development of the policy, not as a consequence 

of it. The Minister's frustration breaks through the text of the consultative document:

'There will be no let up in our agenda for reconfiguration and 
collaboration within the sector. The evidence is clear: despite recent 
progress.' (WAG, 2006. paragraph 8.5)

The intemperate phrase, 'no let up', was badly received by the sector. It did not appear in 

the final strategy document The Learning Country: Vision into Action (WAG, 2006), but it 

had done its job, like evidence a jury has heard but is asked to disregard. The primacy of 

reconfiguration and collaboration as the pre-requisite condition for the achievement of all 

other strategic aims was restated more strongly than ever:

'We want to modernise the collaborative efforts of higher education in 
Wales, to widen access significantly; improve income generation; lift 
research activity; and exploit knowledge transfer to the benefit of the 
economy in Wales' (WAG, 2006. un-numbered paragraph).
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There was no let up.

It was in this context that RWCMD broached the possibility of a 'strategic alliance' with 

the University of Glamorgan, late in 2005. In October 2004, the College's Board of 

Governors had decided it was in RWCMD's best interests to negotiate a partnership with a 

suitable degree-awarding HEI and relinquish its membership of the University of Wales. 

The Board concurred with the view expressed in the Bishops Consulting report to HEFCW 

that there were only two potential partners, the Universities of Glamorgan and Cardiff. For 

several reasons, not least geographical proximity (Cardiff University is a stone's throw 

away from RWCMD) and the potential for enhancing the cultural profile of the capital 

city, negotiations were first opened with Cardiff.

Much was learned from these negotiations which extended over fourteen months. 

Constitutional, legal and academic matters were explored in depth. Early in the process it 

became clear that the academic relationship would not, in and of itself, determine the 

structural relationship between the two institutions, which was more likely to be 

determined by matters of governance, accountability, fiscal control and political 

sensitivity. A lengthy process of options appraisal concluded that the model of the wholly- 

owned subsidiary company, limited by guarantee, had the greatest potential to 

accommodate the essential requirements of both parties. This relationship and a variety of 

similar arrangements were not unknown in England. However the University of Cardiff, 

until only recently a constituent member of the University of Wales, had little experience 

of structural academic partnerships with other further or higher education institutions and 

lacked the framework and infrastructure to accommodate them. More crucially, Cardiff 

concluded that the enterprise presented too great a degree of risk to itself. Termination of 

these protracted negotiations coincided with the announcement that the University of 

Glamorgan planned to open a new campus in Cardiff city centre. RWCMD approached 

Glamorgan and received a positive response from an institution with the infrastructure, 

experience and appetite for partnership.

Building on the experience with Cardiff, RWCMD and Glamorgan made rapid progress. 

Throughout 2006, senior managers and governors of both prospective partner institutions
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were immersed in intensive negotiations, assisted by a small team of professional project 

managers. In January 2007, RWCMD became a wholly-owned subsidiary company, 

limited by shares, of the University of Glamorgan. This model was considered best able to 

protect and enhance the missions of both institutions. The business case assessed models 

of partnership against HEFCW's criteria for reconfiguration and collaboration funding. 

These were: raising quality; streamlining business processes; better meeting needs of 

customers and partners; cultivating the market for lifelong learning; improving 

performance in learning and teaching (including widening participation); enhancing 

research and third mission; realising savings in overhead costs; clear evidence that the 

option will be cost-reducing, income-generating, multiplier-gaining, or capacity-building.

Early in the negotiations with Cardiff, RWCMD had drawn up a list of 'non-negotiables' 

which included: retention of royal title and patronage; preservation of conservatoire ethos; 

increased confidence in academic quality and standards; a ring-fenced funding formula; 

implementation of capital development plans for world-class performance facilities; an 

independent board of directors; a strong management team; visibility and signposting; and 

independent student representation. This list does not appear in official documents but was 

widely used in internal consultation processes during negotiations with both Cardiff and 

Glamorgan. It offers insight into concerns which mattered to staff, students and governors 

of RWCMD. Status, mission and well established, distinctive ways of working could be 

lost if a larger, more powerful and wealthier institution were to 'take over' the College.

For those leading the project, other, less tangible criteria were invested with greater 

significance. They wanted to know whether their decision to keep faith with a project 

which resulted in the dissolution of RWCMD as a higher education corporation and 

damaged relationships within the College Management Team was vindicated. As 

managers they hoped to discover practices that might foster the 'success' of the Strategic 

Alliance Project, as it was called by those who led it (Vaara, 2002; Brouthers, van 

Hastenburg and van den Ven, 1998). As members of networks of conservatoires and 

drama schools, they hoped to offer informed advice to other small specialist HEIs facing 

similar issues. The achievement of the HEFCW criteria certainly constituted a necessary 

condition for the project to be regarded as a success by all stakeholders. It was unlikely,

9 | P a g e



however, to constitute a sufficient condition. It was possible to envisage circumstances in 

which RWCMD was a highly successful operation in HEFCW's terms, but had changed 

beyond recognition, broken faith with the project and left the performing arts and Wales 

the poorer.

As a member of the team that led the project, I found myself asking these questions. I soon 

realised I would not rest until I had made a serious attempt to answer them. I enrolled on 

the Doctor of Business Administration (DBA) programme at the University of Glamorgan 

Business School and tentatively articulated the earliest version of my research question 

which sought to assess:

'The efficacy of the model of the wholly-owned subsidiary company as a 
means of safeguarding the ethos and autonomy of a small specialist 
higher education institution acquired by a much larger non-specialist 
higher education institution.'

There was a resemblance between this question and the working party's brief. Lord Rowe- 

Beddoe had asked the working party to recommend ways to safeguard the distinctiveness 

of RWCMD while recognising the necessity of aligning with the Welsh government's 

policy priorities.

The original formulation of my research question already marks a departure from the 

language of the HEFCW criteria for reconfiguration and collaboration funding. The words 

'ethos' and 'autonomy' imply a softer-edged approach. Nevertheless, the research 

question still seems more likely to lead to findings that would satisfy HEFCW and the 

Welsh government than to findings that would meet the needs of those directly affected by 

the new relationship between RWCMD and the University. It seems to ascribe agency to 

the model of the wholly-owned subsidiary company and indicate that the main focus of 

research would be to establish whether or not there exists a causal relationship between 

that model and the degree to which RWCMD had succeeded in preserving its ethos and 

autonomy.

Eighteen months after RWCMD became part of the University of Glamorgan Group, a 

number of interested parties were asking whether or not the objectives of the Strategic 

Alliance Project had been achieved. The question prompted the production of a several
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narratives, mostly in the form of success stories. For example, RWCMD and University 

senior management teams were obliged to report regularly to HEFCW. These reports 

quantify and comment upon progress made towards achieving agreed strategic outcomes, 

targets and deliverables, identified in the Strategic Alliance Business Plan. Successes are 

foregrounded. Failures are rationalised and recast as deferrals or prudent changes of plan. 

In January 2009, a report by the Wales Audit Office assessed three substantial mergers that 

had taken place with support from the Reconfiguration and Collaboration Fund: RWCMD 

with University of Glamorgan; Cardiff University with University of Wales College of 

Medicine; and University of Glamorgan with Merthyr Tydfil College of Further Education. 

According to the report, the institutions involved had succeeded in realising many of the 

gains articulated in their business plans. It concluded, therefore, that RWCMD, inter alia, 

had been strengthened by 'more integrated and complementary provision of teaching, 

increased research income and access to more funds' (Wales Audit Office, 2009.7). 

Although access to additional public funding had indeed been secured, few members of 

RWCMD staff would have recognised this as a description of the place in which they 

worked. Research income remained negligible and, had there been any attempt to integrate 

teaching, this would probably have been regarded as a measure of the failure of the 

Strategic Alliance Project, rather than evidence of its success. Meanwhile more profound 

questions about the culture and identity of RWCMD were beginning to surface.

The merger and acquisition literature abounds with attempts to identify causal factors of 

success or failure. Much of it persists in defining success quite narrowly in terms of 

maximising shareholder value (Brouthers et al, 1998). Using financial measures of this 

sort, it has been estimated that between 50% to 80% of mergers and acquisitions, are 

unsuccessful (Marks and Mirvis, 2001; Cartwright and Cooper, 1990). This seemingly 

high failure rate is seen as the likely cause of a reduction in merger and acquisition activity 

since 2000 (Mitleton-Kelly and Thomas, 2004). Most of the literature adopts a managerial 

perspective and tends to focus on managers employed by acquiring companies rather than 

those employed by acquired companies. Mainstream research into legal, financial and 

strategic aspects of mergers and acquisitions has, nevertheless, been challenged by those 

who argue that mergers and acquisitions are essentially forms of human activity and should 

be studied as such (Cartwright and Cooper, 1990). Since the 1980s, when the study of
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organisational culture was 'much in vogue' (Meek, 1988.453), a body of research 

considering mergers and acquisitions from a cultural perspective has also emerged 

(Badrtalei and Bates, 2007; Nahavandi and Malekzadeh, 1988).

Somewhat surprisingly, the 'narrative turn' which has re-orientated the social sciences 

since the 1980s (Riessman, 2008.14) does not seem to have had equal impact on this field. 

Relatively little attention has been paid by researchers to social construction of success and 

failure in narratives of organisational change, including mergers and acquisitions, even 

though this area seems to promise a wealth of rich material. According to Vaara (2002), 

there have been comparatively few studies of post-merger integration that challenge 

dominant, managerialist points of view or consider social construction of such phenomena. 

In particular, he claims studies focusing on discursive construction of post-merger 

integration, with a few notable exceptions (Schneider and Dunbar, 1992; Hirsch, 1986), are 

virtually non-existent.

Initial explorations of the literature helped clarify my research interests and identify how I 

might be able to contribute to knowledge. After many revisions, the final version of my 

research question reads as follows:

How is the identity of the Royal Welsh College of Music and Drama 
being constructed, eighteen months after the merger with the University 
of Glamorgan, by those most directly affected by it?

My purpose in undertaking this research is threefold: to generate knowledge about the 

human and cultural effects of merger on a small specialist higher education institution; to 

generate and apply grounded criteria for judging the success or otherwise of the merger, 

from the viewpoints of those most closely affected by it; and to locate the merger project in 

broader socio-economic and political contexts.

Although I was a senior manager at RWCMD, the research does not adopt a managerialist 

perspective but includes the perspectives of those who manage the institution alongside the 

perspectives of other employees, students, and members of the governing body. Care has 

been taken to avoid adopting a priori definitions of success or failure and no assumption is 

made that emerging definitions are universally shared. Attention is primarily focused not 

on the acquiring but the acquired institution, though a few members of the University of

12 | P a g e



Glamorgan also participated in the project. The merger is seen as an essentially human 

activity. The research draws upon the literatures of mergers and acquisitions; 

organisational culture; organisational identity; and organisational discourse and stories. It 

also draws occasionally upon non-academic literary genres such as novels, poetry and 

diaries, when doing so might offer fresh insights from different perspectives. It pays close 

attention to discursive construction of post-merger integration. I am enquiring what those 

of us most closely affected by the merger were making of it at the end of the eighteen 

month implementation phase. How were we constructing the identity of RWCMD? How 

were we making sense of the changes we were experiencing? How did this process of 

social construction relate to wider socio-economic and political contexts in which 

institutions survive or fail, the arts thrive or perish and jobs are retained or lost?

This study draws on the work of Hirsch (1986) and Schneider and Dunbar (1992), who 

analyse discursive practices in hostile takeovers and on more recent work that indicates 

increased interest in considering mergers and acquisitions in light of discourse analysis 

(Riad, 2005; Vaara, 2002; Vaara and Tienari, 2002). To elicit narratives about the identity 

of RWCMD in the context of the merger, I engaged in twenty-nine semi-structured 

conversations. Interviewees were selected to include the widest possible range of voices 

and experiences. Academic staff, support staff, senior managers, students, and members of 

the governing body of RWCMD were all invited to tell the story of the 'strategic alliance'. 

Despite having lived through the same events, however, I doubted we had all understood 

them in the same way.

In his novel The Unbearable Lightness of Being, Milan Kundera illustrates the capacity of 

humans ostensibly to share experience and language and yet ascribe significantly different 

meanings to them. He offers the following definition as part of a 'Short Dictionary of 

Misunderstood Words': 

'WOMAN

Being a woman is a fate Sabina did not choose. What we have not 
chosen we cannot consider either our merit or our failure. Sabina 
believed that she had to assume the correct attitude to her unchosen fate. 
To rebel against being born a woman seemed as foolish to her as to take 
pride in it.
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During one of their first times together, Franz announced to her, in an 
oddly emphatic way, 'Sabina, you are a woman. ' She could not 
understand why he accentuated the obvious with the solemnity of a 
Columbus who has just sighted land. Not until later did she understand 
that the word 'woman', on which he had placed such uncommon 
emphasis, did not, in his eyes, signify one of the two human sexes; it 
represented a value. Not every woman was worthy of being called a 
woman' (Kundera, 1995.85).

I suspected members of RWCMD assumed they all meant the same thing when they spoke 

or wrote about 'the College' while the subjective meanings they invested in such terms as 

'strategic alliance' or 'conservatoire ethos' were probably as far apart as the subjective 

meanings of 'woman' for Sabrina and Franz. When the University mace was carried 

before RWCMD's graduation procession for the first time in July 2007, it was doubtless 

regarded as a gesture loaded with significance. Did some invest it with meanings of 

colonisation and domination, while others invested it with meanings of collegiality and 

support?

The communication problem which Sabrina and Franz experience is not simply a case of 

aberrant coding:

'he listened eagerly to the story of her life and she was equally eager to 
hear the story of his, but although they had a clear understanding of the 
logical meaning of the words they exchanged, they failed to hear the 
semantic susurrus of the river flowing through them' (Kundera,
1995.84).

Sabrina is a single, Czech woman, a painter, who has fled the communist regime. Franz is a 

married Swiss man, a university lecturer in Geneva. The subjectivity of each is not only 

gendered, but also the product of social class, education, ideology, race, history and 

biography. Each conversation I held at RWCMD was a unique encounter of two equally 

unique, largely unconscious subjectivities, my own and that of my interviewee. Schneider 

and Dunbar (1992.539) make the point that all the conversations also took place in 'broader 

social contexts in which meaning is constructed and, in turn, enacted'. Like them I 

incorporate a cultural studies perspective within my approach to discourse analysis, to make 

the connection between the personal and the social embedded within the text.
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At the end of the eighteen month implementation period, few people knew more about the 

Strategic Alliance Project than I did. Yet, as I nervously stuttered my way through my first 

research conversation, it was a sense of profound ignorance which overwhelmed and 

exhilarated me. The knowledge I possessed was not the knowledge I sought. The 

knowledge I sought was what I was about to create in collaboration with others who also 

wanted to know.

We shall not cease from exploration 
And the end of all our exploring
Will be to arrive where we started
And know the place for the first time '(Eliot, 1969.197).
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Chapter Two: Critical review of literature: Overview and mergers and acquisitions

Introduction

It is a daunting prospect to synthesise and evaluate the work of others to produce original 

work of some use and merit. With unwitting cruelly, Dorothea, the young, newly wed 

heroine of George Eliot's novel, Middlemarch, challenges her 'scholarly and uninspired' 

middle-aged husband:

"And all your notes,' said Dorothea, whose heart had already burned 
within her on this subject so that now she could not help speaking with 
her tongue. 'All those rows of volumes - will you not now do what you 
used to speak of? - will you not make up your mind what part of them 
you will use, and begin to write the book which will make your vast 
knowledge useful to the world? "(Eliot, 1965.232).

Mr Casaubon's deepest fear is that his labyrinthine research into religious history is of little 

intellectual worth and his great work The Key to all Mythologies will never be written. As 

I set out to write my critical appraisal of literature, as a mature doctoral student, older even 

than Casaubon, I find myself empathising with that 'dried bookworm towards fifty'.

When I enrolled on the DBA programme in July 2007,1 had worked in higher education 

for twenty years and had been employed as Vice Principal (Academic) at RWCMD for five 

years. Most of my career had been spent in small HEIs specialising in performing arts. I 

had always promised myself that I would undertake doctoral studies if an urgent, 

irresistible research question arose in the context of my employment. When Lord Rowe- 

Beddoe commissioned the working party to consider the medium term strategic options 

available to RWCMD, he asked me to act as rapporteur. By the time I finished drafting the 

report, I knew that an urgent, irresistible research question had indeed arisen in the context 

of my employment. Articulating this research question was another matter. Every time I 

encountered a new approach to research, I reformulated the question. Eventually a Venn 

diagram proved an invaluable means of visualising and clarifying my research priorities 

(see Figure 1 below).
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Organisational 
culture and 
identity in the 
context of 
mergers & 
acquisitions

Social construction of 
organisational culture and 
identity through narratives

MERGERS & 
ACQUISITIONS

Narratives of merger & acquisition Social construction through 
narratives of the 
organisational culture and 
identity of the College in 
the context of the Strategic 
Alliance Project

Figure 1: Venn diagram illustrating relationships between fields of literature and 
research interests.

There are two complementary ways of looking at Venn diagrams. They can provide a 

means of representing components of research fields so that extraneous material can 

systematically be excluded and attention focussed on the irreducible question laid bare by 

this process. This way of seeing Venn diagrams draws the eye to the lines which divide 

one section from another. Alternatively, the eye can focus on areas enclosed within the 

lines. If each component circle of a Venn diagram were assigned its own colour, then 

overlapping areas would take their hue from the blending of these colours.
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The chapters which follow review those areas of the various literatures, encompassed 

within the Venn diagram, which seemed to hold the greatest promise of grounding and 

furthering my research. They were written after the conversations with participants had 

been recorded and transcribed but before they were analysed. They are intended to inform 

the analysis and will not be rewritten in light of my findings. This chapter addresses 

pertinent areas of the mergers and acquisitions literature. It is followed by Chapters Three 

and Four which consider the literatures of organisational culture and organisational identity 

respectively. The critical literature review concludes with Chapter Five which considers 

the literature of organisational discourse and stories. The literature which has informed my 

methodology is reviewed separately as an integral part of Chapter Six, which follows the 

review of literature.

The original formulation of my research question (see page 10 above) suggested that a 

comparative study of models of mergers and acquisitions would provide the context for 

consideration of ethos and identity. In terms of the Venn diagram, such a comparative 

study would be located primarily within the yellow section, labelled 'Mergers and 

Acquisitions', excluding the orange and green areas of overlap. Early in the process it 

became clear, however, that the original research question did not adequately encapsulate 

the primary concern of my research. My interest did not lie in establishing the merits or 

otherwise of an abstract model of merger. I wanted to understand better how the human 

beings most closely affected by one particular merger were (re)constructing their sense of 

RWCMD's identity, eighteen months after it became a wholly-owned subsidiary company 

of the University. The merger between RWCMD and the University was of concern 

insofar as it provided the potent context for a research project about narratives of 

organisational culture and identity at a time of organisational change. It followed that my 

engagement within the mergers and acquisitions section of the Venn diagram would be 

largely confined to the orange and green areas of overlap with other sections.

This chapter first offers a brief overview of broad currents in the literature of mergers and 

acquisitions since the 1960s. Then, in keeping with the emphasis which this thesis places 

on discourse, the formal terminology used within the literature is introduced, prompting 

discussion about anomalous nomenclature employed during the Strategic Alliance Project
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that is the focus of this thesis. The development of an informal 'argot' or slang, first 

analysed by Hirsh (1986) and peculiar to mergers and acquisitions, is described and raises 

questions about human experiences of mergers and acquisitions. Several models and 

theoretical frameworks with the potential to provide insight into such experiences are 

considered. Finally, two sets of studies of mergers and acquisitions are examined, the first 

from the field of higher education, the second a cluster of case studies involving mergers 

between large multi-nationals and small iconic companies. Selected on the basis that they 

resemble RWCMD in certain respects but are quite different in others, it is hoped these 

studies will cast fresh light on the project in hand.

My interest in considering the HE case studies lies in exploring similarities and differences 

between the HE sector and the corporate world. The rationale for the second set of case 

studies is less self-evident and merits further explanation. In 2006, when RWCMD and the 

University were fully engaged in the Strategic Alliance Project, it was announced that The 

Body Shop had been acquired by L'Oreal. I was struck by certain parallels between this 

deal and the project in which I was involved. It appeared that in both cases the value to the 

larger organisation of acquiring the smaller one would be negligible were the distinctive 

qualities of the latter to be lost in the process. I pursued this interest two years later and 

discovered a cluster of papers in the corporate social responsibility (CSR) literature about 

mergers between multi-nationals and iconic companies like The Body Shop.

Broad currents in the literature of mergers and acquisitions since the 1960s

Exploration of mergers and acquisitions literature revealed long-standing levels of concern 

about their prevalence and poor success rate. Brouthers et al (1998.347) encapsulated both 

central concerns by posing the question: 'If most mergers fail why are they so popular?'. 

The 'popularity' of mergers and acquisitions is relatively straightforward to demonstrate if 

the term is simply seen as a measure of the number and frequency of such events and the 

interest they generate in the business and financial press (Cartwright and Cooper, 1992). 

Yet when declared failure rates are taken into consideration it is hard to understand the 

persistence, through four decades, of 'merger mania', as journalists call successive waves 

of merger and acquisition activity. When measured against their strategic and financial 

objectives, estimations of failure rates for mergers and acquisitions are consistently high:
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50% - 80% (Riad, 2005; Cartwright and Cooper, 1990); 50% (Seo and Hill, 2005); 75% 

(Marks and Mirvis, 2001). The mergers and acquisitions literature has addressed this 

conundrum in several ways. First, research conducted from a strategic perspective, which 

has dominated the field since the 1960s, has extended its primary focus over the last two 

decades. As well as considering pre-merger decision making processes, such as choosing 

the right partner or selecting the form of merger or acquisition most likely to succeed, it 

now includes management of post-merger integration (Vaara and Tienari, 2002). 

Haspeslagh and Jemison (1991), for example, strongly advocate a process-based approach 

on the grounds that 'the key differences between acquisition success and failure lie in 

understanding and better managing the processes by which acquisition decisions are made 

and by which they are integrated' (emphasis original). In keeping with this trend, several 

of the questions framing the semi-structured conversations I held with participants focused 

on the eighteen month implementation phase, after RWCMD became a wholly-owned 

subsidiary company of the University.

Second, measures used to establish success or failure have been challenged and extended. 

For example, Brouthers et al (1998) answer their own question by suggesting that the 

continued 'popularity' of merger and acquisition activity is the result of a pervasive sense 

of success amongst senior executives, who evaluate the activity against their own preferred 

objectives. The authors propose success be measured against seventeen motives for 

merger, arranged in three categories: economic, personal and strategic. While departure 

from a narrow strategic and financial perspective is liberating, the research subjects are still 

restricted to senior financial managers of acquiring firms. Furthermore, the range of 

motives tested remains heavily dominated by economic factors. Even those categorised as 

'personal', including increased sales, managerial challenge, acquisition of inefficient 

management and enhanced managerial prestige, fall short of addressing emotional or 

psychological motives in any depth. Vaara (2002) notes that, in common with other 

literatures on organisational change, mergers and acquisitions literature is dominated by a 

normative orientation. As a result, studies have been steeped in what he describes as 

'success rhetoric', preoccupied with identifying factors leading to success or failure and 

prone to making superficial classifications of individual cases as either one or the other. In
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contrast, the second objective of my threefold research purpose commits me to generating 

and applying grounded criteria for judging the success of the merger.

Third, some researchers have shifted the focus of research on to the impact of mergers and 

acquisitions on human beings, primarily employees, but occasionally including other 

stakeholders (Locke, 2007; Cartwright, Tytherleigh and Robertson, 2007; Seo and Hill, 

2005; Cartwright and Cooper, 1990). This shift to a human resource perspective is based 

on the assumption that the significance of the human side of merger and acquisition 

activity has been underestimated and neglected and that better management of this aspect 

will greatly enhance the chances of a 'successful' outcome. Researchers taking this stance 

tend to stop short, however, of problematising the concepts of success and failure per se. 

They usually retain a managerialist perspective and fail to consider the construction of a 

merger or acquisition, in terms of success and/or failure, as a social process in which all 

parties are necessarily engaged (Vaara, 2002). Although I was a member of the senior 

management team of RWCMD and played a prominent role in the Strategic Alliance 

Project, I am determined to take a non-managerialist approach to my research, without 

excluding those in managerial roles. Grounded criteria for judging the success of the 

merger will be generated by taking into account the viewpoints of all most closely affected 

by it.

Nomenclature

Initial forays into mergers and acquisitions literature generated uncertainty about 

nomenclature. DePamphilis (2003) provides a textbook glossary of terms to establish a 

common vocabulary of mergers and acquisitions from a legal and structural viewpoint. 

Websites, such as the Financial Times Lexicon, offer online dictionaries which define legal 

terms used in connection with mergers and acquisitions. It soon became apparent that 

language used by those steering the Strategic Alliance Project was persistently at odds with 

terminology employed within the academic field of mergers and acquisitions and the 

business world. Throughout the period covered by this thesis, both RWCMD and the 

University insisted on referring to the new relationship as a 'strategic alliance'. The term 

'merger' was taboo and considerable efforts were made to keep the word out of all internal 

and external communications. A strategic alliance, according to the literature and the
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business world, does not normally entail establishment of a separate legal entity and can 

often be cancelled without incurring significant penalties (www.lexicon.ft.com (2011); 

www.beechmontcrest.com (2011); DePamphilis, 2003). Motivation for entering a strategic 

alliance is usually the prospect of achieving shared objectives rather than structural change. 

In the event, RWCMD did relinquish its legal status as a higher education corporation. It 

became a wholly-owned subsidiary company of the University of Glamorgan, limited by 

shares, with the University as sole share-holder. This would normally be defined in the 

literature as a horizontal, subsidiary merger (Harman, 2000; Bullock and Trombley, 1999). 

It should be noted that the parent organisation in such a merger may choose initially to 

operate the acquired organisation as a legal subsidiary, but may subsequently decide to 

merge the subsidiary into the parent. Where the acquiring organisation is the primary or 

sole shareholder, this procedure, known as a short form merger, does not require approval 

of the subsidiary company (www.businessdictionary.com; www.lexicon.ft.com). This 

implies it would be in RWCMD's long-term interests to ensure that the University 

continues to benefit from the current arrangement.

It is interesting to speculate about what purposes were served by consistent 

misappropriation of academic and business terminology by two HEIs, one of which boasts 

a business school. Was this an example of strategic use of ignorance? Were those steering 

the project more concerned with the impact of nomenclature on employee and public 

relations than with academic niceties? Hirsch (1986) notes the development of 'a language 

and argot that serve to cushion the hard fact of status loss by acquired executives' in his 

study of the emergence of hostile takeovers. The term 'strategic alliance' may have been 

used euphemistically to avoid the harsh reality of the word 'merger', with all its negative 

connotations. It is also possible that the term 'strategic alliance' more accurately reflected 

the spirit, if not the letter, of the proposed legal and structural arrangement. A significant 

difference between attitudes to merger of British and American executives and their 

Japanese counterparts may cast further light on the matter. The comparative reluctance of 

the Japanese to engage in merger (nottori means both 'merger' and 'highjacking' in 

Japanese) may be partly attributable to the still-pervasive sense of 'company-as-family', a 

simile often employed in relation to RWCMD (Cartwright and Cooper, 1992.19-20).
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Perhaps the term 'strategic alliance' allowed the steering group to pursue merger without 

appearing to treat 'family' as something to be traded in the marketplace.

In his analysis of three waves of institutional mergers which have transformed Australian 

higher education since the 1960s, Harman (2000) notes a similar blurring of terminology 

for political purposes. He distinguishes between 'consolidations' in which two or more 

partners come together to form a new institution and 'acquisitions' in which a dominant 

partner remains largely unchanged and absorbs one or more subordinate partners. At the 

pre-merger stage, acquisitions are often publicly portrayed as consolidations, presumably 

to protect the reputation and pride of acquired parties.

In one notable respect the language of the steering group and terminology within the 

literature appeared consonant: the relationship between RWCMD and the University was 

consistently projected as 'friendly' rather than 'hostile'. Given that RWCMD took the 

initiative in seeking out a partner for merger, this might appear self-evident. Hirsh (1986) 

speculates, however, that disadvantages overtly associated with mergers characterised as 

'hostile', may also feature covertly in many that are publicly portrayed as 'friendly', hi 

this context, framing the transaction between RWCMD and the University as 'friendly' 

may be part of a broader discursive strategy to legitimise and promote something 

essentially unpalatable.

This suggestion raises questions about categorisation of the Strategic Alliance Project as 

unequivocally 'friendly' and draws attention to the specific socio-economic and political 

context of the Welsh HE sector. No matter how friendly the relationship might have been, 

pre- and post-merger, it remains the case that Lord Rowe Beddoe's working party was 

originally convened because RWCMD felt it was operating in an increasingly hostile 

environment. Although the College took the initiative in approaching the University, it 

seems unlikely it would ever have considered such a step had the Welsh government and 

funding council been prepared to sever the link between additional funding needed for new 

performance facilities and the reconfiguration and collaboration policy. The disparity in 

size between the two institutions also raises the issue of the distribution of power, during 

pre-merger negotiations and throughout the implementation phase.
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Merger as human experience

From the moment RWCMD first opened talks with Cardiff University in 2005 and 

throughout the Strategic Alliance Project with the University of Glamorgan, informal, 

internal presentations and discussions were dominated by imagery of courtship and 

marriage. Knowing nothing about the literature of mergers and acquisitions, I thought I 

had stumbled on something distinctive, even unique, a mistaken assumption commonly 

made in relation to organisational stories (Martin, Feldman, Hatch and Sitkin, 1983). I 

soon realised that the literature is saturated with references to courtship, marriage, 

parenting, divorce, sexual liaisons, jilting and two-timing. My chagrin was assuaged by 

the wholly unexpected pleasure of discovering a story-teller's treasure trove of ready-made 

plots and characters. In a seminal article about linguistic framing of hostile takeovers in 

the USA, Hirsh (1986.830-835) provides a glossary of imagery. According to this, a 

'sleeping beauty' (or vulnerable target company) might be in danger of an 'ambush' (an 

attempt at swift, premeditated takeover) or a 'bear hug' (a hostile tender offer by a 

powerful bidder). She may be threatened by 'black knights' (unfriendly acquirers attracted 

to the target company by news that other companies are already making bids) or 'grey 

knights' (would-be rescuers whom the target company considers no better than the initial 

raiders). She hopes to be rescued by a 'white knight' (a potential acquiring company, 

acceptable to the target company, who may be able to forestall hostile takeover). She may 

make use of 'shark repellent' (strategies designed to prevent or defeat a hostile bid) or even 

resort to taking a 'cyanide pill' (when the target company arranges for long-term debt to 

fall due immediately and in full if it is acquired). 'Golden parachutes' provided in the 

employment contracts of top executives, guarantee a substantial deal if the company is 

acquired in a takeover. 'Sex without marriage' describes extended negotiations for a 

friendly merger that never takes place; 'rape' refers to forcible hostile takeover often 

accompanied by looting and 'the 'afterglow' to the short-lived euphoria of the post-merger 

period. The narrative world of mergers and acquisitions literature is threatening and 

violent. It is a highly sexualised and gendered place where male characters, sharply 

divided between heroes and villains, fight to the death to rescue, rape or destroy passive 

female characters. They either succeed or fail (Vaara, 2002): there is little in between.

24 | P a g e



Building on the work of Hirsh (1986), Schneider and Dunbar (1992) suggest that anxiety 

caused by hostile takeovers generates a deep need for explanatory stories, both for those 

directly under threat and for wider audiences. To be effective, these stories must be 

capable of defending tellers against their fears by giving them a sense of control derived 

from insight, even if this is illusory. The authors adopt a psychoanalytical approach to 

interpreting the narratives. They posit the appropriateness of such a theoretical framework 

to deal with stories which stray so far beyond rational, economic explanations of motives 

for merger, entering the realms of unconscious fantasy. Given the focus of this thesis, I 

consider of particular interest the authors' claim that this approach offers the prospect of 

deeper insight into the meaning of events to the human actors most closely affected by 

them.

Fine semantic distinctions between friendly or hostile mergers and acquisitions are more 

likely to preoccupy shareholders and senior executive officers of merging organisations 

than employees (Cartwright and Cooper, 1992) or customers. For employees, particularly 

within acquired organisations, the announcement of merger or acquisition whether 

friendly, contested or hostile, is likely to herald a protracted period of insecurity. It also 

seems reasonable to assume that customers will be more concerned with the quality of the 

products of the newly merged organisations than with the nature of their relationship with 

each other. (Some notable exceptions to this general rule, in the form of values-driven 

iconic companies, are discussed later in this chapter.) This argument certainly holds good 

in the context of higher education if the future employer of students is seen as 'customer' 

and the graduating student as 'product'. It becomes more complicated if the academic 

portfolio is seen as the 'product' and the student as the 'customer', not least because 

student bodies play a significant role in academic decision-making processes. It may be 

more illuminating, therefore, to focus on how both merger and post-merger integration are 

variously experienced by all those most closely affected, rather than assume that such 

matters are structurally determined and universal in terms of their impact.

Several theoretical frameworks for considering human experiences of mergers and 

acquisitions are offered within the literature. Some authors draw upon stages of personal 

bereavement identified by Elisabeth Kubler-Ross (Seo and Hill, 2005; Marks and Mirvis,
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2001; Cartwright and Cooper, 1992). According to this theory, employees initially react 

with shock and denial, closely followed by anger, first with their own board or senior 

management for selling out and subsequently with the acquiring organisation. While some 

fail to move beyond this stage, others progress to emotional bargaining, finding ways to 

secure their own position, perhaps by trying to make themselves indispensable, by political 

manoeuvring or by appearing keen to work under the new regime. Eventually the anger 

which marked the beginning of this stage gives way to depression which characterises the 

end of it. In the final stage of acceptance, the employee accepts the reality of changed 

circumstances and commits him/herself to the new organisation. This stage may be 

reached in weeks, months or years or may never be reached at all. Cartwright and Cooper 

(1990) speculate that the length of time taken to progress through each stage and the 

intensity of the grief experienced is likely to vary in relation to the suddenness of the 

announcement of merger, the length of the employee's service and the depth of his/her 

commitment and emotional attachment to the organisation. I observed several of the 

symptoms described above during the negotiation and implementation phases of the 

Strategic Alliance Project, including shock, denial, anger, emotional bargaining and 

depression. It is possible that analysis of the conversations will confirm that these were 

signs of grieving over losses entailed in the merger.

The theoretical framework of stages of the grieving process sits uncomfortably within the 

managerialist approach adopted by these authors. There is something repugnant about the 

notion of managing grief rather than adopting a therapeutic stance. The approach also fails 

to address the issue of managing feelings of loss experienced by those charged with 

managing the grief of their subordinates. It may offer some insight, however, into the 

correlation between successful mergers and the prior involvement of partners in failed 

merger negotiations with other partners (Arbuthnott and Bone, 1993; Wedderburn, 1991). 

Members of RWCMD's Senior Management Team often remarked that they believed they 

were able to progress so swiftly with merger with the University of Glamorgan because 

they had accomplished the necessary 'emotional work' during the failed talks with Cardiff 

University. It may be that the emotional work of grieving loss of organisational ethos, 

autonomy and identity only has to be done once.
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Marks and Mirvis (2001), elaborating a typology first developed by Haspeslagh and 

Jemison (1991), propose a dynamic typology of post-combination change (see Figure 2 

below). Their purpose is to facilitate articulation of the desired end state early in the pre- 

combination phase and circumvent potential misunderstandings at later stages. The model 

is designed to assist senior executives, contemplating merger or acquisition, to clarify their 

motives and intentions and evaluate options available to them. The authors concede, 

however, that senior executives may envisage different end states for different functions 

within the merged organisation and that desired end states may well be subject to change 

as the partnership evolves. Therefore, although designed from a managerialist, process- 

orientated perspective, this framework may also provide a way of mapping diverse human 

experiences of mergers and acquisitions at different points in time and in the context of 

different organisational functions.

High

Degree of 
change in 
acquired 
company

Low

Absorption
Acquired company 
conforms to acquirer

Transformation
Both companies find 
new ways to operate

Best of both
Additive from both 
sides

Preservation
Acquired company 
retains independence

Reverse takeover
Unusual case of acquired 
firm leading

Low Degree of change in 
acquiring company

High

Figure 2: Defining the Integration End State (Marks and Mirvis, 2001.85)

Human responses to merger and acquisition can also be theorised as manifestations of 

various forms of stress. In an article about the merger of two HEIs, Cartwright et al (2007) 

note several studies indicating increased levels of stress in staff involved in merger and

27 | P a g e



acquisition activity. In the majority of cases, stress levels tend to be higher among 

employees of acquired organisations or smaller merger partners than among employees of 

acquiring organisations or larger merger partners (Seo and Hill, 2005). In a minority of 

cases however, where employees within acquired or smaller organisations experience the 

combination as status-enhancing, stress levels are sometimes found to be lower than those 

of their colleagues in acquiring organisations.

The authors found some evidence to support their first hypothesis that employee stress 

levels would be higher at the point when merger talks were underway but not concluded, 

than at the point when the decision to merge had been taken and announced publicly. 

They also found evidence to support their second hypothesis that health outcomes would 

be linked to employees' attitudes to the merger. Job security, unsurprisingly, was 

identified as the most significant and enduring source of stress. Communication and the 

involvement of employees were identified as significant factors in promoting acceptance of 

merger and mitigating stress (Cartwright et al, 2007; Seo and Hill, 2005; Cartwright and 

Cooper, 1990). The inclusion within the survey of academic, research, administrative, 

clerical and support staff signals a welcome departure from the usual narrow focus on 

senior managers. That said, it is not clear why senior managers should themselves have 

been excluded from such a survey. The absence of the student perspective is also to be 

regretted, though this may have been an unintended consequence of using the ASSET 

organisational stress screening tool, which is unambiguously employee focused. It is also 

psychologically driven, which limits its value within broader sociological enquiries. While 

several occupational stressors are identified and evaluated within this study, it fails 

adequately to problematise or theorise the concept of stress.

To counteract what they see as the tendency to fragment explicit and implicit underlying 

theories informing the mergers and acquisitions literature, Seo and Hill (2005) identify six 

underlying theories and four stages within the merger and acquisition integration process. 

Adopting a temporal approach, they then integrate the theories and stages within an 

overarching conceptual framework that relates theories to unique sources of difficulty and 

specific stressors, predicts outcomes and proposes related prescriptions to remedy 

problems. The likely impact of each stressor is mapped on to each stage of the post-
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merger integration process. A number of contingency factors, such as level of cultural 

compatibility, relative size of the partners and motives for merger, may either mitigate or 

intensify stressors. Given the contrasting missions of RWCMD and the University, the 

disparity in size and their different motives for merger, it seems likely that the 

conversations will reveal that participants experienced significant levels of stress at various 

stages of the Strategic Alliance Project.

The primary purpose of Seo and Hill's (2005) integrated framework is twofold. First it 

enables merger implementation teams to predict the sorts of integration problems they are 

likely to encounter and the point at which they are most likely to occur. Second it 

identifies an integrated body of theory which generates understanding of the underlying 

psychological processes, together with indications of likely behavioural manifestations of 

stress and strategies for effective intervention. However, like the study by Cartwright et al 

(2007) and the Marks and Mirvis model (2001), Seo and Hill's (2005) framework is 

limited by its managerialist, process-orientated perspective. Employees are portrayed as 

passive victims or beneficiaries of poor or enlightened management practices respectively. 

This is not how I see employees in the context of this thesis. While I recognise that a 

disproportionately large amount of power rested with senior managers and governing 

bodies during the negotiation phase of the Strategic Alliance Project, my research is 

designed to restore the balance and take full account of the views of those who daily make 

RWCMD the place it is. That said, within the context of Seo and Hill's framework, senior 

managers themselves seem to be immune to stressors associated with merger and 

acquisition that are afflicting employees. A wholly integrated framework, and one which 

would serve this thesis, would have to take into account the probability that senior 

managers suffer just as acutely from merger-related stressors whilst trying to manage the 

merger process. It would also need to take into consideration other stakeholders closely 

affected by change. Despite these limitations and the fact that, like the Marks and Mirvis 

(2001) model, it was not designed for this purpose, the framework does offer theorised 

insights into the ways in which humans experience mergers and acquisitions, which could 

inform my analysis of the conversations.
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Case studies

My determination to adopt a more holistic perspective on human experience of the 

Strategic Alliance Project is intensified by awareness of my own position as a key player in 

the steering group and a (former) senior manager in the smaller of the two partner 

institutions. The advantage of being a researcher who is (was) also an 'insider' and 

therefore a participant in the discourse(s) of RWCMD is probably balanced by the 

disadvantage of being too familiar to notice discursive practices that would immediately 

attract the attention of an outsider. In order to mitigate that risk, I have examined two sets 

of studies within the mergers and acquisition literature to extend and sharpen my 

responsiveness to the research data. The first set contains studies of mergers and 

acquisitions within the UK and Australian HE sectors, the second set draws on the 

literature of CSR, examining mergers and acquisitions between large multi-nationals and 

small, iconic, values-driven companies.

In each of the studies selected, there were points of similarity and difference with my own 

study. These serve as a form of conceptual 'control', enabling me to disaggregate and 

defamiliarise component characteristics of the merger between RWCMD and the 

University. I hope they will facilitate fresh insights into the data I have gathered and 

challenge preconceptions I may have as (now former) insider.

Mergers and acquisitions in higher education are neither new nor rare. Barman (2000) 

reports examples of such mergers dating back to the late nineteenth century. A study 

conducted in 1997 concluded that mergers and acquisitions are as common in the UK HE 

sector as in the UK business world, once comparative size of the sectors is taken into 

account (Rowley, 1997). This information prompted me to explore what it is about the 

qualitative experience of mergers in HE that makes this quantitative data so surprising to 

me. In David Lodge's novel Nice Work, Dr Robyn Penrose clings to the belief that the 

university is protected from the cut and thrust of the corporate world inhabited by her 

'industrial shadow' Vie Wilcox.

'No!' said Robyn hotly. 'That's not the answer. If you try to make 
universities like commercial institutions, you destroy everything that 
makes them valuable. Better the other way round. Model industry on 
universities. Make factories collegiate institutions.'
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'Ha! We wouldn 't last five minutes in the marketplace,' said Vie.

'So much the worse for the marketplace,' said Robyn....Give me the 
university with all its faults any day.'

'Well,' said Vie, 'it's nice work if you can get it' (Lodge, 1989.345-346)

What points of similarity and difference can be distinguished first between higher 

education and corporate mergers and acquisitions and second between the HE sector in 

general and the merger between RWCMD and the University in particular?

The most striking difference between mergers and acquisitions in higher education and the 

corporate sector is the apparent rate of success. Rowley (1997) notes a success rate of 90% 

in higher education mergers completed between 1987 and 1994, compared with rates as 

low as 20-50% in the corporate sector around the same time (Cartwright and Cooper, 

1990). It should be noted, however, that Rowley's results derive from self-assessments by 

institutional personnel and that they are less conclusive when proxies are employed for 

financial performance. These qualifications, together with the small size and varied nature 

of the sample may go a long way to account for such stark contrasts in outcomes. Rowley 

does not explicitly assert a causal relationship between merger motives and success or 

failure, but implies in her conclusions that predominance of strategic and academic rather 

than financial motives and a long-term view of organisational development underpins the 

success rate (Rowley, 1997). A key question for RWCMD and the University is whether 

the financial security provided by the University to the College facilitates a mutually 

beneficial, long-term, strategic and academic development plan for the merged institution 

or simply enables RWCMD to pursue its own independent ends during a politically hostile 

period. A key question for this thesis, therefore, is how those most closely affected by the 

merger are constructing its success and/or failure.

As part of the public sector, higher education is more likely to be subjected to political 

pressure to engage in mergers and acquisitions than the corporate sector. Nowhere is this 

more clearly illustrated than in Australia, which has experienced three successive waves of 

politically instigated merger activity since 1960. Although the first wave, between 1960 

and 1981, began with one controversial, forced merger between Canberra University
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College and the Australian National University, this was not typical of the period. The 

actions of both the Commonwealth and State Governments, while encouraging 

rationalisation and merger, were not co-ordinated or systematic at this stage. In contrast, 

the second and third waves, between 1981 and 1987 and between 1987 and 1991 

respectively, represented a concerted drive by the Commonwealth Government to 

rationalise and restructure the sector (Harman, 2000). Despite this erosion of institutional 

autonomy, bitter opposition on the part of some institutions and traumatic merger 

experiences for many participants, the policy seems to have been successful when 

evaluated in terms of efficiency costs and benefits; impact on academic programmes and 

services; subsequent stability of merged institutions; and the views of key players 

(Harman, 2000). It appears that government officials, senior managers and the wider 

community were all convinced, overtly or covertly, that larger, multi-disciplinary 

institutions were what Australia needed in the longer term. Rank and file academic staff 

were harder to persuade and yet seemed willing to make a success of the newly merged 

institutions (Harman, 2000). Both the forthright criticism of the changes and the ensuing 

commitment to the new regime could be seen as manifestations of a distinctive academic 

organisational culture which is fundamentally collegia!. Wedderburn (1991) describes 

how cultural differences between Royal Holloway and Bedford Colleges, including fears 

about loss of status and opportunities for promotion, were initially intensified and 

subsequently resolved:

'The collegial character of both institutions made these conflicts acute at 
times, but in the end was an asset, because despite the great increase in 
size of the new college, that same collegiality provided the base from 
which a strong new institutional identity has developed' (Wedderburn, 
1991.151-152).

Parallels have been drawn between mergers and acquisitions in the HE and corporate 

sectors in respect of the importance of organisational culture in determining the likely 

success of post-merger integration (Locke, 2007). Rowley (1997), for example, cites 

'culture mix' as both unanticipated problem and bonus. One participating institution in her 

study experienced the two outcomes sequentially, attributing both initial culture clash and 

ultimate 'dynamic mix' to the original cultural dissonance between the merging HEIs. 

Higher education has generated its own contribution to the literature of organisational
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culture and identity which will be discussed in greater detail in the next chapter. It is worth 

noting here, however, several features of particular relevance to mergers and acquisitions.

In a prescriptive article written to guide two art and design institutions contemplating 

merger, Locke (2007) takes up McNay's typology of four cultures operating within HEIs: 

collegium; bureaucracy; corporation and enterprise (McNay, 1995). Despite a general 

trend over the last twenty years for HEIs to move from collegiate to enterprise 

organisational cultures, McNay suggests that all four cultures still co-exist in most HEIs. 

Locke therefore advises senior managers to pay attention to the professional experience 

and disciplinary background of individual academics, together with the custom and 

practice of potential merger partners. He posits that strategic management of 

organisational culture, including management of meaning and social integration, is critical 

to success of the merger. Whether or not organisational culture is susceptible to such 

intervention by managers is another question.

Some research has indicated that academics suffer from higher levels of stress than the rest 

of the working population (Tytherleigh, Webb, Cooper and Ricketts, 2005). This may 

seem surprising given traditional associations between the role of the academic and high 

levels of professional autonomy, flexibility and control (McNay, 1995). In fact it has been 

argued that it is the very erosion of these highly prized attributes of academic life that has 

resulted in escalating stress levels amongst academics over the last three decades 

(Cartwright et al, 2007). For many long-serving members of academic staff, security of 

academic tenure has been replaced with uncertainty about future employment and fears 

about unwelcome changes in the nature of the job. Academics have complained about 

excessively long working hours; pressure to increase research output and generate 

additional income; increasingly heavy teaching and administration loads; and additional 

responsibilities for engaging in income-generating activities: all these factors exacerbated 

by what they perceive to be poor management and lack of recognition or reward for their 

efforts.

In light of research claiming that stress levels escalate during mergers and acquisitions, 

especially in smaller or acquired companies (Seo and Hill, 2005), Cartwright et al (2007)
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hypothesised that academics would experience significantly higher levels of work-related 

stress during a merger than the general working population. Their study adopted a stress 

and well-being perspective to analyse a merger between two universities, located in the 

same city. The results were surprising. Despite anxieties about job security, employees 

from both merger partners manifested less stress and were healthier than the researchers 

expected. While the limitations of a single study should be borne in mind, their 

speculations about why this might be the case nevertheless raise some pertinent issues for 

this thesis.

First they note that the two HEIs occupied adjacent sites and had a history of collaboration 

prior to merger. This would be unusual in the corporate sector but is not untypical of 

higher education. Rowley's (1997) study of forty-one completed merger incidents in the 

English HE sector between 1987 and 1994, found that in 50% of cases partners were 

located fewer than ten miles apart. The number of incidents decreased as distance between 

partners increased. This implies that high success rates in HE mergers are correlated to 

geographical proximity which in turn is correlated to lower levels of work-related stress. 

The evidence from Australia does not, however, support this. Success rates in HE mergers 

have been just as high there, yet few merged universities operate from adjacent campuses: 

some are as many as two or three hundred kilometres apart (Harman, 2000). A history of 

collaboration prior to merger is not a reliable predictor of merger success, according to 

Rowley (1997). Despite finding that 66% of successful mergers involved partners with 

such a history, she found that partners who lacked a history of collaboration were just as 

likely to merge successfully.

Second, Cartwright et al (2007) observe that both institutions in their study were 'old' 

universities. According to Tytherleigh et al (2005), academics in old universities are less 

likely to experience stress than their counterparts in 'new' universities because their 

institutions enjoy superior reputations for research and teaching. Once again Rowley's 

(1997) findings do not support this hypothesis. Her survey included merger incidents with 

further education colleges, colleges of education and even health colleges, which then lay 

outside the purview of the Department for Education and Employment. She found nothing 

to support the notion that differences between old and new universities could account for
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merger success and/or failure. Reservations noted earlier in this chapter concerning the 

nature of data gathered by Rowley and the size and variable nature of the sample apply 

equally here.

The HE merger and acquisition literature is littered with references to the former 'binary 

line' and the consequences of its removal under the Further and Higher Education Acts of 

1992 (Locke, 2007; MASHEIN, 2003; Arbuthnott and Bone, 1993). The binary line refers 

to the division between 'old' universities established prior to 1992 and 'new' or 'post-92' 

universities comprising former polytechnics and colleges of education. Universities 

established pre-1992 are still referred to as 'old' universities nearly two decades after 

removal of the binary line and accession of former polytechnics to 'new' university status. 

In Australia the binary line was removed in 1988, early in the third wave of mergers, 

following publication of the Commonwealth Government's White Paper: Higher 

Education: a policy statement (Harman, 2000). As a result, academic staff, who tended to 

complain the most, often mistakenly attributed unwelcome changes to mergers rather than 

the removal of the binary line. Harman notes, however that such criticism of the 

Australian HE sector has not persisted.

The significance of removal of the binary line is symptomatic of a preoccupation with 

status which permeates the HE merger and acquisition literature. In an account of the 

merger between Jordanhill College of Education and Strathclyde University, the two 

principals record the initial rejection of Jordanhill by Glasgow University on the grounds 

that Jordanhill's non-university staff were likely to threaten their research ratings 

(Arbuthnott and Bone, 1993). (Fears of this sort were also voiced in the failed negotiations 

between the College and Cardiff University.) In the event, Strathclyde reaped the benefit 

of Jordanhill's highly respectable score in the 1992 research assessment exercise.

Within the HE merger and acquisition literature, nomenclature of the corporate world is 

elaborated and reinterpreted to accommodate the hierarchical structure of the HE sector 

from the viewpoint of the dominant group. DePamphilis (2003) records that mergers in the 

corporate world tend to be classified according to the closeness of fit between the two 

merging organisations: vertical; horizontal; concentric; and conglomerate. Pritchard
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(1993) produces a typology of HE mergers which has been taken up, largely uncritically, 

by others (Locke, 2007; MASHEIN, 2003). Pritchard's definition of a vertical merger as 

merger between two institutions located in different education sectors, such as FE and HE, 

closely resembles the definition prevailing in the corporate sector. The definition of a 

horizontal merger, however, introduces the concept of 'equal repute' between institutions 

serving similar constituencies within tertiary education. Significantly she classifies merger 

of a college of education with an old university, as a vertical merger because of the 

disparity in reputation and standing.

According to Pritchard's typology, the merger between RWCMD and the University would 

be classified as an asymmetrical and vertical. A symmetrical merger involves two 'equal' 

partners: an asymmetrical merger involves a major and a minor partner. A monotechnic 

college of higher education, with fewer than 600 students, lacking taught degree-awarding 

powers and dependent on another institution for validation of its awards, would not be 

considered an equal partner with a university, old or new. In this particular case, however, 

I would argue that Pritchard's framework is incapable of accommodating the complexity of 

the relationship between the partner institutions in respect of status. For different reasons 

both institutions have a vested interest in foregrounding the reputation of the 'minor 

partner'; RWCMD to preserve its autonomy and identity; the University to enhance its 

own identity by association and justify considerable investment in the relationship to its 

own members. A brief excursion into the literature of CSR offers some case studies of 

mergers and acquisitions with comparable characteristics which may prove illuminating.

Recently several 'iconic' companies as well-known for their social values as their products 

have been merged with, or acquired by, much larger, multi-national companies (Austin and 

Leonard, 2008). These include The Body Shop, acquired by L'Oreal in 2006; Green and 

Black's, acquired by Cadbury Schweppes in 2005; Ben and Jerry's, acquired by Unilever 

in 2000; Tom's of Maine, acquired by Colgate-Palmolive in 2006; and Stoneyfield Farm 

Yogurt, acquired by Groupe Danone in two stages in 2002 and 2004.

None of these acquisitions was hostile, despite the apparent incongruity of the match. 

Paradoxically it may have been the incongruity itself that first made the deal attractive
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(Austin and Leonard, 2008). To the large multinationals, acquiring the social icons and 

annexing their distinctive reputations for CSR may have represented a means to enhance 

their own limited reputations in this respect (Mirvis, 2008). Two central question posed in 

the literature are whether such relationships between 'wealthy elephants' and 'virtuous 

mice' can succeed in the longer term and whether it is possible to 'purchase' CSR in this 

way (Austin and Leonard, 2008).

In response to the first question, there seems to be an emerging consensus within the 

literature that prospects for long term success, from the perspective of the acquired iconic 

company, are gloomy (Austin and Leonard, 2008; Mirvis, 2008; Waddock, 2008). 

Recognising that it is too soon to evaluate these recent mergers and acquisitions, Mirvis 

(2008) uses the Marks and Mirvis (2001) model (see Figure 2 page 27 above), which 

classifies mergers in terms of their integration end state as 'preservation'; 'absorption'; 

'transformation'; 'reverse takeover'; or 'best of both' to provide a framework and 

vocabulary for analysing their post-merger development.

The style of post-merger integration involving The Body Shop, Tom's of Maine and Green 

and Black's is categorised by Mirvis (2008) as a 'preservation' acquisition. This is seen as 

the best way of ensuring survival of values that prompted the acquisition.. As preservation 

acquisitions maintain distance between partners, cultural compatibility is not essential for 

success. Stoneyfield is categorised as a 'best of both' or 'additive' acquisition, with some 

evidence of 'reverse takeover' or 'reverse osmosis'. Both Stoneyfield and Groupe Danone 

enjoyed a good reputation in respect of CSR and worked together to their mutual benefit, 

with Stoneyfield occasionally setting the agenda. Ben and Jerry's is categorised as an 

'absorption' acquisition, despite some early signs of 'preservation'. Unilever made drastic 

reductions in Ben and Jerry's staff, took control of their idiosyncratic website and relocated 

their main factory which had previously functioned as a tourist attraction. This category of 

post-merger integration can lead to eclipse of the iconic company and is also costly for the 

acquiring company in terms of time expended and deterioration in relations with 

employees and customers. Concluding on a more optimistic note, Mirvis observes moves 

to realign the relationship between Ben and Jerry's and Unilever, presenting the possibility 

of a 'transformation' acquisition emerging after all.
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How might the analysis of these case studies enhance understanding of the relationship 

between RWCMD and the University? To a degree both partners see the specialist 

conservatoire training offered by RWCMD, with its emphasis on the development of the 

young, individual, aspiring artist, as 'iconic'. The University is a 'recruiting' institution, 

with an established reputation for widening access to socio-economic groups under- 

represented in higher education. It aspires to be recognised as a centre of excellence in 

learning and teaching and in particular fields of research. RWCMD is a selecting 

institution, with an established reputation as a drama school and an improving reputation as 

a music conservatoire. It aspires to compete with the top echelon of UK drama 

schools/conservatoires. It could be argued that the University wished to acquire RWCMD 

in order to enhance its own reputation for artistic and academic excellence by 'buying' an 

institution already known for these qualities and thereby annexing its distinctive 

characteristics. The College, unable to realise its ambition to survive as an independent 

HEI, or acquire the performance facilities required to match its competitors, paradoxically 

saw merger with an HEI with financial muscle as the means to preserve its distinctive 

autonomy and ethos.

The model of the wholly-owned subsidiary company, adopted by RWCMD and the 

University, clearly signals a preservative type of post-merger integration. Waddock's 

(2008) warning that such arrangements between large organisations and small iconic 

companies may be short-lived, draws attention to the dynamic and potentially temporal 

nature of the model provided by Marks and Mirvis (2001). To different participants, 

working within different organisational functions, at different phases of pre-merger 

negotiation and post-merger integration, the evolving relationship may be experienced 

variously as preservation, absorption, transformation, additive or reverse osmosis, 

promising a rich diversity of stories of organisational culture and identity.
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Summary

In this chapter, I have presented a critical review of aspects of merger and acquisition 

literature likely to prove relevant to my thesis. I first undertook a critical overview of 

broad currents in the literature which drew attention to the dominance of managerialist, 

process-orientated perspectives, even when researchers are advocating greater emphasis on 

the human side of mergers. Employees tend to be seen as 'human resources' requiring 

careful management during times of radical change. In this thesis I am committed to an 

approach which is non-managerialist, even though it includes the perspectives of members 

of RWCMD occupying managerial roles. In keeping with this, I intend emphasising the 

human side of the merger, by regarding all members of RWCMD as human beings 

experiencing significant change in a workplace to which they are committed in varying 

degrees.

Despite their managerialist approach to 'human resource' issues, two of the process- 

orientated models and theoretical frameworks I encountered may have the potential to be 

used differently. I intend testing out whether they can be employed to map and understand 

the diverse experiences of individual members of RWCMD caught up in the Strategic 

Alliance Project. They may also provide a framework for plotting how experiences of 

individual members of RWCMD change over time and how experiences vary according to 

the organisational functions in which individuals operate.

Exploration of formal terminology and informal argot in the field of mergers and 

acquisitions revealed a wealth of intriguing linguistic features and discursive practices. 

Through analysis of the conversations, I hope to illuminate the purposes served by the 

mismatch between nomenclature used within the Strategic Alliance Project and that used in 

academia and the business world. I am also keen to find out whether the violent and 

sexualised narrative world of hostile corporate mergers is reflected in the narrative world 

of the Strategic Alliance Project.

The Strategic Alliance Project was considered in light of two sets of studies of mergers and 

acquisitions to expose and challenge preconceptions I may unwittingly be bringing to bear 

upon this research. The first set of studies, from the HE sector, identified several ways in
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which it differs from the corporate world. There are two issues of particular interest for 

this thesis: first, that an organisational culture characterised by collegiality may be a 

significant factor in successful post-merger integration within the HE sector; and second 

the preoccupation of the HE sector with matters of relative institutional status. Several 

parallels were drawn between the Strategic Alliance Project and acquisitions of values- 

driven, small iconic companies by large multinationals, which were the subject of the 

second set of studies. Warnings that smaller partners seem unlikely to retain then- 

autonomy in the longer term bode ill for RWCMD.

Making an exception of seminal work by Hirsh (1986) and Schneider and Dunbar (1992), 

articles by Vaara (2002) and Vaara and Tienari (2002) lament the failure of the vast 

majority of studies of post-merger integration to challenge the prevailing managerial 

perspective observed in this chapter. In particular Vaara (2002) regrets the paucity of 

studies paying serious attention to the discursive construction of mergers and acquisitions. 

I believe my research is located within this gap in the literature and could contribute to 

knowledge by: challenging the dominance of the managerial perspective without excluding 

the human experiences and meanings of those who happen to be managers; redressing the 

balance by reinforcing and reinstating 'weak, hidden, obscured and peripheral voices and 

discourses' (Alvesson and Deetz, 2000.152); and opening up the possibility of 

'transformative redefinition' (ibid. 144) of the culture and identity of the College, as a 

democratic, collective and inherently social accomplishment.

In a paper which considers the power of the concept of organisational culture as a 

discursive formation in merger integration, Riad (2005) acknowledges the seminal work of 

Vaara in identifying cultural discourse at work within narratives of success and failure. 

She also notes his contribution to recognising the role of 'organisational culture' in terms 

of political sensemaking within mergers and acquisitions. Given RWCMD's concern 

about safeguarding its 'conservatoire ethos' the least tangible of all its 'non-negotiables', it 

seems important to pay attention to the concept of organisational culture, the better to 

listen to what members of RWCMD have to say on the subject in the context of the 

merger. For that reason, the next chapter presents a critical and necessarily selective 

survey of the extensive literature of organisational culture.
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Chapter Three: Critical review of literature: organisational culture 

Introduction

As the Venn diagram presented in Chapter Two (see page 17 above) suggests, I originally 

intended writing a single chapter covering the literatures of both organisational culture and 

organisational identity. It soon became clear, however, that a separate chapter on each topic 

was necessary. This chapter begins by considering an extract from Tom Wolfe's novel The 

Bonfire of the Vanities, which serves to introduce both topics, by imaginatively exploring 

closely linked key themes. The rest of this chapter on organisational culture is divided into 

two sections. The first focuses on the concept of 'organisation', considering its etymology 

and issues concerning current definitions. A framework is sought for understanding the 

concept in a way that suits the purposes of this thesis. Attention is paid to the status of 

'organisation' as a metaphor, often elaborated by further metaphors which generate multiple 

connotations. In the second section, the concept of 'culture' is explored. The complex 

history of the word is noted and the debt to anthropology acknowledged. A brief overview 

of the extensive literature of organisational culture is presented, considering the work of 

those who embrace the concept relatively uncritically, alongside critiques of the concept 

offered by others. This includes consideration and evaluation of a model which claims to 

illustrate four distinctive and evolving cultures manifested within UK HEIs (McNay, 1995). 

The question of whether culture is a variable (something an organisation has) or a root 

metaphor (something an organisation is) is raised. Recent work on organisational culture in 

the context of mergers and acquisitions is considered. Finally a basis is sought for an 

approach which seems to offer greatest scope for accommodating the multiple voices and 

points of view of those most closely affected by the merger.

The Bonfire of the Vanities, traces the downfall of Sherman McCoy, senior bonds salesman 

at an investment banking firm in Manhattan called Pierce & Pierce. McCoy is arrested on 

suspicion of involvement in a hit and run incident in the Bronx. The New York detective 

who arrests McCoy realises that Pierce & Pierce is mentioned in a book his daughter is 

reading. He misremembers the title of the book as Murder Mania rather than Merger Mania. 

The reader is reminded that The Bonfire of the Vanities, which was published in October
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1987, a week before the Wall Street crash of that year, depicts a financial sector hurtling 

blindly towards disaster. The detective's error also draws attention to the way a chance act 

of violence, committed by McCoy in a moment of madness, forges a link between 

inhabitants of the world of high finance and the 'lower orders' of the South Bronx (Wolfe, 

1990.496). Throughout the novel, 'violence' and 'madness' operate at both a literal and 

metaphorical level.

Wolfe, a professional journalist, had been intending to write a non-fiction novel about late 

twentieth century New York City since 1968 (Wolfe, 1990). Although The Bonfire of the 

Vanities ultimately became a work of fiction modelled on Thackeray's Vanity Fair, Wolfe 

claims that a great deal of journalistic research went into its making. Novelists and 

journalists were not the only contemporary writers fascinated by what was happening in 

corporate Manhattan, however. The year before The Bonfire of the Vanities appeared, the 

academic writer Paul Hirsh (1986) published his seminal article on the linguistic framing of 

hostile takeovers in the USA. Anticipating themes that run through Wolfe's novel, Hirsh 

argues that the threatening and violent language used to describe these events in the 

corporate world covertly signals how they are experienced and perceived by both insiders 

and outsiders. This thesis draws on the work of Hirsh (1986) and a related study by 

Schneider and Dunbar (1992) as it seeks to understand how discursive practices of members 

of RWCMD might simultaneously reveal and conceal their experiences of the merger.

In the same decade as Wolfe and Hirsh were writing, organisational theorists seized upon the 

notion of organisational culture, initially borrowing the concept from anthropology. Early in 

the novel, Wolfe parodies the style of this new breed of anthropologist-ethnographer who 

records and interprets observations of the strange tribes inhabiting the high-rise buildings on 

Manhattan Island. The result is a 'thick description' (Geertz, 1973) of the 'organisational 

culture' of McCoy's company.

'He turned the corner, and there it was: the bond trading room of Pierce & 
Pierce. It was a vast space, perhaps sixty by eighty feet, but with the same 
eight-foot ceiling bearing down on your head. It was an oppressive space with 
a ferocious glare, writhing silhouettes and the roar. The glare came from a 
wall of plate glass that faced south, looking out over New York Harbour, the 
Statue of Liberty, Staten Island and the Brooklyn and New Jersey shores. The 
writhing silhouettes were the arms and torsos of young men, few of them older
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than forty. They had their suit jackets off. They were moving about in an 
agitated manner and sweating early in the morning and shouting, which 
created the roar. It was the sound of well-educated young white men baying 
for money on the bond market' (Wolfe, 1990.68).

As a piece of satirical writing this is doubly effective as it simultaneously holds up to ridicule 

the world of investment banking and the organisational theorists who seek to describe and 

analyse it. Yet while it mocks both form and content, it succeeds in making serious points 

about both, each of relevance to this chapter. In terms of form, Wolfe exposes through 

caricature the value-laden nature of the ethnographer's ostensibly objective prose. Factual 

descriptions of the dimensions of the bond trading room, the view through the south-facing 

plate glass window and the behaviour of the room's occupants are laden with adjectives 

carrying the value judgements of the observer: 'oppressive', 'ferocious', 'writhing', 

'agitated', 'well-educated', hi terms of content, Wolfe draws our attention to the potential 

significance of the workplace to the general well-being of employees. The anthropologist- 

narrator presents a workplace which has become a 'whole way of life' (Eagleton, 2000.14) 

for its inhabitants. Despite the opulence and prestige of their surroundings and the status 

attached to their positions, their working environment is portrayed as having effectively 

robbed them of dignity and humanity, reducing them to animals which writhe, roar, sweat 

and bay for money. Wolfe's skills as a writer prompted me to ask questions about form and 

content in this thesis. Will I be able to devise a form for presenting my findings that not only 

accommodates and makes transparent my own value-laden position as (former) insider- 

researcher but also provides an appropriate vehicle for participants to speak for themselves?

Unpleasant and alien as the environment of Pierce & Pierce might appear to the reader, it is 

where McCoy feels most completely himself.

'Sherman McCoy headed straight for (the bond trading room) with relish. On 
this particular morning, as on every morning, it resonated with his very 
gizzard........Masters of the Universe! The roar filled Sherman 's soul with
hope, confidence, esprit de corps, and righteousness' (Wolfe, 1990.68 & 71).

McCoy sees himself, body and soul, in terms of his profession. He is, above all else, one of 

the 'Masters of the Universe', the bonds salesmen who are 'moving the lever that moves the 

world' (Wolfe, 1990.71). An integral part of this professional identity is his loyalty to his 

firm, Pierce & Pierce, part of an elite group of Wall Street investment banks. A number of
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other characteristics distinguish members of this group from non-members. They are all 

young, male and white. They are all graduates of the universities of Harvard, Yale or 

Stanford. Other groups to which they might also belong, such as family or friends, have little 

significance, functioning merely as the social accessories of a Master of the Universe. 

Ultimately Sherman's over-identification with Pierce & Pierce will play a crucial role in his 

social and moral disintegration and force him to reappraise his sense of who he is. Once 

again we find a parallel between Wolfe's fictional writing and the emerging preoccupations 

of academic writers in the field of organisational theory. Two years before the publication of 

Wolfe's novel, Albert and Whetten (1985) published their seminal paper on organisational 

identity which suggested that people try to supply answers to the question, 'Who are we as 

an organisation?' by making claims about the organisation's central character, its 

distinctiveness and the continuity of these attributes over time.

One reason I embarked upon this thesis was my awareness that members of RWCMD spoke 

about the organisation and devoted time to it in ways which suggested it was important to 

their individual and collective sense of who they are in this world. When I first took up my 

post in 2002, several people described themselves to me as 'eating, breathing and sleeping' 

the College. Was this a symptom of over-identification with the workplace? Has the merger 

reinforced or undermined this intense sense of commitment to RWCMD and what is it about 

such 'organisations' that inspires such devotion?

Organisation

Taken together or separately, the words which constitute 'organisational culture' are 

problematic. The words 'organic' and 'culture' both appear in Raymond Williams' (1983) 

seminal publication 'Keywords' which contains short essays inquiring into 131 words, 

identified as constituting a vocabulary of culture and society. Williams tells us that 

'organisation' derives from the Greek 'organorf, meaning tool or instrument, which had two 

original senses: the abstract sense of agency and the concrete sense of musical instrument. 

There was also a third, applied sense of the word, which conveyed the instrumental purpose 

of a bodily part, as when the eye is described as an 'instrument of seeing'. This physical 

meaning, which led to the development of the word 'organ' as a part of the body, appeared in 

the sixteenth century and suffuses all later derivations. Williams (1983) suggests that the old
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metaphor of living and evolving 'organism' still plays beneath the surface of 'organisation', 

in tension with the metaphor of the instrumentally planned mechanism. Perhaps this helps to 

explain why we rarely seem to notice the logical contradiction between management 

practices predicated on the goal of achieving machine-like efficiency and the accompanying 

tendency to anthropomorphise the organisation by according it such attributes as 'culture' 

(Schein, 1996; Pettigrew, 1979); 'character' (Harrison, 1972); 'identity' (Albert and 

Whetten, 1985) and 'image' (Gioia and Thomas, 1996).

Starbuck (2007) challenges the term 'organisation', reminding us that it has only existed as a 

category since the 1920s. Prior to that, bodies as various as the church, a trading company or 

the army, would have been seen as entirely different entities, not examples within the same 

category (Starbuck, 2007). Starbuck declares the concept of organisation a 'myth', using the 

word in its derogatory sense:

To assert that an organization exists implies that it is possible to distinguish the 
organization from its environment and to agree about its properties. But it is 
very difficult to distinguish the boundary of an organization, and 
organizational components that seem to be internal on some dimensions also 
seem peripheral or external on other dimensions' (Starbuck, 2007.22).

With twelve company directors, thousands of alumni, hundreds of fellows, scores of 

benefactors and friends, 636 higher education students, 290 junior and access students, 200 

full-time/ fractional staff and over 400 hourly/fee-paid staff, the boundaries of RWCMD at 

the end of the implementation period in 2008 were blurred. My intention is to resolve this 

problem, within this thesis, by recognising it and then placing it aside. This thesis is neither 

concerned with the ontological status of RWCMD as an organisation per se, nor in defining 

its boundaries and properties. It is concerned with the ways in which certain groups of 

people, selected on the basis that they seem likely to have been most closely affected by the 

merger, are constructing the identity of RWCMD as something 'real' in the context of their 

respective worlds (Haslam, Postmes and Ellemers, 2003). I am taking this approach first 

because I believe it is just as important to understand mergers and acquisitions in terms of 

their human consequences as it is to understand them in terms of their strategic and financial 

outcomes. Second, I believe it is important to include as full a range of human perspectives 

as possible, counteracting a tendency in the literature to focus exclusively on a managerialist 

point of view.
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In this respect the seminal work of Weick (1993) on sensemaking in organisations seems to 

offer a useful framework. In his essay The Collapse of Sensemaking in Organizations: The 

Mann Gulch Disaster, he cites a number of academic references to justify his decision to 

classify the crew of smokejumpers at Mann Gulch as a minimal organisation. He then 

suggests that the disaster at Mann Gulch resulted from the interrelated collapse of both 

sensemaking and organisational structure when members of the firefighting team 

unexpectedly found themselves overwhelmed and in mortal danger. The application of the 

academic definitions to the crew suggests that it takes very little to qualify as a minimal 

organisation: the story of the Mann Gulch Disaster illustrates that it may also take very little 

to dismantle such a fragile set-up (Weick, 1993). The strength of Weick's analysis is that it 

offers an account of the dynamic interaction between several elements: the structure which 

was already in place and which was therefore 'structuring' the way in which participants 

related to each other and the task in hand; human agency as the firelighters struggle to make 

individual and collective sense of what was going on; and the physical world which followed 

its own laws with devastating consequences.

For Weick (2001), organisation and organising begin with and are sustained by the process 

of sensemaking. Operating as a metaphor, sensemaking implies that reality is a continuous, 

human, collective accomplishment rather than a pre-existing independent entity. Individuals 

construct and sustain reality through creation of, and engagement in, symbolic processes. 

They try to create order and make sense of the actions they have taken and the circumstances 

in which they find themselves. Sensemaking is a collective, social process which has at its 

genesis an act of commitment. Prior to the moment of commitment, the social and/or 

physical environment presents a range of undifferentiated and ambiguous choices. After the 

moment of commitment, when an irrevocable, binding choice has been made in a public 

context, that choice has to be justified. It is when such rationales for commitment are 

collectively articulated that organisations start to materialise. Sensemaking is therefore a 

retrospective and selective activity, subject to the warning that accompanies all metaphorical 

theorising, that 'a way of seeing is a way of not seeing' (Weick, 2001.xi).

When merger talks were first mooted, both the Principal of RWCMD and the Vice 

Chancellor of the University would already have articulated some sense of the organisations
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to which they belonged, declared their perspective on the socio-political and economic 

environment which made sense within their respective organisations and appraised the 

options for the future within a given framework. To this extent then, given organisational 

structures and previous sensemaking activity provided a context. The commitment to talk, 

made 'privately' first by two highly significant individuals and subsequently extended 

publicly to a small group of senior managers, can be seen as the genesis of a new process of 

organising, leading eventually to a new form of merged organisation. Mann Gulch and 

Weick's (2001) essay on sensemaking in the face of global warming provide a stark 

reminder that it matters whether organisational structure facilitates or inhibits sensemaking, 

for it can be literally a matter of life and death.

Reading across his work it is not always clear whether Weick regards sensemaking as an 

organisational function (something which organisations do) or as a root metaphor, 

(something which organisations are). In the introduction to his collection of essays (Weick, 

2001.5), he seems to favour the latter, proffering his view of organisations as 'collections of 

people trying to make sense of what is happening around them'. He then modestly 

undermines himself, referring to his tendency to project on to others his own futile desire to 

understand the world. If this is a weakness then it is one with which I identify. My (equally 

futile) desire is not so much to understand the world as to make 'of the moment something 

permanent' (Woolf, 1964.183) to use words to capture and reconcile multiple meanings of 

the fleeting moment and learn from them. The final version of my research question, which 

reads as follows:

How is the identity of the Royal Welsh College of Music and Drama being 
constructed, eighteen months after the merger with the University of 
Glamorgan, by those most closely affected by it?

could reasonably be glossed in the following way, using Weick's terminology:

What sense are these collections of people making of what is going on around 
them?

Boje (1991.106) asserts that storytelling is the 'preferred sensemaking currency of human 

relationships among internal and external stakeholders' in organisations. Intrigued by such 

claims to the point where I wished to test them, I decided that narratives produced by those 

most closely affected by the merger would constitute the research data for this thesis. I am
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mindful nevertheless that storytelling is not the only means by which organisations make 

sense (Gabriel, 2000). I am also aware that sensemaking is not the only thing that 

organisations do, or something that they do actively all the time. Weick, (2001.27) points 

out that organisational life is largely 'empty and meaningless' for many people because 

commitments, justifications and meanings normally accumulate almost imperceptibly.

I am taking the view that sensemaking is a necessary but not sufficient condition of being an 

organisation, yet one that addresses the very aspect of organisational life upon which I wish 

to focus. To adopt another metaphor, it suits my purposes to consider RWCMD as 

'discursive space' (Brown et al, 2005.313). I see the construction of RWCMD's culture and 

identity in this discursive space as a social, collective process. I am also testing the 

assumption that merger activity disrupts organisational structures and established meanings 

and is therefore likely to stimulate widespread sensemaking activity, particularly within 

'acquired' organisations or smaller partners (Ravasi and Schultz, 2006; Seo and Hill, 2005).

The term 'organisation', often elaborated by metaphors such as the machine, organism, 

theatre or political arena, is itself a metaphor which refers to 'the experience of collective co 

ordination and orderliness' (Smircich, 1983.340-341). It is perhaps surprising, therefore, 

that Morgan (1986), in a major work on this topic, which adds the metaphors of brains, 

cultures, systems of government, psychic prisons, flux and transformation and instruments of 

damnation to the list above, makes so little of insights and blind-spots generated by the 

central metaphor of 'organisation' itself.

Like Morgan (1986), Smircich urges readers, not to avoid using metaphor, but to think 

critically about how different metaphors liberate or restrict ways we think. She suggests that 

pairing of the two metaphors, 'organisation' and 'culture' significantly intensifies the 

impression of orderliness (Smircich, 1983). I do not find this wholly convincing. First the 

metaphor 'culture' does not unambiguously carry connotations of orderliness. Second there 

are different views about the effectiveness of the metaphor 'organisation'. An effective 

metaphor enriches understanding of the phenomenon to which it is applied by highlighting 

simultaneously points of similarity and difference (Morgan, 1986). The points of similarity, 

of which there may be very few, should make it possible to appreciate the phenomenon in a
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fresh light. The points of difference, which are likely to be more numerous, jar the mind, 

drawing attention to the conceit and reinforcing it. As a metaphor, I would argue that 

'organisation' is a spent force, virtually a 'dead' metaphor (Alvesson, 2002). It passes 

without notice, lacking the ability to arrest our attention, which may explain why Morgan 

(1986) neglects it. Furthermore it has also been suggested that 'culture' and 'organisation' 

are too similar as metaphors to allow 'culture' to function usefully as a metaphor for 

'organisation' (Alvesson, 2002). We have reached the point where a closer examination of 

the concept of culture is required.

Culture

Williams describes the term 'culture' as 'one of the two or three most complicated words in 

the English language'. It derives from the Latin 'cultura' which took on the primary sense 

of cultivation, the tending of natural growth. From the early sixteenth century, this 'noun of 

process: the culture of something - crops, animals' (Williams, 1977.13) was applied 

metaphorically to tending of the human mind. As the force of the metaphor diminished over 

time, the word gradually became directly associated with tending of human development and 

was extended from particular processes to a general process of 'intellectual, spiritual and 

aesthetic development' (Williams, 1983.90).

The debt to anthropology is widely acknowledged in the organisational culture literature 

(Meek, 1988; Nahavandi and Malekzadeh, 1988), but all too often the concept of culture is 

imported without regard to significant variations in its employment within different fields of 

anthropology (Smircich, 1983). If I wish to consider the organisational culture of RWCMD 

in terms of cognitive anthropology, for example, I must establish what shared values and 

beliefs are informing the conversations. As a symbolic anthropologist I would tend to focus 

more on shared meanings and interpretations. Structural anthropology, on the other hand, 

would encourage me to see culture as a manifestation of the collective unconscious mind. I 

find these distinctions helpful, not because I necessarily feel obliged to choose between them 

but because they make it possible to consider my research data from several subtly nuanced 

perspectives.
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My original academic formation in literary criticism inclines me towards a semiological, 

interpretive approach to organisational culture, originating in symbolic anthropology, as 

articulated by Geertz (1973). He believes those who concern themselves with the 

ontological status of culture ask the wrong question:

'man is an animal suspended in webs of significance he himself has spun, I 
take culture to be those webs, and the analysis of it to be therefore not an 
experimental science in search of law but an interpretive one in search of 
meaning' (Geertz, 1973.5).

It seems likely that somebody who declares himself a semiotician would pay close attention 

to the language he uses. This image locates Geertz in an interesting relation to structural 

anthropology. A structuralist approach might see the webs of significance as being 'always 

already in place' and man as an animal whose fate is determined from the moment he 

becomes helplessly entangled. Geertz, in contrast, portrays man himself as social agent, the 

spinner of webs. The word 'suspended' immediately takes on connotations of being poised 

for (predatory?) action rather than strung out as passive victim. Notwithstanding his 

semiological approach to the interpretation of culture, which, like structural anthropology, 

has its roots in the seminal work of the structural linguist Saussure, Geertz takes pains to 

distance himself from what he sees as the cerebral excesses of structural anthropology. He 

accuses fellow anthropologists of laying claim to validity by virtue of an illusory coherence 

manufactured by abstracting material from the complexity and 'thickness' of everyday life:

'Nothing has done more... to discredit cultural analysis than the construction 
of impeccable depictions of formal order in whose actual existence nobody 
can quite believe' (Geertz, 1973.18).

Culture is seen by Geertz, not as a power or causal force of social structures, behaviour or 

processes, but as a context in which such phenomena occur and within which sense can be 

made of them (Geertz, 1973).

My own position, in relation to this thesis, lies somewhere between Geertz and the 

structuralist approach he eschews. While it is central to my project to represent the people 

most closely affected by the merger as social agents rather than passive victims, I also 

recognise that their agency operates in the context of a variety of social and psychological 

structures of which they may or may not be conscious. At the risk of over-extending 

Geertz's metaphor, I would suggest that the webs of significance that human beings spin for
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themselves have to be attached, however tenuously, to anchoring points, for as long as they 

are to serve their purpose of providing a context for sensemaking. These anchoring points 

which are 'always already in place' influence the dimensions of the webs: changing or 

removing the anchoring points will make it necessary to repair or reconstruct the webs. I 

suspect that, for RWCMD, these anchoring points might include the organisation's history; 

significant individuals in positions of power; devolution of political power from Westminster 

to the Welsh Assembly Government; the economic climate; Welsh higher education policy; 

and RWCMD's geographical and socio-political location in the capital city of Wales.

Over thirty years ago, in an article which has been described as a 'classic overview of 

concepts of culture in organizational analysis' (Alvesson, 2002.24), Smircich suggested 

'culture may be an idea whose time has come' (Smircich, 1983.339). This view is echoed by 

other contemporary writers. Barley (1983.393) refers to 'the rising popularity of the term 

"culture"' while Meek (1988.453) notes that studying organisational culture is 'much in 

vogue'. Interest in non-structural aspects of organisations can be traced back to the early 

twentieth century (Parker, 2000) and levels of interest in organisational culture remain high 

in the twenty-first (Riad, 2005) but the 'explosion' of interest in the 1980s has been 

described as 'phenomenal' (Parker, 2000.59). This has been attributed to the success of 

Japanese companies in outperforming their US and other western competitors throughout the 

1980s. Organisational theorists focused their attention on Japanese corporate culture, an 

obvious point of difference, to try to determine whether or not there existed a causal 

relationship between this aspect of a company and commercial success and, if so, what might 

constitute a healthy corporate culture (Alvesson, 2002). Meanwhile a new breed of 

management consultants managed to persuade corporate executives in the US and Europe to 

pay good money to learn how to manipulate organisational symbols and rituals in order to 

compete effectively with their Japanese rivals (Meek, 1988).

A decade earlier, Geertz (1973) had warned against wholesale appropriation of the concept 

of culture from anthropology and its application across a variety of disciplines. He feared 

'culture' would be seized upon indiscriminately as the panacea for all social problems. 

Echoing these anxieties, Meek (1988) observes that concepts borrowed from another 

discipline often get dangerously stereotyped and distorted in the process. Despite these
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warnings, articles and books about organisational culture proliferated, ranging from scholarly 

articles to more populist management coaching publications. Typologies of organisational 

culture, such as Harrison (1972) and Handy (1985), were developed in abundance and 

models of cultural change elaborated (Brown, 1995). In the majority of these publications, 

the realist ontological status of both organisation and culture is a given. The problem is 

usually presented as one of analysis and classification. Several read like horoscopes, 

simultaneously saying everything and absolutely nothing of substance. While interest in the 

concept of organisational culture has been sustained into the twenty-first century, it is to be 

hoped that the notion of culture as 'key-to-the-universe' (Geertz, 1973.4) is an idea whose 

time has come and gone.

Amongst these models of organisational culture was one developed specifically for HEIs 

(see Figure 3 page 53 below) which inevitably drew my attention, given the focus of my 

thesis. McNay's (1995) model shares several features with the plethora of models already in 

circulation, including the all too familiar paired axes with their associated quadrants 

representing different types of organisational culture. He maps his model on to the scheme 

developed by Harrison (1972) and elaborated by Handy (1985), linking his concept of 

'collegium' with Handy's 'person' culture; 'bureaucracy' with Handy's 'role' culture; 

'corporation' with Handy's 'power' culture; and 'enterprise' with Handy's 'task' culture. 

Despite its predictable features, this model is more useful than many for several reasons. 

First it is not intended to be applied universally and does not therefore have to operate at a 

level of abstraction that would rob contextualised analysis of any meaningful content. His 

'simplified vignettes' (McNay, 1995.105) are specifically designed to shed light on 

similarities and differences between and within organisations located within the UK HE 

sector. Second, McNay's model draws both on earlier scholarly work concerning the 

distinctive character of educational organisations (Weick, 1976) and on some qualitative 

research of his own, though depth and breadth of enquiry seems limited in both respects. 

Third McNay suggests that the four cultural types can, and usually do, co-exist within the 

same HEI, manifesting themselves in varying degrees at different points in time. He claims 

that shifts in emphasis often follow a cyclical pattern influenced by both internal and external 

pressures.
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Figure 3 Models of universities as organizations. (McNay, 1995.106)

McNay draws on Weick (1976) who proposes that educational establishments be considered 

'loosely coupled systems' rather than strategically planned and tightly managed rational 

organisations. 'Loose coupling', which derives from systems theory as elucidated by Miller 

(1978), denotes a relationship between two elements in a system which connects them 

without compromising the separate identity of either. The term carries connotations that the 

relationship may also be temporary and unofficial, existing outside formal business 

processes, committee structures or organograms. A number of characteristics of loosely 

coupled organisations, cited by Weick, will remind older academics and, perhaps members 

of RWCMD, of what McNay (1995.112) calls the 'golden age' of collegium: loose control 

over who does the work and how well it is done; much time spent constructing social reality 

face-to-face through talk and organisational storytelling; relative lack of co-ordination; 

relative absence of regulation; planned unresponsiveness; decentralisation; delegation of 

discretion; and courses for which there are few prerequisites (Weick, 1976.5).
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What lay behind the proliferation of academic and popular management coaching 

publications about organisational culture was the functionalist hope that managers could 

learn how to create, manipulate and control culture to further their own objectives and 

enhance the effectiveness of the organisation (Parker, 2000; Meek, 1988). It is not 

surprising, therefore, that interest in organisational culture also began to emerge in the 

literature of mergers and acquisitions in the mid-1980s (Riad, 2005). Researchers, including 

those adopting a rational fit or process-orientated approach, seized upon this metaphor or 

attribute as a means of exploring organisational compatibility in terms of organisational 

cultural fit or clash (Mirvis, 2008; Rowlinson, 1995); post-merger integration in terms of 

acculturation processes (Nahavandi and Malekzadeh, 1988); and trans-national 

organisational compatibility in terms of national cultures (Badrtalei and Bates, 2007; Dikova, 

Sahib and van Witteloostuijn, 2006). Despite the inclusivity of many of the prevailing 

definitions of culture, such as 'shared values and joint assumptions' (Riad, 2007.26) or even 

as 'whole way of life' (Eagleton, 2000.14), the focus on organisational culture did little to 

loosen the hold of predominantly managerialist perspectives within mergers and acquisitions 

literature. Post-merger integration is conceived as a management-led process or project in 

which employees, embedded in compatible or clashing organisational cultures, merely 

constitute the subjects of change (Vaara, 2002.214). During the Strategic Alliance Project, a 

small group of senior managers from RWCMD and the University took full responsibility 

both for negotiating the merger and planning its implementation. At the time this approach 

seemed both efficient and effective but my exploration of the literature leaves me wondering 

whether what I experienced as an exhilarating and rewarding project was experienced by 

others as yet another oppressive act of managerialism

Critiques of the value of the concept of culture in organisation studies emerged alongside the 

plethora of typologies, models and coaching tips. Meek (1988), for example, complains that 

excessive emphasis on culture can mask problems with social structure. This argument is 

developed by Alvesson (2002) who reminds us that culture is not identical with social 

structure but constitutes a different abstraction of the same phenomenon. Understanding this 

conceptual distinction can make it easier to identify and address underlying tension between
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organisational culture and social structure, which could be overlooked if the assumption is 

made that they are identical and integrated. Added to this, norms, values and beliefs, 

frequently identified as the fundamental components of organisational culture, are seen as 

being just as likely to lead to conflict as social coherence (Meek, 1988).

Significantly for this thesis, tertiary education institutions are singled out as examples of 

professional organisations where such conflict is rife (Meek, 1988). In the case of RWCMD, 

the vast majority of academic staff are recruited direct from the Theatre and Music 

industries. Furthermore, the College prides itself that its courses are closely modelled on 

industry practice. In my role as Vice Principal (Academic), I am (was) accustomed to 

finding creative solutions to problems which arise when the regulatory requirements of 

delivering a higher education programme are perceived to be riding roughshod over the 

primary purpose of RWCMD to provide professional formations in the performing arts. It is 

conceivable that analysis of the conversations will reveal that merger was exacerbating this 

tension. The professional norms, values and beliefs of academic staff might be found to 

have been in conflict with those of managers intent on aligning two very different partner 

institutions.

The concept of 'organisational climate' makes provision for intra-cultural conflict of this sort 

by offering a means of measuring the extent to which an individual's expectations about the 

experience of working within an organisation are being met (Buono, Bowditch and Lewis, 

1985). Meek (1988) cites the example of an Australian College of Advanced Education 

where the mismatch between values implicit in the structure of the organisation and 

fundamental norms of the academic profession resulted in protracted and damaging conflict. 

By the end of the implementation period, changes were being made to the organisational 

structure of RWCMD in anticipation of the development of its new performance facilities. 

Although the new buildings would constitute the most obvious and tangible benefit of 

merger, I embarked upon my research amidst rumblings that imperatives to make the new 

facilities commercially viable might undermine the core educational mission of RWCMD.

Potential for intra-cultural conflict is amplified in Golden's (1992) article which sets out to 

counteract tendencies within contemporary management literature to over-use the word
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'shared' in relation to organisational culture. The case is made convincingly that this reflects 

a priori and subsequently untested assumptions of researchers in the field. Three forms of 

organisational culture found in the literature are observed and theorised: homogeneous 

organisational culture; heterogeneous subgroup cultures and ambiguous cultures. Within 

homogeneous organisational culture, the role ascribed to the individual can be characterised 

as adherence to its laws which are assumed to be immutable. Adherence amounts to being 

compliant with, or reflective of, cultural guidelines and may be either unequivocal or 

strained. The possibility of dissent is incorporated within heterogeneous subgroup cultures 

where it is possible for individuals to adhere to rules other than those of the dominant 

organisational culture. Such non-adherence is seen as reflexive, involving self-conscious 

consideration of what regulates behaviour. It may be either secret or overt. Problems arise 

when organisational culture and subgroup culture come into direct conflict, forcing 

individuals to choose between them. Dual loyalties become divided loyalties giving rise to 

intra-cultural tension and conflict. Ambiguous cultures, in contrast, are characterised by 

cultural guidelines which are open to multiple interpretations, thus providing a significant 

degree of latitude to individuals for dissent.

Golden notes that ambiguous cultures are typically found in the creative industries. Given 

the high proportion of College staff drawn from the creative industries, both academic and 

administrative, I must consider whether this permissive approach to cultural guidelines 

manifests itself in the conversations and, if so, whether the new relationship with the 

University is experienced as unduly restrictive by participants.

Essential to Golden's empirical study of a highly-ordered company, is her focus on 

individuals as active agents finding ways to exercise a degree of individual self- 

determination within varying cultural contexts (Golden, 1992). While dismissing the notion 

that organisational culture can be created and manipulated by management as 'preposterous', 

Meek (1988.462) recognises that senior managers are, nevertheless, positioned to wield 

disproportionate influence over certain aspects of corporate culture. Golden illustrates just 

how controlling this influence can be but then proceeds to reveal how even the 'strongest' 

managerialist culture is subverted by acts of overt and covert resistance and thus fails to 

achieve complete dominance. Managers do not operate outside organisational culture, but
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are themselves subject to the constraints of 'taken-for-granted assumptions and meaning 

patterns' (Alvesson, 2002.142). The people who constitute the membership of an 

organisation, however defined, are likely to identify themselves with a number of different 

cultures: for example national; racial; religious; occupational; professional or class-based. It 

has been suggested, for example, that academics may feel greater loyalty to their profession 

than to their HEI (Meek, 1998). In the case of RWCMD, we have already noted that 

academic staff, if forced to choose, are more likely to be committed to providing students 

with professional rather than academic formations.

It is exceptionally difficult to determine where boundaries of the concept of culture lie. 

Anthropology has been unable to establish a consensus on the matter and variations within 

organisational studies have only served to exacerbate the problem (Alvesson, 2002). Some 

definitions are so inclusive that they lack power to discriminate usefully: for example 'all 

facets of a company that have any bearing on why people behave the way they do on the job 

from day to day' (Badrtalei and Bates, 2007.304); 'a grab bag of norms, beliefs, values and 

customs' (Barley, 1983.394); 'that part of the entire repertoire of human action and its 

products which are socially as opposed to genetically transmitted' (Buono et al, 1985.479). 

Others are so specific that they limit meaningful analysis and interpretation: for example 

'police canteen culture'; 'gun culture'; cafe culture' which, as Eagleton observes, suggests 

that people frequent cafes as 'a whole way of life' in a way that they do not visit their 

dentists (Eagleton, 2000.15 & 37). Anthropological definitions have also been criticised for 

appearing to be all-inclusive while excluding things considered too mundane or lacking in 

distinct!veness. According to Eagleton, British culture will accommodate 'a ploughman's 

lunch but not a ploughman's wages'. In relation to organisational culture, 'the culture of a 

corporation includes its policy on sick leave but not its plumbing, its hierarchical parking 

arrangements but not the fact that it uses computers' (ibid.37).

What is required for this thesis is an understanding of organisational culture which takes into 

account critiques of the concept outlined above. The ideal working definition will be non- 

managerialist whilst not excluding management; will take into account organisational 

structure whilst not conflating or confusing it with organisational culture; will identify 

common values where they exist whilst accommodating intra-cultural difference and
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conflict; will recognise human beings as active agents making their own history whilst 

acknowledging that they do so in circumstances not of their own choosing (Marx, 1852); will 

be neither too broad, nor too narrow and thus possesses the greatest possible degree of 

analytical power.

I indicated, earlier in this chapter, that it suits the purposes of this thesis to employ the root 

metaphor of 'discursive space' to theorise the concept of organisation. We are then left with 

the problem of identifying a useful and compatible way of theorising culture, a concept 

troubled still by the undercurrents of its complex etymology. Common fallacies to be 

avoided in such theorising have been summarised as 'tendencies to reify, essentialise, unify, 

idealise, consensualise, totalise and otherise' (Alvesson, 2002.186-7). The complexity of the 

term is reflected in debates about whether 'culture' is to be understood as a critical variable 

(something the organisation has) or a root metaphor (something the organisation is). 

Eagleton (2000) reminds us that the word denoted process long before it denoted an entity, 

raising the possibility that culture could also be understood in terms of activity or function 

(something the organisation does).

The history of successive formulations of my research question provides an indication of the 

position to be taken within this thesis. Originally I was concerned with the 'ethos' and 

'autonomy' of RWCMD. At a later point in the process 'ethos' had mutated into 'identity'. 

The final version speaks only of 'identity'. This implies a greater concern with culture as 

root metaphor, what the College 'is' rather than what it 'has'. This does not exclude the idea 

of culture as activity or function, however, since culture has to be produced and reproduced 

daily and conversation about 'the way we do things around here' is often used to infer certain 

identity traits and rule out others.

Debates about whether culture should be regarded as variable, organisational function, or 

root metaphor are helpful insofar as they oblige proponents of each persuasion to bring 

incisive analysis to bear on a concept plagued by excessive inclusiveness. They are, 

nevertheless, ultimately inconclusive, based on false dichotomies which demand that 

unnecessary and unhelpful choices be made. It may be more productive, when thinking 

about RWCMD, to conceive of aspects of corporate culture more readily available to
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consciousness and manipulable by management (such as branding, mission statements, the 

physical working environment) as pertaining to culture conceived as variable; and deeper, 

taken-for-granted, sub- or unconscious aspects of organisational culture (such as values, 

beliefs, customs, expectations) as pertaining to culture conceived as root metaphor.

More helpful still is Parker's (2000.233) definition of organisational culture as 'a continually 

contested process of making claims of difference within and between groups of people who 

are formally constituted as members of a defined group'. This articulation, with its emphasis 

on process rather than product seems to meet the requirements for a suitable definition better 

than most and to be capable of encompassing notions of culture as both variable and root 

metaphor. It defines organisational culture as a discursive process which can therefore be 

accommodated within the 'discursive space' we have already adopted as our working 

definition of 'organisation'.

Summary

In this chapter I have undertaken a critical review of the literature of organisational culture. 

To make this task manageable and of relevance to my thesis, it was necessary to be selective. 

I therefore identified several seminal texts from the mainstream of this extensive literature 

and considered them alongside a range of texts with a particular focus on organisational 

culture in the context of organisational change and organisational discourse and storytelling. 

I took as my starting point the two basic ideas of 'organisation' and 'culture' and set about 

finding working definitions of these concepts, both severally and in relation to each other, 

that suited the purposes of my research.

Consideration of the concept of organisation seemed important because the term features hi 

three of the four fields of literature I will review as part of this thesis: organisational culture; 

organisational identity; and organisational discourse and stories. In each case the adjective 

'organisational' qualifies and restricts the field to be scrutinised and also co-locates it within 

another, even broader field of literature: organisational studies. The adjective also serves as 

a reminder that consideration of these extensive literatures will be grounded in experiences 

of members of one specific organisation: RWCMD.

59 | P a g e



The chapter began by exploring the etymology of the word 'organisation' and raised two 

matters which will influence how I approach analysis of my research data. First, it was noted 

that usage of the contemporary term 'organisation' was originally metaphorical (Williams, 

1983). As such, the word would not just have functioned as a noun naming something; it 

would also have constituted a way of communicating what that thing was like, by comparing 

it to something else. I expressed the view that 'organisation' is a dead, or at least moribund, 

metaphor since it no longer has power to arrest attention by highlighting points of similarity 

between two unlike phenomena. I believe the demise of the metaphor is symptomatic of the 

reification of the concept of organisation, which has progressively obscured the social 

processes that go into its construction. It serves as a warning to avoid analysing the 

conversations as if I were considering the identity of a phenomenon which was not itself 

culturally and discursively produced and reproduced.

Second, scholarly accounts of the etymology of 'organisation' indicated that two 

contradictory senses are still at play within the term 'organisation', despite this reification: a 

primary sense of organisation as machine; and a vestigial but persistent sense of organisation 

as living organism. This alerts me to the possibility that these conflicting ways of seeing 

organisations might feature in the conversations yet remain masked because individuals 

assume they all mean the same thing when they speak about 'the good of the College'.

Weick's (2001) seminal work on sensemaking in organisations offered a way of 

understanding the concept of organisation that accommodates both the process (organising) 

and the product (organisation) in terms of social construction. It is entirely compatible with 

the concept of 'discursive space' (Brown et al, 1995.313), which I decided to adopt as my 

working definition of 'organisation' for the purposes of this thesis. Although it emphasises 

some aspects of organisation at the expense of others, it has the advantage of highlighting 

those of central concern to this research. Juxtaposition of the metaphors of language and 

space will remind me, when analysing the conversations, that the College that is constructed 

linguistically by its members is also enacted and embodied in geographically located 

physical space.
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In the second part of this chapter, the concept of 'culture' was explored. Reference was 

made to its complex etymology which constitutes the historical background to several 

problematic aspects of contemporary usage. This was illustrated by a brief summary of its 

varied uses within anthropology, from which the field of organisational studies has borrowed 

extensively and, some argue, indiscriminately (Meek, 1988). While recognising the 

problems incurred by importing concepts wholesale from one discipline to another, this 

intellectual sloppiness does not necessarily constitute a problem for this thesis, since I am not 

seeking an objective definition of culture any more than I am seeking an objective definition 

of organisation. Indeed the plethora of ways in which the concept of culture is used and 

abused in the literature suggests it is likely participants' responses to questions about the 

culture of RWCMD will reflect the same diversity.

An overview of the extensive literature of organisational culture offered an account of the 

surge of interest in the subject during the 1980s, not least in the field of mergers and 

acquisitions, where it seemed to offer beleaguered western senior executives hope of 

matching the alarming success of Japanese companies (Alvesson, 2002). One of the 

numerous models and typologies of organisational culture that followed in its wake was 

singled out for particular attention since it was developed specifically for the UK HE sector. 

McNay's (1995) models of universities as organisations, despite its limitations, could prove a 

useful tool for mapping constructions of the culture of the College found in the 

conversations.

A number of critiques of the concept were considered and helped provide a checklist of 

criteria that a working definition of culture for this thesis would have to fulfil. These 

included: counteracting dominant managerialist perspectives; avoiding the danger that 

excessive attention to culture could mask difficulties with organisational structure; 

counterbalancing a tendency to over-emphasise shared values and assumptions; 

accommodating intra-cultural difference and conflict; and repositioning individuals as active 

agents rather than passive participants in culture. The debate about whether culture is a 

variable or a root metaphor was aired but seemed to have limited value in terms of 

identifying an understanding of organisational culture which suited the purposes of this 

thesis.
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Taking all these factors into consideration, I decided to adopt Barker's (2000.233) definition 

of organisational culture as 'a continually contested process of making claims of difference 

within and between groups of people who are formally constituted as members of a defined 

group'. The discursive and processual emphasis of this definition meets the criteria outlined 

above and fits well with the working definition of the organisation as 'discursive space' that 

has already been adopted. Its emphasis on the contested nature of organisational culture, 

even when it ostensibly consists of shared values and beliefs, seems especially apposite 

given the high risk of conflict prevalent in tertiary education institutions, especially those 

whose members have strong professional loyalties. When analysing the conversations, I will 

be mindful of Parker's advice to regard the organisation as a 'fragmented unity', one in 

which members may function as a collective one day and be divided the next (Parker, 

2000.1). I will regard the culture of the organisation as a phenomenon which is 'always 

becoming' (ibid.79) and listen for the 'local dialect of societal culture' within it (ibid.84). In 

particular I will be alert to the pronouns that are employed, recognising the 'importance and 

inseparability of 'us' and 'them' as a way of constituting 'we' (ibid.5). In other words, the 

approach I will take towards an understanding of organisational culture will be inseparable 

from an understanding of organisational identity. And that is the subject of the next closely 

related chapter.
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Chapter Four: Critical review of literature: organisational identity

Introduction

Before I began this critical review of literature, I was warned to sail cautiously between the 

Scylla of organisational culture and the Charybdis of organisational identity, preferably 

avoiding the latter altogether. I was aware that organisational identity was likely to prove as 

slippery as any of the concepts with which I am grappling, so, like Odysseus, planned to veer 

towards what appeared to be the lesser of two evils. Despite this, my first voyage into the 

(for me) uncharted waters of organisational identity indicated that researchers interested in 

the interplay between organisational culture, identity and image (Cornelissen, Haslam and 

Balmer, 2007; Gioia, Schultz and Corley, 2000; Hatch and Schultz, 1997; Dutton, Dukerich 

and Harquail, 1994) tend to take a complex and dynamic approach, which may help me 

construct a more useful central concept of RWCMD as one of the 'things of this world' 

(Geertz, 1973.10). Extending the nautical metaphor, Albert, Ashforth and Dutton (2000.13- 

14) suggest organisational identity can serve as a 'rudder for navigating difficult waters' in 

circumstances where organisations have lost their 'moorings'.

The period when the merger was being negotiated and implemented could reasonably be 

described as 'difficult'. While RWCMD may not have lost its moorings, it had certainly 

loosed them, relinquishing its independent status and its relationship with the University of 

Wales, and attaching itself to the University of Glamorgan. But who or what are we talking 

about when we refer to 'RWCMD' in this way? It is one thing to draw a comparison 

between an organisation and a boat, it is quite another to ascribe to it identity and a sense of 

agency. This seems to be a manifestation of what Meek derides as a metaphysical account of 

the unobservable:

'the collective will of the organization - its personality, an invisible force 
or the organization's soul' (Meek, 1988.458).

While I intend heeding Meek's warning and avoiding the dangers of theorising RWCMD 

this way, I must also be aware that participants in my research may take a different approach. 

Analysis of the conversations may reveal stories in which they unselfconsciously 

anthropomorphise RWCMD to the extent that it is attributed autonomy, social agency and 

the role of protagonist in social narratives (Golant and Sillince, 2007).
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Eventually, my speculations about the reasons why academic colleagues, with my best 

interests at heart, saw fit to warn me off the concept of organisational identity served the 

useful purpose of providing a framework for this chapter. Having observed in the previous 

chapter the problems caused when organisational studies borrowed the concept of 'culture' 

wholesale from anthropology, I wondered whether there were similar problems in relation to 

the provenance of 'organisational identity'. In the first section of this chapter therefore, the 

etymology of the concept of identity is briefly discussed. Following this, the dual origins of 

the concept of organisational identity, in social psychology and sociology, are acknowledged 

and key concepts of social identity theory explored. Application of the concept of identity to 

organisations is traced, taking the seminal works of Albert and Whetten (1985) and Ashforth 

and Mael (1989) as starting points. Particular attention is given to considering the effects 

upon organisational identity of radical organisational change, such as merger or acquisition.

A critical search of recent academic journals revealed another parallel with the concept of 

organisational culture. Organisational identity seems to be as much 'an idea whose time has 

come' (Smircich, 1983.339) in the first decade of the twenty-first century as organisational 

culture was in the 1980s. Cornelissen, (2006), for example, records the results of a search of 

four databases and found the words 'organizational' and 'identity', either separately or as a 

string, in the title, the abstract or among the keywords of 132 articles. Of these 81 were 

found to be substantially concerned with the topic. The second section of this chapter, 

therefore, is concerned to discern the extent to which organisational identity is anything more 

than a fashionable concept 'spreading like wildfire across the scholarly and practitioner 

discourses' (Cornelissen, 2002b.278). A scheme identifying three key approaches to the 

conceptualisation of organisational identity (Alvesson, Ashcraft and Thomas, 2008) 

provides the framework for surveying literature that evaluates the utility of the concept.

First, the 'functionalist/technical' approach prompts an exploration of the relationship 

between organisational identity, culture and image (Humphreys and Brown, 2002; Schultz, 

Hatch and Larsen, 2002; Gioia et al, 2000; Gioia and Thomas, 1996; Hatch and Schultz, 

1997). Questions are raised about the extent to which organisational identity can be 

controlled, managed and manipulated to enhance organisational effectiveness.
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Second, the 'interpretivist/practical hermeneutic' approach (Alvesson et al, 2008.8) rejects 

this emphasis on the machinations of managers in favour of considering how human subjects 

collectively construct and communicate meaning in a shared, yet potentially shifting, 

contested and ambiguous cultural context. This sort of 'identity work' (Alvesson et al, 

2008.15), is accomplished, according to the social identity theory literature, by means of 

both verbal and non-verbal symbolic interactions (Ashforth and Mael, 1989). These might 

include such things as conversation, induction sessions, ceremonies and products. This thesis 

is primarily concerned, however, with the way members of RWCMD construct and 

communicate meaning through language. Organisational identity literature suggests that, 

like culture, identity operates as a metaphor. It ostensibly offers new ways of understanding 

and generating knowledge about those who employ the metaphor and the organisation to 

which they apply it (Haslam et al, 2003; Cornelissen, 2002a; Gioia et al, 2002). Since 2002, 

the value of metaphor in general and of the metaphor of identity in particular has been the 

subject of vigorous and heated dispute amongst several leading organisational studies 

researchers (Cornelissen et al, 2007; Cornelissen, 2002a, 2002b and 2006; Gioia, Schultz and 

Corley, 2002). Pertinent issues about the constitutive role of language in the organisation are 

raised, anticipating the chapter on organisational discourse and stories which follows. This 

spat is placed within the context of a wider debate about whether a concept developed to 

account for personal and group processes and structures can, or should, be applied to 

organisations.

Third, the 'critical emancipatory' approach (Alvesson et al, 2008.8) draws attention to issues 

of power, control, resistance and liberation implicated within the concept of organisational 

identity. The notion of organisations experiencing threats to their identity is considered. It is 

unsurprising to find that that the concept of power relations tends to be as central in 

discussions of organisational identity in merger and acquisition literature as it is marginal in 

much of the rest of organisational identity literature (Golden, 1992; Meek, 1988).
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Provenance of organisational identity

'Brian: Please, please, please listen! I've got one or two
things to say.

Crowd: Tell us! Tell us both of them! 
Brian: Look, you 've got it all wrong! You don't need to

follow me. You don't need to follow anybody!
You 've got to think for yourselves! You 're all
individuals!

The Crowd: Yes! We 're all individuals! 
Brian: You 're all different! 
Crowd: Yes! We are all different! 
Man in crowd: I'm not 
Crowd: Sch!' (Monty Python: Life of Brian 1979)

Brian, who happens to live at the same time and in the same place as Jesus Christ, has been 

mistaken for the Messiah and desperately tries to disabuse and disperse his unwelcome 

disciples. Unfortunately, if being an individual and different from everyone else is all that is 

required to be accepted as a follower of Brian, then almost every member of the crowd 

regards it as a small price to pay. The exception, ironically, is the one man who stands out 

from the crowd. He alone recognises that, to be himself, he also needs to belong to the 

group. Driving the humour is the tension which often characterises the relationship between 

the personal and social identity of individuals.

The word 'identity' derives from the late Latin word identitas which is probably a 

combination of the earlier Latin words idem, meaning 'same' and entitas meaning 'entity'. It 

is also possible that identitas was associated with the word identidem meaning 'over and 

over again' The closely associated term 'identification' derives from the same Latin root 

idem and can refer either to the action of identification or to the fact of being identified 

(Shorter OED, 1973). In contemporary psychology it is the action of identification which 

leads to the fact of being identified and the construction of identity. In psychoanalysis, for 

example, the process of identification has been defined as the means by which 'the 

personality is constituted and specified' (Laplanche and Pontalis, 1988.205). It has been 

famously likened to the 'oral, cannibalistic incorporation of the other person' (Freud, 

1991.94). It is precisely because the process for constructing individual identity entails 

incorporation of something 'other' that the psychoanalyst Jacques Lacan went on to deny the 

possibility of identity as self-identity, or the distinctive, stable essence of an individual's
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personhood (Bullock and Trombley, 1999). What makes the concepts of identity and 

identification particularly interesting is the way they 'simultaneously convey distinctiveness 

and oneness' (Albert et al, 2000.13) and move along the dimensions of stability and fluidity 

(Abercrombie, Hill and Turner, 2006.).

Social identity is understood within the seminal work of Tajfel as:

'That part of the individual's self-concept which derives from their 
knowledge of their membership of a social group (or groups) together 
with the value and emotional significance of that membership' (Tajfel, 
1982.24).

A group is considered to exist when it fulfils certain external and internal criteria. External 

criteria are fulfilled when a label or category can be assigned to the group: for example 

academics; artists; students. Internal criteria are fulfilled by the process of group 

identification which requires cognitive awareness of membership by the individuals 

concerned; awareness of the connotations and associated values of belonging to such a 

group; and an emotional investment by members in both membership and its associated 

connotative values (Tajfel, 1982). According to Tajfel, intergroup behaviour is defined by 

Sherif (1966) as occurring when 'individuals belonging to one group interact, collectively or 

individually, with another group in terms of their group identity' (Tajfel, 1982.1 emphasis 

original). Tajfel insists this can happen only as a consequence of the creation of groups 

through social categorisation, thus drawing attention to the seminal contribution of Turner 

(Tajfel, 1982).

Ashforth and Mael (1989.21) usefully, if inelegantly, define social identification as 'the 

perception of oneness with, or belongingness to some human aggregate'. According to 

social identification theory, individuals attempt to order their social environment and locate 

themselves within it in a meaningful way by classifying themselves and others under 

available selected social categories (Ashforth and Mael, 1989). As the examples in the 

previous paragraph illustrate, multiple social identifications are possible. It is not always 

self-evident, however, whether social categories will be considered mutually exclusive or 

compatible by members.
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Within this research, participants were selected to represent the categories of member of 

academic staff, member of administrative staff, student senior manager, director of the new 

company, former governor, recent arrival and recent departure. In the event a third of 

participants belonged to multiple categories. It should also be noted that merely knowing 

that individuals categorise themselves within certain social groups does not reveal the 

relative salience of those groups within the hierarchies of individuals' self-constructs or 

personal identities. In the context of the merger, who knows which category would have 

greatest salience for the former Principal of RWCMD: senior manager; former governor, 

director of the new company or recent departure?

Several factors likely to increase the degree to which individuals identify with their 

organisation have been identified in the literature (Ashforth and Mael, 1989). These include: 

distinctiveness of the organisation's values; extent to which organisational boundaries are 

clearly defined and 'impermeable'; status and prestige associated with being a member; and 

salience of out-groups (see below), particularly those regarded as competitors. In addition, 

factors that positively influence formation of groups tend to have a positive influence on 

identification. These include: shared histories; positive interpersonal relationships; common 

aims; proximity; and a need to defend collectively against threats from outside. Once 

identification has occurred, it tends to intensify the very antecedent factors which gave rise to 

it (Dutton et al, 1994).

Categorisation functions on the bases of comparison (in what ways is this group recognisably 

different from that group?) and relation (in what ways are members of this group 

recognisably similar to each other?) (Ashforth and Mael, 1989.21). Any group with which 

an individual identifies, labelling him/herself as a member, constitutes an 'in-group' and the 

group from which the individual differentiates the in-group constitutes the 'out-group'. 

Individuals are driven to discriminate between their in-groups and out-groups by the desire to 

establish and sustain a positive self-image (Ullrich, Wieseke and Van Dick, 2005; Worchel, 

luzzine, Coutant and Ivaldi, 2000).

Tajfel (1982) partly attributes a burgeoning interest in intergroup behaviour, manifested 

during the 1970s, to new opportunities for testing distinctiveness via 'solo status', made
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possible by increasing movement towards racial desegregation in the USA. Solo status is 

acquired when one member of a group has a different status from all other members, in terms 

of gender, race, age or other category, and when all other members are homogeneous in 

respect of that category (Tajfel, 1982). A single woman or black member tended to leave 

stronger and more polarised impressions on group members than members perceived as 

belonging to the majority. Majority members tended to view individuals with solo status as 

prototypes and stereotype all other members of the category accordingly in terms of traits 

and/or roles (Tajfel, 1982). It is possible this tendency will emerge in my research given that 

members of RWCMD and the University often encounter each other in circumstances, such 

as committee meetings or training sessions, where the representative of the 'other' institution 

has solo status.

Models have been developed to counteract these stereotyping tendencies and reduce 

intergroup conflict. Brewer and Miller's (1984) de-categorisation model, for example, 

provides a means of reconceiving members of the out-group in terms of personal identity 

traits rather than group characteristics. In this way out-group members would become more 

differentiated and thus less susceptible to stereotyping. At the same time, similarities 

between in-group and out-group members are more likely to be observed (Greenland and 

Brown, 2000). Exercises of this sort were facilitated, early in the implementation period of 

the Strategic Alliance Project. Members of administrative staff from RWCMD met their 

University counterparts face-to-face and jointly participated in sessions designed to break 

down barriers and promote positive interpersonal relationships.

The connection between social identity theory and organisational identity was made 

explicitly by Ashforth and Mael (1989) in what has been described by Alvesson et al 

(2008.7) as a 'pathbreaking essay'. The concept of organisational identity had been 

introduced earlier in the seminal work of Albert and Whetten (1985), drawing heavily on 

their knowledge of the HE sector (Gioia and Thomas, 1996). Albert and Whetten (1985.264) 

defined organisational identity as comprising claimed central character, claimed 

distinctiveness and claimed temporal continuity. They regarded each criterion as necessary, 

and the combined set of criteria as constituting a sufficient condition for organisational 

identity to exist. The repeated use of the word 'claimed', implying human agency and a
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contestable point of view, indicates that they are employing an organisational rather than a 

scientific concept, answering a self-reflective question (who are we as an organisation?) 

rather than an objective question (how can the characteristics of this organisation be 

identified and classified?).

The nuanced way in which Albert and Whetten (1985) treat key attributes of organisational 

identity is not always acknowledged or replicated in the work of those they influenced 

(Cornelissen, 2002a). The so called 'definitional pillars' of 'centrality, distinctiveness and 

endurance (sic)' (Gioia et al, 2000.64) have been subjected to critique within the literature, 

without recognising the fluidity and dynamism of the original concepts. Their explication of 

centrality is non-prescriptive, acknowledging that there exists no universally applicable 

typology differentiating essential or ephemeral aspects of organisations. A statement of 

identity is viewed more as a 'political-strategic act than an intentional construction of a 

scientific taxonomy' (Albert and Whetten, 1985.268). Interest therefore focuses not on how 

theorists might answer the question of centrality but on how individual organisations answer 

it for themselves and how their answers might be modified according to context. It is 

recognised that the same organisation could, for different purposes, produce multiple 

answers which might be 'compatible, complementary, unrelated or even contradictory'. This 

understanding is echoed, rather than contradicted, in a contemporary definition of 

organisational identity as a 'temporary, context sensitive and evolving set of constructions 

rather than a fixed and abiding essence' (Alvesson et al, 2008).

Aspects of an organisation which are claimed as central or essential, may or may not be 

claimed as distinctive or unique. Although the categories are often connected in identity 

statements, they are not necessarily logically interdependent. Paradoxically, organisational 

claims to distinctiveness are made by invoking 'imperfect' classification schemes and 

locating the organisation within them, often employing 'eclectic' dimensions, which may 

include 'statements of ideology, management philosophy, culture, ritual' (Albert and 

Whetten, 1985.268). In a study of an HEI pursuing strategic change, the emphasis on 

emulating other institutions, which already possessed the desired qualities that mark out the 

'top ten universities', is seen as undermining distinctiveness and highlighting the paradoxical 

relationship between distinctiveness and belonging (Gioia and Thomas, 1996.397). Earlier
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research had already challenged claims to uniqueness, frequently manifested in stories of 

organisational accomplishments and competence (Martin et al, 1983; Clark, 1972). Ashforth 

and Mael (1989.28) argue, however, that organisations are able to make such claims to 

uniqueness precisely because social identification is 'group specific' (emphasis original). 

Staff and students at RWCMD do not have 'free-floating needs' to belong or to make sense 

of their environment and construct a coherent self-concept (Haslam et al, 2000.330). They 

identify not with HEIs or conservatoires/drama schools in general, but specifically with 

RWCMD or perhaps a sub-unit of that organisation such as: 'Music'; 'Drama'; 'Marketing' 

(Ashforth and Mael, 1989).

Despite a disclaimer at the end of their article, Albert and Whetten's (1985) treatment of 

temporal continuity seems to posit troublesome analogous relationships between the 

organisation and individual psychology. Two direct parallels are drawn. First it is suggested 

that loss of identity, in terms of continuity could damage the health of the organisation just 

as it might damage the health of the individual. Second, the process of individual identity 

formation is applied directly to the organisation, suggesting that organisational identity forms 

through a process of inter-organisational comparison, communication and reflection (Albert 

and Whetten, 1985). This simple transfer from individual to organisational level seems 

doubly naive: first in its apparent (though otherwise uncharacteristic) assumption that the 

formation of individual identity is a relatively straightforward and coherent process; and 

second in the way it seems to treat the organisation as a living entity with human 

characteristics.

Gioia et al (2000) argue that 'endurance' of organisational identity is illusory. Its ephemeral 

nature is masked by the durability of labels attached to various attributes of organisational 

identity by different members. They remain unaware that interpretations of the labels vary 

between individuals and groups and across time. I would argue that this is close to what 

Albert and Whetten (1985) mean by 'claimed temporal continuity', the term they use to 

describe the third component of organisational identity. For some reason, a number of 

authors who acknowledge their debt to Albert and Whetten, choose to gloss 'claimed 

temporal continuity' as 'endurance' (Alvesson et al, 2008; Cornelissen, 2006; Gioia et al, 

2000; Dutton et al, 1994). Ironically several then proceed to differentiate between
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'endurance' and 'continuity' advocating the latter as a more flexible concept capable of 

providing a sense of stability during periods of organisational change (Chreim, 2005; Ullrich 

et al, 2005). For example, a study of organisational narrative texts composed by the senior 

managers of a Canadian bank at a time of radical strategic change showed that the writers 

facilitated movement from the familiar to the strange by constructing narratives designed to 

persuade others there was continuity between the present, a long past and the desired future 

(Chreim, 2005).

RWCMD faced a similar challenge of accommodating, within an apparently stable identity, 

the shift from cherished status as 'independent HEI' to one of'wholly-owned subsidiary' 

company of the University. It has been suggested that questions of organisational identity 

are often avoided on the grounds that they are 'profound, consequential and difficult' (Albert 

and Whetten, 1985.265). They tend to crop up when more routine ways of dealing with 

issues have been exhausted or found inadequate, raising the fundamental ontological 

question 'Who are we as an organisation?' According to social identity theory, it is the 

experience of feeling destabilised by an out-group that makes in-group identity salient to its 

members (Alvesson et al, 2008). Button et al (1994) provide a critical analysis of the 

acquisition of the up-market, highbrow bookstore Borders by the retail discount company 

Kmart. They argue that Borders suffered serial threats to its identity as a result of this deal. 

First it had to cope with the prospect of acquisition per se; then it had to face being acquired 

by a company it regarded as having an inferior brand and market position. RWCMD may 

also have experienced serial identity threats. First it had to accept the necessity of becoming 

a wholly-owned subsidiary company of Cardiff University; then it had to come to terms with 

a similar arrangement with a significantly less prestigious institution.

The list of non-negotiables, described in the introductory chapter of this thesis could be read 

as an assertion of, or plea for, a continuing sense of identity from an organisation under 

threat. Ravasi and Schultz (2006) define identity threats as:

'events that call into question members' beliefs about central and 
distinctive attributes of an organization' (Ravasi and Schultz, 2006.433).
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Has the merger triggered a crisis for RWCMD and is it reasonable to characterise this as an 

identity crisis? It is time to subject the concept of organisational identity to critical scrutiny.

Critical evaluation of organisational identity

The most cursory survey of organisational studies literature indicates that the concept of 

organisational identity has been the focus of a great deal of attention for nearly two decades 

(Alvesson et al, 2008; Cornelissen, 2006; Albert et al, 2000; Albert and Whetten, 1985). 

Some are unreserved in their enthusiasm, describing organisational identity as 'a conceptual 

treasure chest for the study of organizational behaviour' (Ullrich et al, 2005.1551); as what 

'makes organizational life possible' (Haslam et al, 2003.357); and as a concept which 

'connects so profoundly with so many scholars, so many practising executives and so many 

employees as a means of understanding organizations' (Gioia et al, 2002.269). Others sound 

a note of caution, observing that the concept seems capable of being applied to virtually 

anything 'from mergers, motivation and meaning-making to ethnicity, entrepreneurship and 

emotion' and voicing concerns that some may be embracing the concept because it is 

fashionable rather than because of its intrinsic theoretical value (Alvesson et al, 2008.5). 

Still others are sceptical about whether the concept has added anything to the sum of 

knowledge about organisations and scathing about what, in their view, amounts to a lack of 

academic rigour displayed by those who employ it (Cornelissen et al, 2007; Cornelissen, 

2002b).

Alvesson et al (2008) offer a useful framework for thinking about uses to which the concept 

can be put. They draw a parallel between the three cognitive interests underlying human 

enquiry as identified by Habermas (1972) (technical, practical hermeneutic and 

emancipatory) and three philosophical approaches to research (functionalist, interpretivist 

and critical) respectively.

The 'functionalist/technical' orientation tends to be associated with the sort of business 

research which focuses on controlling, managing and manipulating both material and social 

conditions to make organisations more efficient and effective. While this chapter was being 

written, the University of Leeds 'tone of voice' writing guidelines caught the attention of the 

higher education and national news media:
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''Our personality

We are.... 
FRIENDLY.....

How does friendly sound?

Our friendliness comes in part from our Northern roots. We 're straight- 
talking and down-to-earth. We don't hide behind pompous, over-formal 
language or ambiguity. We 're direct and honest. We connect with 
people in a human way and are inclusive and warm. People often talk 
about the welcome and support they get at the University. We 're quick 
to respond and help to make things happen (big and small). We 're in 
touch and relevant (University of Leeds, 2010).

The communications team had defined the personality of the university, 'our personality' as 

'straightforward, friendly, imaginative and confident', qualities most HEIs would be happy 

to embrace as part of their own 'unique' character. The guidelines provided demonstrated 

how members of the organisation should convey its personality traits whenever they 

communicate with others within or outside the university. They even provide illustrative 

organisational stories, on which members are invited to draw, to sell the university's 

personality ever more effectively. It could be argued that the most revealing stories about 

the University of Leeds are not those contained within the guidelines but those currently 

being told around the HE sector which speculate on what it would be like to work for an 

institution that sanctions the distribution of such guidelines.

Organisational identity literature is littered with attempts to define the concept and to 

differentiate it from organisational culture and organisational image (Humphreys and Brown, 

2002; Schultz et al, 2002; Gioia et al, 2000; Hatch and Schultz, 1997; Gioia and Thomas, 

1996). The essential distinction between definitions of organisational culture and 

organisational identity seems to centre on the sub-conscious, taken-for-granted nature of the 

former and the conscious and potentially manipulable nature of the latter. Although the 

Leeds Tone of Voice Guidelines were received with incredulity and derision, the literature of 

marketing and organisational identity suggests that the communications team only drew 

attention to themselves because they made the mistake of trying to persuade academics that 

they should toe the corporate line.
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A distinction has been made between 'perceived organisational identity' (what members 

believe is central, distinctive and enduring about their organisation) and 'construed external 

image' (what members believe people outside the organisation think about it) (Dutton et al, 

1994.239). When the New York Port Authority (NYPA) became the object of negative 

publicity concerning homeless people it affected the relationship between employees and 

their organisation. According to social identity theory, employees who identified strongly 

with the NYPA would have ascribed to themselves characteristics that they also ascribed to 

their employing organisation. The lack of congruence between perceived organisational 

identity and construed external image provoked a crisis for individuals in terms of personal, 

social and organisational identity (Dutton et al, 1994).

During the early phases of the initial negotiations with Cardiff University, consultations with 

students of the College went badly. They insisted that they would not have chosen a course 

at RWCMD had they realised that it would soon be perceived by people outside the 

organisation as a university rather than a conservatoire/drama school course. They also 

claimed that both their self-perception and their public image would be 'corrupted' by being 

closely associated with feckless university students who did not share their disciplined, 

vocational focus. At no point prior to the negotiations had students expressed anxiety about 

the fact that they, along with the majority of students studying in Wales, graduated with 

degrees of the University of Wales.

Further categories of organisational image have been identified including: 'desired future 

image' (how an organisation would like to be in the future) (Gioia and Thomas, 1996.394); 

'projected image/corporate identity' (the way in which the organisation would like to be seen 

by outsiders); 'external public image' (the way in which an organisation is seen by 

outsiders); 'transient impression' (the public's impression of an organisation in light of a 

particular incident); and 'reputation' (the public's impression of an organisation formed 

cumulatively over an extended period of time) (Gioia et al, 2000.66). It has also been argued 

that the division between what is internal and what is external to an organisation is 

collapsing, signalling the need to connect the fields of marketing and organisational studies 

more effectively (Hatch and Schultz, 1997). Virtual organisations challenge notions of 

organisational structures and boundaries by bringing together individuals and companies that
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are contracted to work together in a temporary alliance in order to complete a piece of 

business. The virtual company has no physical headquarters, or permanent staffing: it does 

not necessarily have any history or any future. Its very existence is ephemeral and task- 

orientated. Members of the company are linked to each other by information and 

communication technologies (Intona, Moore and Cushman, 1999). Some claim the virtual 

organisation will replace the traditional model during this century. While the task may be 

completed, the organisation accomplishing it may be more image than substance.

Any sense of superiority I might have harboured in relation to the University of Leeds' 

efforts to enhance its image was short-lived. A few days after I had read the Tone of Voice 

Guidelines, the College's communications department circulated a draft rebranding plan 

identifying the personality of RWCMD as: 'professional (hard-working, industrious); 

ambitious (vision, spirit); youthful (dynamism, energy); family (human, real, Welsh, 

authentic).' Guidelines on 'tone of voice' were promised and staff urged to speak confidently 

and emulate successful brands by employing stories rather than advertising cliches to send 

out positive, strong signals about 'our personality'.

It could be argued, however, that this is only the latest in a series of systematic attempts to 

control the ways in which the College is portrayed, both internally and externally, and that 

these exercises began in earnest as part of the Strategic Alliance Project. Chapter Two has 

already referred to the prescribed use of the euphemistic term 'strategic alliance' rather than 

'merger' or 'acquisition' in order, perhaps, to obfuscate the loss of autonomy sustained by 

RWCMD.

The literature suggests that this preoccupation with controlling identity and image at a time 

of change is not uncommon. A study of a US HEI undergoing radical strategic change 

indicates how important it was that senior executives effectively managed the dynamic 

interplay between existing and desired organisational identity/image. This facilitated both a 

sense of continuity and change (Gioia and Thomas, 1996). One way of achieving this is to 

claim as an enduring characteristic of the organisation the capacity to instigate and respond 

flexibly to change (Chreim, 2005). This may help to explain RWCMD's claim to ambition, 

vision, spirit, youthfulness, dynamism and energy alongside the more solid characteristics of
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being professional, hard-working, industrious, family, human, real, Welsh and authentic 

(RWCMD, February 2010). In this respect, individual identity, with its tendency towards 

stability, can be differentiated from organisational identity, which tends towards 'adaptive 

instability' (Chreim, 2005.568). The instability of the identity or image of an organisation, 

far from destabilising the organisation itself, affords it the flexibility needed to adapt to a 

shifting environment and survive (Gioia et al, 2000). There is some evidence that 

organisational image, in its many forms, is seen as more amenable to managerial intervention 

than either identity or culture (Gioia and Thomas, 1996). The extent to which organisational 

identity is more amenable to manipulation by management than organisational culture 

remains a moot point, however.

The second approach identified by Alvesson et al (2008), the interpretivist/ practical 

hermeneutic approach, is unconcerned with the instrumental value of organisational identity 

to improve effectiveness. It focuses rather on using the concept to deepen understanding of 

human experience within organisations, examining ways in which meaning is socially 

constructed, communicated and transformed through a variety of symbolic forms including 

language (Alvesson et al, 2008). Given the primary concern of this thesis with narrative, a 

recent preoccupation within the literature with organisational identity as metaphor and 

narrative construct drew my attention.

Since 2002, a heated debate has centred on the use of metaphor in general within 

organisational studies and on the merits of the metaphor of organisational identity in 

particular. Metaphor's capacity to provoke controversy is well established as illustrated by 

the reaction to the seventeenth century metaphysical poet, John Donne's (in)famous 

extended comparison of two lovers to the conjoint legs of a compass.

''Our two soules therefore, which are one, 
Though I must goe, endure not yet 
A breach, but an expansion, 
Like gold to ayery thinnesse beate.
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If they be two, they are two so 
As stiffe twin compasses are two 
Thy soule the fixt foot, makes no show 
To move, but doth, ifth 'other doe.

And though it in the center sit, 
Yet when the other far doth rome, 
It leanes and hearkens after it, 
And growes erect, as that comes home.

Such wilt thou be to mee, who must 
Like th 'other foot, obliquely runne; 
Thy firmness drawes my circle just, 
And makes me end where I begunne

(John Donne: A Valediction: Forbidding Mourning. 1929.26)

Although he probably had less gifted metaphysical poets than Donne in his sights, 

Samuel Johnson, the eighteenth century essayist and literary critic had little time for 

such elaborate conceits and displays of erudition:

'The most heterogeneous ideas are yoked by violence together: nature and art 
are ransacked for illustrations, comparisons and allusions: their learning 
instructs, and their subtlety surprises; but the reader commonly thinks his 
improvement dearly bought, and though he sometimes admires, is seldom 
pleased' (Enright 1929.xix).

Instigating the current dispute four centuries later, Cornelissen (2002a; 2002b; 2006) echoes 

Johnson's impatience and irascibility, claiming that insufficient critical attention has been 

paid to the metaphor of organisational identity qua metaphor. At the heart of this 

antagonism lies the conviction that the gulf between individual self-constructs and the level 

of the organisation is unbridgeable and the metaphor therefore dangerously misleading 

(Cornelissen, 2002a).

A model for pre-screening metaphors to assess their potential heuristic value is presented 

(Cornelissen, 2002a). This involves displacement (projecting the metaphorical concept on to 

the organisation); interpretation (considering the organisation in terms of the points of 

similarity with the projected metaphor); connection (considering the organisation in terms of 

the points of dissimilarity with the metaphorical concept and thereby stretching and shifting 

meaning); and spelling out (demonstrating how the metaphorical concept has been fully 

adapted to the context of the organisation) (Cornelissen, 2002a.262). Cornelissen's proposed
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model bears an uncanny, though presumably unwitting, resemblance to Donne's poetic 

technique as elucidated by the twentieth century literary critic Dame Helen Gardner. She 

adopts and extends Donne's own metaphor of a goldsmith working a piece of gold, from A 

Valediction: Forbidding Mourning, in order to provide the reader with a technical analysis of 

the way Donne has crafted his material (Hayward,1985.36).

First the unlikely comparison between the 'union in absence of two lovers' (Gardner 

1972.21) and a pair of compasses is thrown down like a lump of gold to be worked upon (c/f 

Comelissen's 'displacement'). Second the lovers are considered in terms of a point of 

similarity they share with the pair of compasses (c/f Comelissen's 'interpretation'). Third 

the comparison is 'hammered' out 'like gold to ayery thinnesse beate', as the poet uses all 

his art and wit to persuade his lover/the reader that the comparison is apposite even where it 

seems least so (c/f Comelissen's 'connection'). Finally the poet 'shuts up' the argument, 

which Gardner compares to the beaten gold receiving its final stamp. Neither lover nor 

reader will be able to see the lovers' relationship or a pair of compasses in the same way 

again (c/f Comelissen's 'spelling out') (Gardner, 1985.22).

Here, however, the resemblance ends for Comelissen's (2002a) model offers little more than 

a method for draining all imaginative energy out of metaphor and reducing it to a set of fixed 

and explicit analogies. It seems to assume that the provenance of metaphor lies within logic, 

the science of reasoning, rather than rhetoric, the art of using language to persuade. 

Comelissen's warning about the 'beguiling nature' of metaphors which might lead people to 

focus on connotation at the expense of denotation betrays a failure to apprehend the way that 

metaphor works through evocation. By focusing exclusively on the heuristic value of social 

identity as a means of extending knowledge about organisations (Cornelissen, 2006.683), he 

overlooks the value of the metaphor as a means of deepening our understanding of human 

experiences of organisations. In my view, he erroneously seeks objective knowledge about 

subjective experience.

A Valediction: Forbidding Mourning is not an exquisite love poem because of the heuristic 

power of the metaphor of a pair of compasses to extend knowledge about human 

relationships in general. The poem works because we are imaginatively drawn into the
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experience of one man caught up in the immediacy of a delicate, intense moment with the 

woman he loves but is obliged to leave. We are fascinated not by the compasses per se but 

by what the poet's choice of such a metaphor tells us about him, his lover, their relationship 

and ourselves. It is an intersubjective experience. When members speak about RWCMD as 

disciplined, yet friendly and relaxed, they are not just using a figure of speech (Haslam et al, 

2003). They have not experienced the College as if it were disciplined, yet friendly and 

relaxed, but are describing characteristics of the organisation they have experienced as 'real' 

and which are likely to influence not only discourse but behaviour.

In a robust and intemperate response to Cornelissen, Gioia et al (2002.270) argue that 

metaphors serve a useful purpose in generating new ways of understanding the 'grand 

metaphor of organization'. Of particular importance to this thesis is their contention that the 

metaphor of organisational identity resonates with organisational members who tend to 

employ it unselfconsciously. This has the added advantage of making it possible for 

researchers to report their research to participants in language they helped to generate and 

which is therefore likely to make sense to them. Earlier in this chapter, I was scathing about 

attempts by the communications departments of the University of Leeds and RWCMD to 

enhance their corporate images by defining and attempting to control the projection of the 

'personalities' of their respective institutions. Despite my reservations about the end 

product, I am bound to acknowledge that the exercise that generated the original material on 

which the RWCMD guidelines were based seemed meaningful and constructive to those of 

us who participated in it. None of us appeared to have any problem employing the concept 

of 'identity' in relation to the College. Had there been any conceptual difficulty, it would 

have been very unusual for staff, particularly academic staff, to fail to voice it. The identity 

metaphor is not a concept which social scientists have imposed upon their subjects but one 

which is arguably salient and powerful within contemporary organisational discourse. 

Cornelissen is justifiably accused of advocating the use of non-constructivist methodology to 

study socially constructed phenomena (Gioia et al, 2002). The gulf between the level of the 

individual and the level of the organisation can be bridged, not because personal and 

organisational identities are directly analogous, but because it is the very nature of metaphor 

to make such improbable connections.
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The discussion is taken up later in a more scholarly tone and within the broader context of 

debates about whether processes of personal and social identity formation at the level of the 

individual can or should be applied at the level of the organisation (Alvesson et al, 2008; 

Comelissen et al, 2007; Cornelissen, 2006; Haslam et al, 2003). The focus on the concept of 

organisational identity as metaphor is seen as limiting (Haslam et al, 2003.357) because it 

fails to look beyond the linguistic construction and acknowledge that the power of the 

concept lies in its capacity to represent simultaneously the externally-orientated face of the 

organisation and the internalised 'collective self. Cornelissen is criticised for basing his 

case on what he sees as the logical impasse of bridging personal identity with organisational 

identity and failing to see potential for the concept of social identity to connect the individual 

and collective realms. The collective and group-orientated nature of social identity do not, it 

is argued, present the same theoretical difficulties (Haslam et al, 2003). For all these 

reasons, I shall ensure that, when analysing the conversations, I code for both in-group and 

out-group perceptions of the identity of RWCMD, including the perceptions that members of 

the in-group project on to members of out-groups and the in-groups' 'construed external 

image' of RWCMD (Dutton et al, 1994.239).

The emancipatory/critical approach, the third of those identified by Alvesson et al (2008.8) is 

concerned with power relations inherent in organisational identity. Fears have been 

expressed that, in the hands of a totalitarian management, the concept could become a tool 

for oppression (Alvesson et al, 2008; Cornelissen, 2002a; Ashforth and Mael, 1989). 

Employees might be required to manifest loyalty to a monolithic organisation, the identity of 

which has been created by members of an elite in pursuit of their own purposes. As noted in 

Chapter Two, the high failure rate in mergers and acquisitions is frequently attributed to the 

incompatible cultures of the partners. An article describing a three-year project examining 

post-merger integration between 'equals' posits that organisational identity, defined as 'who 

we are' is just as influential in the process of integration as organisational culture, defined as 

'how we do things' (Zaheer et al, 2003.1). It warns that designating merger partners as 

equals raises expectations of:

'distributive equality.. . ..(i.e. that every aspect of the merger will be equal) 
rather than one of integrative equality, where on balance, each side will 
gain in some areas and lose in others' (Zaheer et al, 2003.5 emphasis 
original).
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It is debatable whether parties to merger are ever truly equals. In terms of size, political 

influence and economic viability RWCMD is dwarfed by its partner. Nevertheless 

RWCMD's identity is of crucial importance to both parties. The submergence of RWCMD's 

identity within the identity of the University would deprive the latter of the kudos and 

prestige it stands to acquire by association and render the merger meaningless for both 

parties. Another article, written from the perspective of complexity theory suggests that 

successful post-merger integration resembles the creation of a child:

'It has some characteristics inherited from both parents but has its own 
unique personality and identity. Yet in most cases the more dominant 
partner tries to impose its own culture, ways of working and procedures. 
It expects the dependent partner to adapt to these conditions, instead of 
facilitating reciprocal learning and co-evolution between the partners' 
(Mitleton-Kelly and Thomas, 2004.1).

This image is helpful precisely because it does and does not fit. Perhaps two, non-identical 

twins have been created, both bearing characteristics of each parent yet each more strongly 

resembling one parent than the other.

Three case studies, the first of a UK HEI (Humphreys and Brown, 2002), the second of a 

specialist tour operator, the UK based Laskarina Holidays (Brown, Humphreys and Gurney, 

2005), and the third of a Canadian Bank (Chreim, 2005) (see above), theorise organisations 

as 'linguistic constructs' and organisational identity as continuously evolving 'narrative 

accomplishment' (Brown et al, 2005.312), capable of accommodating simultaneously a 

multiplicity of both shared and conflicting perspectives. The organisation is understood in 

terms of a spatial metaphor, a 'discursive space' constituted by varieties of language 

practices occurring within it, generating multiple meanings and understandings. This is the 

working definition of 'organisation' adopted for this thesis in Chapter Two. Of particular 

interest to this thesis is the suggestion that alterations in identity narratives are not 

necessarily determined by organisational change. It is argued rather that organisational 

change itself may be constituted, at least in part, by shifts in the ways in which people 

understand the organisation, encode that understanding in narratives and share those 

narratives in conversation. In other words, it is the narratives which alter the identity of the 

organisation, not organisational change which alters the narratives. For example, it would be 

possible to argue that it was changes to the identity narratives of RWCMD as an
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autonomous, independent and sustainable organisation that precipitated the merger and not 

the merger that precipitated changes to the identity narratives of RWCMD.

While the case studies suggest that no single group can fully control organisational identity 

narratives, the influence of managerial elites is found to be disproportionately powerful 

(Brown et al, 2005; Chreim, 2005). Nevertheless, occupying a dominant position in the 

hierarchies of power is not sufficient to secure general acceptance of an identity narrative at 

odds with the construed external image of the organisation (Humphreys and Brown, 2002). 

By seeking acceptance of an organisational identity for Westville Institute predicated on the 

acquisition of university status and then failing to achieve it, senior management of the 

institution exposed the illegitimacy of their aspirational narrative and ceded legitimacy to 

oppositional identity narratives which emphasised: teaching over research; local provision 

over a national perspective; and a distributed, subject-based structure over a centralised 

administration (Humphreys and Brown, 2002).

There is perhaps a serious warning in this for senior managers with responsibility for 

implementing the Strategic Alliance Project. If acceptance of the organisational identity of 

RWCMD as a wholly-owned subsidiary of the University is predicated on the College being 

able to retain and significantly enhance its construed external image as a small, specialist, 

national conservatoire/drama school, then failure to achieve this will expose the illegitimacy 

of the aspirational narratives of the senior managers who advocated merger and give 

legitimacy to oppositional identity narratives which may or may not be found embedded 

within the conversations.

Summary

In this chapter I have provided a critical review of the literature of organisational identity, a 

concept which lies at the heart of my research question which asks:

How is the identity of the Royal Welsh College of Music and Drama 
being constructed, eighteen months after the merger with the University 
of Glamorgan, by those most directly affected by it?

Consideration of the main tenets of social identity theory, in the context of this thesis, raised 

some challenging questions about the basis on which I selected participants for my research. 

I will now embark upon the analysis of the conversations aware that the chosen categories
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represent my way of carving up RWCMD into social categories. Individual members of 

RWCMD may have more and/or different social categories. Even those categories that we or 

they have in common may have different salience in the hierarchy of any individual's 

personal identity. It is now clear that categories I have used to collect data should be 

regarded as provisional, subject to change and elaboration as the process of analysis enables 

me to adopt the perspective of each individual participant.

Several criticisms of social identity theory were considered during the first part of this 

chapter, including controversy surrounding its application within organisational studies. 

Nevertheless, Albert and Whetten's (1985.264) 'definitional pillars' of organisational 

identity (claimed central character; claimed distinctiveness; and claimed temporal continuity) 

were found to have stood up well to subsequent critiques, which often fail to recognise the 

fluidity and dynamism of this seminal work. I therefore intend using these 'definitional 

pillars' as structural devices for organising my findings in relation to organisational identity.

It was noted that issues of organisational identity tend to become more salient when 

organisations perceive themselves to be under threat and that merger and acquisition activity 

was likely to provoke this sort of anxiety. For this reason and to ensure that my working 

definition of organisational identity is compatible with my working definitions of 

'organisation' as 'discursive space' and (organisational) 'culture' as 'a continually 

contested process of making claims of difference within and between groups of people who 

are formally constituted as members of a defined group' (Parker, 2000.233), I intend 

adopting the definition of organisational identity as 'a temporary, context sensitive and 

evolving set of constructions rather than a fixed and abiding essence' (Alvesson et al, 2008).

Given the centrality of this concept to my thesis, I was concerned in the second part of this 

chapter to assure myself that 'organisational identity' was not just a fashionable trend in 

organisational studies. In order to evaluate the utility of the concept, a framework outlining 

three approaches to using the concept was adopted (Alvesson et al, 2008). In considering the 

functionalist/technical approach, attention was focused on the extent to which organisational 

identity and organisational image are susceptible to manipulation and control by senior 

management. It was, perhaps, fortunate that two rather brazen attempts to exercise such
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control manifested themselves while this chapter was being written. Not only the University 

of Leeds but RWCMD itself produced guidelines on how the personality of the organisation 

should be projected. My initial, rather contemptuous reaction has since been tempered by 

the realisation that the guidelines could be seen as symptomatic of a temporary 

preoccupation with controlling identity and image which often coincides with a time of 

radical change such as merger. RWCMD's attempt to make the word 'merger' taboo 

throughout the Strategic Alliance Project could be seen as another such symptom.

The interpretivist/practical hermeneutic approach (Alvesson et al, 2008), shifted the focus to 

human experience within organisations. Here the debate centred on the appropriateness of 

applying a concept developed to account for individual and group processes and structures to 

organisations. I took issue with those who objected to the use of 'identity' as a metaphor to 

elaborate the metaphor of organisation on the grounds that the gulf between the two concepts 

was too great. I disagreed with the proposal that metaphors should be 'pre-screened' by 

scholars to ensure that they were not tempted to focus on the connotative power of metaphor 

at the expense of denotation. I believe my case for embracing the evocative power of 

metaphor is supported by evidence in the literature that the concept also has resonance for 

both researchers and participants. I am encouraged that staff and students who participated 

in the exercise that generated the material for the guidelines about RWCMD's personality 

seemed at ease with the concept of organisational identity. This goes some way to affirming 

the validity of using it in the context of this thesis. RWCMD, I suggest, has a psychological 

reality for its members, which is likely to influence both their behaviour within and their 

feelings towards it (Ashforth and Mael, 1989).

Finally, consideration of the emancipatory/critical approach turned attention to issues 

concerning power relations and what has been described as the 'sinister spectre' (Gioia et al, 

2002.274) or the 'dark side of organizational identification' (Dutton et al, 1994.258). This 

raises several questions for this thesis which needs to consider next what impact the power 

structures within RWCMD and those between RWCMD and its new partner are having on 

those most closely affected by the merger.
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Having evaluated the utility of the concept of organisational identity from these three 

perspectives and considered it in the context of this thesis, it appears that the concept can be 

seen as 'at once fashionable, substantive and productive' (Alvesson et al, 2008.7). Despite 

two decades of scholarly interest in organisational identity, however, gaps in the literature 

remain. According to Alvesson et al, there remain opportunities to:

'develop novel and nuanced theoretical accounts, to produce rich 
empirical analyses that capture the intersubjectivity of organizational life 
in a thoughtful and empathetic fashion and to demonstrate how 
individual and collective self-constructions become powerful players in 
organizing processes and outcomes' (Alvesson et al, 2008.7).

The same authors highlight the failure of many researchers in the field to locate their projects 

hi broader historical, cultural and socio-economic contexts. By not doing so, potential 

emancipatory opportunities to enhance experiences of individuals and groups within 

organisations, as well as extend knowledge and deepen understanding about them, are lost 

(Alvesson et al, 2008). Emancipatory work of this sort requires an ability to identify various 

discursive practices concerning identity at play within an organisation and analyse the power 

relations that structure them. In terms of Albert and Whetten's (1985) 'definitional pillars', 

analysis needs to focus on how various parties seek acceptance for claims that their particular 

identity narratives make about the central character, distinctiveness and temporal continuity 

of the organisation (Humphreys and Brown, 2002). This is the focus of the next chapter, 

which brings the critical review of literature to a conclusion with an exploration of literature 

of organisational discourse and stories.
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Chapter Five: Critical review of the literature of organisational discourse and stories.

Introduction

Gabriel (2008.155) warns that stories are 'dangerous devices in the hands of image-makers, 

hoaxers and spin-doctors'. This implies such people take seriously the power of stories to 

influence others, for good or ill. Perhaps this explains why my reflections on the published 

diaries of Alastair Campbell, archetypal spin-doctor and press secretary to Tony Blair, 

influenced the shape of this chapter, which presents a critical appraisal of literature of 

organisational discourse and stories

Campbell's diaries offer insights into an organisation whose efforts to secure political power 

were wreaking havoc with internal power relations. After eighteen years in opposition, the 

task of convincing the electorate it was fit to govern prompted the Labour Party to embark 

upon a challenging organisational change agenda between July 1994 and election victory in 

May 1997. Campbell's diaries record the internal power struggles, compromises on matters 

of principle and damaged relationships which ensued. On holiday with Campbell in 1995, 

Kinnock, former Labour Party Leader gives vent to his outrage:

' (Blair's) sold out before he's even got there.' 'Sold out on what?' 
'Everything.'.... 'What about a few specifics?' I said. 'Tax, health, 
education, unions, full employment, race, immigration, everything, he's 
totally sold out. And for what? What are we FOR? It won't matter if we 
win, the bankers and the stockbrokers have got us already, by the fucking 
balls, laughing their heads off. And all that before you go and take your 
30 pieces of silver.' 'And what's that supposed to mean?' And he spat it 
out- 'Murdoch.' (Campbell and Stott, 2007.78).

RWCMD experienced similar difficulties as the Strategic Alliance Project progressed. 

Senior Managers disagreed profoundly on such fundamental matters as whether merger was 

necessary; whether it was in RWCMD's best interests or represented betrayal of all that 

mattered most about it; and whether, by sacrificing its autonomy, it was paying too high a 

price for the new performance facilities it hoped would increase its competitive edge.

The inclusion of a political diary as a reference point is unlikely to surprise readers. Earlier 

chapters have already signalled my predilection for drawing on non-academic literary 

sources, to complement and illuminate formal academic references which properly constitute 

the main focus of academic texts. At this juncture, however, in a chapter explicitly
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concerned with literature about organisational discourse and stories, it seems appropriate to 

problematise this position and locate it in relation to the very body of literature from which it 

derives and to which it contributes.

This chapter therefore considers how fictional and other non-academic literary references 

may serve a useful function within academic texts. Questions are raised concerning truth 

and authenticity in relation to fictional and non-fictional texts and their interpretation, 

including the degree of trust that can be placed in confessionals and other narratives of 

personal experience. Prior to that, an extended exploration of clusters of concepts, key to 

understanding the literature reviewed in this chapter, is presented. It is organised around the 

concepts of 'discourse, power and resistance'; 'text and intertextuality'; and 'narrative and 

stories'.

Discourse, power and resistance

In linguistics, discourse is defined as a unit of language larger than the sentence (Bullock and 

Trombley, 1999). Beyond the confines of linguistics, definition becomes more elusive and 

contested. Discourse, understood as 'an ordered and structured framework within which 

people see their world' or as 'a body of language-use that is unified by common assumptions 

(Abercrombie et al, 2006.111-112) is often the underlying subject of conversation at times of 

change or crisis, even though the manifest content may suggest otherwise. Beneath everyday 

discussions within RWCMD about how to schedule the planned new performance facilities, 

a power struggle between the discourses of the market and the academy was played out.

Campbell's diaries report one of those rare occasions when discourse is discussed explicitly. 

As Labour approached the 1997 general election, Blair decided to abandon Clause 4 of the 

party's constitution to signal a radical programme of modernisation. Clause 4 encapsulated 

the party's long-standing commitment to wholesale nationalisation of industry, expressed as 

'common ownership of the means of production, distribution and exchange' (Campbell and 

Stott, 2007.11). The significance of Blair's proposal is captured in the conversation between 

Blair and Shadow Foreign Secretary, Robin Cook:

88 1P n e e



'Tony got to the point. Robin deflated visibly, paused, then said: 'Tony 
you're making a terrible mistake.' 'Why?' 'Because it is divisive, people 
will not want the debate it will cause you nothing but problems.' 'Are you 
telling me people will fight to save a piece of language that no longer 
represents what any of us stand for?' 'Yes.' (Campbell and Stott, 
2007.20).

Earlier in this thesis, reference was made to a period when members of RWCMD 

demonstrated that they were prepared to fight to save a piece of language that no longer 

represented what the College was. Talk about 'merger' between RWCMD and the 

University was prohibited, despite the fact that 'merger' represented the most accurate 

description of the arrangement. Meanwhile, energy invested in emphasising RWCMD's 

continued 'autonomy' flew in the face of mounting evidence of its irrevocable loss. Key 

players in the Strategic Alliance Project seemed aware that, at times of radical change, 

certain rules pertain about organisational discourse, what can and cannot be said, by whom 

and when (Hardy and Phillips, 2004).

The literature of organisational discourse and stories, which is the subject of this chapter, has 

been described as 'a veritable cottage industry' (Mumby, 2004.237). The concept of 

organisational discourse has generated 'widespread use of broad, non-specific definitions 

and a bewildering array of methods, approaches and perspectives' (Grant, Hardy, Oswick 

and Phillips, 2004.1) and 'probably outperforms (culture) in terms of the almost endless 

number of ways in which it is used' (Alvesson, 2004.323). Indeed culture and discourse 

sometimes seem to be used interchangeably within the literature. Cultural artefacts, symbols 

and rituals, which might have been interpreted in the 1980s in terms of organisational culture 

are now re-interpreted as 'texts' and subjected to discourse analysis.

Despite the fact that he concerned himself not with texts or authors but fields such as 

'general grammar, natural history and economies' (Foucault, 2002.83), much literature 

concerning discourse draws upon the seminal work of Foucault. His work is 'rooted in 

story-telling' (Sarup, 1988.94) through which, I believe, he makes it easier to apprehend 

subtle and difficult ideas. Research employing a Foucauldian approach is usually concerned 

with discourse at an abstract, societal level rather than discourse as 'language in use' 

(Ainsworth and Hardy, 2004.155) at local level or as naturally occurring everyday talk.
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Individual human subjects are not seen as creators of these broad discourses. On the 

contrary, discourses are seen as creating 'subject positions', or 'locations in social space 

from which certain delimited agents can act' (Hardy and Phillips, 2004.302). From these 

subject positions, certain social practices are made possible, others are ruled out (Ainsworth 

and Hardy, 2004.165).

If this understanding of the operation of discourses is applied in the context of this thesis, we 

could, for example, suggest that the discourse of the market creates for students at RWCMD 

the subject position of 'consumer' and makes possible the social practices of exercising 

choice and purchasing the commodity of education. It rules out social practices made 

possible by the discourse of the academy, which creates for students the subject position of 

'apprentice academic' within an academic community. The problem with this aspect of 

Foucauldian discourse analysis is that it tends to portray human subjects as nothing more 

than the 'temporary effects of discourse' (Alvesson, 2004.330; Reed, 2000.524), thus making 

it difficult to introduce 'emancipatory interests' (Hardy and Phillips, 2004.303) or to account 

for production (Potter, 1996). While I am interested in establishing the extent to which 

human subjects involved in my research can be considered 'temporary effects of discourse', I 

am unable to see them as just this. Nor do I believe this bleak and pessimistic view of the 

human condition is compatible with the political commitment Foucault himself manifested 

throughout his life.

Although certain themes can be traced throughout Foucault's writings, he rejected attempts 

by 'certain half-witted 'commentators" (Foucault, 2002.xv) to categorise him and was 

disinclined to forge anything approaching a coherent body of theory from his lifetime's work 

(Burrell, 1988.222). No consistent definition of discourse can be identified, though in 1984 

he did concede, not without irony, that:

'I believe I have in fact added to (discourse's) meanings: treating it 
sometimes as the general domain of all statements, sometimes as an 
individualizable group of statements, and sometimes as a regulated 
practice that accounts for a number of statements' (Fairclough, 
2003.125).

90 I P a n e



I find this playful yet determined refusal to be pigeon-holed attractive and frustrating in 

equal measure. It is attractive because it keeps faith with a philosophy that refuses to 

'accept anything as definitive, untouchable, obvious, or immobile' (Bess, 1988.1-2) and 

makes the experience of reading Foucault a stimulating and unpredictable adventure. It is 

frustrating because Foucault offers no guidelines for operationalising his methodologies 

(Prichard et al, 2004) beyond informing us that he analyses 'a real situation in its various 

complexities, with the goal of allowing refusal, curiosity, and innovation' (Bess, 1988.1-2). 

This makes it difficult either to evaluate or to emulate his work in this thesis (Sarup, 1988).

In The Order of Things, published in 1966, Foucault expounds the principles of 

archaeological methodology, through which he attempts to unearth the basis upon which 

knowledge is constituted at a particular historical period of thought, or episteme (Burrell, 

1988). He does not develop a general theory of history (Rabinow, 1991) but focuses instead 

on discontinuities and ruptures which lay bare the 'mode of being of things, and of the order 

that divided them up before presenting them to the understanding' (Foucault, 2002.xxiv). 

For, according to Foucault (1991.88), 'knowledge is not made for understanding but for 

cutting'.

Although this thesis does not document discontinuities and ruptures at an abstract societal 

level, I believe, nevertheless, that my case study could potentially contribute to such a 

project, just as Foucault's 'stories' contributed to his. Although Foucault has been justifiably 

criticised for failing adequately to theorise relations between broad societal discourses and 

specific instances of writing and talk (Potter, 1996), he does acknowledge both their 

existence and importance when he claims that 'meaningful change is in the micro practices 

of the innumerable sites of power relations' (Alvesson and Deetz, 2000.144). I intend 

finding out whether the merger constituted a moment of rupture and discontinuity capable of 

laying bare the 'mode of being' of RWCMD. According to Foucault, organisations tend to 

inhibit or freeze rather than facilitate shifts in power relations (Bess, 1988.1-2). Merger 

activity disrupts and potentially 'unfreezes' power relations. This opens up the possibility 

that analysis of the micro practices operating at the sites of power relations will facilitate rare 

insight into the ways knowledge about RWCMD was being (re)constructed at the end of the 

implementation phase of the Strategic Alliance Project. The end result of this (re)ordering

91 | Page



process would be sets of 'truths' as self-evident and taken for granted as those that 

constituted the order of things under the previous regime.

Foucault's archaeologist is concerned to establish what discourse is being spoken rather than 

who is speaking (Burrell, 1988). For him, truth no longer resides in 'the ensemble of truths 

which are to be discovered and accepted' but 'in the ensemble of rules according to which 

the true and the false are separated and specific effects of power attached to the true' 

(Rabinow, 1991.74). Truth is independent of the speaking subject's capacity accurately to 

represent reality in language (Burrell, 1988). I, too, am concerned to establish what 

discourses were being spoken, but this is not enough for me. Because I am interested in how 

the reality of RWCMD was being socially constructed, I am equally concerned to establish 

the identities of those who were speaking and their relative positions of power.

Although latent in his earlier work, Foucault's preoccupation with power relations is more 

explicit in his later work, which has been identified as having the greatest relevance to 

organisational studies (Burrell, 1988). Key to this evaluation is Foucault's conclusion that 

prisons, which are the focus of his masterpiece Discipline and Punish, 'resemble factories, 

schools, barracks, hospitals, which all resemble prisons' in terms of disciplinary power 

(Foucault, 1991.228). For the purposes of this thesis, we can add higher education 

institutions to the list.

In Discipline and Punish, Foucault expounds his theory of panopticism to explain how 

power operates throughout late twentieth century society as disciplinary force. He uses 

Bentham's Panopticon as a metaphor to illustrate how merely believing oneself to be under 

surveillance disciplines and controls behaviour. Power, as theorised by Foucault, is not the 

property of particular individuals, institutions or state apparatuses, to be exercised on certain 

other identifiable individuals or groups. It is 'a broad agentless web' (Hardy and Phillips, 

2004.303), omnipresent, diffused along ubiquitous networks of power, in which all are to 

varying degrees both engaged in the exercise of disciplinary technologies and subject to their 

exigencies. This is not to say that this thesis will ignore the distribution of power within and 

between RWCMD and the University or power struggles between people occupying key 

roles in the Strategic Alliance Project. It is simply a reminder that apparently powerful
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people are, according to Foucault, also the unwitting subjects of disciplinary power and 

apparently powerless people are also engaged in the exercise of disciplinary technologies.

Despite the central metaphor of the prison, Foucault insists power should not be conceived as 

an entirely negative force. His claim that power, of necessity, produces resistance is, 

however, more readily understood when power is conceived as a negative force. Despite 

that, I believe there is a relatively simple case to be made in support of the inevitability of 

resistance, which involves returning to the metaphor of the Panopticon. Behaviour produced 

under the internalised surveillance of a disciplinary power, however positive its social 

outcomes, is still behaviour produced by internalised fear of the consequences of being seen 

behaving transgressively. The very act of compliance draws attention to the fact that other 

behaviours are possible, even desirable, and opens the possibility of traversing the field of 

options differently. In the context of this thesis I shall be especially interested, therefore, to 

establish who at RWCMD was speaking discourses of resistance to the truth effects of 

power.

The relationship between power and knowledge that Foucault presents is neither causal, nor 

mutually exclusive, but one of mutual implication:

'there is no power relation without the correlative constitution of a field 
of knowledge, nor any knowledge that does not presuppose and constitute 
at the same time power relations' (Foucault, 1991.175).

Power and knowledge come together in this way within discourse (Hardy and Phillips, 

2004). This relationship of mutual implication is illustrated by more recent work, of 

particular interest to this thesis, which argues that 'culture' operates as a discursive 

formation, in the Foucauldian sense, in respect of mergers and acquisitions. Discursive 

formations are 'bodies of knowledge that systematically form the object of which they 

speak' (Hardy and Phillips, 2004.301). In other words, they do not describe the social world 

so much as constitute it and the power relations that order it. They can be understood as 'the 

operation of several statements together to sustain a regime of truth' (Riad, 2005.1529). 

These statements do not have to be compatible; they may indeed be directly in conflict. For 

example, debates between culture as variable and culture as root metaphor, or between 

culture as 'normative glue' (Buono et al, 1985.480) and culture as fragmentation, establish a
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regime of truth. This occurs not because one side of the argument is proved true and the 

other false, but because the idea that all organisations either have or are cultures which are 

either cohesive or fragmented becomes normalised and acquires 'truth effects' through the 

debate itself.

In this way the discourse analytic approach removes the demand to choose between false 

dichotomies. Discursive formations can accommodate several 'incompatible' discourses 

including, in this case, essentialist, managerialist and social constructivist discourses in 

relation to organisational culture. The important question for discourse analysts who are 

interested in mergers and acquisitions is not how to define organisational culture, but how 

knowledge about organisational culture acquired such authority and centrality within the 

field of mergers and acquisitions, constituting 'the truth on mergers at a certain point in time' 

(Riad, 2005.1529). My own interest, which led rne to identify the literature of organisational 

culture as one I should explore in order to understand the merger between RWCMD and the 

University, can be seen as both 'presupposing' and 'constituting' that same discursive 

formation. I find that I am already part of what Riad (2007.27) refers to as a 'rising interest 

in critical work on merger integration that turns to language for analysis'.

Both organisational culture and organisational identity will therefore be considered within 

this thesis in terms of their operation as discursive formations within RWCMD in relation to 

the merger. It has been argued above that such discursive formations can accommodate 

constitutive statements deriving from different discourses which may or may not be 

compatible logically or philosophically. The same latitude is not, however, available to the 

researcher adopting a discourse analytical approach. As such a researcher I am likely to 

encounter essentialist or managerialist statements, via the process of discourse analysis, but 

cannot logically subscribe to them. Essentialism would assume that there is a reality which 

is not constituted by discourse, while managerialism would assume that this reality is entirely 

susceptible to rational control and manipulation by those in authority.

It is important also to remember that 'discourse creates subjects'. The discourse of 

organisational culture creates members of that culture and positions the researcher as 

ethnographer (Riad, 2005.1535). The discourse of organisational identity creates members of
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in-groups and out-groups and positions the researcher as social psychologist. My position as 

both member and researcher, (former) insider and outsider, is ambiguous and could therefore 

be problematic. The challenge I face is to 'resist the truth effects of organisational culture' 

and organisational identity and 'commit myself to a subject position wherein intervention 

becomes possible through participation' (Riad, 2005.154).

Some researchers have adopted different approaches to the concept of discourse and found it 

liberating when considering the construction of organisational identities. It has been argued 

that researchers have for years interpreted Albert and Whetten's (1985) key attributes of 

organisational identity (claimed central character, distinctiveness and temporal continuity) in 

terms of beliefs rather than behaviours, thus making it difficult to operationalise the concepts 

and interrogate them empirically (Ainsworth and Hardy, 2004). Discourse understood as 

'language in use' (ibid. 155) has the advantage of drawing attention to linguistic practices that 

are observable, thus offering insights into how identity may be socially constructed through 

language use. The transcriptions of the conversations provide evidence of such 'language in 

use', making it possible to analyse linguistic practices employed by participants when invited 

to reflect upon the identity of RWCMD.

This recognition of the irreducibly social character of language underpins Bakhtin's (1981) 

far-reaching contribution to discourse theory, emanating from studies of discourse in the 

novel. Bakhtin coins the term 'heteroglossia' to describe the diversity of forms of parole or 

'utterance' found in the novel (Bullock and Trombley, 1999.390) including, for example, 

the narrator's voice and the dialogised speech of characters. The art of the novelist in 

forging a 'higher unity', without homogenising heteroglossia, can be likened to one who 

'transposes a symphonic (orchestrated) theme on to the piano keyboard' (Bakhtin, 

1981.263). To the extent that the role is analogous, the same can be said of the researcher 

studying social texts (ibid). I see this as the challenge facing me as I search for ways of 

presenting my findings that preserve the heteroglossia of utterances by participants while 

permitting me a voice as author/narrator/co-producer. First, however, I need to consider how 

to theorise the transcripts of the conversations, the social texts that I am about to analyse,
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Text and intertextuality

Traditional literary critics have tended to focus on the literary work, paying attention to form, 

content and meaning and how they relate to the intentions of the author. By reclassifying the 

literary work as text, twentieth century French structuralist critics depersonalised the process 

(ecriture), the product (texte) and the consumption (lecture) of writing (Abrams, 1999). A 

text can be defined as a work of discourse 'a structured totality that cannot be reduced to the 

sentences of which it is composed' (Ricoeur, 1981.13 emphasis original). It is not possible 

to study a discourse directly: it can only be studied via the texts which constitute it (Phillips, 

Lawrence and Hardy, 2004). In the context of this research, I too have depersonalised the 

'work'. Those who spoke in the conversations took no part in their transcription. Their 

names have been substituted with code names to preserve their anonymity. When I code the 

transcriptions they will be broken up and reassembled into multiple, composite works 

comprising many anonymised voices. Even if I were so minded, it would be impossible then 

to ascertain the intentions of the authors/participants, since the fragmented transcripts of 

what they originally said will be serving another purpose in a new text. Yet the very way in 

which I will have reassembled the raw material will be designed to help me study discourse.

The transcripts of the conversations constitute an 'inscription of narrative production' 

(Czarniawska, 2004.55). They are thrice removed from the immediacy of everyday talk: first 

by the contrived circumstances of the interview; second by the digital recording which 

separates the spoken word from non-verbal aspects of communication; and third by the 

transcription of the recording which bleaches the spoken word of much of its expressive 

content. What I need to establish for the purposes of this thesis is the effect on the nature 

and value of my work caused by this distance from the original utterances of the live 

conversations.

In the seminal work of Ricoeur (1981), the spatial/temporal metaphor of' distanciation' is 

employed to describe the non-hierarchical relationship between written text and originating 

speech act. He defines text as 'any discourse fixed by writing', structured according to the 

conventions of the literary genre to which it belongs, and displaying evidence of its unique 

composition or style (Czarniawska, 2004.69). The relationship between text and speech is
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predicated on notions of presence and absence 'text fixes in writing what is said, precisely 

because it is not said' (Ricoeur, 1981.144) or is unsaid but 'taken as given' (Fairclough, 

2003.40). The first separation occurs at once, when the meaning of what is said takes on a 

life of its own, beyond the immediate event of its saying. Once inscribed in writing, a 

substantial gap opens up between speech and writing as there is no necessary relation 

between meaning the reader ascribes to the text and meaning intended by the original 

speaker. Anyone who can read can now access and interpret the text, with or without first 

hand experience of the socio-historical context in which it was first produced. Thus a text 

becomes distanced from the material conditions which gave rise to it, freed from the 'limits 

of ostensive reference' to shared reality. The objective meaning of a text and the subjective 

intentions of its original author are now so far apart that 'the 'world of the text may explode 

the world of the author' (Ricoeur, 1981.139 emphasis original).

In the context of my data gathering, the first point of separation was reached as each 

conversation ended. Once the conversations had been transcribed, a partial relation between 

meaning I might ascribe to the text and meaning intended by the original speaker remained 

since I occupied the positions of both co-speaker and reader. This could be seen as 

maintaining a tenuous link to the material conditions that gave rise to the text. The other 

distinguishing characteristic of my research in relation to Ricoeur's analysis is that the texts 

are confidential documents which will never be seen in their entirety by anybody else. In 

future they will only be made available to other readers in fragments, embedded in other 

texts which I will author.

The act of interpretative reading (lecture) re-contextualises the text, according to Ricoeur. It 

is not concerned to (re)discover the psychological intentions of the author hidden behind the 

text, nor to conduct an analysis of the structure concealed beneath the text, but rather to 

effect the 'recovery of meaning' (Czarniawska, 2004.161) and offer an 'explication of the 

type of being-in-the-world unfolded in front of the text' (Ricoeur, 1981.141 emphasis 

original). In the act of reading, the human subject locates him/herself in relation to two 

dimensions: first the dimension of what the text unfolds or reveals before the reader; and 

second the dimension of his/her own subjectivity. This repositioning constitutes the final
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form of distanciation posited by Ricoeur, namely 'distanciation in the relation of the self to 

itself (Ricoeur 1981.144).

This final stage of distanciation contains within it the wherewithal to overcome the alienation 

of distanciation and its opposition to participatory belonging. It provides a tenable and 

welcome theoretical position for a researcher like me, who has taken on the challenge of 

interpreting texts which she has co-authored with other participants who belong(ed) to and 

care about the same organisation. Even when I occupy the roles of both writer and reader in 

relation to a particular text, there will be no dialogue between 'us': 'the reader is absent from 

the act of writing and vice versa (Ricoeur, 1981.147). Campbell experienced something akin 

to this when he was required to submit relevant extracts of his diary to the Hutton Inquiry 

into the death of Dr Kelly in the wake of the Iraq 'dodgy dossier' fiasco. He re-encounters, 

as reader, text he has authored:

'I knew I had done nothing wrong, but in this climate, things had gone 
beyond reason, it was like a drama or a novel, and nobody had control of 
events. I tried not to be in a panic on the drive down, but I was. I couldn't 
remember what I wrote in my diary the minute I wrote it....It was now 
unbelievably hot. I opened the envelope slowly and then pulled out the 
diary, put it down again and just stared at it. What I had written in 
there...had the capacity to deliver vindication or destruction' (Campbell 
and Stott, 2007.737).

Thus Ricoeur re-admits the possibility of human agency and creativity and calls for a 

renewed emphasis on the 'primary intention of language to say something to someone about 

something' (Ricoeur, 1981.138). Discourse always implies the presence of an 'other', the 

partner in this event of linguistic exchange or dialogue (ibid. 133) and it is to the work of 

Bakhtin that we turn for a fuller explication of this social dimension of discourse.

Bakhtin's dialogism is rooted in the premise that, no matter how monologic the process of 

composing an 'utterance' may seem, that utterance inevitably manifests its inherent 

orientation towards the other, the 'listener and his answer' (Bakhtin, 1981.280). Although 

the underlying system of language can be understood to be anonymous, abstract, ahistorical 

and complete, the utterances that manifest it are individually 'accented', concrete and 

historically specific, 'teeming with future and former languages' (ibid.356). This means that 

words and forms which, like crisp new banknotes, bear no trace of social exchange are
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unavailable. I will come across no words in the transcripts that have belonged to no-one. 

They have all belonged to someone or everyone and are dog-eared with the heterogeneous 

values, intentions, meanings and accents of their social history (ibid.299). Reaching a 

similar conclusion by a different route, Ricoeur suggests that it is the severance of the text 

from its direct relation with the event and context which gave rise to it which liberates it to 

relate freely to all other texts (Ricoeur, 1981.149). Kristeva, who introduced the work of 

Bakhtin to European culture, coined the term 'intertextuality' to describe the status of any 

text as 'a mosaic of quotations' and 'the absorption and transformation of another' (Moi, 

1986.37).

Narrative and story

Genette (1983.25), who first provided a systematic theory of narrative (recit) notes the 

ambiguity associated with the concept and identifies three distinct meanings: recit or story, 

meaning the order in which events unfold in the text; histoire or narrative, meaning the 

chronological sequence in which events reported in the text occurred; and narration or 

storytelling meaning the act of narrating itself (Eagleton, 1983.105).

On 27 October 1998, Downing Street was informed by Scotland Yard that 'Ron Davies 

(Secretary of State for Wales) had been cruising on Clapham Common (the previous night) 

and had been picked up by a black male prostitute who later robbed him' (Campbell and 

Stott, 2007.328). Davies was summoned to explain himself:

'He ran through the story, how he had been driving back to London from 
Wales, wanted some fresh air, stopped at Clapham Common, went for a 
walk, met a guy, got talking, agreed to go for a drink, met up with some 
of his mates, agreed to go for a curry, got into a car, got robbed of cash, 
wallet, car phone, went to police, and here he was (Campbell and Stott, 
2007.328-9).

The same sequence of events (histoire) is already generating two different stories (recits) told 

in different ways (narrations), the first bordering on the sensational, the second 'very matter- 

of-fact...as though every step was in its own way logical' (Campbell and Stott, 2007.328) but 

which ultimately raises more questions than it answers. Downing Street has the problem of 

generating a third version of the story explaining it to the public.
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The same events feature, in muted form, in a story-based case study of devolution in Wales 

(Connolly, Prosser, Hough and Potter, 2006). The historical overview of the devolution 

process contains only coded references to the events which terminated Davies' political 

career and stalled progress on devolution. The authors adopt Davies' words referring 

discreetly to 'his 'moment of madness' on Clapham Common' (ibid.45). The account of 

Davies' interview 'The Architect's Tale', concludes with an anecdote Davies tells about an 

encounter with an elderly lady in a supermarket:

'she said ' I know you don't I, and I said: 'Yes probably'. 'Didn't you 
used to be somebody?' she said and I said, 'Yes and I still am' (Connolly 
etal, 2006.71).

It is difficult to interpret this poignant fragment as anything other than an insight into Davies' 

painful struggle to recover from public humiliation. Touching as it is, however, it is not 

immediately apparent why it has been included. Taken together with the earlier coyness, 

value-laden interventions by the interviewers and a general reluctance to provide critical 

commentary on the tales, it raises concerns about the stance of the researchers. The issue is 

not Davies' sexuality but the considerable political fallout from the event. Has sympathy for 

the man who granted them two 'marathon' interviews obscured this vital distinction? 

Whatever the case, it reminds us that the very process of inscribing narratives always 

produces another version of the story. As a researcher I must take care when handling 

material provided by people I generally know well and to whom I feel varying degrees of 

gratitude, loyalty, obligation and affection.

Narratives have been described as the 'favoured objects of postmodern discourses' (Gabriel, 

2000.18), whose primary function is to make sense of the messy experience of 

undifferentiated 'discursive struggle' (Broadfoot, Deetz and Anderson, 2004.197). The 

influence of Kristeva's concept of intertextuality and Foucault's preoccupation with power 

is apparent in many contemporary studies of narratives in social science research:

'we are never the sole authors of our own narratives.....what is more, 
other people or institutions concoct narratives for others without 
including them in a conversation; this is what power is about' 
(Czarniawska, 2004.5 emphasis original).

Stories could be described as the favoured form of narrative in social science research. I 

recognise I am part of this trend as I have chosen to focus on stories even though I have no
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idea how many I will find when I analyse the transcripts. Stories can be distinguished from 

other forms of narrative first by their function as entertainment (Gabriel, 2000.10) and 

second by their structure which entails the imposition of plot upon a sequence of events. 

Competing stories, which have different plots generating different meanings, engage in 

power struggles to become the dominant version of events (Czarniawska, 2004.31). My 

experience of working at RWCMD throughout the Strategic Alliance Project leads me to 

expect that the transcripts will contain evidence of such competing stories, jostling for 

position. It should be remembered, however, that several other forms of narrative exist 

within organisations. Reports, business plans and public consultation documents about the 

merger all contain narratives, some of which have exerted a powerful influence on decision- 

makers. In the context of this thesis, however, I am looking for stories that have had a 

powerful influence on the way the identity of RWCMD is being constructed by those most 

closely affected by the merger. Blurring distinctions and treating all forms of narrative as if 

they were stories runs the risk of robbing stories of their peculiar power to 'generate and 

sustain meaning' (Gabriel, 2000.6).

In modern French the word 'histoire' means both story and history and one has to know the 

context to understand whether it carries a sense of fact or fiction, truth or lies (Larousse, 

1971.600). In early English the same was true of 'history' and 'story' which could both be 

applied to imaginary events or events which were supposed to have happened. Gradually the 

use of 'history' for imagined events became restricted and from the fifteenth century it 

became associated with accounts of real events in the past. 'Story' took on the meaning of 

accounts of imagined events or less formal accounts of past events (Williams, 1983.146). 

Contemporary scholarship is blurring the distinction once again. Ricoeur (1981.289) claims 

that 'there is more fiction in history than the positivist conception of history admits' while... 

'narrative fiction (is)...more mimetic than the same positivism allows'.

In a much-cited article, Boje (1995) uses the device of Tamara, Hollywood's longest running 

play, to theorise Walt Disney Enterprises as a storytelling organisation. Members of the 

audience make choices about which of twelve characters' stories they will pursue as the 

action continually fragments across shifting physical locations. No individual member of the 

audience can acquire a comprehensive overview in a single visit. The interplay between
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examples of pre-modern, modern and postmodern discourses, gathered as part of the 

research, is ostensibly used to tease out 'marginalized voices and excluded stories' (ibid.997) 

revealing a less wholesome side to the Disney operation.

As a discursive metaphor, Tamara is compelling. It does more than draw attention to how 

multiple points of view are likely to give rise to multiple interpretations of organisational 

stories. It illustrates how construction of stories is itself contingent on preceding sequences 

of stories, the locality in which stories are told, the historical context of their telling and the 

biographical vagaries of those who come together for the event, then disperse and regroup. 

The subsequent analysis is disappointing, however, as emphasis seems to be placed more on 

illustrating hegemonic struggle between rival discourses than on deconstructing them all to 

pursue and emancipate voices they each marginalise.

In this thesis I hope to emulate Gabriel's experience and discover stories acting as 'symbolic 

landmarks in the cultural life' of RWCMD (Gabriel, 2000.2). I fear, however, that I will find 

no more than the fragmented, terse 'bits and pieces' of stories unearthed by Boje (1991) from 

100 hours of taped material gathered in an office-supply firm. This meagre harvest seems so 

at odds with his conviction that 'storytelling constitutes the 'preferred sensemaking currency 

of human relationships among internal and external stakeholders' within organisations 

(ibid. 106), that one has to question whether his position remains tenable. Perhaps the 

conviction is so deep-rooted that when little is found to match the definition of a story, the 

definition has to change in order to sustain the conviction (Gabriel, 2000.20). Story- 

performance is defined as:

Exchange between two or more persons during which a past or 
anticipated experience was being referenced, recounted, interpreted or 
challenged' (Boje, 1991.112)

This formulation would tend to include a great deal of talk which few would recognise as 

storytelling.

Just as unconvincing is Boje's claim that the declaration 'You know the story' constitutes a 

story in itself, on the grounds that storyteller and audience can be assumed to have filled the 

gap with shared content and meaning (ibid. 110). It may be more appropriate to consider 

such declarations, along with other terse fragments, as labels designating stories rather than
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the thing itself (Gabriel, 2000.21). Whatever the prevalence of storytelling within 

organisations, storytelling is not only, or always, about sensemaking, nor are stories the only 

means of making sense widely employed within organisational life. With Gabriel (ibid.22), I 

intend to listen for stories which are 'narratives with simple but resonant plots and 

characters, involving narrative skill, entailing risk and aiming to entertain, persuade and win 

over'. It has been suggested that storytelling may occur more frequently when organisations 

are in the throes of radical change (Boje, 1991.124). I still do not expect to find many 

(Gabriel, 2004.62) but I hope that those I do find will challenge, provoke and enlighten 

interpretations of the organisational life of RWCMD.

Organisational stories, particularly those told by people in positions of relative power are 

never value free (Boyce, 1996.9). During the Strategic Alliance Project, we as managers 

first told staff and students a story which led inexorably to the need to form a partnership 

with Cardiff University. The embryonic story first began to form in the report of Lord Rowe 

Beddoe's Working Party in 2004. Sensemaking tends to be a 'retrospective activity that is 

sensitive to conditions of choice, irrevocability and visibility' (Weick, 2001.4). At that 

point, the story was still sensitive to conditions of choice, couched as it was in the future 

perfect tense, which permits the teller to make sense of decisions not yet made from the 

vantage point of an imagined future. It was not yet irrevocable, however, nor was it highly 

visible, as the proceedings of the Working Party were strictly confidential. Implicit in this 

emerging story was the warning that if the project failed marriage with the University of 

Glamorgan might be forced upon us.

When negotiations with Cardiff stalled fifteen months later, a new story was required, with 

Glamorgan (re-)cast as the White Knight (Hirsch, 1986). By now the original story was in 

the public domain, irrevocable and highly visible. Conditions of choice were severely 

restricted. The political climate made it difficult to claim the case for structural partnership 

had been terminally undermined by failure to secure the partner of first choice. The volte 

face demonstrates the tension we experienced as managers, needing to make coherent sense 

of apparently contradictory events and exercise control while encouraging necessary levels 

of participation. We had to tell a story that would convince staff and students that their 

'individual interests can be served by aligning with management' (Boyce, 1996.10). It
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should be noted, however, that the stories were equally capable of being written differently 

and used to emancipate and disturb the status quo instead of propping up existing power 

structures (Boyce, 1996.10).

Fact, fiction and authenticity

Campbell the diarist distances himself from some writing practices that might be associated 

with Campbell the novelist. He differentiates himself from 'large number of writers and 

fihnmakers' who invited him to contribute to portrayals of Blair, following his resignation as 

Prime Minister. By emphasising his personal commitment to forming 'historical judgement' 

of Blair, he implies that the motives of others were less serious and reliable. He lays claim to 

authenticity and integrity grounded on personal experience and historical accuracy:

'(The diary) records without hindsight what I saw, said, heard, thought, 
felt and did during many of the key moments of (Blair's) 
leadership.....What I have not done is put in thoughts of today on events 
of yesterday' (Campbell and Stott, 2007 pp xiii and xvi).

Beguiling as this claim may be, it begs the question of how Campbell and Stott reduced two 

million words in the original diaries to 350,000 words in The Blair Years without calling 

upon either 'hindsight' or 'thoughts of today'. According to Polkinghorne (1988.69), 

historians cannot narrate past facts, they can only 'retell past stories from a current 

perspective.' A diary, above all forms, draws attention to the 'conflict between the 

prospective orientation of life with the retrospective orientation of narrative' (Czarniawska, 

2004.23).

The claim also serves the rhetorical purpose of obscuring the writerly work which had 

already been invested in this 'immediate and raw' text. Campbell acknowledges that Blair 

and others knew he was keeping a record in diary form. He has since clarified that, halfway 

through the period covered by the diaries, he decided he would publish his work (Start the 

Week: 7 June 2010: BBC Radio 4). These factors alone are likely to have influenced 

selection of material, tone of voice and style of writing in the unexpurgated version, prior to 

any editing.

There are parallels between Campbell's work and my own. Like him, I did not arrive on the 

scene post hoc, but played an integral part in the unfolding relationship between RWCMD
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and the University. I do not have to rely on the accounts of others to find out what happened 

because I was there. I too can lay claim to authenticity and integrity grounded on privileged 

personal experience and the historical accuracy of my accounts. Like Campbell, I have 

always had a personal and professional vested interest in the Strategic Alliance Project. I 

embarked upon the DBA within a few months of the merger and gathered data in the form of 

semi-structured conversations. Others participated knowing I was writing a thesis which I 

intended to place in the public domain. All these factors are likely to have influenced the 

material others provided for me as well as what and how I write.

Paradoxically, some of the most effective critiques of the apparent facticity of non-fictional 

writing can be found in the fictional world of the contemporary novel. For example, Jeremy, 

the narrator in lan McEwan's novel ''Black Dogs' (1988), presents a memoir of his parents- 

in-law, June and Bernard Tremaine. He describes an event that occurred when the newly 

wed couple were travelling through France in the immediate aftermath of the Second World 

War:

'Nearby, where the main road forked, stood an iron cross on a stone base. 
As the English couple watched, a mason was cutting in half a dozen fresh 
names. On the far side of the street, in the deep shadow of a doorway, a 
youngish woman in black was also watching.... When the proprietaire 
came out he nodded at the other side of the street and murmured, "Trois. 
Man et deux freres,' as he set down their salads (McEwan, 1998.164).

The effect on Bernard is profound and enduring:

'he was struck by the recently concluded war not as a historical, 
geopolitical fact but as a multiplicity, a near-infinity of private sorrows, 
as a boundless grief minutely sub-divided without diminishment among 
individuals who covered the continent like dust, like spores whose 
separate identities would remain unknown, and whose totality showed 
more sadness than anyone could ever begin to comprehend, a weight 
borne in silence by hundreds of thousands, millions, like the woman in 
black, for a husband and two brothers, each grief a particular, intricate, 
keening love story that might have been otherwise (McEwan, 1998.165).

As I read this, I find myself sharing with Bernard 'a recognition of a truth'.

No sooner have I identified with the veracity of Bernard's insight, however, than Jeremy 

undermines its basis in historical fact:
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'June knew of Bernard's description of this moment, but claimed to have 
no memory of the woman in black that was actually her own. When I 
walked through La Vacquerie in 1989 on my way to the dolmen I found 
that the base of the monument was inscribed with Latin quotations. There 
are no names of the war dead (McEwan, 1998.165).

Thus I am reminded that I cannot rely on either Bernard's memories, or June's claim to have 

none. Nor can I trust the apparent authority of the narrator in this context:

'In this memoir I have included certain incidents from my own 
life.. ...that are open equally to Bernard's and to June's kind of 
interpretation... Bernard and June are the extremities, the twin poles 
along whose slippery axis my own unbelief slithers and never comes to 
rest (McEwan, 1998.19).

Behind these multiple, unreliable voices with their respective perspectives and 

reconstructions of the past stands McEwan the writer, who declares his characters 'entirely 

fictional' and the central story about the black dogs without 'basis in historical fact'. Now I 

find myself sharing 'a recognition of a truth' of a different order.

Bernard's story rings true despite the doubt cast upon its basis in historical fact. It is 

Bernard's interpretation of the disputed event and the meaning he attaches to it which 

constitute the main story, not the event itself. At another level the story of the dispute itself 

embodies other truths concerning the complex relationships between memory, biography, 

inter-subjectivity and historical fact. The value of these truths is not diminished by the 

writer's disclaimer. The work is fictive, made (up) or constructed by the writer. It has no 

basis in historical fact, yet, although it is not in this sense a true story, it is not false either. 

Ironically, Bernard brings to our attention the very stories which history tends to neglect. 

Storytelling is not synonymous with telling stories any more than history is synonymous 

with facticity. Nor do structural differences help us to distinguish between factual and 

fictional narratives, for none exist (Czarniawska, 2004.8).

Does this amount to a claim that the truthfulness of stories rests not in their relationship with 

accuracy or historical fact but in their meaningfulness? Gabriel (2004.67), whose earlier 

work had shown some sympathy with this view, expresses concern that the rising popularity 

of stories as research data has been accompanied by lack of rigour together with uncritical 

acceptance and excessive valorisation of the voice of personal experience. This may be
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attributable to a tendency for work associated with the 'linguistic turn' in the social sciences 

to 'look at texts and talking rather than looking through discourse to see the specific way the 

world is produced' (Deetz, 2003.425). As a result, the concepts of standpoint and 

perspective have become personalised and individualised, protected from critical scrutiny in 

political and social constructivist terms.

Gabriel suggests that audiences, in return for suspending their disbelief, should be able to 

expect three things of the storyteller: first, the story should amount to something (meaning); 

second, it should be told in a convincing way (verisimilitude); and third, the storyteller 

should be entitled to speak (legitimacy). Referring to notorious cases of false testimony, 

Gabriel argues that, when boundaries of poetic licence are exceeded, the psychological 

contract between storyteller and audience is ruptured and verisimilitude descends into 

misrepresentation (Gabriel, 2004.69). Researchers of stories are required to adopt greater 

critical distance than regular members of the audience because it is the quality of 

discrimination that differentiates research as practice from the practice of storytelling. 

Researchers are challenged, in light of the events of September 11,2001, once again to 

acknowledge the 'recalcitrance of facts' (Gabriel, 2008.162). 'Undigested personal 

experience' is to be regarded with scepticism, as the researcher pursues 'deeper truths' 

(ibid. 165).

Campbell and I also share a tendency to insert into the text personal experience of a 

confessional nature. For Campbell this often takes the form of frank asides about defects in 

his personality and references to an earlier breakdown and recurrent episodes of depression:

'As we got on the plane, it crossed my mind it was at exactly this time 
nine years ago that I got on a plane to a Scottish conference and ended the 
day in a funny farm. I felt a horrible mix of flashback, deja vu and 
foreboding' (Campbell and Stott, 2007.51).

In my case the confessions tend to take the form of alerting the reader to my limitations as a 

researcher, sharing openly occasions where I have stumbled upon my own covert motivations 

and prejudices. At the risk of setting up an infinite regression, it is what I am doing right 

now. As rhetorical devices such confessions can help to fulfil two of the contractual 

requirements laid upon the writer: first, they can enhance the verisimilitude of the text by 

setting before the reader a flawed social world which they can recognise and with which they
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can identify; second they can, paradoxically, strengthen the legitimacy of the writer by 

anticipating and thereby disarming the reader's latent scepticism, persuading the reader that 

the writer's self-awareness is sufficient to mitigate the problems identified. Accounts of 

personal experience also generate qualities of 'uniqueness' and 'belonging' which add to the 

perceived authenticity of the text (Boje and Durant, 2006.28). What of the third contractual 

requirement that it mean something? For Campbell, the meaning can be read across other 

texts he has generated, which are concerned with demonstrating the devastating effects of 

mental illness and the capacity of human beings to reach an accommodation with it and 

achieve great things. In my case, the meaning lies in recognition of the multiple and shifting 

identities of the writer of this text, now telling her own story, now constructing stories with 

others, now, as researcher, subjecting stories from all sources to the same equally objective 

and equally partial scrutiny.

Gabriel's (2000.162) insistence on the 'recalcitrance of facts', the nature of the psychological 

contract between storyteller and audience and the differentiation between the roles of 

storyteller or writer and researcher may at first appear irrevocably to set apart fictional and 

other literary writing from academic research, even when the focus is on organisational 

storytelling. In fact, it can be argued that it establishes the very conditions under which 

fictional and other literary works can constitute a rich resource of illustrative material for 

researchers in the social sciences. For example, Ainsworth and Hardy (2004.153) also draw 

upon McEwan's writing, using his portrayal, in Amsterdam (1998), of the 'infinitely 

diluted...finely dissolved' Vernon Halliday, to encapsulate the notion of postmodern (non-) 

identity which is central to their research.

Novels, populated with fictional, 'made-up' identities can offer valuable insights to the 

researcher concerned with processes and outcomes associated with making up or 

constructing identities within organisations. Novelists usually also have the advantage of 

being more accomplished writers than academics (Ainsworth and Hardy, 2004). It should 

be noted, however, that while students of literature and literary theory may be required to 

emulate the writerly skills of Barthes and Derrida, the primary onus on social science 

students is to say 'something interesting about society' (Czamiawska 2004.135) rather than 

to say it beautifully.
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A direct parallel has already been drawn between the role of researcher and that of novelist 

(Bakhtin, 1981). Novelists and researchers who are interested in discourse deliberately 

embrace within their work the heteroglot, (diverse) languages or 'social voices' (Bullock and 

Trombley, 1999.390) of others, steeped in broad, socio-ideological contexts and local, 

biographical idiosyncracies. Bakhtin views history and society themselves as 'texts' into 

which the writer inserts him/herself, first by reading and then rewriting them (Kristeva, 

1980.65). It is difficult to see how researchers, working from a theoretical model which 

posits the centrality of language and the interconnectedness of texts, could justify the 

exclusion of the texts of novelists, playwrights and poets as if they were a thing apart from 

the language of the social world. Within literature, language is placed in 'a self-conscious 

relationship to itself (Eagleton, 1983.98). Literary writers are judged by their ability to do 

things with language and 'their texts shape our discourse' (Ainsworth and Hardy, 2004.153). 

For Ricoeur, fiction and poetry have the capacity to open up the possibility of new ways of 

being-in-the-world, by virtue of their capacity to re-describe reality and subject it to 

variations through works of the imagination (Ricoeur, 1981.142).

Summary

This chapter began with an extended exploration of key concepts within literature concerning 

organisational discourse and stories. Foucault's work on discourse, power and resistance 

offers a disturbing depiction of the de-centred human subject, bereft of agency, denied the 

hope of historical progress, whose body and 'soul' are disciplined by powerful, autonomous 

discursive practices. Why then is it so compelling and intellectually stimulating? It may be 

due to Foucault's ability to look at things differently and show us what we could not see 

before, as humans occupying subject positions created by discourse. Herein lie both the 

strength and the flaw in Foucault's position, for his own theories leave him without a 

position outside discourse from which to speak. His writing is steeped in a sense of political 

engagement but he is unable to tell us who should act, when and in what cause. More 

promising in terms of my own philosophy and this thesis was the work of Bakhtin and 

Ricoeur, whose emphasis on dialogue, intertextuality and the recovery of meaning reinserts 

the potential for human creativity, participation and belonging into the social linguistic 

sphere. I shall approach the transcripts of the conversations, aware of their distance from the 

original speech event they record, but committed to offering an 'explication of the type of
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being-in-the-world unfolded 'in front of the text' (Ricoeur, 1981.141 emphasis original). 

Two sobering facts emerged from a brief exploration of recent research on organisational 

stories: first, I have to recognise that I am part of a trend in social sciences research in which 

studying narratives in general and stories in particular is much in vogue: and second, 

contrary to popular belief, organisations may not be the best hunting ground for stories.

Drawing on an extract from a contemporary novel, a political diary, the work of several 

literary theorists and social science scholars, the chapter concluded with an attempt to enlist 

support for my preference for surveying a wider range of literature for this thesis than the 

strictly academic. I am left feeling more convinced than ever that the binary opposition 

between the concepts of 'fact' and 'fiction' is difficult to maintain, particularly in the context 

of ideas about truth and authenticity in relation to texts and their interpretation. 

Nevertheless, as I draw this critical survey of literature to a close and start the process of 

analysing the transcripts, there are two related factors I must bear in mind. First, I should 

ensure my interest in discursive practices does not become an end in itself, robbing my thesis 

of its emancipatory potential to contribute to the sum of knowledge about human experience 

of mergers and acquisitions. Second, I should be alert to the dangers of over valorising 

personal experience. I have declared from the outset my commitment to focusing on the 

experiences of those most closely affected by the merger. The nature of the data I have 

gathered and the manner in which I did so flow directly from this commitment. My own 

style as a writer is to insert myself into the text, drawing on personal experience, whenever it 

seems helpful or more convincing to do so. I must be careful therefore not to let this 

predilection obscure the 'recalcitrance of facts' (Gabriel, 2000.162) concerning the merger 

and the wider socio-economic and political contexts in which it occurred. These factors will 

inform my methodology which is set forth in detail in the next chapter.
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Chapter Six: Methodology: a life history

If Gill and Johnson's assertion is correct and research methodologies are:

'determined not only by the nature of the topic being investigated and 
the resources available but also by the particular training and 
socialisation processes to which the researcher has been exposed' (Gill 
and Johnson, 1997.6)

it follows that critical review of these determinants is required as an integral part of this 

chapter. In order to expose to scrutiny a priori factors and predilections, I therefore include 

consideration of circumstances that prompted the research proposal, resources that were 

available to me and what I brought to the project as researcher. If Burrell and Morgan's 

(1979) assertion is also correct and the research methodology adopted by individual social 

scientists is influenced by assumptions they make concerning ontology, epistemology and 

human nature (Burrell and Morgan, 1979), it follows that this chapter should offer insights 

into my philosophical position and its relation to my research practice.

Building on an early version of this chapter drafted as an assignment for the taught element 

of the DBA programme, I have constructed what Silverman (2005.306) calls a 'natural 

history' style of methodology chapter. My reasons for adopting Silverman's approach are 

fivefold. First, I discovered early in the DBA programme that progress in research is rarely 

linear and that 'practice has a logic which is not that of logic' (Bourdieu, 1977.109). I 

therefore did not expect:

'a clear-cut sequence of procedures following a neat pattern but a 
messy interaction between the conceptual and empirical world' (Gill 
and Johnson, 1997.2).

Although I devised orderly plans and work schedules, I also came to understand the 

importance of remaining open to the unexpected and serendipitous. There were times when 

failure to adhere to my schedule of work proved more productive than a disciplined 

approach. Much of my best work seemed to arrive in my head, fully formed, after I had 

abandoned my desk in despair, unable to craft another paragraph. Second, I believed that a 

natural history approach could enhance the validity of my research by providing others with 

transparent accounts of process, including failures and cul-de-sacs, and the rationale behind 

decisions. Third, I hoped it would enhance the generalisability of my research by making
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available to others my methodological protocols. Fourth, storytelling lies at the heart of this 

project and the methodology is part of the story. Lastly, I have always been committed to 

producing research that made sense to those who might have an interest in it. There seemed 

to be a good chance that a natural history of my research would prove a more interesting, 

accessible read than a more formal methodology chapter.

According to Denzin (2001.32) 'interpretive research begins and ends with the biography and 

self of the researcher'. This story begins when my biography intersected with a pivotal point 

in the life of RWCMD and an embryonic research question took shape. The first episode of 

the story includes an introduction to the researcher, a description of the context in which the 

research took place and an account of the early development of the research question.

Episode One: Introductions

I was employed at RWCMD, as Vice Principal (Academic), for a total of nine years between 

September 2002 and July 2011. Prior to that I had worked within higher education for more 

than a decade, initially as a lecturer in cultural theory and aesthetics, and subsequently as a 

senior academic manager. All but three years of my career have been spent in small higher 

education colleges, specialising in performing arts. I hold an undergraduate degree in 

English Language and Literature and a postgraduate degree in Social Policy and Applied 

Social Work Studies, together with a Certificate of Qualification in Social Work. While I 

have always undertaken scholarly activity with relish, I have never established a track record 

in research. Throughout my career, I retained the hope I would one day gain a doctoral 

qualification. I suspected, however, that a part-time research degree would be just as 

demanding as a full-time job and could only be accommodated if it related directly to the 

full-time job I was already doing. Nothing that has happened over the last four and a half 

years has made me think otherwise.

In Chapter One of this thesis, I present a detailed account of the process that led RWCMD to 

seek a structural partnership with another institution. In January 2007, after exploring a 

range of models and potential partners, the College became a wholly-owned subsidiary 

company of the University of Glamorgan. The initial formulation of my research question 

sought to evaluate:
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'the efficacy of the model of the wholly-owned subsidiary company as 
a means of safeguarding the ethos and autonomy of a small specialist 
higher education institution acquired by a much larger non-specialist 
higher education institution.'

'Ethos' and 'autonomy' appeared in italics from the start, indicating I was using the concepts 

provisionally, as part of the process of constructing a more satisfactory vocabulary. The 

words 'ethos' and 'autonomy' imply a soft-edged rather than a hard-nosed business approach 

suggesting that the reality which mattered to me was one Gergen (2001.185) might describe 

as 'relational'.

My doctoral studies have constantly challenged the formulation of the research question. 

The first year of my DBA studies consisted of eight intensive weekends, covering taught 

modules in research methods that all students take prior to embarking on their theses. During 

these sessions, I was exposed to a wide range of researchers and perspectives. My notes 

from that time are littered with attempts to re-articulate my question in terms of each new 

approach I encountered. It soon became clear to me that evaluating the efficacy of the model 

of the wholly-owned subsidiary company would probably entail a hypothetical comparison 

with other models of merger not selected by RWCMD and the University. It was difficult to 

see how this could be of greater value than the options appraisal the partners had been 

obliged to undertake prior to merger. It was not mergers and acquisitions per se that were of 

interest to me, but the potential impact of this particular merger on 'the ethos and autonomy' 

of the College. Having reached a point where every research approach seemed to have its 

merits and the potential scope of the project was expanding daily, a DBA tutor helpfully 

suggested I construct a Venn diagram to help me visualise and prioritise my research 

interests. The result, which is presented as Figure 1 in this thesis, (see page 17 above) 

proved invaluable in giving shape first to the literature review chapters and subsequently to 

the associated chapters of findings and discussion.

Despite this increased clarity, initial forays into the literature generated more uncertainty 

about terminology. I found that merger and acquisition literature acknowledged the 

significance of'organisational culture' (Riad, 2005; Cartwright and Cooper, 1990), 

'organisational identity' (Zaheer, Schomaker and Gene, 2003) and 'acculturation and 

adaptation processes' in post-merger integration (Nahavandi and Malekzadeh, 1988).
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Organisational culture literature presented a cluster of provisionally unsatisfactory concepts, 

which included character (Harrison, 1972), culture (Schein, 1996; Golden, 1992; Meek, 

1988; Smircich, 1983; Geertz, 1973;), identity (Ravasi and Schultz, 2006; Gioia et al, 2000), 

image (Gioia and Thomas, 1996) and habitus (Bourdieu, 1977). Discourse theory seemed to 

feature only to a limited extent in literature explicitly concerned with mergers and 

acquisitions (Riad, 2005; Vaara, 2002). It featured more frequently in literature concerning 

organisational change in general (Cairns and Beech, 2003; Feldman and Skoldberg, 2002; 

Gioia and Thomas, 1996; Ravasi and Schultz, 2006) and prominently in the literature 

concerned with organisational culture (Chreim, 2005; Boje, Oswick and Ford, 2004; 

Humphries and Brown, 2002; Gioia, Thomas, Clark and Chittipeddi, 1994; Jeffcutt, 1994; 

Boje, 1991; Martin et al, 1983; Clark, 1972).

My interest in theory concerning organisational discourse and stories is methodological as 

well as theoretical. Much of the social science literature offers guidance concerning skills 

and techniques for eliciting narratives via interviews and/or analysing data so gathered 

(Silverman, 2005; Denzin, 2001; Hollway and Jefferson, 2000; Holstein and Gubrium, 1995; 

Stake, 1995; Riessman, 1993; McCracken, 1988). Other texts which inform my 

understanding of discourse analysis are located within literary theory (Genette and Lewin, 

1988;; Genette and Lewin, 1983; Barthes, 1977) and philosophy (Foucault, 2001).

The initial formulation of my research question gave no indication that the third component 

of the Venn diagram might be organisational discourse and stories. Given my academic and 

career history, it came as no surprise to me that my interest was drawn to stories people tell 

and worlds they create, through language. It was a surprise, however, to discover that skills I 

had acquired in literary criticism, literary and cultural theory, counselling, group-work and 

management, might all be used to good effect in doctoral research. I had assumed 

longitudinal, comparative studies, surveys, questionnaires and statistical analyses would be 

the order of the day. At the beginning of the DBA programme, I was briefly seduced by the 

apparent authority, confidence and 'hygiene' of those who adopt ontological assumptions 

deriving from the natural sciences. In my second assignment, I wrestled with quantitative 

methods with some success but failed to identify how they might yield the sort of knowledge 

that really interested me. When my third assignment was well-received it represented a
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watershed. I had taken risks, weaving literary material into the text, and was finding my own 

voice. My research question was revised radically at this point and subsequently subjected to 

a process of continuous refinement. By the time I submitted the penultimate draft of my 

Introductory Chapter, in February 2009, it had stabilised. Since that time it has read as 

follows:

'How is the identity of the Royal Welsh College of Music and Drama 
being constructed, eighteen months after the merger with the 
University of Glamorgan, by those most closely affected by it?'

My aim was to co-produce, with participants in my research, an account of how the 

organisational identity of RWCMD was being socially (re)constructed by its members, 

eighteen months after merger with the University.

Episode Two: Purpose and Philosophy

The shift between language used in the original research question and that of the revised 

version and aim is indicative of the clarity brought about by the DBA programme's sustained 

emphasis on research philosophy. The second episode of this story begins with a statement 

of the purpose of my research. It then provides an account of my emerging philosophical 

position in terms of ontology, epistemology and human nature and my encounters with 

various writers whose work helped me make sense of what I was trying to do and how I 

should go about it.

My purpose in undertaking this research is threefold: to generate knowledge about the human 

and cultural effects of merger on a small specialist higher education institution; to generate 

and apply grounded criteria for evaluating the merger project; and to locate the merger 

project in a broader socio-economic and political context. Burrell and Morgan (1979) lay 

their sets of philosophical assumptions against a continuum representing the subjective- 

objective dimension (See Appendix A). They then use the term 'debate' to describe the sort 

of talk in which people engage to locate their position(s) on the continuum. This suggests an 

adversarial dialogue, an either/or-ism which is borne out in the literature and was reflected by 

numerous contributors to taught modules of the DBA programme. I found the 'debate' a 

stimulating learning strategy but a dispiriting, restrictive way of approaching research. 

Instead my point of departure and return took the form of a set of core questions: What is it
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that I really want to know?; How can I best go about producing this knowledge?; Why am I 

doing this research? Answering these questions helped me understand where I was located 

on the continuum. Understanding where I was located on the continuum helped me answer 

these questions.

I really wanted to know what people who saw themselves as part of RWCMD were making 

of the merger. I was interested in how they were constructing the identity of the College and 

making sense of changes they were experiencing. The very language I used implied I was 

locating myself towards the subjective, nominalist extreme of the ontological continuum. 

Nominalism regards the concepts used to structure reality as no more than conventional 

names and labels. However, I also really wanted to know how this process of social 

construction related to wider socio-economic and political contexts. This moved me a 

certain distance along the ontological continuum in the direction of the objective, realist end, 

which, at its extreme, sees:

'Only one world: the 'real world' or the 'world of our experience' 
(Popper, 2002.16 emphasis original).

I set about searching for theory which could make sense of this ontological orientation.

From different ontological positions both Weick and Kuhn insist that both the subjective 

point of view and external reality must be taken into account. In his analysis of the Mann 

Gulch disaster, in which a hastily assembled team of 'smoke-jumpers' underestimated the 

force of a fire and sustained fatalities, Weick offers a vivid illustration of how social 

construction can literally be a matter of life and death:

'Mann Gulch shows the folly of arguing that sensemaking is a 
relativistic perspective which implies that any old interpretation is as 
good as any other. What Mann Gulch shows is that labels matter. 
Firefighters linger too long near an exploding fire they can't control in 
the belief that it is a "10.00 fire" they can control. The words as well 
as the fire determined their fate' (Weick, 2001.98).

Without abandoning his realist ontology, Kuhn describes graphically the barriers to 

communication between adherents of competing scientific paradigms:

'Practicing (sic) in different worlds, the two groups of scientists see 
different things when they look from the same point in the same 
direction. Again, that is not to say that they can see anything they
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please. Both are looking at the world, and what they are looking at has 
not changed (Kuhn, 1970.150).

Berger and Luckmann posit a social constructionist theory which accommodates both 

objective and subjective social reality:

'Man is biologically predestined to construct and to inhabit a world 
with others. This world becomes for him the dominant and definitive 
reality. Its limits are set by nature, but once constructed, this world 
acts back upon nature. In the dialectic between nature and the socially 
constructed world the human organism itself is transformed. In this 
same dialectic man produces reality and thereby produces himself 
(Berger and Luckmann, 1966.183).

Giddens (1984) is also concerned to put an end to the imperialism of both subject and social 

object:

"The basic domain of study of the social sciences.. .is neither the 
experience of the individual actor, not the existence of any form of 
societal totality, but social practices ordered across space and time 
(Giddens, 1984.2).

Bourdieu offers a 'theory of practice' as an escape route from 'the ritual either/or choice 

between objectivism and subjectivism' in which the social sciences are trapped (Bourdieu, 

1977.4).

I concluded that I could best go about producing the knowledge I sought by engaging 

interactively with the people most closely affected by the merger. I intended building up 

understanding of their (our?) experience(s) via conversation and examination of relevant 

documents. This intention placed me at the subjective, anti-positivist extreme of the 

epistemological continuum. I was also seeking an epistemology which was capable of 

encompassing understanding of relations between knowledge and power; the ways in which 

knowledge structures things; and how knowledge itself is structured. This acknowledgement 

of a valid frame of reference, external to the participants, again moved me a certain distance 

along the epistemological continuum in the direction of the objective, positivist end.

Who is in the know and who does not know? The researcher can be seen as occupying a 

paradoxical position in society as one whose specialist role simultaneously involves 

possession and lack of knowledge. Members of RWCMD can be seen as occupying an
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equally paradoxical position. It is possible that members' stories will simultaneously be 

known only to them and remain largely unknown to them in any conscious form until the 

moment they articulate their narratives. Not even the act of narration guarantees narrators 

'true' knowledge of their own practice in the world:

'The explanation agents may provide of their own practice, thanks to a 
quasi-theoretical reflection on their practice, conceals, even from their 
own eyes, the true nature of their practical mastery, i.e. that it is 
learned ignorance (docta ignorantia), a mode of practical knowledge 
not comprising knowledge of its own principles' (Bourdieu, 1977.19 
emphasis original).

There is a sense, then, in which everyone involved in my research could be seen 

simultaneously as 'knowledgeable', in a state of 'learned ignorance', subject to the effects of 

power and the regimes of truth of discursive practices, and capable of contributing to the 

creation of new knowledge. As researcher, I aimed to:

'construct the generative principle (of practices) by situating (myself) 
within the very movement of their accomplishment' (Bourdieu, 
1977.3).

I hoped that as a researcher/member of RWCMD, I might be well placed to engage in these 

inter-subjective social processes.

Marx articulated his understanding of the scope of human autonomy rather gloomily:

'Men make their own history, but they do not make it as they please; 
they do not make it under self-selected circumstances, but under 
circumstances existing already, given and transmitted from the past. 
The tradition of all dead generations weighs like a nightmare on the 
brains of the living' (Marx, 1852).

Without Marx's pessimism, my own position on the human nature continuum reflects his 

compromise between voluntarism and determinism. To the extent that we are all fellow 

members of RWCMD, Bourdieu would argue, we all operate in the context of the same 

'habitus', which he defines as being:

'produced by the structures constitutive of a particular type of 
environment.... Systems of durable, transposable dispositions, 
structured structures predisposed to function as structuring structures, 
that is, as principles of the generation and structuring of practices and 
representations' (Bourdieu, 1977.72 emphasis original).
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The concept of 'habitus' offered me an intellectually rigorous means of reconciling the 

structural determinism of a social world which is 'always already in place' with the potential 

for human agency presented by a social world that is 'never fixed'.

Episode Three: Research Design

Given this account of my emerging philosophical position, it is unsurprising that I adopted an 

idiographic methodology focusing on relational and communal aspects of human social 

experience. In the third episode of this story I present my research design, describing how I 

planned to operationalise my methodology and why.

Much guidance on research design is predicated on the familiar either/or-ism between 

positivist and social constructionist approaches. Johnson and Harris in Partington (2002) 

suggest that research questions directly influence choice of research design, determining

'whether the research is theory-testing or theory-generative, 
predominantly qualitative or quantitative in terms of data collection 
and analysis, and focused on single or multiple units of analysis' 
(ibid. 100).

Other sets of binary choices include: independence or involvement of the researcher; large or 

small samples; theory or data first; experimental designs or fieldwork; universal theory or 

local knowledge; verification or falsification (Easterby-Smith, Thorpe and Lowe, 2002.43- 

52). My research question would be categorised as 'loose' by Johnson and Harris (2002) 

inasmuch as it offered little prospect of yielding hypotheses, constructs, relationships and 

variables capable of being tested systematically. It sought, rather, to generate constructs and 

identify relationships by means of the research process itself. It was envisaged that data, 

generated by fieldwork rather than experimental design, would therefore precede theory.

I adopted a qualitative approach for a variety of reasons. The project involved a study of one 

small organisation at a pivotal point in its history. A quantitative analysis would have run the 

risk of having nothing to say of general interest (universal theory) while obscuring 

everything of particular interest (local knowledge). My personal skills and preferences are 

language-based and interpersonal. Ultimately I believed the 'identity' of RWCMD was 

primarily constituted through discourse and practice. The analysis of narratives in extant

1191 Pace



documentation and elicited from interviews therefore seemed to represent a fitting research 

method.

In order to generate knowledge about the human and cultural consequences of the merger, I 

planned to gather and analyse data from documentary material and semi-structured 

interviews with members of RWCMD. Initially my concern was to minimise the extent to 

which my presence might contaminate the interview process. I was convinced that as a 

senior member of staff and key player in the merger, it would be necessary to neutralise my 

influence, to 'manufacture distance' (McCracken, 1988.23). I saw these concerns primarily 

as matters of procedure rather than ontological and epistemological issues. I imagined my 

informants would be:

'epistemologically passive, not engaged in the production of 
knowledge' (Holstein and Gubrium, 1995.8).

Without articulating my position (because I did not realise I was occupying one) I was acting 

as if there were objective knowledge about an external reality waiting to be discovered, 

which my informants would communicate, unambiguously, in words which did nothing more 

or less than represent their experience.

Once I grasped that my research question and philosophy, together with my biography, 

would shape my methodology, I saw the interviews in a different light. Instead of regarding 

them as an instrumental process which would produce the knowledge I sought by providing 

answers to my questions, I began to see them as a dynamic, generative, narrative process at 

the heart of the creation of knowledge: more conversation than interview. I ceased feeling 

embarrassed about my role as researcher. Instead of regarding it as hopelessly compromised, 

I realised that each research role presents its own peculiar limitations and opportunities. I 

determined to:

'understand (my) effect upon and role in the research setting and 
utilize this knowledge to elicit data (Gill and Johnson, 1997.115).

My view of the documentation also changed. Instead of regarding it as a factual, objective 

record, I began to see it as a collection of human artefacts, constructed by people with vested 

interests in telling one story rather than another.
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Barthes claims that:

'The narratives of the world are numberless.. ..under this almost 
infinite diversity of forms, narrative is present in every age, in every 
place, in every society; .. .there nowhere is nor has been a people 
without narrative.. .narrative is international, transhistorical, 
transcultural: it is simply there, like life itself (Barthes, 1977.79).

The literature abounds with accounts of story-telling in organisations. Narratives can be used 

to establish legitimacy (Golant and Sillince, 2007); to inspire commitment to a benevolent 

organisation (Clark, 1972); to legitimise distancing from a bad organisation (Martin et al, 

1983); to make sense and give sense (Ravasi and Schultz, 2006); or to claim success and 

redistribute responsibility for failure (Vaara, 2002). I decided to draw on English Literature 

and literary theory concerned with storytelling, as well as social science theory and practice, 

to develop appropriate narrative analysis techniques for my chosen context.

This raised the issue of the unit of analysis which remained troublesome throughout the 

process. From the outset I was comforted to note that the unit of analysis 'tends to be 

frequently redefined in the course of the research' in story-based research (Gabriel, 

2000.140). Several possibilities are posited:

'(The unit of analysis) may be the individual story, the individual 
storyteller, specific incidents in an organization's history (e.g. an 
accident or a crisis), specific story themes.. ..or particular types of 
story. Alternatively a particular organization may be the unit of 
analysis either as a space where stories happen (how many stories, 
what type of stories, and so on) or as the topic of stories (for example, 
what kind of stories are told about IBM or McDonald's)' (Gabriel, 
2000.140).

I intended (co)-producing knowledge about the kind of stories told about RWCMD, which 

suggested that the College might be the unit of analysis. I could, like Connolly et al (2006), 

have adopted a 'Canterbury Tales' approach and regarded either individual storytellers or 

categories of interviewees as the units of analysis. Alternatively Gabriel (2000.147) 

proposes a typology of organisational stories: comic, epic, tragic, romantic, gripes, traumas, 

practical jokes. I was also intrigued by the effect of a specific incident, the merger. I 

wondered whether I would find that this was perceived by members as a crisis in the history 

of RWCMD. If so, I thought this too might serve as the unit of analysis.
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Provisionally I decided to regard RWCMD as the overall unit of analysis, not as a 

geographically located 'place' but as an organisation which itself is a social construct 

(Starbuck, 2007; Meek, 1988). As I developed my research plan, I was determined to 

prevent the volume of data becoming unmanageable by restricting the number of participants 

to a dozen. Both daunted and stimulated by the fact that I had no idea what themes would 

emerge from the conversations, I laid down some outline plans. Initially, the primary code of 

analysis was to be attributes of identity. I would also code for individual storytellers (with a 

planned sample size often individuals and two groups, each of six students), categories of 

storytellers (with a sample size of six), types of stories and themes of stories (potentially an 

infinite variety, but ultimately limited by the small sample of storytellers). As data emerged, 

I intended keeping this framework under review and control by using NVivo 8, a software 

package designed for working with unstructured information like documents and transcripts. 

I intended using NVivo for data management alone and did not plan to exploit its capacity 

for generating analyses and models.

While I was committed to co-constructing narratives from the viewpoint of interviewees, I 

was equally interested in constructing a collective reading of those narratives and locating 

them in wider socio-economic and political contexts. Power relations, in their more obvious 

manifestations, play a prominent part in mergers. When undertaking data analysis, I 

promised myself I would be sensitive to both more and less obvious kinds of power relations 

including those which determined what stories could and could not be told, who could speak, 

to whom and in what contexts.

According to Foucault, power-knowledge relations, in their more diffuse, ubiquitous 

manifestations, constitute individual subjects, produce discourse and generate effects of truth. 

Foucault does not elaborate on his methodological protocols and they are not self-evident 

(Sarup, 1988). It is therefore difficult to adopt them. I planned, however, to try to emulate 

his capacity to pose questions about discourse and power which are intellectually disruptive, 

as illustrated by Rabinow:

'In a methodologically typical fashion, Foucault avoids the abstract 
question: Does human nature exist? and asks instead: How has the

122 I P a ne



concept of human nature functioned in our society?' (Rabinow, 
1991.4).

I was not only interested in the stories people tell, I was also interested in their provenance, 

prior to the act of narration, the purposes they serve, what they do and the extent to which 

they can be understood as specific manifestations of latent grand narratives. Psychoanalysis 

was therefore potentially of particular interest. The relationship between psychoanalytic 

theory and Freud's case histories can be seen as symbiotic. As Freud analysed the 

idiosyncratic stories told by Dora, Rat-Man or Little Hans so he (they together?) constructed 

the grand narrative of which their tales were local variations. The key to understanding the 

psychopathology of everyday life lies in making such connections between stories of 

different orders. The stories are all different, yet all essentially the same.

Drawing on the psychoanalytic work of Klein (1988) concerning anxiety and object relations, 

Hollway and Jefferson develop the concept of the 'defended subject' in the context of 

qualitative research that uses narrative interviews. They apply the concept to both researcher 

and researched whom they describe as:

'anxious, defended subjects, whose mental boundaries are porous 
where unconscious material is concerned (Hollway and Jefferson, 
2000.19-23 & 45).

They posit the 'biographically unique', 'defended subject' as a concept capable of accounting 

for individual differences between people, which remain unaccounted for by a theory of a 

'discursive subject' alone (Hollway and Jefferson, 2000.14 & 23). As a 'defended subject' 

myself, I planned to enhance the validity of my work by exposing it to the scrutiny of my 

supervisors and fellow DBA students.

I recognised that the processes of data collection and analysis had begun long before I 

consciously engaged in them during the DBA programme (Stake, 1995). I brought to the 

project the challenges and limitations of my own long-standing predispositions as researcher 

(Gill and Johnson, 1997). My interest in undertaking doctoral research had emerged from 

my close involvement in the merger process, driven initially by a need for something 

perilously akin to justification.
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When I enrolled on the DBA programme, I was already recasting my knowledge of 

RWCMD in the mould of a potential doctoral thesis. Initial exploration of the literature, the 

iterative, theory-laden process of articulating a research question and the identification of an 

appropriate methodology had all shaped the data I planned to gather and the type of analysis 

to which they were susceptible.

By the time the original version of this chapter had been drafted, in May 2008,1 had prepared 

invitations to participate in the project, together with information sheets and consent forms 

(see Appendices B, C and D). I planned to send these out to eligible members of RWCMD 

later that month. Members were defined as students, staff, or directors of RWCMD. The 

criterion for eligibility was that the individual's membership spanned the period between 

October 2006, three months prior to merger, and July 2008, which marked the end of the 

implementation period. In selecting staff and directors for interview, I sought the richest 

variety of experience. I had decided to ask the Student Union President to select the two 

groups of students on the same basis. Throughout the merger process, students had shown a 

preference for being consulted in groups rather than individually or en masse.

I then planned to conduct and record semi-structured interviews with individual members of 

staff and directors and groups of students over a three-week period during June-July 2008. 

Interviews were to last no longer than one hour, to maximise focus. Only one 

individual/group session was to be scheduled on any one day. This would enable me to listen 

to recordings immediately after sessions and make notes of my recollections, particularly of 

non-verbal elements of the interaction (Partington, 2002). This process, together with the 

gap between interviews, was designed to ensure that each session would be concluded before 

the next began. Without losing momentum, I wanted to be able to enter each encounter 

unencumbered by unfinished business, well-prepared but 'staying open to surprise' 

(Partington, 2002.110). I anticipated having transcriptions of recordings made 

professionally during July 2008 and reworking them myself during August 2008 to 

incorporate personal recollections.

Analysis of the transcripts was scheduled to begin in earnest in September 2008. I expected 

to spend a year on that iterative process. Given my commitment to producing research which

124 | Page



makes sense and is useful to interested parties, I believed it was essential that data collection, 

coding and analysis were conducted jointly (Glaser and Strauss, 2008) to ensure that 

theorising occurred, not at a level of abstraction, but close enough to the field to be of 

practical use. For this reason I was drawn to aspects of grounded theory as expounded by 

Glaser and Strauss (2008), which I had only recently encountered for the first time. I 

planned to employ the 'constant comparative method' of analysis (ibid. 106), constructing 

'substantive' rather than 'formal' theory (ibid.79).

Now that RWCMD was part of the Glamorgan Group, it could have been argued that 

virtually all documentary material produced since the merger was of relevance to my 

research. To keep the workload manageable, I decided that I would have to restrict the 

quantity of documentary evidence. I had already compiled a set of extant documents from 

the merger project. Further documentary material from bodies charged explicitly with 

oversight and evaluation of the implementation period were to be compiled in July 2008. 

Analysis of documentation would run in parallel with analysis of interview transcripts.

The literature review was already under way, inasmuch as I had started reading, and I hoped 

to produce an initial draft by the end of 2008. Thereafter I anticipated a process of perpetual 

revision, as additional reading and data analysis were undertaken. I set myself the target of 

writing up the thesis between September 2009 and December 2010.

Episode Four: Operationalisation

I knew that I was unlikely fully to meet the demanding standards and deadlines I had set 

myself, but even so I have been surprised and sometimes dismayed both by the failure of 

imagination that my initial plans betray and by the extent to which my efforts have fallen 

short of my aspirations. In this fourth episode of the story, I describe what actually did and 

did not happen as I tried to implement my research design.

The first things to go awry were the number, categories and distribution of participants. 

Almost immediately after I sent out my letters of invitation, I received more responses from 

staff than I needed. Unfortunately they were all from Music academic staff: no Drama 

academic or administrative staff replied at all. I happened to mention the lack of response to 

a member of the administrative staff who informed me that she would be delighted to
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participate, but as I had addressed my email to 'all staff, administrative staff had all assumed 

it applied only to academics. The potential significance of this in terms of which people feel 

they have a valid voice within RWCMD was not lost on me. Initial lack of response from 

Drama academic staff was not atypical either. Music academic staff tend to be the first to put 

themselves forward for representative roles on College committees and working groups, 

while Drama staff find it difficult to make such commitments fit with their timetable. 

Supplementary, dedicated emails to administrative and Drama academic staff, respectively, 

swiftly produced the desired response.

Similar problems arose with the student groups, but so late in the day that they could not be 

resolved. Despite reassurances that the requisite number and cross-section of students was 

lined up, only half the promised number materialised. They were all Music students and not 

all of them had been members of RWCMD throughout the specified period. Once again, the 

preponderance of Music students can be regarded as typical. The Student Union Executive 

was almost exclusively made up of Music students and, while Acting students in particular 

were regarded as the life and soul of College social events, Drama students rarely took on 

representative responsibilities.

An invitation to Jane Davidson, who had been Minister for Education and Lifelong Learning 

in the Welsh government at the time of the merger went unanswered for a long time and was 

ultimately declined on the grounds that she could not give interviews pertaining to her 

previous role.

The next issues to arise prompted a positive adjustment to my plans. Several of those who 

responded to my initial invitation had not been members of RWCMD throughout the 

specified period but nevertheless expressed a strong wish to participate. As I began the 

process of recording the conversations, as I now called them, it became clear to me that 

people who had joined RWCMD during the specified period were playing a significant role 

in constructing the identity of the College post-merger and should be included. This chimed 

in with the misgivings I had about silencing the voices of those who had left during the 

specified period and I decided to invite them to participate too. My supervisor then 

suggested I include in the conversations additional representatives of the University, whose
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mode of engagement with RWCMD could be classified as a form of membership. All hope 

of restricting the number of respondents to a dozen was abandoned, but the richness of my 

data was greatly enhanced.

I classified the total of thirty-two participants under the following headings: academic staff 

(6); administrative staff (9); senior management (7); student (7); former governor and/or 

director of the new company (11); constant member throughout the specified period (20); 

new arrival (6); recent departure (7); male (22); female (11). Every participant was bound to 

be classified either as male or female and either as constant member or in one of the mutually 

exclusive categories new arrival/recent departure. It was possible to be categorised under 

multiple headings, such as member of administrative staff and governor and this was the case 

for 11 participants. This meant that I had to be alert during the conversation, and 

subsequently when analysing the transcript, to the subject position(s) from which each 

participant was speaking, ever mindful of the possibility that they might not be among those 

that I had pre-ordained.

I started recording the conversations in July 2008, two months late, but instead of 

completing the process in three weeks as planned, I did not finish until November 2008. The 

extended timeframe can be explained in large part by my decision to increase the number of 

participants but it was exacerbated by my failure to realise that setting three weeks aside in 

my own diary was no guarantee that anyone else would be available. For the most part, I 

honoured my commitment to restrict conversations to one hour and, although I had to 

concede to holding two conversations in one day on a few occasions, there was always a 

sufficient gap between them in which I could process my thoughts. I have to confess that, 

once I had successfully uploaded the recording just after the conversation, I could never face 

playing it back immediately to capture recollections of non-verbal communication and my 

unspoken thoughts.

I met first with the two groups of students. I was slightly apprehensive about testing out my 

semi-structured framework for the very first time and had to deal with my disappointment 

about the low turnout. I framed the conversations around the following sequence of 

questions:
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  Could you describe your personal experiences of the process leading to the Strategic 
Alliance between the College and the University of Glamorgan?

  In what ways do you think the College might be different now if the Strategic 
Alliance with the University had never happened?

  How has the Strategic Alliance with the University of Glamorgan affected your 
experience of being a student here at the College?

  How would you describe the College to someone who was thinking of coming to 
study here?

  How would you describe the College to a prospective employer?
  In what ways has the Strategic Alliance changed the way you might describe the 

College?
  What do you personally value most about the College?

The first prompt did not get the conversations off to a good start. It did not work as an ice 

breaker and I found myself having to move on without an adequate response to a crucial 

question for my research.

A few days later I had a similar experience when I launched the first of the individual 

conversations with a similar question. I decided to make a change and adopted the following 

framework of questions for the remainder of the conversations:

  What was the College like when you first arrived?
  What is it like now?
  Could you describe your personal experiences of the process leading to the Strategic 

Alliance between the College and the University of Glamorgan?
  In what ways do you think the College might be different now if the Strategic 

Alliance had never happened?
  How has the Strategic Alliance with the University of Glamorgan affected your 

experience of working here at the College?
  How would you describe the College to someone who was thinking of coming to 

work here? Or to study?
  hi what ways has the Strategic Alliance changed the way you might describe the 

College?
  What do you personally value most about the College?

The new ice-breaker was so effective in getting people to tell their stories that I rarely had to 

refer to my prompt cards. It was as if the sequence of questions I had devised was simply 

plotting the natural course of conversation.

Now that the number of recorded conversations had risen to twenty-seven (one participant 

chose to provide a brief written reply to the prompt questions), the cost of getting them
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transcribed professionally had escalated to more than £2000. Appalled, I decided to do the 

job myself, convincing myself that greater familiarity with my data would more than 

compensate for the potential loss of the objectivity and accuracy provided by a professional 

transcription agency. By the end of August 2008,1 had spent more than twenty-four hours 

transcribing less than two hours' recorded material. Despite my attempts at objectivity the 

transcripts still contained stage directions such as: 'laughs wryly' and 'snorts derisively'. I 

knew this would not do but it was becoming an obsession and I found it hard to let go of my 

hard-won interpretive nuances. Fortunately I realised that I was facing a choice between 

completing the transcriptions and completing my doctorate and saw sense. I secured a 

research grant from the College for £500 and invested £1500 of my savings in getting the 

interviews transcribed professionally. It ranks among the best investments I have ever made.

By December 2008, according to my research design, I should have completed three months 

work analysing the transcripts and relevant documentation and produced an initial draft of 

my critical appraisal of literature. In the event, I had only just completed gathering the data 

from the conversations and getting them transcribed. I made some initial attempts at 'open 

coding' of the transcriptions using NVivo. This entailed reading through a transcript section 

by section, identifying concepts that seemed to encapsulate what was being said and using 

these concepts to code words, sentences or paragraphs. The idea was that, eventually, I 

would be able to detect patterns and clusters and organise my open coding into a more 

sophisticated model of interrelated concepts. After a few hours, however, I had produced 

literally hundreds of these concepts or 'free nodes' in NVivo, leaving me more, not less, 

overwhelmed. The likelihood that I would have the capacity to undertake a close analysis of 

pertinent documentation was diminishing rapidly as the magnitude of the task in hand 

became clearer. I was still reading and downloading articles but nothing resembling a draft 

review of literature had been produced. The introductory chapter I had submitted had 

received a negative response from my supervisor. I was grinding to a halt. Although the 

revised version of my introductory chapter was well received in February 2009,1 would 

achieve little more for the rest of the academic year.

With hindsight I regard this as a fallow period. The ground had been ploughed and harrowed 

but not yet sown. Nothing was produced for more than six months but the latent potential for
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productivity was increased rather than diminished by letting things lie for a while. In the 

meantime, several developments rendered the ground more fertile.

First, I undertook some training in the use of NVivo, testing out the software using my own 

data. The trainer asked me to complete two simple tasks which were to have a significant 

impact on the course of the research project. Horrified to hear that I was still working with 

transcripts which bore the names of participants, she insisted that I allocate codenames, 

suggesting that it could also be fun choosing them. As storytelling is central to my research, 

I wrote a list of fairy tale characters and allocated them randomly to participants, matching 

them only in respect of gender. She also suggested that I should begin the process of data 

analysis by using the interview questions as a framework for coding all the transcripts. The 

combined effect of these actions was to make my data strange, interesting and amusing to 

me. When I called up the responses to a particular question and read the responses of 

Sleeping Beauty or Pinocchio, I saw them afresh and without prejudice because I had 

decontextualized them and could no longer remember who was who.

The second development, which was closely related to the first, was that I began to realise 

that grounded theory was not the right approach for my research. While I hoped that certain 

aspects, such as the constant comparative method, might still prove useful, I suspected that 

several of the central tenets were inappropriate in my case. Grounded theory encourages 

researchers to engage with data analysis as if they were a blank sheet, their creativity 

unconstrained by prior immersion in the literature (Strauss and Corbin, 1990). Emerging 

categories might then prompt a search of the literature, but this would flow from, rather than 

shape, the analysis. I was beginning to realise that I felt too close to my data to see it clearly. 

I was fearful of analysing it because I doubted I would discover anything I did not already 

know. Rather than stifling my creativity, a thorough prior study of the literature offered me 

the prospect of having my preconceptions challenged and my mind opened to a new range of 

possibilities.

The third event eventually brought the fallow period to a close. In July 2009,1 approached 

my supervisor, as a matter of courtesy, to ask his permission to accept an invitation to co 

author a conference paper with a colleague. He agreed, provided it did not interfere with my
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progress on my thesis, and graciously asked when he might expect to see a full draft. It was 

the wake-up call I needed. I declined the invitation and spent a tough but rewarding year 

researching and writing up an extensive critical review of literature. Chapter Two which 

considers the literature concerning mergers and acquisitions was submitted in September 

2009. The planned single chapter covering both organisational culture and organisational 

identity proved too unwieldy: Chapter Three, on organisational culture, was submitted in 

November 2009 and Chapter Four, on organisational identity, followed in February 2010. 

Finally, in July 2010, Chapter Five, which considers literature of organisational discourse 

and stories, was submitted and the review of literature was complete. I was proud of the 

result but felt every paragraph had had to be wrung out of me. My supervisor promised me 

that words would flow once I started writing about my own data.

Between July 2010 and December 2010,1 analysed my data. Revisiting the hundreds of 

useless 'free nodes' I had generated a year earlier made me determined to devise a more 

effective method of coding. My supervisor helpfully pointed out to me that I had already 

identified a broad framework in the way I had organised my review of literature. The simple 

device of adding the 'tree nodes', or super categories of 'mergers and acquisitions'; 

'organisational culture'; 'organisational identity'; and 'organisational discourse and stories' 

to the extant 'tree node' of 'interview questions' provided the requisite structure, within 

which I was free to respond creatively to whatever the data presented. In the spirit of the 

constant comparative method, I kept track of developing categories, printing off a record of 

the latest pattern of 'tree nodes' each time I finished analysing a transcript. When all the 

transcripts had been analysed, I was then able to identify precisely when a new category had 

been identified and reconsider transcripts that had been coded earlier in light of subsequent 

developments. I was pleased to note that fewer new categories emerged towards the end of 

the process, suggesting that I was reaching a point of data saturation.

If the first seven months of 2009 was a fallow period, the first three months of 2011 

constituted a purple patch. My supervisor had promised writing would get easier but even he 

was shocked when I produced three chapters of findings in as many months. I had decided to 

write four findings chapters, one for each of the four chapters of literature review. I was 

reasonably confident about the process as it seemed to require the same approach as an essay
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about a literary work: I had to trust both the text and my capacity to respond to it. 

Nevertheless, it started badly. I found the scholarly format of presenting my findings and 

supporting them with evidence drawn from the transcripts intensely boring to read. It was 

impossible to believe anybody else would be remotely interested. Trying to think about a 

better way of fulfilling my commitment to making my research accessible to all interested 

parties, I hit upon the idea of rewriting the scholarly text as a script for a documentary which 

would interweave direct quotations from participants with my commentary as narrator. I 

decided I would record the documentaries in RWCMD's recording studios using actors' 

voices to preserve the anonymity of participants. I would distribute them to participants and 

make them available to other interested parties on RWCMD's online research repository. It 

seemed to bring the work to life and I wrote freely until news that my post was at risk of 

redundancy threw me off track in early March 2011. The fourth and final findings chapter 

was not completed until after I had taken voluntary redundancy at the end of July 2011.

My supervisor needed convincing about this departure from the norm. Adopting the genre of 

a script presented a serious challenge in terms of communicating difficult concepts in plain 

English while still meeting the standards of intellectual rigour required of a doctoral thesis. 

Misunderstandings arose when the fairy-tale codenames appeared without explanation in the 

draft scripts. It was assumed they represented value judgements I had made about the 

individuals whose identities they obscured. They did not disappear until feedback from a 

participant on the draft scripts confirmed my supervisor's firmly held view that they 

distracted attention from the text. Deleting them on a grey afternoon in late November 2011, 

I felt unconscionably sad, as if I were saying a final farewell to old friends.

In justifying my approach I aligned myself with certain, though not all, aspects of 

Interpretive Interactionism, as expounded by Denzin (2001.15-16) who refers to the 

'performance turn in the human disciplines' and advocates the potential of the performance 

text to 'ask readers as viewers (or in this case listeners)... to relive the experience through 

the writer's or performer's eyes'. While not wishing to claim that the merger constitutes for 

participants what Denzin would call a moment of epiphany (or a profoundly life changing 

event), it could reasonably be described as a crisis in the life of RWCMD. As a researcher of 

this crisis, I do fulfil certain demands of Interpretive Interactionism: I have personal
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experience of the events about which I write; I secure biographical experience from 

participants on which I base my interpretations; I make connections between events 

experienced by individuals and the public policy and institutional contexts in which they take 

place; I am 'openly present' in my text; and I make my values known (ibid.l). However, the 

merger is not a 'personal trouble' as defined by Interpretive Interactionism (ibid.2) so the 

detailed research method specified by Denzin for such matters is not applicable in this case.

Stake (1995) points out that people and educational programmes tend to make good case 

studies while events and processes do not. Heeding that advice, I have not adopted a case 

study approach but undertaken a study of the human effects of an event (the merger) and its 

associated processes (negotiation and implementation) within one organisation (RWCMD). 

The unit of analysis is also RWCMD as a place where and about which stories are told. The 

accounts of the merger provided by participants make it possible to form a view about how 

the identity of the College is being constructed, eighteen months after the merger with the 

University of Glamorgan, by those most closely affected by it.

Episode Five: Validity and Limitations

In the final episode of this story, I consider ways in which I have tried to enhance the validity 

of my research. I also offer observations about its likely limitations in relation to its 

methodology.

Silverman proposes five interrelated ways of enhancing the validity of qualitative research: 

refutability; the constant comparative method; comprehensive data treatment; deviant case 

analysis and using appropriate tabulations (Silverman, 2005.212). Popper expresses the 

principle of refutability, or falsification simply:

'what characterizes the empirical method is its manner of exposing to 
falsification in every conceivable way, the system to be tested. Its aim 
is not to save the lives of untenable systems but, on the contrary, to 
select the one which is by comparison the fittest, by exposing them all 
to the fiercest struggle for survival' (Popper, 2002.20).

In practice this has meant avoiding anecdotalism by returning to data to search for material 

which challenges emerging interpretations. I did not have the resources to engage in the 

constant comparative method by looking at different organisations in similar circumstances
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or by repeating the research exercise later. I remain unconvinced this would have enhanced 

the validity of the project. I would not have known whether similar or differing results 

constituted the better indicator of validity. I did, however, as described above, use the 

constant comparative method to ensure that emerging analytical categories were brought to 

bear on earlier interpretations. I also employed comprehensive data treatment. As I sought 

to identify stories and themes, rather than to subject extracts to detailed conversation 

analysis, I scrutinised all data repeatedly, retaining everything for inspection by others. My 

brief sortie into quantitative research during the DBA programme, required me to remove or 

transform 'outliers', data which were abnormal and distorted the mean. I have willingly 

adhered to Silverman's advice to account for outliers and deviants, which, by their nature, 

stood out and demanded attention. On several occasions in the findings chapters, reference is 

made to the contribution of 'one lone voice'. I took heed of his exhortation to use 

appropriate tabulations and enjoyed 'playing' with NVivo from time to time.

Some of the methodological limitations of this project have already been touched upon. 

Focusing on a single organisation, especially one in which I was employed, ran the risk of 

parochialism with its attendant failure to pay sufficient attention to the potential of alternative 

perspectives (Alvesson and Deetz, 2000). This risk was increased by the decision to define 

membership of RWCMD fairly narrowly. It might have been interesting, for example, to 

include perceptions of past and potential future students, staff and students of the University, 

employers, politicians, funding council members and colleagues in other 

conservatoires/drama schools. It would, however, have entailed an impossible workload, 

requiring a team rather than one part-time researcher.

All the potential advantages I might have been able to exploit as an 'insider' (established 

personal relationships; trust and confidence of colleagues; understanding of context; access 

to documents and materials; awareness of history and issues) were counterbalanced by 

parallel potential disadvantages (failure to inhabit new role of researcher convincingly; 

inhibiting fear of betraying the trust and confidence of colleagues; over-familiarity with 

context; the frustration of having privileged access to sensitive material which could not be 

used in the thesis; an unwitting assumption that others see history and the issues as I do).
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The value of the end product will be judged by different constituencies using different 

criteria. The academic community will judge whether it merits the award of a doctorate. My 

superiors will judge whether it merited such a substantial investment of money and time. 

Members of the College will judge whether it helps to safeguard what is special about it. I 

shall employ all these criteria. I shall also judge whether what Polkinghorne (1988) calls 

'narrative knowing' has produced:

'a kind of knowledge that individuals and groups can use to increase 
the power and control they have over their own actions' 
(Polkinghorne, 1988.10).
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Chapter Seven: Findings and Discussion: Mergers and Acquisitions

Introduction

Early in the research process, I abandoned the initial formulation of my research question 

which sought to evaluate the efficacy of the wholly-owned subsidiary as a means of 

safeguarding the ethos and autonomy of RWCMD in the context of its merger with the 

University. I had realised that my motivation did not lie in weighing up relative advantages 

and disadvantages of abstract models of merger. I wanted to know how one particular group 

of human beings, in one particular organisation, were (re)constructing their sense of its 

identity, eighteen months after one particular merger event. The final version of my research 

question now reads:

How is the identity of the Royal Welsh College of Music and Drama 
being constructed, eighteen months after the merger with the University 
of Glamorgan, by those most directly affected by it?

To address this question I undertook a critical appraisal of the literatures of mergers and 

acquisitions; organisational culture; organisational identity; and organisational discourse and 

stories. The conversations, conducted as part of this research, were all recorded before and 

analysed after the review of literature was written. In this chapter, the findings of that 

analysis are reported and discussed in light of the review of mergers and acquisitions 

literature. In the following three chapters, findings are reported and discussed in light of the 

reviews of the literatures of organisational culture; organisational identity; and organisational 

discourse and stories respectively. In the final chapter of this thesis a general reflection on 

the relationship between my findings and the literatures that gave rise to them is presented,

In the introduction to this thesis, attention was drawn to perceived gaps in the mergers and 

acquisitions literature. It was noted that the 'narrative turn', which has dominated the social 

sciences since the 1980s, has had comparatively little impact on this field (Reissman, 2008). 

It appears that analysis of the social construction of success and failure in narratives of 

organisational change, including mergers and acquisitions, represents a largely untapped 

source of potentially rich material. Vaara (2002) is more specific, noting that very few 

studies of post-merger integration consider the social construction of such phenomena and 

that studies of the discursive construction of post-merger integration, with the notable

136| Page



exceptions of Hirsch (1986) and Schneider and Dunbar (1992), are almost impossible to find. 

Those studies that do extend beyond a strategic and financial perspective still tend to focus 

almost exclusively on senior managers in acquiring partners (Marks and Mirvis, 2001; 

Brouthers et al, 1998; Haspeslagh and Jemison, 1991; Napier, 1989). Conversely, those 

studies that do pay attention to the impact of merger on employees and other stakeholders 

frequently manifest one or both of two limitations: first they often take a purely instrumental 

view of the experiences of non-managerial stakeholders, seeking to understand them only in 

order to identify strategies for senior executives to manage and control them more effectively 

(Seo and Hill, 2005); second they often make an artificial division between those who 

manage and those who experience the impact of merger, for example in terms of stress, loss, 

anxiety about the future or concerns about job security (Cartwright and Cooper, 1990). It is 

as if senior staff are immune to such experiences themselves. I intend locating this chapter 

within these gaps in the literature.

The framework of the conversations invited participants to reflect upon both pre-merger 

decision-making and post-merger integration. This chapter begins by considering ways in 

which participants construct narratives of success and failure. Attention is then paid to a 

range of issues concerning nomenclature, including different ways of classifying mergers and 

acquisitions and attempts to control labels through prescribed and proscribed language. The 

focus remains on discursive practices, as metaphors generated specifically by the Strategic 

Alliance Project are identified and their potential functions and meanings analysed. Finally, 

to enhance further our understanding of the human experience of mergers and acquisitions, 

the findings are examined in light of the stages of the grieving process (Tytherleigh et al, 

2005; Cartwright and Cooper, 1992). As the Strategic Alliance can be seen as an instance of 

a small, specialist and arguably 'iconic' HEI merging with a much larger non-specialist 

institution, the findings are also considered, at appropriate points throughout the chapter, in 

light of two sets of case studies; one focusing on mergers between HEIs; the other 

considering mergers between large multi-nationals and small iconic companies, the latter as 

well-known for their social values as for their products.

To keep faith with my commitment to produce research that makes sense and is useful to all 

interested parties, the report and discussion of findings in the ensuing four chapters is
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presented in the form of four draft scripts for a series of documentaries. The same protocols 

apply throughout. The scripts will be recorded in RWCMD's radio studio, using actors' 

voices to preserve the anonymity of participants. The words of participants are quoted 

directly from the transcribed conversations, with only minor editing to ensure accuracy and 

clarity. The documentaries will be distributed to participants and other stakeholders and 

made available via RWCMD's online research repository. The scripts assume listeners are 

familiar with the context and ready to engage with a scholarly approach. Full references to 

the literature are included in the script to ensure that the requirements of a doctoral thesis are 

met. It is not intended that these will be read aloud in the documentaries. Only those 

references deemed to be of interest to a more general audience have been woven explicitly 

into the scripts in the voice of the Narrator.

Documentary One: Spot the difference

NARRATOR: As the Royal Welsh College of Music and Drama and the University of 

Glamorgan approached midnight on 31 December 2006, the point at 

which the College would become a wholly-owned subsidiary of the 

University, representatives of both institutions agreed that the first 

measure of the success of the Strategic Alliance Project would be that on 

the morning of 1 January 2007 nothing would seem different to staff and 

students of the College, even though everything had changed. Eighteen 

months later, in the summer of 2008,1 recorded and transcribed twenty- 

nine conversations, involving thirty-two individuals including staff, 

students, former governors and directors of the College. We talked about 

the impact the Strategic Alliance Project had had upon them. This 

documentary is the first of four made by weaving together extracts from 

those conversations. In order to preserve the identity of those who took 

part, their words are spoken by actors. My reason for making these 

documentaries is to find out what those of us most closely affected by the 

Strategic Alliance Project were making of it at the end of the eighteen- 

month implementation period. Did we regard it as a success or a failure? 

Had it changed the way we did things or the way we talked about the
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identity of the College? What sorts of stories were we telling each other 

about it?

During the Strategic Alliance Project, the College had drawn up an 

unofficial list known as 'the non-negotiables'. It itemised those matters 

regarded as the sine qua non in its discussions with the University. These 

included: retaining the Royal title and the patronage of the Prince of 

Wales; preserving the College's conservatoire ethos; increasing 

confidence in academic quality and standards; securing a ring-fenced 

funding formula; implementing capital development plans for world-class 

performance facilities; retaining an independent board of directors and a 

strong management team; maintaining a high public profile; and operating 

an independent Student Union. Research that seeks to explain why 

mergers remain so popular in the corporate sector when the failure rate is 

so high suggests that senior executives evaluate success against their own 

preferred objectives rather than the official criteria in the public domain 

(Brouthers et al, 1998). In keeping with this, I expected the non- 

negotiables to generate the preferred criteria for evaluating the success of 

the Strategic Alliance Project, for those most closely affected by it, rather 

than the official criteria for success set by HEFCW, the Higher Education 

Funding Council for Wales.

HEFCW, unsurprisingly, was more concerned with the business than the 

ethos of the College and gave priority to such matters as: raising quality; 

streamlining the business process; better meeting the needs of customers 

and partners; cultivating the market for lifelong learning; improving 

performance in learning, teaching and widening participation; enhancing 

research and third mission; and realising savings in overhead costs. 

Before agreeing to fund the Strategic Alliance Project they required clear 

evidence that it would be cost-reducing, income-generating, multiplier- 

gaining, or capacity building.

" 1391 Pa ire



Unlike much of the research about mergers and acquisitions, this 

documentary is not concerned with what Eero Vaara (2002) denigrates as 

'success rhetoric'. No attempt will be made to provide a ready guide to 

managers about how to identify factors leading to success or precipitating 

failure, nor will the Strategic Alliance Project be classified superficially as 

either success or failure. This is because listening to the people most 

closely affected by the new relationship between the College and the 

University of Glamorgan makes it clear that an uncontested definition of 

success is not possible and may not even be desirable. Instead staff, 

students, former governors and directors, will be heard engaging in a 

collective social process of constructing multi-voiced narratives of 

success and failure.

As I anticipated, references in the conversations to the non-negotiables 

abound while HEFCW's criteria are scarcely mentioned. What took me 

by surprise, however, was the discovery that references to both sets of 

criteria tend to be time-specific, linked exclusively to those parts of the 

conversations in which participants were talking about the pre- 

commitment decision-making phase. When the non-negotiables or 

HEFCW's criteria are mentioned, participants' thoughts seem to be firmly 

located in the recent past. They tend to be spoken of either singly or as 

sets of minimum requirements when speakers are engaged in justifying 

the decision the College has recently taken to enter the Strategic Alliance.

MEMBER M8: I think the fundamentals, and Edmond (Fivet, the former College
Principal) has said this and I totally agree, the fundamentals got sorted out 
very quickly. In particular the College would retain its identity. The 
College would still have a legal status. The conservatoire funding streams 
were being protected, so those fundamentals, which are really, to my 
mind, are important for the College's mission, they were enshrined very 
early on. And they might not have been documented, but Edmond and 
David (Halton, the Vice Chancellor of the University) knew where they 
were coming from and they'd agreed about it, so I think that made the 
journey a lot more straightforward.
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NARRATOR: References to the HEFCW criteria are less frequent but used to the same 

end. One participant conveyed his view on this matter in writing.

MEMBER Ml9: It was clear to HEFCW that a substantial capital investment was needed 
in order to enable the College to function at the level of desired 
performance, but there were reservations about the capacity within the 
College to manage the complex estates and financial implications. The 
effect of the Strategic Alliance was to remove these doubts by placing the 
College within the context of an institution with experience of managing 
issues of this sort and on this scale.

NARRATOR: Thus securing the non-negotiables and making the decision to enter the 

Strategic Alliance are talked about as inextricably connected 

accomplishments.

This initial observation about the time-specific references to the non- 

negotiables drew my attention to a pronounced temporal dimension in the 

construction of narratives of success and failure within the conversations. 

This was dynamically related to varying attitudes towards change and 

continuity. Definitions of success and failure are subtly differentiated in 

the conversations according to whether the participant is focusing on the 

distant or recent past, the present, or the immediate or long-term future.

It is of particular interest that those who have long seen themselves as 

members of the College have, for many years, closely associated the 

success of the College with the avoidance of merger. When talking about 

the distant past, participants tend to construct narratives of success that 

centre on the preservation at all costs of the College's independence and 

its gradual acquisition of increased credibility in the ranks of UK 

conservatoires and drama schools. The University of Glamorgan features 

large in these narratives, often described using the metaphor of a ravenous 

predatory animal.

MEMBER M10: I remember a time when the College was struggling ... And at that time 
there was talk of merger. And the one thing that was stated at that time 
was that the one thing we would never do is to merge with the University
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MEMBER M6:

of Glamorgan. It was seen as this beast and if we went near it we would 
be completely swallowed up and lose our identity.

MEMBER F5: My whole career has been based on, "We don't want to be part of
Glamorgan, but they're desperate for us."....And our biggest fight, from 
the beginning, was to remain independent and not be swallowed up by the 
University of Glamorgan.'

NARRATOR: On this basis, one might have expected all but the most recently arrived 

staff, students, governors and directors to see the Strategic Alliance with 

the University as a marker of failure but this is far from the case. Instead 

narratives are constructed about the recent past in which earlier notions of 

success are reversed. Socio-economic and political forces that are 

irresistible, unless one possesses magical powers, constitute the driving 

force of the narratives.

The Board (of Governors) who, I think, were a pretty hard-headed Board 
at that time said, "Well look, you know, you might want to stay 
independent, but unless someone's going to conjure up millions of pounds 
and millions of pounds on an annual regular basis, I think we are going to 
have to look somewhere else."

....while the unexpected transformation of the villain of the piece provides 

the element of surprise.

And I suspect also, Glamorgan were treading on eggshells because I think 
their inclination would be, whoopee, let's wolf this one up, but I think 
they realised they couldn't. That actually, the strength of the Alliance had 
to be that the College did have an identity and a brand, and I think no-one 
wanted to lose Royal patronage or status, and so, in fact, de facto it had to 
not be a gobble up merger.

NARRATOR: These socio-economic and political forces do more than merely absolve 

governors and senior managers from responsibility: they make it possible 

to transform what used to be regarded as failure into success. Wholesale 

merger with the University of Glamorgan, with the accompanying loss of 

independence is repackaged as canny avoidance of inevitable financial 

collapse, with the added bonus of retaining a significant degree of 

autonomy as a wholly-owned subsidiary company. The shift in what

NARRATOR:

MEMBER F2:
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MEMBER M2:

NARRATOR:

MEMBER Gl:

NARRATOR:

constitutes success or failure is thus accomplished, without exposing a 

potentially unsettling break with earlier, strongly held understandings, by 

emphasising the degree of autonomy that has been retained, rather than 

the relative independence that has been surrendered. Some found it more 

difficult than others to make this transition.

You had some people who'd been on the Board (of Governors) for a 
number of years who all they'd remembered was securing the 
independence of the College and they probably felt well what did we do 
all that for? But actually, the way I rationalised it in my mind was no, 
actually, what you secured was a thriving College for today and that's 
what we've got, but what we're talking about now is what we need for ten 
years' time. And I think Glamorgan started to tick all the right boxes in 
that they knew the right things to say about keeping the student 
experience separate, value in the brand name, keeping the patronage, all 
the things we'd said were important to us, Glamorgan were agreeing to.

In this way labels, such as 'independence' and 'autonomy', enjoy 

continuous use, serving an important purpose in shoring up the College's 

sense of identity, despite the fact that interpretations of those labels vary 

between individuals and groups and change across time (Gioia et al, 

2000).

This distinction between independence and autonomy is a fine one, 

however, and participants appear at times to be working hard to convince 

themselves and others. One member of the student groups I spoke to is a 

case in point.

I can't personally see how the University of Glamorgan has helped or 
hindered. I'm sure there are some areas behind the scenes, especially 
funding. I mean, I very much doubt the building project would go ahead 
if we didn't have the funding from them and from the Funding Council, 
but from a grassroots level, I can't see how they're making an impact.

The students go on, without any sense of contradicting themselves, to 

attribute to the arrival of the University a range of benefits such as the 

Menuhin Competition (for which the University provided a substantial 

and crucial financial contribution) and the BBC Wales Young Musician 

of the Year Competition (which the College had secured independently at

143 | P a g e



its own expense, prior to the merger). At one and the same time they 

assert that 'nothing is different but everything's changed', denying the 

University any significant role within the College yet giving it the credit 

for every new initiative from which they are benefiting, regardless of the 

facts.

Conversations with College staff and governors, concerning the more 

recent past, are peppered with strong assertions that the decision to enter 

into the Strategic Alliance was both right and inevitable.

I was never in any doubt, personally, that we had to go down this road, 
taking the political factors into account, our own finances.

I found the discussions with Cardiff University extremely 
unsatisfactory... I'd never really thought in my heart that it would come 
off. I actually always thought that Glamorgan would be our partner okay? 
From the moment I arrived, I thought Glamorgan would be our partner or 
should be our partner partly because my time, I sell time, and my time, I 
micromanage my time. I have a limited amount of time and I ended up 
putting a huge amount of time into the Cardiff thing where I never 
thought it would come off and I didn't like that....Now the reason, and this 
isn't a hindsight thing, the reason I always thought the right partner was 
Glamorgan was because they need our glamour.

MEMBER Ml 3: Inevitable? Yes, of course, it was inevitable right from the start because 
of the size and the scale of the College, it wasn't on. A good thing? Oh 
yes, undoubtedly, what we've now done is excellent for the College. I'm 
absolutely convinced of that, but I'm also glad we gave it a fair go - and 
the reason I say I'm glad is because of the device which, in the end, we 
were able to secure which has kept the identity of the College, and that is 
important.

MEMBER M9:

MEMBER M4:

NARRATOR: The seminal work of Karl Weick (2001) on sensemaking in organisations 

suggests that we can hear these statements as manifestations of a 

collective, social process through which people are attempting to create 

order and make sense of the decisions they have made, in the 

circumstances in which they now find themselves. Sensemaking, 

according to Weick, is a retrospective and highly selective activity, which 

has at its genesis an act of irrevocable commitment, made in a public 

context, which now requires justification. This gives rise to a narrative
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MEMBER M3:

NARRATOR:

voice, prevalent throughout the conversations, that I am provisionally 

calling 'retrospective foresight'. This voice is distinguished by its air of 

confidence and the absence of the ambiguity that one assumes surrounded 

the undifferentiated choices that presented themselves prior to the act of 

commitment to join forces with the University. It carries certain traces, 

however, which signal that the narrator is still actively engaged in 

constructing the very certainty he or she is claiming always to have 

possessed. In the examples we have just heard, the rhetorical devices 

employed by the speakers indicate that the narrators are working artfully 

to persuade us. Paradoxically, by mentioning them, they make present in 

their narratives the very uncertainties they are at pains to exclude. We 

can hear it in the first speaker's emphatic denial of doubt; in the second 

speaker's attempt to conceal behind rhythmic repetitive phrases his 

logically irreconcilable statements (I am a person who never wastes time - 

I knew from the start that that the Cardiff project was a waste of time -1 

spent a lot of time on the (doomed) Cardiff project): and in the last 

speaker's repeated rhetorical questions and emphatic responses 

(Inevitable? Yes, of course! A good thing? Oh yes, undoubtedly!).

On comparatively rare occasions, someone recaptures the ambiguity 

surrounding earlier undifferentiated choices, potential alternatives and the 

transitional process between indecision and decision.

I'm convinced that if discussions with the University of Glamorgan had 
started at the time we started discussions with Cardiff University, then the 
ATRiuM (Glamorgan's new Cardiff campus) never would have been built 
and the footprint that the University of Glamorgan wanted in Cardiff 
would have been on this site with that investment here, and we'd have 
been a faculty, which would have been a shame. So in one sense, good 
timing. In another sense, we probably wouldn't have needed that money 
or fundraising or anything.

Some of those who are still able imaginatively to re-enter the pre- 

commitment phase seem to stand in a different relation to the decision 

than those who are primarily concerned to justify it. The former tend to
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MEMBER Ml:

NARRATOR:

MEMBER F6:

MEMBER F9:

present the Strategic Alliance as something unnecessary, its apparent 

inevitability merely an effect of arbitrary but dominant political narratives 

that could and should have been challenged.

Bottom line, the collaboration, although it's been successful and we've 
got the funding, was not really necessary in that it has cost a lot of money, 
but it wasn't something that we needed to do. I mean, we did need to do 
it because we needed the finance, but if that policy wasn't in place that in 
order to access this pot of money - we didn't need to do it.

While referring explicitly to their sense of frustration about not being 

heard and disappointment that nobody, least of all the former Principal, 

seemed to be up for a fight with the politicians, these individuals 

communicate no rancour and appear as committed as any to making a 

success of the new relationship with the University.

The decision to become a wholly-owned subsidiary company of the 

University has been taken and implemented: that particular narrative 

thread has been separated out from the tangle of everyday life and 

rewoven into a variety of coherent tales, which, to a greater or lesser 

extent, justify the action taken. When talking about the present moment, 

however, the clarity, coherence and authority conveyed by the narrative 

voice of retrospective foresight evaporates. Eighteen months on, the 

tensions and uncertainties of everyday life are reasserting themselves and 

it becomes increasingly difficult to differentiate between change wrought 

solely by the merger, change indirectly attributable to the merger and 

change which may or may not have happened, with or without the merger.

Is there a hidden agenda? Are there are things going on they don't know 
about? I get the impression that it's a mixture of reasons why people are 
feeling like that and who they're blaming for it, if blame is the right word. 
Maybe they're thinking it's because of the University of Glamorgan that 
jobs are going to go or maybe they're thinking it's because we've got a 
new Principal and she wants to do things differently. So I don't know. I 
think it's a mixture.

Certainly people are talking about the College in a way that they weren't 
previously. What I don't know about that, what I can't really put my
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finger on, is whether that is a consequence of its relationship with 
Glamorgan, or whether it's a consequence of something else, and that is 
different leadership.

NARRATOR: Administrative staff, in particular, seem to be prone to this tension, 

uncertainty and vulnerability. Rumours are rife and revolve around 

familiar themes from the research on mergers and acquisitions such as: 

anxiety about the future; job insecurity; threats to status; and churn, a 

word used to describe an unusually high turnover rate of employees.

MEMBER M14: I mean, everybody is talking quite openly about the fact that Finance is 
going to be chopped to pieces and they've got twelve months or eighteen 
months left in their jobs.

NARRATOR: The focus has shifted from collective strategic and structural concerns at 

an abstract, institutional level, to the everyday struggles of individuals 

who are unsure whether or not there is a continuing role for them in a 

rapidly changing environment.

MEMBER F4: I found it tremendously exciting going to the presentation on the new
building and the whole thing is really exciting but then I know at least one 
person, if not more, that said afterwards, "This is great, but do we know if 
we're still going to be part of it," you know?

NARRATOR: It is difficult for individuals wholeheartedly to celebrate a new

relationship with the University that may presage redundancy or a 

reduction in status at a personal level.

Non-academic participants representing every level of the organisation, 

including the Board of Directors, the Senior Management Team; middle 

management and individual employees tell stories about encounters with 

their University counterparts which have made them aware that they are 

now located within a hierarchy and occupy a relatively lowly position 

within it.

MEMBER M17: I think the Chairman (of the University's Board of Governors) wanted to 
make a point and he made the point. The point was he had prior history 
with the College where they had not used the money that he'd made
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available for the purposes that he thought they should ... We still ended 
up with the right minute, it just took us two more meetings. ...Well it's 
committees and agendas. And, if you like, politically he had a very 
different agenda.

NARRATOR: Participants seem surprised, even shocked by this. This could be

interpreted as a measure of the trust with which they entered the Strategic 

Alliance or perhaps a measure of their naivety. With the exception of 

those who serve on the College committees with high levels of University 

representation, academic staff still seem to be relatively sheltered from 

such experiences. They are more sanguine about the present and 

immediate future, tending to emphasise the opportunities rather than the 

threats presented by the Alliance.

MEMBER F8: I haven't noticed any major differences, apart from again, this notion of 
possibility. So with the merger comes the finance for the new building, 
for example. So that was one very tangible benefit that I could see. The 
other very exciting set of possibilities is this whole notion of research and 
how we could be supported.

Looking further ahead to the distant future, however, even academic staff 

are starting to feel nervous.

I must admit, myself, I do have this feeling at the back of my mind, I 
don't know where we will be vis-a-vis Glamorgan in ten years' time.

We haven't gone through it yet, in fact, in two years' time we might be 
looking back thinking, gosh, we hadn't experienced the worst of it at this 
time, in Summer 2008. We're clearly about to go through a process 
where there will be more staff change and frankly, directly springing from 
the Alliance.

NARRATOR: What this member of academic staff is beginning to pick up is that the

story of the College and the University did not conclude when the College 

became a wholly-owned subsidiary company of the University, with both 

parties living happily ever after. It is only just beginning and narratives of 

success and failure must constantly be reconstructed in order to give 

shape and meaning to ensuing episodes. With the exception of the least 

tangible of the items on the list, the preservation of the College's
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MEMBER M6:

NARRATOR:

MEMBER Mil:

NARRATOR:

MEMBER M5:

conservatoire ethos, the non-negotiables have apparently been secured. 

They have been enshrined in the heads of terms agreed by the College and 

the University, embodied in the legal status of the College as a wholly- 

owned subsidiary of the University and embedded in formal structures 

such as the Board of Directors, Academic Board and the College's own 

independent Student Union. Only time will tell if the experience of 

operating as a wholly-owned subsidiary of the University makes good the 

degree of autonomy vouchsafed by these arrangements and the clock is 

already ticking as one participant explained to me.

I think really now, that's got to be proven that that was a good model. I 
mean, we've got the model there, but I think it's going to take two or 
three years - will it actually work?

Discovering that it actually works is one of several different ways in 

which people convey what success and failure might look like in the 

longer term. More often than not it is when people talk about their 

greatest fears and sense the fears of others, that they reveal, perhaps 

unwittingly, the criteria for success and failure that seem to matter most to 

them. Old fears about being devoured and losing independence, which 

characterised the narratives of success and failure relating to the distant 

past, resurface as people gaze on the distant future.

There is an anxiety and I feel it as well, though more referred from other 
colleagues, there's an anxiety that they might still, if you like, in the 
macro sense, swallow us up.

New fears tend to be focused on potential threats to the quality of the 

experience the College will be able to offer its students and staff. 

Academic staff express the fear that quality and specialism will be 

overwhelmed by quantity and diversification.

I think there's always a fear of dilution, - that it won't be valued 
anymore, the concentration and vocational approach to things won't be 
valued, that we're going to have to - that part of our concentration's 
going to be on other things, but I mean, that's partly to do with 
Glamorgan, but it's also part - it's very much to do with the new Principal
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who's brought a very different perspective to things... I think the fear 
factor comes from not being able to deliver or - and not necessarily 
having the support for the core activities is where the real fear kicks in.

NARRATOR: Administrative staff and students express fears that the College will lose 

its distinctive character, typically conveyed by broad concepts such as 

'friendliness', 'community' or 'family'. These attributes will be explored 

in greater depth in the next documentary which looks at the organisational 

culture of the College.

A few are able to contemplate the College's long-term prospects with 

relish, telling tales of the distant future that not only vindicate once again 

the decisions of the recent past but also mitigate and make sense of the 

tribulations of the present by surveying them from an imagined, 

successful future to which, logically, they must have led (Gioia et al 

2002).

MEMBER M4: I think it would be wonderful if we were talked about in - if I took
footballing terms if we were one of Arsenal, Man. United, Chelsea and 
Liverpool. Okay? And I just think, Wales being the country, the cultural 
country that it is, with the government resource that we've got, the 
education focus we've got, the sort of people that we've got, it's the sort 
of thing we as a country should have. Why shouldn't it be that our Music 
and Drama College isn't the best in the world? I actually think.... that the 
groundwork that you and Edmond (the former Principal) and everybody's 
laid... all the foundations are there...And ...so you're thinking how could 
he say that, 'cause that's crap, that's crap, that's crap, but actually, you 
stand back from it, the foundations are there and so what do you need? 
You need facilities, you need money, political will; the right people. 
They're all pretty much on the horizon, okay? So I think that in ten years 
-1 think that's a legitimate goal in ten years' time and I would adore that 
to happen and I'd love someone to say, "Oh, you're one of the crew who 
did that"...

NARRATOR: The narrative voice the last speaker is using, which I am provisionally 

labelling 'prospective hindsight' bears a close resemblance to the 

narrative voice of retrospective foresight identified earlier. It shares its air 

of confidence, lack of ambiguity and persuasive rhetorical flourishes. 

Although the voice of retrospective foresight is ostensibly focused on the
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past and the voice of prospective hindsight on the future, both are in fact 

engaged in the retrospective activity of sensemaking from different 

temporal vantage points (Weick 2001).

Marks and Mirvis (2001) have developed a model that can be used to help 

us understand why the experiences of different groups of people might be 

different at a particular time or why the experiences of a particular group 

of people might vary across time. Mirvis (2008) classifies the merger in 

2006 between Body Shop and L'Oreal as a 'preservative merger' and 

suggests that this model gives both partners the best chance of 

safeguarding the distinctive qualities that first made the iconic partner 

attractive to the multi-national company.

Listening to academic staff, it is clear that they currently feel they are 

experiencing a 'preservation merger' in which the College, as the 

acquired partner, retains independence and is obliged to undergo little 

change. Meanwhile, however, the conversations with administrative staff 

indicate that they currently feel they are experiencing an 'absorption 

merger' in which the College is required to conform to the University's 

administrative systems and undergo significant change. The 

contemporary experience of administrative staff and the longer-term 

anxieties expressed by academic staff chime in with Waddock's (2008) 

warning that both time and changes in personnel are likely to erode 

arrangements for preservative post-merger integration.

Up to this point, I have tended to refer to the relationship between the 

College and the University as a 'Strategic Alliance'. Both partners 

insisted on the use of this term throughout the project, despite the fact that 

it does not accurately reflect either the legal or the structural relationship 

between the two partners and is at odds with prevailing definitions in both 

the academic field and the business world (DePamphilis, 2003). During 

the conversations, participants frequently refer to the fact that they are
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strongly discouraged from using the term 'merger'. One participant 

corrects her speech when she slips up and accidentally uses the 'merger' 

word.

MEMBER Fl: I have (worked for Glamorgan before), but I wasn't doing any work for 
Glamorgan at the time when the merger - not merger, [tut] not merger, 
when the Alliance happened.

NARRATOR: It is clear that she is not correcting herself in this way because she

believes she has employed the word merger inaccurately, but because she 

knows that using this word to describe the relationship between the 

College and the University is proscribed within this speech community. 

What purposes might be served by the imposition of this taboo? There is 

evidence that participants have both a strategic and an emotional 

investment in avoiding the word merger and are usually aware of the 

linguistic games being played and their purpose.

MEMBER M15: We use the words Strategic Alliance which is a nice way of doing it, but 
it's a takeover. It's not a merger. You merge equals. In polite terms, 
whatever, they always say it's a merger, even in the Financial Times, the 
big companies, the little companies they call it a merger, but it was a 
takeover. But a merger means, you know, a smaller organisation can still 
hold its head up high.

NARRATOR:

MEMBER M7:

In strategic terms, the word is too closely associated with the earlier failed 

talks with Cardiff University, which left senior managers and Music 

academic staff badly bruised. According to them, it was merger or 

nothing for Cardiff and, in the event, despite the fact that the College and 

Cardiff University are only a stone's throw away from each other, 

eighteen months of talks did indeed come to nothing.

Edmond (the former Principal) was more enthusiastic about (Cardiff 
University) than I had realised. Still very intent on retaining a separate 
identity for the College, and ran into difficulties with Cardiff, because 
although some of the senior people in Cardiff, particularly the Deputy 
Chairman of the Council and the Vice Chancellor were keen on the 
merger, there wasn't overwhelming support elsewhere, particularly for a 
merger where there was an element of standalone, stand-aside by the 
College... I was surprised to see that at the end of the day, Edmond felt
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badly let down because I'd thought that Edmond would have been at least 
as eager not to carry on with a full embedment in Cardiff.

NARRATOR: The taboo can therefore be seen as serving a strategic purpose for the

College in the discursive construction of its subsequent relationship with 

the University of Glamorgan. This relationship is to be neither merger 

nor is it to be nothing, but something other. The label 'Strategic Alliance' 

will remind us every time we speak of what the relationship must not be, 

while providing the discursive space to negotiate what it should be.

In his 1986 study of hostile takeovers in the US, Paul Hirsh describes how 

executives in acquired companies developed a special vocabulary of 

euphemistic terms to disguise their diminished status from themselves and 

others. There are indications that the term 'Strategic Alliance' operates 

euphemistically in this way too, protecting members of the College from 

connotations of the word merger that they may find emotionally 

distressing.

MEMBER Mil: We used to get very miffed when certain people, who should know better, 
said - dropped words like "merger" in key degree ceremonies and things. 
But - and I think we were very - and still are, actually, very sensitive to 
that, because we are fiercely independent in many ways and no-one really, 
I think -1 don't think at heart anyone really wants to be anything other 
than as independent as possible.

NARRATOR: The narrative world of hostile mergers that Hirsh identified in 1986 still 

provides the vocabulary for the business and financial media today. 

Writing in 2002, Vaara describes it as a threatening, violent world in 

which male heroes or villains fight to the death to rescue, rape or destroy 

passive female characters. In 2011, the metaphors have lost power and 

become moribund over time as the corporate world has become 

accustomed to referring to a vulnerable target company as a 'sleeping 

beauty' and a forcible hostile takeover as a 'rape'.

Even though the Strategic Alliance is always portrayed as 'friendly', 

traces of this harsh vocabulary emerge in the conversations, reflecting,
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perhaps, that the College, found itself operating in an increasingly hostile 

environment. One participant, speculates on whether the Vice Chancellor 

was seen as a 'white knight' (an acquiring company acceptable to the 

target company, who may be able to forestall a hostile takeover), or a 

'black knight' (a hostile acquiring company attracted to the target 

company by the news that other companies are already making bids) or 

simply as a 'wide boy', a derogatory term that sits outside the 

conventional vocabulary and suggests a street-wise young man from the 

lower orders of society with an eye for the main chance.

We have already noted how frequently participants express their fear 

through metaphors of being swallowed up by the beast that is Glamorgan. 

Even more prevalent are metaphors of human sexual relationships, 

touching on matters such as courtship, sexual liaisons, jilting, marriage, 

divorce, infidelity and promiscuity, but stopping short of the violent rape 

that features so strongly in the lexicon of hostile takeovers.

MEMBER Ml6: It felt like a relationship on the rebound of something falling through with 
Cardiff, which at that point Cardiff seemed so logical, because it was 
there, and we were here and it had, you know, its esteem and all that, and 
then University of Glamorgan came in with that pitch, virtually out of the 
blue. "Yeah, we've got money and we'd like to buy you," and so it 
seemed like we'd been trying to work out an arranged marriage with 
(Cardiff University), and then this was really a shotgun wedding. "You 
have to get married now".

NARRATOR: This is not unexpected for this metaphor dominates the mergers and 

acquisition literature. What is surprising is the seemingly jocular 

depiction of the College, not as passive female victim, but as an 

exasperatingly flirtatious, promiscuous operator playing hard to get 

amongst powerful men. This seems to mark a difference between the 

narratives available to those experiencing friendly rather than hostile 

merger. It may still be a man's world but at least this canny female 

exploits her sex appeal to secure a better deal than most. Why would we 

choose to tell our stories in this way? Schneider and Dunbar (1992.540)
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MEMBER M2:

NARRATOR:

MEMBER F3:

NARRATOR:

suggest that we need powerful explanatory stories like this to address the 

anxiety provoked by merger and that telling them allows us to feel that 

our own insight has given us control of events. They advocate a 

psychoanalytical approach to gain deeper insight into the meaning of 

merger narratives that so often stray into the realms of unconscious 

fantasy. My own reading of this aspect of the conversations is informed 

by this view. There is a dark underside to the banter about the 

promiscuous woman. Whether she is sleeping around or getting married, 

her motivation is money not love. She is a whore, a gold-digger. The 

narratives simultaneously conceal and reveal deep fears that we have 

prostituted ourselves for cash, sold out on our most deeply held values 

and lured a partner into a loveless relationship that may yet destroy us.

I wonder whether there's a little view in Glamorgan that the College have 
come into this and all they want is money from Glamorgan, which I don't 
think is completely fair. I think yes, the College did go into it and, you 
know.....the reason we went into it is that actually, this is the only way by 
going into a relationship, whether it was with Glamorgan or anybody this 
is the only way we're going to access funding to get a capital programme 
motoring. And again, I wonder in the same way that Edmond said, "We 
just need to be loved" I wonder whether there's a feeling on the 
Glamorgan side, which is, "Well it would be nice to be appreciated for 
what we've done."

Although the case for the Strategic Alliance was presented to HEFCW on 

rational, economic grounds, the conversations are conducted almost 

exclusively in emotional terms. Many, like the next speaker, place a 

particular emphasis on a sense of loss.

Everyone had a lot of questions to ask, and some of them were difficult 
questions, which, you know, maybe no-one can really answer at that point 
'cause we were all worried about, you know, were we going to lose the 
Royal status? Were we going to lose this? Were we going to lose that? 
What's going to happen and do we have to ally?

Picking up on this sense of personal loss that is often associated with 

merger, several researchers have drawn upon the stages of grief and 

mourning originally identified by Elisabeth Kubler Ross (Seo and Hill,
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2005; Marks and Minds, 2001; Cartwright and Cooper, 1992) to map the 

process by which employees in acquired companies cope or fail to cope 

with the event. Initially shocked and in denial, employees may or may 

not progress through anger, emotional bargaining and depression to reach 

acceptance and commitment. The conversations suggest that students 

certainly went through several stages of a process akin to this in relation 

to the talks with Cardiff University, but not, it seems, in relation to the 

Strategic Alliance Project with Glamorgan.

MEMBER G2: I remember the first (student meeting), when it was the alliance with
Cardiff, that it was very negative and I almost felt that the decision had 
been made before the meeting had even happened, as though there was a 
very bad vibe about the whole thing. "Right, if we're going to lose our 
SU, if we're going to lose our Royal status, let's not even think about it," 

but when I did go to the meeting, there was the part of me then, that was 

thinking oh, well, it doesn't sound all bad, but there are still down points. 
And then, when it was the Glamorgan (meeting)... then you thought, oh, 
well, everything that you said before seemed to have been solved... all of 

the things that we were worried about before weren't going to happen.

NARRATOR: To a certain extent this account of a grieving process is echoed in

conversations with longstanding members of the College. The former 

Principal recalls the talks with Cardiff more in terms of a protracted death 

than a grieving process, but remembers negotiations with Glamorgan very 

differently.

EX PRINCIPAL: So we entered into that quite painful series of negotiation with Cardiff 

University, over a long period of time. It was 18 months of agony 
really....! lost some sleep over that whole issue because I honestly felt that 

I personally and some other members of the Senior Management Team 
went into those discussions in a very positive way. That was not true of 
the whole of Senior Management and maybe, on reflection, Cardiff saw 

that, I don't know. I don't know.... We had a meeting with Glamorgan in 

early January, and the agenda and what we wanted to do on both sides 
was more or less set at that meeting, whereas the discussions with Cardiff 

University had wandered from pillar to post. We started where we left 

off.

NARRATOR: This supports the idea that members of the College only had to go through 

the process of grieving the loss of organisational independence once and



MEMBER F5:

NARRATOR:

that they accomplished this during the failed talks with Cardiff University. 

There is evidence, however, that longstanding members of the College 

had been engaged in a much longer and more complex process, which 

encompassed grieving for anticipated loss but was also a way of preparing 

positively for otherwise unwelcome anticipated change. Using a 

gardening metaphor I am provisionally calling this process of harrowing 

the ground to prepare the soil for fresh growth 'emotional groundwork'.

Emotional groundwork is closely associated with the narrative voices of 

retrospective foresight and prospective hindsight which both insist, from 

different temporal vantage points, that the narrator can accurately foretell 

the end of the story. Narrators employing the voice of retrospective 

foresight take us back to a period when they claim, Cassandra-like, to 

have predicted the current state of affairs. Whether or not this is literally 

true we shall never know but it suggests that, at some level of 

consciousness the narrators were entering emotionally into the imagined 

future they were otherwise constantly working to prevent. Thus over an 

extended period they reached an emotional accommodation with the 

unacceptable. Some even express a sense of relief that the unequal 

struggle for independence is finally over.

I almost thought, oh, I've had this cloud over my head (for many years) 
let's just merge with them and get it over, you know, we can all get on 
with our lives and that's the., attitude that I had at the beginning, just do 
it, we've got to do it, they want us; let's just get the best deal we can.

Has it proved a good deal? Have members of the College been able to get 

on with their own lives? Is it the case that nothing is different but 

everything's changed? In this documentary we have heard how different 

members of the College are making sense of the decision to enter into a 

Strategic Alliance with the University. Some look back and are 

convinced that they always knew the merger would happen: others look 

forward and describe a time when everyone will know for sure that it was 

the right choice. While there seems to be a consensus that the decision to
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merge was right at the time, participants still have to be convinced that the 

new arrangement will deliver the degree of autonomy that was promised. 

In the meantime, many are trying to remain hopeful despite an undertow 

of deep anxiety that the College might be changing in ways that could 

undermine its conservatoire ethos. Although it is not clear whether 

changes should be attributed directly or indirectly to the Strategic 

Alliance Project or whether they should be attributed to other causes, it 

appears that the distinctive ethos of the College, characterised by its 

friendliness, and community or family atmosphere, may be under threat. 

In the next documentary we look in more depth at the impact the Strategic 

Alliance Project has had upon the organisational culture of the College.
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Chapter Eight: Findings and Discussion: Organisational Culture 

Introduction

Several of the questions that framed the conversations, conducted as part of this research, 

were designed to prompt participants to talk about the organisational culture of RWCMD and 

to consider what impact the merger with the University might have had upon it. At the 

beginning of the conversations, participants were invited to describe the sort of place 

RWCMD was when they first became a member of it. For some this entailed looking back 

over a few months: for others it meant recalling memories spanning several decades. Next 

they were asked to describe the sort of place it is now. A supplementary prompt invited them 

to discuss the extent to which they considered the merger responsible for any differences 

between the sort of place RWCMD was and what they thought it had become.

The third chapter of this thesis presented a critical review of pertinent areas of the 

organisational culture literature, paying attention to both 'organisation' and 'culture' as 

concepts. My search for a framework for understanding 'organisation', suited to the 

purposes of my research project, led me once again to the seminal work of Weick (2001) 

on sensemaking in organisations. For Weick, it is the process of sensemaking that first 

generates and subsequently sustains organisation and organising. Although it is neither 

the only thing that organisations do, nor something that they do actively all the time, the 

concept of sensemaking appealed to me because it focuses attention on the particular 

aspects of organisational life I want to understand better. I suggested in Chapter Three 

that the final version of my research question, which reads:

How is the identity of the Royal Welsh College of Music and Drama 
being constructed, eighteen months after the merger with the University 
of Glamorgan, by those most closely affected by it?

could be glossed, using Weick's terminology, to read as follows:

What sense are these collections of people making of what is going on 
around them?

I therefore decided to adopt a working definition of organisation as 'discursive space', a 

forum within which groups of people engage in collective sensemaking. In adopting this 

particular double metaphor, I am mindful that I am foregrounding those attributes of 

organisation that resemble language and physical space and that other attributes, such as
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organisational structure and productivity, that resemble neither, are in danger of slipping into 

the background unnoticed. I remain confident, nevertheless, that it remains a definition that 

suits my purposes on this occasion.

Having considered various critiques of the organisational culture literature, I was left 

searching for a working definition that was non-managerial, yet capable of including 

management within it; that differentiated between culture and structure, yet was capable of 

taking the latter into account; that identified shared values, yet was capable of 

accommodating intra-cultural difference and conflict; that recognised human beings as active 

agents making their own history, yet was capable of acknowledging that they do so in 

circumstances not of their own making (Marx, 1852); that was neither too inclusive nor too 

exclusive and was thus capable of operating as a powerful analytical tool. I was also 

concerned to avoid the pitfalls commonly found in the literature:

'tendencies to reify, essentialise, unify, idealise, consensualise, totalise 
and etherise' (Alvesson, 2002.186-7).

Parker's (2000.233) definition of organisational culture as 'a continually contested process of 

making claims of difference within and between groups of people who are formally 

constituted as members of a defined group' came closer than most to meeting this exacting 

set of criteria. The mergers and acquisitions literature had indicated there is high risk of 

intra-cultural conflict during merger activity in tertiary education institutions like RWCMD, 

whose members have strong professional loyalties, even when it appears that values and 

beliefs are shared. In adopting this working definition for this thesis, I am assuming that the 

process of making such claims of difference, of what marks us out, is a discursive process 

and that it occurs within the discursive space that is the organisation, as part of the activity 

that constitutes organising.

This chapter begins by considering 'claims of difference' found within the conversations, 

'within and between groups of people who are formally constituted as members of the 

(College)' (Parker, 2003.233). First a number of metaphors, employed by different members 

of RWCMD to convey their overall sense of what constitutes the distinctive culture of the 

College, are identified and their significance analysed. Following this, ways in which 

participants give an account of RWCMD's history and talk about leadership are explored as a
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means of gaming insight into how merger may be affecting RWCMD's peculiar 

organisational culture. Finally the conversations are considered briefly in light of McNay's 

(1995) models of universities as organisations (see Figure 3, page 53 above) which provide a 

framework and vocabulary for mapping contested claims of difference.

Documentary Two: No place like home

NARRATOR: When I became Vice Principal (Academic) at the Royal Welsh College of 

Music and Drama in 2002, it felt like a homecoming to me. Born and 

bred in the Welsh Valleys, I left at the age of 21, first to study, then to live 

and work in England for 27 years. The post finally gave me the 

opportunity I had sought to return to Wales and contribute actively to its 

regeneration. It also marked a welcome return, after an absence of three 

years, to working within a small, independent HEI specialising in the 

performing arts and all that represented to me in terms of the quality of 

my working life. I spent the first two years in my new job arguing it was 

vital Wales retain an independent National Conservatoire and the next 

three years negotiating terms for a merger, first unsuccessfully with 

Cardiff University and then successfully with the University of 

Glamorgan

This documentary is the second of four made by weaving together 

extracts from conversations I had with different members of the College, 

in which we talked about the impact the Strategic Alliance Project had 

had upon them. This particular documentary focuses on what might be 

called the 'organisational culture' of the College. It asks how and why we 

organise ourselves and go about our daily business in certain ways rather 

than others and what does that tell us about the sort of place we think the 

College is and what that means to us. Has the Strategic Alliance made 

any difference to this and, if so, has that difference been positive or 

negative, neither, or a mixture of the two?
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In the first documentary we heard about the unofficial list of 'non- 

negotiables', the matters that the College regarded as sine qua non in its 

talks with the University. Many of these referred to structural 

arrangements such as the College Academic Board and the Board of 

Directors, which it was hoped would vouchsafe a degree of autonomy to 

the subsidiary company. One item on the list stands out as being of a 

different order from the others: the preservation of the 'conservatoire 

ethos' of the College is something that may permeate such structural 

arrangements but is not the sort of thing that could be determined or 

regulated by them (Alvesson, 2002; Meek, 1988). For 'conservatoire 

ethos' we could read 'organisational culture', a concept that enjoyed a 

'phenomenal explosion' (Parker, 2000.59) of interest among researchers 

and across the business world in the 1980s and has continued to 

preoccupy both academics and management consultants ever since (Meek, 

1988).

During our conversations, I invited participants to describe to me the sort 

of place the College was when they first became a part of it and how they 

see it now. When trying to convey their overall sense of how they 

experience the College, they tended to talk about its 'atmosphere' or 

'environment' as if its distinctive qualities are borne on the very air you 

breathe by virtue of being part of it. We are so used to this metaphor that 

it almost escapes notice, but implicit within it is the idea that all members 

of the College inhabit the same environment and therefore experience it in 

the same way. I wanted to find out if this was the case.

The dominant metaphors used to express this overall experience are the 

closely linked images of home, family and community, all of which 

invoke connotations of belonging, safety, emotional commitment and 

shared values. In the conversations, stories about feeling at home are 

often liminal tales, embodied in human relationships but physically 

located in the foyer, as the symbolic and actual threshold of the College.
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MEMBER G2:

The foyer is the main entrance to the College. It contains the reception 

desk, the box office, a small seating area, publicity displays and 

photographs of famous alumni.

I walk through the front door every single day and the first person that 
always speaks to me is Nia (the Receptionist). You walk in, and it's 
usually, "Bore da", (good morning in Welsh) you know, and that personal 
touch just means a lot.

MEMBER M10: The first person I saw was Beryl (the Receptionist who was here before 
Nia) and without saying anything, she just went 'Oh, hello (and called me 
by my first name)! And I'd never met her before in my life. And she was, 
she just stunned me. I couldn't believe that. And she was such a brilliant 
face for the College. The first person you met. And on the phone as well 
when you phoned up. She was fantastic. And immediately I felt at home.

NARRATOR: The image of home is not always used positively, however. One

participant turns the noun into an adjective, describing the College foyer 

as 'homely, busy and messy' and contrasting it unfavourably with the 

'swanky foyer' planned for the new performance facilities. For this 

person, 'homeliness' sits uneasily with the College's ambitions to raise its 

profile and status, even though the friendliness of the current 

arrangements is seen as an asset worth translating into the new set-up. 

Another participant tells us that she shared this perception when she first 

crossed the threshold, but soon forgot it as she got caught up in the life of 

the College.

MEMBER F1: When I came into the building, I thought, hmmm, this is looking tired. 
So in terms of the physical appearance, but I suppose, very shortly, both 
the staff and students, you forget about all of that, because I just think that 
there's such a buzz about the place, you know.

NARRATOR: The College as 'home' seems like a shared value at first, but in fact it is 

contested. Karen Golden's (1992) research attempted to counteract the 

tendency of those writing about organisational culture to over-emphasise 

shared values and ignore the way in which intra-cultural conflict itself 

contributes to the peculiar culture of a specific organisation. The foyer 

emerges from the conversations as both a symbol of shared values and as
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MEMBER M3:

NARRATOR:

a site of intra-cultural conflict. All parties seem to be agreed that the 

foyer is a significant location in which what it means to belong to the 

College is enacted and symbolised. The precise nature of what it does or 

should mean is, however, contested. Tensions rise when the 'swanky 

foyer' planned for the new facilities is brought into the conversation.

People keep saying, "You know, oh the new building's going to be great 
and the College foyer is going to be the heart and it's where everyone's 
going to want to be" and we keep saying that we're not sure that's true. 
We're not sure that is the area where people are going to want to sit and 
socialise, or hang out, or give it a feeling.... we do know how students 
work and where they migrate to and how they feel about places and yet, 
when they were doing the Anthony Hopkins Centre, there was a, sort of, 
"Oh, there'll be a common room over there and it will be brilliant," and 
we said, "Don't bother because no-one will ever use it," and they didn't 
because people wanted to come back to where they can sit and have a 
coffee and chat and watch pool, and watch Sky television, play a game of 
pool and check their emails, you know. They were never ever going to be 
over there, and the same will be true for the new foyer. It'll be a 
performance space and it'll be somewhere where people sit when they are 
waiting for someone or when they have people come in to chat to them or 
whatever else, but they're still going to want to migrate to an area where 
they can sit and burp you know, and not worry about the fact that they're 
being watched.

What is causing the underlying tension here is the suspicion that the 

needs of students are not the primary driving force behind the design of 

the new facilities. What is more, those who are expressing these views 

feel that they are being ignored, just as they claim they have been in the 

past. While this indicates that the culture of the College permits dissent 

('people keep saying' one thing and 'we keep saying' another), it also 

supports Meek's (1998) observation that senior managers have the power 

to exercise a disproportionate amount of influence over certain aspects of 

organisational culture. It also begs a more fundamental question. If the 

new foyer does, in the end, give out a message to students that the space 

intended to be the heart of the College is primarily public-facing rather 

than student-focused, will that be by accident or design?
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MEMBER M7:

NARRATOR:

It seems, then, that people experience the 'atmosphere' or 'environment' 

of the College in very different ways, despite the fact that they may be 

using similar words or images to describe it. While participants are 

apparently able to unite around the notion of the symbolic importance of 

the foyer, closer examination of the connotations it carries for different 

individuals and groups reveals that this is, in fact, what Martin Parker 

(2000) calls a 'fragmented unity', in which members may operate as a 

collective one day and be divided the next.

The foyer symbolises the threshold to any number of versions of the 

College. At first sight they look similar because they are described in 

terms of the same core shared values such as the professionalism of the 

College's staff and performance output and the centraliry of the student 

experience. On closer examination it can be seen that the interpretation of 

these values and the priority accorded to them are subject to competing 

and contested claims by different groups and individuals. Excavation of 

the foyer as a site of intra-culrural conflict exposes these other contested 

claims, concealed beneath a superficial unanimity. For some, for 

example, crossing the threshold to the new facilities means entering a 

commercially viable public venue, run to a professional standard. The 

College's commitment to the centrality of the student's experience is 

manifest in the enhanced quality of the facilities in which students 

perform; access to a wider and more discerning audience; and the implied 

need to raise standards of performance per se as a consequence.

I think incidentally, there are other ways in which the College will need 
to change, but I don't think they'll affect the nature of the College. You 
are going to need to become much more business-like. And really, to 
look at your performance as a way which can supplement funding. I 
don't mean it can bring in the sort of money that can put up a new 
building, but you should be able to bring in an income from your 
performance and you can only do that by increasing the profile.

Others contest the claim that the quality of the physical learning 

environment should be accorded such high priority and put forward the
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MEMBER Ml 7:

NARRATOR:

MEMBER M5:

NARRATOR:

MEMBER M2:

counter-claim that what really matters is what happens within the 

teaching space. For them the quality of the student experience resides in 

the interpersonal dynamic between staff and students.

So building's a part of it, but it's only a part of it, you know, I - we've all 
had to build new buildings to keep people happy, but at the end of the day 
it doesn't - it's a thing that occupies you for a period of time and then 
you move on and you just take them for granted and then they're too 
small within about six months. And everyone's moaning again.... So I 
think you have to say, yeah, it's a part but you've also got to get the 
standards, so people have got - word of mouth has got to be about the 
teachers and the people actually leading the courses that they have some 
reputation that says, wow, this person is fantastic. That's really what 
makes the difference is that it's the people; the buildings are hopefully, 
secondary. And the danger is, as you get into a new building, it becomes 
the only focus, everyone focuses on the building so I think I'd be 
encouraging people to say, "Forget the building, other people are 
worrying about the building. If you're coming in new, focus on whether 
you can challenge if the student experience is good enough and how it 
could be better, and have we got the best teachers?"

Some who share this view also fear that crossing the threshold to the new 

facilities may entail making unacceptable compromises to their 

professional values both as teachers and as arts practitioners.

There's always that feeling in Drama Schools, you just think, well, do 
you know, I'd rather have a scruffy room, give me a scruffy room and 
forget about the rest. I'll get down to what I do best, which is being in a 
scruffy room with ten, twelve students. And, okay, so we haven't got all 
those things, we can't do all the things we want, but that's what I do you 
know, and you can still do great work in a scruffy room, and you can still 
do lousy work with state of the art facilities. So I think probably people 
feel, well, was that a better option than all the things we might be 
constrained to do in the future through Glamorgan or whatever? You 
know, let us stay in our scruffy room, please, we were happier then.

The image of family is similarly contested. It is used frequently in the 

conversations by staff, students, governors and directors alike and almost 

always with positive connotations.

The impression you get off the students is exactly the same that they love 
to be there, that there's a real - for want of a better word, I think there's a
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real family feel amongst the students in the College and I don't think - 
my impression is that that hasn't changed hugely over the last few years.

NARRATOR: The graduation ceremony is singled out by several participants as an

emotionally charged symbolic event that epitomises the 'family feel' of 

the College. It is a moment when literal parents become almost 

indistinguishable from their children's metaphorical parents as they 

mingle together to celebrate the success of their real and figurative 

offspring respectively.

MEMBER Ml: I think one of the best things is the graduation ceremonies and the
graduation parties; everybody comes back for them and they stay for the 
party afterwards. It's not, "Come and get your certificate." Everybody, 
all the parents go to the marquee, or whatever it is now. I think it's 
slightly changed now, but the graduation ceremonies are just magical, a 
magical time. You know, everybody's so happy and everybody meets 
everybody, you know, the parents are meeting other parents. The staff 
are in the same place, you know, they come and chat to the parents and 
there's always a good relationship between the students and the staff as 
well.

NARRATOR: That is not to say that the image of family is always idealised. It is

occasionally used to highlight the tensions arising from spending several 

years living in close proximity to the same, tight network of people.

MEMBER M10: You know (the students) do it all as a family: fighting, sleeping with each 
other and everything else. They do it all, you know. They come out at the 
end of it, they either hate each other or they're the best of friends for life. 
You know it's great really, it's really good you know.

NARRATOR: No matter how negative the experiences of family may have been for an 

individual, when that individual is operating as part of a collective the 

image of family tends to become, like motherhood and apple pie, an 

unquestioned good. The same lone voice that overtly questioned 

'homeliness' also challenges this uncritical stance towards family, 

drawing our attention to connotations that are not conducive to achieving 

the College's ambitions and highlighting the potential dangers of
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regarding the College as 'home' and 'family' in a quasi-literal rather than 

a metaphorical sense.

MEMBER F2: And lots of people talk to me about friendly, family, supportive, and all of 
them are great values, but there's also a flipside to those, and I did 
wonder about the flipside as well which was, but does that mean 
complacent, cosy not self-evaluating enough?...! also think that there are 
some people in the organisation whose life is the College and maybe 
that's why people talk about family because it's - not everyone feels that 
sense of, I couldn't live my life without the College but there are people 
in the staff who, I think, do feel it.

NARRATOR: The metaphor of family has been further complicated by the legal 

arrangement which has established the College as a wholly-owned 

subsidiary of its parent company the University. As is so often the case in 

families, arguments between the 'parent' and 'child' company often flare 

up about money and raise issues about power and control.

MEMBER M4: We have had some very difficult discussions over their financial support 
for us. Yeah, and it is - put crudely - my point is threefold: "Did you 
ever think for a moment you wouldn't have to do that?" Second, "That's 
why you're here. That's why you're here and we wouldn't be with you 
unless it was to have your balance sheet supporting us." But the third 
point, and the bigger point was, "Don't treat me like your sixth form child 
who's come home and asked for extra pocket money," and that's how I 
was treated.

MEMBER M9: I'm trying to bring an analogy of a parent and a child. It's like giving a
child pocket money, and without them knowing, when they're out, taking 
it - or, you know, taking £10 back and without consulting them, to do 
with an event that happened a year before. But you'd think that you'd 
talk to them about it, wouldn't you?

NARRATOR: The image of community, like the image of home tends to give rise to

narratives linked to physical locations. These are either locations within 

the College, such as the cafe or the bar, where this sense of community is 

enacted, or ATRiuM, the University's new Cardiff campus, which is used 

to represent the antithesis of community.

MEMBER Ml 5: I think the first time you ever see it, and you don't have to be on the 
Board, you know, the individual, the public would see it if they ever
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MEMBER F3:

NARRATOR:

MEMBER M3:

attended any of the College open days or the College performances. You 
know that this isn't a high school putting on a production and all the 
parents are there, it's a highly polished professional production and yet 
you know that a lot of the audience will be fellow students there in 
support of the environment and that's the one thing I used to enjoy just in 
the drink bar afterwards, in the Sherman (Theatre) even, the debate and 
discussion because, okay, you did tend to know some of the students and 
they would talk to you, you got the sense that it was highly supportive 
within the study body itself and if somebody was actually just going to 
play a leading role and it was a first night, everybody was, sort of, 
involved in how it turned out. So it was that sort of relationship.

I mean, we pride ourselves on the community at College and I still think 
we're like that and I'm glad we are, 'cause I think we wouldn't be the 
same place if we lost that. I mean, when we had all those talks about 
when we - the Alliance and stuff, and talks about how we might lose our 
Students Union and stuff, ....we were quite wary about that because if we 
lost our Students Union hub, we'd be like the ATRiuM. We'd be - we'd 
have no atmosphere, nothing, and that kind of thing, and I think that our 
community's quite central to the way we work.

There are echoes here of the anxieties we heard in the first documentary 

about selling out what we value most for monetary gain. There is a 

pervading sense among a number of participants that the spirit of 

community within the College is not the result of systematic strategic 

planning but something of a 'fluke' achieved by building on an organic 

process that simply emanates from a collection of people dedicated to a 

vocational career in performing arts. This view is supported by Meek's 

(1988) contention that it is 'preposterous' to imagine organisational 

culture can be created and manipulated by management, no matter how 

powerful. Just as narratives of community are attached to physical 

locations where community is enacted, so fear of losing community is 

attached to the planned new facilities where, like ATRiuM, community 

may be in danger of being bleached out.

I keep saying in., meetings, "Let's not build an ATRiuM," and we put the 

building structure and experience thing on the agenda... and, of course, 
'cause it wasn't something that people were ready to talk about, then it 

was swept over and moved on, you know, but we've already been having 

discussions...about, you know, what do we do to protect that student
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NARRATOR:

experience and what do we do to make sure that when the new building is 
built, that it's not sterile and wiped clean and people know where they are 

and how they go about it? You know, and... let's maintain the things that 
we think we do quite well at the moment, regardless of whether the new 
buildings happen or not, let's invest in that and work in that because 
whether the buildings happen or not, we'll still have students here who 
need to feel as if they're belonging and educated and having a good 
experience.

During the conversations, I encouraged participants to illustrate what they 

were telling me with stories drawn from their personal experience. Many 

chose to recount stories that presented the College as an institution that 

has already come a long way, but has still further to go. While long 

standing members always refer to the friendliness they encountered, they 

also told stories about the College of their early days that presented it as 

'chaotic' 'a shambles', 'parochial and provincial', 'slipshod', a place that 

was 'really quite a dive'. Two metaphors dominate the narratives of the 

College's history: first 'trajectory', which according to the Oxford 

English Dictionary, refers to 'the path described by a projectile flying or 

an object moving under the action of given forces' (Thompson, 

1996.1100); and second the metaphor of the journey.

It's in a position where, yes, (the College) is not, by any means, at the top 
of the sector, but it's steadily moving up. It's a great position to be in. 
Rather than feeling you're stuck down the bottom and sliding, or actually 
feeling that you - and I don't know, perhaps people at the top are quite 
happy - and they're probably quite happy. But so I suppose I'm talking 
that up in one sense, but I think it is good to feel that... our trajectory is 
looking good. That there are always positive things on the horizon.

MEMBER Ml4: (People are) still coming to grips with the journey that the College is on at 
the moment, and I do feel like I've arrived, you know, not before the 
journey has begun, but the journey was already underway you know, the 
plane was loaded and was taxi-ing and the next few years feels - and I 
think everybody's very aware of the fact that the next few years are going 

to bring a lot of changes.

NARRATOR: Like the images of home, family and community, the metaphors of the 

trajectory and the journey seem at first to represent an unquestioned and 

unquestionable good. There is evidence, however, that the image of the
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journey sometimes resonates negatively with two groups of people: non- 

academic staff who are not senior managers; and longstanding members 

of the College.

We have already observed in the first documentary that non-academic 

staff, who are not senior managers, are particularly prone to tension, 

uncertainty and vulnerability because they are unsure whether there will 

be a continuing role for them in the rapidly changing environment of the 

College. For those who fear they may be going nowhere, the image of 

the journey, with its implicit promise of adventure and an exciting 

destination, serves only to heighten their sense of exclusion and 

disappointment.

MEMBER F4: Well, I think it's just a general, you know, people you talk to, we don't 
quite have the direction that we're going in at the moment, you know, 
that's not 100% clear where we're going. And it's hard to know quite - 
exactly where you're going and if you don't know quite where you're 
going, you're in danger of losing the motivation for getting there, you 
know.

NARRATOR: For longstanding members, the trajectory of the College usually describes 

an arc of steady development spanning the last few as well as the next 

few decades. Their narratives of the College's history incorporate 

autobiographical and biographical accounts of the personal contributions 

they and their colleagues made to its enhancement. In contrast, the image 

of the journey tends to be employed by recently arrived members and to 

refer exclusively to the recent past and the future, as if the College's 

journey did not begin until the Strategic Alliance was implemented and 

the new Principal took up her post.

MEMBER F5: People forget what Edmond (Fivet, the former Principal) did at the 
beginning, that's the thing. The College was - it was on the brink of 
closing down, and he did turn that round, but it's such a long time ago, 
people,.. .well a lot of people don't even know about it because there's 
not many people that have been there a long time. Why would they 
know?
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NARRATOR: A considerable proportion of time within the conversations was spent

talking about the various chief executive officers involved in the Strategic 

Alliance Project. This seemed ironic at first, as I have always been 

concerned to counteract what Eero Vaara (2002) identifies as the 

tendency of much research to regard post-merger integration as a 

management-led project in which employees, and, in this case, students, 

are restricted to the role of mere subjects of change. It soon became 

apparent, however, that the very act of eliciting the stories of the full 

range of people most closely affected by the merger had the effect of 

repositioning, as narrators, participants who might otherwise have been 

consigned an entirely passive role.

There is a remarkable consistency in the ways the various chief executive 

officers of the higher education institutions that feature in this 

documentary are presented in the conversations. Broadly speaking, the 

former Principal, Edmond Fivet, tends to be contrasted with the new 

Principal, Hilary Boulding: he is charismatic but exhausted after a 

'harrowing' final six years in post; she is energised but 'not an easy' 

leader.

MEMBER M8: Edmond saw a vision for the College, but Edmond was always the gent, 
wasn't he? So he would never push people, you know, too far or 
whatever. Not that Hilary does, sorry, I don't mean that, but he would 
work with people in a different way, whereas Hilary's really part of it. 
Edmond.. gave the impression of being comfortable doing the talk, if you 
like. And that's important as well but you need the talk and you need the 
walk to get you there.

MEMBER M7: And as I say, there's a new Principal. Totally unlike her predecessor.
Who is galvanised, highly committed, probably doesn't have the, sort of, 
interpersonal skills that Edmond has intra, i-n-t-r-a College, but does have 
them in spades .. .extra, outside of the College, hi terms of links with 
people who might give money and all that sort of thing. And who is 
busting a gut for the College but ain't a paterfamilias figure in the way 
that Edmond was.
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NARRATOR: It is worth observing the way in which the last speaker differentiates 

between the former Principal as father figure and the new Principal as 

entrepreneur. On one level this is no more than an observation about the 

way in which two different individuals, with differently balanced 

attributes, go about fulfilling the duties of the same post. On another 

level it operates as a narrative device through which multi-dimensional 

individuals are reduced to one-dimensional characters who take on 

symbolic roles in the intra-cultural conflict between the old and the new; 

the past and the future; family and business.

An undercurrent of disappointment can be found in the conversations 

about the fact that 'Fivet's last stand' was 'a bit limp'. A suspicion that 

more could have been done to preserve the independence of the College 

betrays a forlorn and perhaps naive hope that the College's problems 

constituted a local difficulty, easily resolved by an injection of public 

money, rather than an opportunity to make symbolic political progress.

MEMBER M5: I think there's probably just some vestigial thoughts that a hardcore 
campaign with the (Welsh) Assembly (Government) might have 
produced some, sort of, special case, you know. So I think... people have 
felt that... well, I suppose it's questioning Edmond's lobbying really, just 
saying, you know, "Did he concede it too quickly?"

NARRATOR: Comparisons are also drawn between the Vice Chancellor of Cardiff 

University and the Vice Chancellor of Glamorgan. The former is 

described as 'weak' for failing to carry his senior executive with him into 

merger with the College, and 'stupid' for letting his institution miss out 

on such a valuable opportunity. The latter comes across as something of 

a Jekyll and Hyde character, always strong and occasionally high-handed 

and 'volcanic', but with a soft spot for the College and an ability to charm 

its staff when he chooses to do so.

MEMBER F7: I am very impressed by (the Vice Chancellor of Glamorgan). He came 
down and saw us and I talked to him at quite, at length, not just about 
College but just about things in general. Kids of academics- we had
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quite a good chat on that one and I just really liked him so I trusted him 
and I felt that if he, that's someone who I felt was a very well-informed, 
intelligent man, wanted to put his eggs into the Glamorgan basket, 
actually that made a really big difference to me. Yes I thought, ah well, if 
he feels that this is the place where he wants to be then this could be a 
good place for us. So it was really helpful to me that he came down a lot 
and I still feel that I could go up and say hello and talk to him and I think 
today that's very important and I think that's the sort of institution that 
both of our institutions are.

NARRATOR: What, if any, is the relationship between the culture of an organisation 

and the leadership style of its CEO? Can the former determine the latter 

or vice versa? Listening to the conversations it seems that each 

simultaneously facilitates and constrains the other in what Martin Parker 

(2000) would describe as a 'process of becoming'.

MEMBER F2: I suspect in some ways, it's like any other organisation, with someone 
new coming in, in the chief exec post, which is there's probably a group 
of staff thinking, well if she thinks I'm going to change the way I've done 
it, I'll outlive her, and I suspect there's another group of staff who can be 
taken on a journey, but probably need quite a lot of work to help them go 
on a journey and I think there's another group of staff, as in any 
organisation, a small group, who are up for a journey. But I think one of 
the really helpful things is that the change -1 think it's so manifest that 
the change, some of it's coming from a very positive place, we're getting 
new facilities. So it's not as if some horrible person's come in and said, 
"We've got to do it differently" because perhaps that person's 
disregarding all the heritage and the tradition. So I think it's very easy to 
portray the change as coming from a really good stimulus the opportunity 
for new buildings.

NARRATOR: Parker (2000) also advises us to remember that the culture of an

individual organisation, while unique, cannot exist in isolation from its 

wider cultural context which may include, for example, the geographical 

region in which it operates; the mix of professional cultures represented 

amongst its staff; and the prevailing historical, socio-political and 

economic climate. What emerges from the conversations is a fairly 

commonly held view that can be summarised as 'cometh the hour, 

cometh the man (or woman)'. At different points in history, both the 

internal and external environment will require certain aspects of the
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College's organisational culture to be foregrounded at the expense of 

others. A successful leader is one who has the capacity to respond to and 

reconcile the exigencies and opportunities of both the internal and 

external environments and to interpret them in ways that enable members 

to continue to make sense of what it means to belong to their 

organisation. It also means recognising when it is time to leave.

MEMBER Ml2: And, you know, Edmond was here an awful long time, and was appointed 
for when he first came here or the five years following, and maybe the ten 
years following, but, you know, times change.

MEMBER F9:

NARRATOR:

I think the College is beginning to develop that sense of identity perhaps, 
or separate identity that it hasn't - didn't have in the time that I - well it 
didn't have strongly enough in the time that I was there. Well, it's partly, 
I think it's about leadership and just a different approach and, you know, 
these are difficult conversations 'cause they sound like criticisms... but it 
isn't, you know, it's, I think, there is a time and a place for different 
people at different times in the history of any kind of institution...and I 
think how would I characterise it, is that the question? Confident, 
ambitious, forward thinking, robust.

Interest in the subject of organisational culture began to emerge in the 

literature about mergers and acquisitions in the mid-1980s (Riad, 2005) as 

researchers explored the potential of the concept to predict the likely 

compatibility of partners in terms of cultural fit or cultural clash (Mirvis, 

2008; Rowlinson, 1995). A decade later lan McNay (1995) mapped 

models of universities as organisations on to the four organisational 

cultures identified by the management consultant and theorist Charles 

Handy (1993). In McNay's model, Handy's person culture becomes the 

university as collegium; role culture becomes the university as 

bureaucracy; power culture becomes the university as corporation; and 

task culture becomes the university as enterprise. McNay's model is 

underdeveloped and over-reliant on anecdotal personal experience but its 

specific focus on the UK higher education sector does supply useful 

shorthand for discussing the cultural compatibility of the College and the 

University as it emerges from the conversations.
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MEMBER M5:

There is evidence that the College sees itself as a combination of 

'collegium', which emphasises freedom and academic autonomy, with 

decision-making about learning and teaching located within subject-based 

departments; and 'enterprise' which emphasises the relationship between 

students as clients whose needs are met via the professionalism of staff. 

In contrast the College tends to see the University as a combination of 

'bureaucracy' which emphasises regulation embedded in formal 

structures; and 'corporation' which emphasises power, vested in the Vice 

Chancellor and the executive, who may, for their own political ends, 

choose at times to operate outside official structures, thereby 

disempowering them.

I think my own perception of myself within the institution is not as 
romantic a notion as it was before. You know, you feel corporate and 
you feel a part of something bigger... You do feel... as I say, you feel less 
bohemian. I think when we're in a meeting and we're being addressed by 
Glamorgan staff, I think it makes you feel that you're part of Salisbury's, 
or something.

Does this apparent cultural incompatibility matter, given that the College 

has stopped short of full merger and become a wholly-owned subsidiary 

company of the University? The sort of post-merger integration this 

entails has been described as a 'preservative' model (Mirvis, 2008) in 

which the College, as the acquired partner, retains a degree of autonomy 

and is required to undergo little change. It recognises that it is in the 

interests of both partners to preserve the distinctive qualities that first 

made the College attractive to the University. There is evidence in the 

conversations that it does indeed matter, because the College cannot 

achieve its longer term ambitions without the corporate drive and 

financial muscle of its parent company. If this were not the case then the 

College would not have entered the Strategic Alliance in the first place.

MEMBER M12: So it was no different to any other conservatoire.... It's always the case. 
We've got all these hugely important aspirations, and no drive, 
financially or backroom supply side, to actually get you into a position
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where those aspirations can be delivered. So I think that's the change in a 
sense, the change is that you can now feel more confident, not wholly 
confident, gosh but more confident that the drive - the backroom drive, 
which allows you to be sustainable over time, can be the platform for you 
to actually achieve the objectives, and the objective, we all agree, is 
you've got to come out of being perceived as, and this takes a long time, 
as we discussed earlier, perceived as second rate.

NARRATOR: Listening to the last speaker, I am struck by the way he constantly 

switches pronouns as he speaks about the relationship between the 

College and the University. It is difficult to know who the speaker is 

including when he uses the pronoun 'we' at different points in the 

conversation. It is clear, however, that when he uses the pronoun 'you' 

he is referring throughout to the College as a separate entity, isolated 

from its partner. This suggests to me that the gulf between the 

organisational cultures of the College and the University is such that it is 

difficult to sustain any sense of shared organisational identity, even when, 

and perhaps particularly when, the matter under discussion is what 

brought the two institutions together in the first place.

In this documentary we have focused on the organisational culture of the 

College which answers the questions 'What sort of a place is the 

College?' and 'How do we do things around here?'. This brought to the 

surface values and beliefs that participants might have assumed were 

shared by all but which close scrutiny showed to be subject to dispute, 

both within the College and between the College and the University. 

There is evidence that the way participants think about the College as 

home or family or community no longer feels stable or shared. Some are 

uncertain about whether there is a place for them in a rapidly changing 

environment. It is no longer clear who is meant by 'us' or 'them' or who 

is included or excluded when organisational leaders use the term 'we'. 

This being the case, the more profound question 'Who are we as an 

organisation?' has to be faced and organisational identity will be the 

subject of the next documentary.
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Chapter Nine: Findings and Discussion: Organisational Identity

Introduction

When I engaged in the conversations, conducted as part of my research, I had immersed 

myself in literature that would help me undertake qualitative research, using narratives as the 

basis of my analysis. I had not yet encountered either social identity theory (Tajfel, 1982) or 

its application to organisations (Ashforth and Mael, 1989; Albert and Whetten, 1985) and did 

not do so until after the conversations had been recorded and transcribed. When I did, I 

realised that, by pre-determining the categories of participants who would form part of the 

research, I had inevitably made choices that reflected my own assumptions about what social 

categories were important to different members of RWCMD. I realised I would therefore 

need to be alert to the presence in the transcripts of categories I had not anticipated and to 

disclosures that indicated the relative salience of different social categories to different 

individuals.

Identifying with a social category encompasses two complementary processes: comparison 

and relation (Ashforth and Mael, 1989). For the purposes of this thesis, comparison might 

entail identifying differences between those who regard themselves as members of RWCMD 

(the in-group) and other groups of people whom they regard as non-members of RWCMD 

(out-groups). It might also entail identifying differences between various sub-groups within 

RWCMD. Relation might entail identifying similarities between members of RWCMD as a 

whole or between members of various sub-groups within RWCMD. At a time of radical 

change, as RWCMD adjusts to its new status as a wholly-owned subsidiary company of the 

University, it may be interesting to explore whether boundaries between in-groups and out- 

groups (Tajfel, 1982) strengthen or become blurred. According to Parker (2000.5), the 

dynamic interplay between constructs of in-group and out-group, 'us' and 'them', constitute 

the means by which we are able to articulate a sense of who 'we' are, or in other words a 

sense of organisational identity.

The fourth chapter of this thesis presented a critical review of organisational identity 

literature. This revealed sharp divisions between those who place a high value on the 

utility of 'identity' in organisational studies and those who question whether a concept
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developed to account for individual and group processes, within social psychology, can be 

applied with integrity outside the field (Alvesson et al, 2008; Cornelissen et al, 2007; 

Cornelissen, 2006; Haslam et al, 2003). The most compelling argument in favour of 

testing the concept in the context of this research was the observation that a wide variety 

of research subjects seem to use the concept of 'identity' unprompted by researchers, 

apparently at ease with the way it makes connections between constructs of the self and 

constructs of the organisation (Haslam et al, 2003). I therefore believe organisational 

identity has much to recommend it, given my commitment to communicating my findings 

transparently to participants and thereby maximising the emancipatory potential of my 

work.

Several of the questions that framed the conversations were designed to prompt 

participants to talk about their perceptions of the organisational identity of RWCMD and 

consider what impact merger with the University might be having upon it. They were 

invited to imagine what they would say to prospective employees or students seeking their 

advice about whether RWCMD was the right choice for them. Finally they were asked 

what they, personally, valued most about the College.

My search for a working definition of organisational identity, suited to the purposes of this 

thesis, began and ended with the seminal work of Albert and Whetten (1985.264) who define 

organisational identity as a combination of claimed central character, claimed distinctiveness 

and claimed temporal continuity. Of particular interest to this thesis is their argument that 

statements of identity should be viewed as 'political-strategic acts' placing the emphasis on 

how individual organisations answer questions for themselves about centrality, 

distinctiveness and temporal continuity rather than on the way in which organisational 

theorists might classify them. I believe the spirit of Albert and Whetten's definition is 

captured and complemented by the more recent definition of organisational identity by 

Alvesson et al, (2008.6) as 'a temporary, context-sensitive and evolving set of constructions 

rather than a fixed and abiding essence.'

Although the literature of organisational identity is as extensive as the literature of 

organisational culture, gaps remain. In Chapter Four it was noted that there are opportunities
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to 'develop novel and nuanced theoretical accounts, to produce rich empirical analyses that 

capture the intersubjectivity of organizational life in a thoughtful and empathetic fashion and 

to demonstrate how individual and collective self-constructions become powerful players in 

organizing processes and outcomes (Alvesson et al, 2008.7). In this chapter I hope to take up 

some of these opportunities and make a contribution to a comparatively neglected area of an 

overworked field.

This chapter begins by considering the conversations in relation to the concept of 

organisational identity and its component parts of central character, distinctiveness and 

temporal continuity, observing the extent to which the merger is shaping how participants 

talk about these matters. This is followed by analysis of the social categories with which 

participants identify, taking into account both the pertinence of pre-determined categories 

established via the research methodology and additional categories emerging directly from 

research data. Where possible, the relative salience of different categories for individuals 

and groups will be assessed, since this is vital for understanding each individual's viewpoint.

Documentary Three: Just who do we think we are?

NARRATOR: When the Royal Welsh College of Music and Drama entered into a

Strategic Alliance with the University of Glamorgan on 1 January 2007, it 

relinquished overnight its cherished status as an independent higher 

education institution to become a wholly-owned subsidiary company of 

the University.

This documentary is the third of four made by weaving together extracts 

from conversations I had with different members of the College, in which 

we talked about the impact the Strategic Alliance Project had had upon 

them. It asks just who do we think we are now that the College and the 

University have joined together? It focuses on the 'organisational 

identity' of the College, posing the self-reflective question: 'Who are we 

as an organisation?' Albert and Whetten (1985.265), who first introduced 

the concept of organisational identity, warn us that organisations usually 

try to avoid asking this question because it is 'profound, consequential
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and difficult.' They suggest that it tends to get asked in extraordinary 

circumstances when tried and tested ways of responding to events have 

proved inadequate. During the conversations, I tried to find out if the 

extraordinary circumstances presented by the Strategic Alliance had 

prompted participants to ask such fundamental questions about the 

identity of the College. I invited them to imagine what they would say to 

a prospective student or member of staff who was unsure whether the 

College was the right place for them and needed their advice. They were 

also asked what they, personally, valued most about the College.

The College's list of 'non-negotiables' can be read as a demand or a plea 

that the identity of the College be safeguarded in the face of structural and 

legal changes that could threaten it (Ravasi and Schultz, 2006). It is 

interesting to note that, while participants rarely make explicit reference 

to the culture of the College in the conversations, the term 'identity' is 

more frequently used and always in the context of the threat posed to it by 

the new relationship with the University (Haslam et al, 2003).

MEMBER Ml5: I guess on the academic side and certainly on the Governors' side, there 
was a lot of nervousness about will the College lose its identity, will its 
teaching standards be compromised in any way and will we produce the 
same excellence and achieve the same levels of excellence we have in the 
past.

MEMBER F3: And then you hear about, "Well, how are we going to get these buildings, 
where can we get the money from?" "Oh, the Welsh Assembly 
Government." "Oh, well, you're going to have to ally yourself with 
another University to get the money," so fine. At first that was quite a 
scary prospect because you have thoughts of like, oh wow, are we going 
to lose our identity? Is our College going to be different, you know, will 
we lose the point of our College if we become allied with another 
University?

NARRATOR: Some researchers (Haslam et al, 2003) have suggested that the concept of 

identity is particularly useful in organisational studies because 

participants in research projects seem to use it as part of their normal 

vocabulary, without being prompted by researchers. Unfortunately, when
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I started to analyse the transcripts, I discovered that I tend to be the 

person who introduces the term into the conversations, so I am not in a 

position to comment on this. All I can say is that participants always 

responded as if the term were unproblematic, without pausing to ask me 

to clarify precisely what I meant by it.

When the last two speakers voiced their fear that the College would lose 

its identity, they illustrated this by referring to very specific worries: 

compromising teaching standards; failing to achieve customary levels of 

excellence; losing sight of the very purpose of the College; and making a 

break with good things that have happened in the past. These concerns 

map quite closely on to the three 'definitional pillars' (Gioia et al, 

2000.64) of organisational identity that Albert and Whetten (1985.264) 

identified: 'claimed central character; claimed distinctiveness and claimed 

temporal continuity'. As we listen to some of the claims made and 

contested within the conversations, we will consider them in light of the 

three 'pillars', sometimes together and sometimes separately.

The things that participants claim are central, or essential, about the 

character of the College, may or may not be things that they think are 

distinctive or unique about it. Conversely, something distinctive or 

unique may or may not be regarded as of central importance in answering 

the question, 'Who are we as an organisation?' The second documentary 

in this series focused on the organisational culture of the College and 

touched upon several characteristics of the College that are seen as central 

by participants. These included its friendliness (sometimes encapsulated 

in the metaphors of home, family and community) and its status as an up- 

and-coming institution (often conveyed by the metaphors of the journey 

or trajectory).

MEMBER Ml: Today, you know, I've not been here for a year and a half, went and sat in 
the common room, got chatting to lots of people, went and sat in the bar, 
said, "Hello" to quite a few people, quite a few new people, and you
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could go and sit in the College bar on your own and end up, speaking to 
50 different people during the night. It's just a really, really friendly 
atmosphere.

MEMBER Ml0: We managed to get through that difficult time (ten years ago). A lot of 
that was down to the old Principal and his personality, the powers that be 
in making it work and getting the Royal status and making the College 
something on the map, which is brilliant. And you see things - like what 
the Head of Theatre Design has done for the College, has been 
phenomenal. I mean when he came, the change, I mean I've seen the 
changes, you know from what the (Theatre) Design Department was and 
what it is now. Can't even start to say the differences, it's massive. 
Absolutely enormous. And through him, again he's gone and put the 
College on the map, you know, of the world.

NARRATOR: Surprisingly perhaps, given this pervasive sense of the College's upward 

trajectory, the idea that the College is essentially a confident organisation 

is contested throughout the conversations. There is a marked difference 

between Music and Drama in this respect, with Music apparently unable 

to emulate the burgeoning confidence of Drama.

MEMBER F2: I think the (Theatre) Design and the Drama students have a real sense of 
worth and a sense of stepping into a very powerful pair of shoes when 
they come in. I don't think the musicians feel that and I think it's a 
confidence thing.

NARRATOR: For many, including the former Principal, the organisational low self- 

esteem of the College has its roots in a long history of unfavourable 

comparisons with other UK Music conservatoires.

EX PRINCIPAL: I think it takes ages and I also think -1 don't think, in my time, even at 
the end, we were confident enough about what we did. I mean, you look 
at those other institutions, like the Royal Northern or the London colleges 
and they're very, very confident in what they do and I think we lack that 
confident approach a bit... and I think I found - on a very personal note, I 
found it very difficult sometimes to be with those principals from other 
institutions to have the confidence that they had because of their funding 
situation and their history, if you like and the list of their alumni and all 
that sort of stuff. It's quite a difficult - it's much, much more difficult 
being principal of an institution that's trying to find its place in life than 
having a very confident, long-established institution.
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NARRATOR: Both students and staff within Music acknowledge the confidence- 

sapping effects of this reputational gap, but invoke the caring and friendly 

character of the College, not only to make a favourable comparison 

between the College and its competitors but also to take it further and 

stake a claim of distinctiveness for the College.

MEMBER G2 Back in December, unfortunately my grandfather died suddenly. He died 
at 69 of a - he just dropped dead and it was the last week of term and the 
support I had from my Head of Study was absolutely amazing. He 
phoned nearly every day for three weeks to see how I was. And I got 
back and, you know, I spoke to the Director of Music and I spoke to the 
new Principal, and they all came up to me and said, "How are you?" and 
it was so nice and you wouldn't get that anywhere else. I'm sure you 
wouldn't.

MEMBER F7: (A colleague who teaches at one of the London conservatoires) said how 
much she would like to be working here and how much she would rather 
be working here... So interestingly... I think in a sense she's always felt 
that, that she felt working (there), they are so privileged and kind of 
snooty in every way, you know. Actually she said 'I think this is a much 
nicer institution'... Yes, so in a sense she'd rather drop from being the 
absolute creme de la creme to being here with very good students and 
good teaching and everything being, I hope, as humane as we can make 
it, you know, with us looking after everyone ... So I think that's really 
important. I think that's why the students get so affectionate about it and 
why they were feeling uncomfortable about us, about the Strategic 
Alliance with Glamorgan, which they certainly were, weren't they? They 
were worried that it was going to change us.

NARRATOR: The friendliness that characterises the College comes across in the 

conversations as something more profound than just good customer 

relations or 'service with a smile.' The word 'humane' speaks of a 

compassionate and fundamentally benevolent place. Staff and students 

refer to an underlying spirit of social and educational egalitarianism, 

which they present as both a central and a distinctive characteristic of the 

College.

MEMBER F2: I value the fact that there's no pomp [laughs]. You know, there's just no 
pomp, and I actually value that. If you, you know, the group of people 
standing outside smoking, half the Drama staff will be there, students will 
be there and sometimes I don't know who's who [laughs] but I value the
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fact that no-one stands on their high horse... and actually, interestingly, I 
don't think it slips into a casualness and you know, it doesn't slip over the 
mark. It doesn't slip into laziness. So I value that. And I suspect you 
could go into lots of Universities and not find that. I even think you 
could go into other conservatoires actually and not find it, because I think 
the danger with these very big - much bigger conservatoires is that 
because they can't give the individual opportunity, they must dismiss 
some of their pupils. They must make choices and have an A list and a B 
list and I don't sense we would condone an A list and a B list actually. I 
just sense that's not a part of the culture. And that's a factor of size which 
we should hang on to.

MEMBER M18: I mean, the fact that we can work on a project together, staff and students, 
and then we can go to the bar and have a drink, relax, I think that makes it 
more closer to a working environment where there's no age barriers 
rather than this staff/student divide, which appears in a lot of education.

NARRATOR: One participant uses the term 'humility' to try to capture the central and 

distinctive characteristic of egalitarianism, signalled by the visible lack of 

pomposity. 'Humility' plays interestingly in relation to the notion of 

'confidence'. It could be seen as the antithesis of 'brash' confidence, but 

sits comfortably with a sense of 'quiet' confidence, which carries 

connotations of strength of purpose and commitment.

MEMBER M5: I think there's still - there is still, as I speak, a - sort of - faith in what we 
do -1 think. I think... there's still a desire to do the right thing. I don't 
think there's any institutional negativity you know. I just don't think 
there is, and I'm very aware of that, and I'm very pleased about it. You 
know, that's the main thing. And for as long as that stays true you think 
good things can happen, you know, because you can be fed up that that 
particular thing hasn't been supported or you haven't managed to hop 
over that fence or whatever, but [pause] you don't tend to get over- 
weaning egos stopping things from happening, often [laughs]. You 
know, there's a certain curious humility, even amongst the most 
egocentric of staff, there's a certain humility about what it is we do, I 
suppose. I've never lost - I've never not seen that desire in people and, 
you know, I think that's still there, so that's what makes it alright to work 
here.

NARRATOR: This quiet confidence or 'humility' is necessarily internal to the

organisation and the individuals who constitute it. Marketing it or talking 

about it constantly would betray its very opposite, like the writhing and
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jerking hypocritical villain Uriah Keep, in Charles Dickens' novel, David 

Copperfield, who constantly declares how very 'umble' he is. 

Nevertheless, although Music and Drama are affected to varying degrees, 

both subject areas appear to suffer from the discrepancy between the self- 

assurance that characterises the 'home-life' of the College and the lack of 

confidence it displays abroad.

MEMBER F9: When I asked questions, as you do when you're new and you go
somewhere and you're trying to find out what do people really think 
about it, you know, what are they going to tell me... there was something, 
I don't know how to explain it, there was something about the institution 
having confidence in its ability, but not having the confidence to assert 
itself.... So this is a very long-winded way of saying that I felt that the 
internal enthusiasm and commitment and pride in the achievements of the 
College was not replicated in the College's relationship with other bodies. 
It was not externalised in the same way.

NARRATOR: The relatively recent shift in the College's status from independent 

institution to wholly-owned subsidiary company of the University 

appears to have added another layer of complexity to the College's self- 

confidence. Long-standing members of the College frequently tell stories 

about the University, located in the distant past, in which their sense of 

superiority is manifest and secure.

MEMBER M10: And you see the complete opposite in (Glamorgan's) students to our
students. Whereas they are the students that I was always anti in the past. 
They are the ones who were coming in just to get a degree. And I really 
have this image that if anyone turns up to the door of Glamorgan with a 
cheque then they're let in. I say that from my experience with these 
students. You know I'll sit down with them and I'll say, 'I've been 
teaching (you these specialist skills) and I'm thinking, 'Right what are 
you going to do with this when you leave?' 'Oh, I'm going to open a 
flower shop.' 'I'm going to be a paramedic' Why am I wasting my time? 
You know I really feel like I'm wasting my time on them on that module.

NARRATOR: Some of the metaphors used to describe what the acquisition of the 

College should mean to the University carry a strong sense of 

comparative worth. The College is to be regarded a 'hidden jewel'; the 

'jewel in the crown'; the 'crown jewels'; a 'diamond that needs to be cut
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MEMBER M5:

NARRATOR:

and polished'; the University's 'little trophy asset'. These assertions of 

the high relative value of the College are contested by three groups of 

people: first those who recognise the 'psychological similarities' between 

the two institutions as they struggle to enhance their respective 

reputations without the 'natural assets' of their competitors, such as long 

distinguished histories, famous alumni and higher income levels; second 

the senior management team at Glamorgan who may regard the College 

as 'a total pain relative to the rest of the things (they've) got to do'; and 

third those who observe that the tables are being reversed.

Before it felt okay to be scruffy and now it doesn't feel okay to be scruffy 
'cause you get the feeling that there's the notion of the "Glamorgan 
academic", which is actually a term, 'cause I've read it, you know, "What 
makes a Glamorgan academic?" and whatever, and a feeling that we are 
in some way, lacking in credentials. Suddenly, you know, certainly a BA 
is not enough anymore. It's nowheresville because the students get BAs 
and that. The degree thing was never very much a big part of Drama 
Schools. It is now. And then,...you get the sense that actually you're not 
going to be allowed to teach unless you go - unless - whatever age you 
are, you're going to have to go and do the next thing, and that somehow 
they're ahead of you, you know. They've got their professorships or their 
research interests or their doctorates, their MAs, they are ahead of you. 
And that, somehow, although I don't think it quite allows for it at the 
moment, you get the feeling that they probably will find a way into a 
conservatoire, but we will never find our way out of the conservatoire 
into higher education research driven universities, because...it doesn't feel 
like it's a free flowing barrier. No, it's not permeable in both directions, 
no, it's an osmotic barrier.

The anxiety felt by the last speaker seems to emanate from the fact that 

his sense of temporal continuity in terms of 'who we are as an 

organisation' has been ruptured by the Strategic Alliance. In the past it 

was acceptable to be scruffy; now it feels increasingly uncomfortable to 

be scruffy; in the future the smart university people are destined to 

infiltrate and take over the conservatoire. This is not just about what 

people wear. We heard from this participant in the last documentary, in 

which he set up a similar contrast between 'scruffy rooms' and 'state-of- 

the-art facilities'. He made the case that great work can be done in
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scruffy rooms and lousy work can be done in state-of-the-art facilities. 

What matters to him is the freedom to do 'what I do best' and if this 

freedom is constrained by the University then, he argues, the College will 

have paid too high a price for its new facilities.

What might be at stake here is what this participant calls 'faith in what we 

do' and 'the desire to do the right thing' which for him are the central and 

distinctive characteristics that make it possible to identify with and work 

at the College. By making this claim of temporal discontinuity he is 

highlighting what he perceives to be a threat to the identity of the College 

as a student-centred institution. Others, as we heard in the last 

documentary, would contest this claim, citing as proof of its continuing 

student-centredness the College's decision to form a Strategic Alliance 

with an institution powerful enough to provide students with access to 

enhanced performance facilities. It is not the centrality of student- 

centredness that is under dispute but what it means in practice and how it 

contributes to the distinctiveness of the College. At this superficial level 

the label of student-centredness enjoys temporal continuity, 

simultaneously shoring up the College's sense of identity while masking 

sharply different interpretations between individuals and groups and 

across time (Gioia et al, 2000).

It is clear that a significant element of this participant's sense of who he is 

derives from his membership of the College and that this membership 

embodies important values and carries considerable emotional 

significance for him. This observation maps closely on to the definition 

of social identity provided in the seminal work of the social psychologist 

Henri Tajfel (1982.24) which is concerned not only with identifying 'that 

part of an individual's self-concept that derives from their knowledge of 

membership of a social group (or groups)' but also with taking into 

account 'the value and emotional significance of that membership'. 

According to social identification theory, individuals order their social
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environment and locate themselves meaningfully within it by classifying 

themselves under available social categories (Ashforth and Mael, 1989). 

A group with which the individual identifies as a member constitutes an 

in-group and any group from which the individual differentiates the in- 

group constitutes an out-group.

In this particular case, the participant is identifying with the College as 

his in-group and differentiating the College from the University, or out- 

group, which is threatening the College's identity. In a research project 

which is centrally concerned with the effect the Strategic Alliance is 

having on the identity of the College, this is perhaps the most obvious 

pairing of in-group and out-group. By looking at the ways in which 

members of the College differentiate between 'us' and 'them' in the 

context of this pairing, we might expect to be able to glean valuable 

insights into the way they are (re)constructing a sense of who 'we' are at 

a time of radical change.

Support staff, who tend to have more day-to-day contact with the 

University point to the high-handed, arrogant and insensitive attitudes 

with which their University counterparts and superiors treat them, 

claiming by inference that the College is characterised by collegiality, 

efficiency, mutual respect and sensitivity.

MEMBER F6: On this particular occasion, I knew that this return needed to be done and 
it was sat there waiting to be done and it was on my list to do, but I had 
been given no indication, whatsoever, of the timetable, none whatsoever. 
And I think (a senior manager), who I've only met once very briefly, yes, 
from Glamorgan, picked up the phone to speak to me and asked me -1 
think I had an email initially and I responded and I said, "I should have it 
to him within the week," or something like that, which obviously wasn't 
good enough, but I didn't know that. And he picked up the phone to 
speak to me and he put me on loud and he said, "I've got (my assistant) in 
the room with me and you're on loudspeaker." And he said, "I 
understand that you can't get this done by tomorrow." And I said, "Well, 
I wasn't aware it had to be done as quickly as that."... I said, "But 
obviously, I'll get cracking on it now and I'll do it as quickly as" -"Oh 
well, it shouldn't take you long; it's only a bit of form filling," he said.
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MEMBER F5:

NARRATOR:

MEMBER M2:

NARRATOR:

He was extremely -1 was - he was so rude. I just - and he's a 
(professionally qualified person) and I'm (qualified in the same field) and 
I just thought, you just don't speak to -1 hadn't met him at the time, so I 
was [sighs] maybe I'm over-sensitive, I don't know.

I mean, even on a day-to-day basis, it's quite interesting dealing with 
Glamorgan because of their very attitude to us, because so many times we 
find - well (my colleague) and I both, that we have this high-handed 
attitude and we quietly go back and point out their errors and there's 
never any back down, they'll never back down and they'll never say, 
"Sorry", and they'll never apologise, it'll just be, "Right, okay, yeah, 
we'll do it that way then." It'll never be an apology, very highhanded.

Senior managers, former governors and directors of the new wholly- 

owned subsidiary company tell stories of difficult encounters with 

representatives of the parent company which all contribute to a collective 

sense of the College's identity by differentiating it from that of the 

University. Sometimes senior managers at the University are portrayed 

as culpably aggressive: at other times their insensitiviry is attributed to 

inadvertent clumsiness, the inevitable 'bull in the china shop' effect of a 

large institution lacking the finesse to deal with the subtleties of a much 

smaller, more intimate operation.

My question was what would be the position of the parent company if this 
funding gap wasn't fulfilled? And I think that was perceived as a, "Give 
us some more money," which it wasn't, it was a, "How would you help us 
manage the situation?" You know, 'cause we'd have to ensure we carried 
on paying our debts and blah de blah de blah. Now actually, all the Board 
members of the College should have felt like that because it's their legal 
duty to... I think what happened in that conversation then, is you got this 
immediate schism between, "Well actually, I'm a Glamorgan Board 
member and we're not authorising more money," and, "Well I'm a 
College Board member and I need the assurity." And actually, all we 
were saying was, "We need a form of words that says you won't let the 
College go insolvent, but we're not saying the College won't meet its 
debts to Glamorgan in some way or another," and it just needed a form of 
wording, and actually, it was solved quite simply in the end, but there was 
a lot of angst getting there.

It is worth, briefly, paying attention to the way the last speaker uses 

pronouns. When referring to the Board of Directors of the new company
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he points out that they are all legally bound to serve the best interests of 

the company, in other words they should be able to speak as we. 

However, the schism within the company between the College and 

University means that individuals speak only as I not we, in order to 

demonstrate their allegiance to one side or another of the schism: 'I'm a 

Glamorgan Board member', Tm a College Board member'. When the 

speaker finally uses we. he is still only able to use it to represent the 

College faction to which he belongs and to use it in opposition to you, the 

University faction, to which he does not belong.

Elsewhere in the conversations, however, there are some signs that a new 

sense of who we are as an organisation could emerge as the antagonism 

between 'us' and 'them' is dissolved. One of the ways in which 

researchers have reduced inter-group conflict, for example, is to make it 

possible for members of an in-group to reconceptualise members of an 

out-group in terms of their personal identity traits rather than their group 

characteristics (Brewer and Miller, 1984).

MEMBER Ml6: And I think this year has been, sort of, about getting to know somebody, 
and they're not - they're neither one thing or another. They're neither as 
big and flash, or they're neither as weak as some people (think), but they 
are both at the same time. They're big and flash and lots of money, but 
they are - and they've got some great people - but then they've got some 
terrible students, or it's just the nature of the courses, of this degree in 
Drama that's nebulous really.

NARRATOR: While the College and the University provide the most obvious pairing of 

in-group and out-group in the context of the Strategic Alliance, analysis 

of the conversations suggests that this is not the most salient pairing for 

many participants. The effects of the Strategic Alliance are experienced 

differentially by participants as they are filtered through the different in- 

groups that form the social psychological structure of the College.

The College's position as the National Conservatoire of Wales has 

significant impact on the construction of its identity by participants. For
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many years prior to the Strategic Alliance, the College had cited its 

national role as one of the prime reasons for retaining its independence. 

It argued that as long as it belonged to no other Welsh higher education 

institution it was free to collaborate equally with all. The Vice 

Chancellor contests this view, arguing that, paradoxically, the College 

finally gained recognition of its national role only when it became part of 

Glamorgan. By doing so it had to relinquish its place at the table with 

other Welsh higher education institutions, where it had always seemed 

too small to matter, but in return acquired enhanced status untroubled by 

the petty politics of the sector. Others had long made the case that 

reconfiguration through merger was the only way of securing the future 

of Wales' National Conservatoire.

MEMBER Ml9: Without the alliance, or something very like it, I believe the College
would have been too weak to realise its potential. Indeed, it seemed, and 
seems, to me of the highest importance that Wales have an institution of 
this kind and that it be at least as good as other similar bodies in the UK... 
I myself believe that the situation could only have deteriorated, which 
would have been bad for the College and intolerable for Wales.

NARRATOR:

MEMBER M7:

NARRATOR: 

VC:

As the National Conservatoire of Wales, the identity of the College is far 

more closely intertwined with the identity of Wales than that of Welsh 

higher education institutions which simply happen to be located within 

the national boundary. The value and emotional significance of this 

identification varies between individual members of the College. For 

some this is a source of unalloyed pride.

I'm also Welsh born and bred, and whilst I can't stand nationalism of any 
shape or size, I do like to see things in Wales which are top quality.

Others find certain aspects of it baffling, irritating and exclusive.

What I hadn't realised, and I should have done, but I'm not Welsh 
[laughs], is quite how Welsh the institution was perceived to be by some 
probably retired movers and shakers and I think, in retrospect, one of the 
real problems that I came up against, and which is why I wanted the old 
Principal to stay on that bit longer, was I had no experience, nor did I 
have any real affinity with it, because I'm not Welsh, and even if I was
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NARRATOR:

MEMBER M6:

NARRATOR:

Welsh I doubt if I'd have had. And with all of this, shall we say, slappy 
back Welsh tribal bit, that we all know each other in the Arts, we all 
expect everybody else to support us, and we don't support ourselves very 
well, and I'm being pejorative, but do you know what I mean?

Even those who identify with Wales and with the College as a Welsh 

institution are ambivalent about how this might affect the College's 

ambitions to be seen as first-rate on the UK and international scene.

Here's a little story. When I was coming back (after a long-haul 
flight)...'cause I had to organise a little bus to take me back from 
Heathrow to (London), and something went wrong with it and anyway, 
they had to send another driver out and I was the only passenger on the 
bus 'cause it was five o'clock in the morning. And I started chatting to 
this guy who had a long pony tail and he just suddenly said out the blue, 
he said, "Oh, I've just come back to London and I've been living in 
Swansea Valley for the last five years" and I said, "Well, how did all that 
happen?" He said, "Well I'd had enough of the rat run in London" and he 
said, "I'm only back now 'cause I've got three daughters and they're all 
getting married and I need to earn some money." And he said, "I 
couldn't imagine a nicer place to live." And he said, "Everyone's 
perception of Wales is it's a load of shit. I think it's probably one of the 
best places to live." Which I thought was extraordinary 'cause it was just 
completely out of the blue you know, there I was jet-lagged at five 
o'clock in the morning and I'm thinking I must have dreamt it. And I 
think there is an issue there. I don't know how you begin to sort that out, 
I just don't know.

One of the dangers of focusing on the most obvious in-group/out-group 

pairing of the College and the University of Glamorgan is that every 

difference that is observed is assumed to be an exclusive feature of that 

particular partnership rather than a reflection of more general pairings. 

Analysis of the conversations reveals that many participants identify with 

the College as a conservatoire/drama school as distinct from a university. 

This raises two issues: first, it draws attention to a division within the 

College between Music and Drama, categories that were not reflected in 

my selection of participants for this research; and second it indicates that 

universities in general rather than the University of Glamorgan in 

particular constitute a significant out-group for participants. In other 

words, social categories are being constructed on dimensions of both
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subject-specialism and institutional type and mission. This 

conservatoire/drama school and university pairing comes across most 

distinctly when participants talk about the failed talks with Cardiff 

University.

MEMBER Mil: When it fell down, for whatever reason, I think a lot of us breathed a sigh 
of relief, not just because of potential compromises, but because of the 
seeming unwieldiness of Cardiff and lack of unanimity of Cardiff, and 
lack of cohesion and massive apparent [pause] communication blocks 
between their departments and their senior management. So, the whole 
deal felt really dangerous and the thought of what was shaping up, that 
we would become what looked like a Faculty, a department of Cardiff at 
the bottom, at the end of the queue for resources, left some of us, I think, 
feeling this is going to be a really duff deal.

MEMBER F3 I don't know whether that's a bit of stupid pride, but I mean, we are a 
conservatoire and it's quite a different - it's a different way of working.

NARRATOR: The stories of the talks, first with Cardiff University and subsequently 

with the University of Glamorgan, show how academic staff reacted to 

them differently according to whether they saw themselves as belonging 

to either Music or Drama. Music academic staff found the prospect of a 

partnership with Cardiff more threatening, largely because of its overtly 

hostile Music department. Drama staff felt they had more to fear from 

Glamorgan which had just transferred its own Drama courses from 

Pontypridd to its new Cardiff campus. Closer examination reveals yet 

another sub-stratum of pairings, constructed on dimensions of 

professional fields of practice. While Music academic staff and students 

at the College differentiate themselves from Drama by identifying with 

the social category of Music, they take great pains to differentiate 

conservatoire Music from university Music.

MEMBER M13: I always made the joke that the difference between the two Music
Departments is that our students can't read and write, but by God they 
can't half sing and play, whereas their lot, by and large [laughs] can write 
a neat essay, but they can't play and sing.
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NARRATOR: Similar distinctions are made between the vocational focus of Drama 

taught at a Drama School, and the theoretical focus of Drama taught 

within a university Drama department.

MEMBER M16: (Glamorgan's Drama degree is) not focused and it's - people who are 
coming to do a degree in Drama, as you do in many of the humanities I 
suppose, because they don't really know what they want to do and they 
want to get a degree and then they want to move on to something else, 
and a lot of us - our people can't understand that, and I think they still 
can't quite understand what the difference is with us. And they are - 
they're obviously -1 don't think they're enthused with the same thing 
we're talking about, the passions or the interest in the subject.

NARRATOR: Paradoxically, while academic staff fear that the distinctive nature of the 

academic provision of the Conservatoire/Drama School is threatened by 

the University, they also realise that it represents its best hope of survival. 

There would be little point in the University taking over a conservatoire 

only to make it look exactly the same as a university. Support staff have 

no such comfort, for their professional fields of practice can be seen as 

indistinguishable from those of their counterparts in the University, 

making them obvious targets in post-merger rationalisation.

MEMBER M14: I think the College is almost still entering the Strategic Alliance in the 
same way that Glamorgan are still entering the Alliance... Well I just 
think, well, where are we now? We're almost in November 2008 so 
we're beyond 18 months into the Strategic Alliance. We are just getting 
round to the Academic Registry side of it and we still know that the 
Finance issue is perhaps another twelve, eighteen months off. We still 
know that IT might be the same period of time off, so already that's three 
years before we actually get - and just get some of the systems in place.

NARRATOR: Analysis of the conversations shows that support staff are experiencing 

acute anxiety about the security of their posts and recognise that their 

professional skills are seen as indistinguishable from those of their 

counterparts in the University and therefore replaceable. This is not, 

however, how they see themselves, for while they identify with the 

category of 'support staff as distinct from the category of 'academic 

staff, they also identify themselves, alongside academic staff and
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MEMBER M9:

MEMBER F4:

NARRATOR:

MEMBER F8:

students, as small specialist institution staff as distinct from large non- 

specialist institution staff.

The biggest difference was that you're more involved with students; 
you're more involved with the everyday fabric, if you like, of the College. 
With a larger institution., the job (of central administrative staff) is 
functional, and therefore we tend to be detached from students and 
academic staff. That's the way large HEIs work. You know, generally, 
they have a central administrative block in which the central functions are 
located. That's the big difference and so you didn't see students on a 
day-to-day basis. You only saw staff where you went out and had to find 
them. As part of your everyday life, the only colleagues that you'd mix 
with were those within your own discipline. That was the big difference, 
whereas here, in a smaller College, it's far more integrated in terms of not 
having barriers, if that's the right word between students, academic staff 
and central administrative staff.

I think it is just the size of it, being able to work together and know 
everybody involved and that personal touch right through down to the 
student. I think that's the overriding thing that you very definitely don't 
get in a large organisation.

What comes across powerfully is that both academic and support staff 

tend to categorise themselves and others along dimensions of role 

orientation where the differentiating factor is proximity to the student 

experience. This category appears to have greater salience than other 

categories that distinguish between employees of the College in terms of 

type of contract or professional field of practice. For academic staff this 

manifests itself further in the tendency to accord greater salience to the 

role of teacher over the role of manager within the same post. Because of 

the extent to which the College espouses this collegiate approach, some 

claim it as a distinctive as well as a central characteristic of the College, 

one which distinguishes it from other conservatoires and drama schools.

And there was a lovely description, once, from an old veteran musician, 
an American, and he was being interviewed for the Brecon Festival.... and 
he said, "You know, when you're on your journey, you take the same 
blocks as x, y and z, and you take the second left, same as they did, and 
the first right, and dah, dah, dah, and then suddenly, you go in the 
opposite direction, and you branch off and that's where you start to find
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MEMBER M3:

NARRATOR:

your scent." So I think we embrace individuality and we also embrace 
team working. And from what tutors who are working here, who also 
work in other institutions say, that that is really, really obvious here. And 
therefore, it's their favourite place to work.

I think we know as a College what we want to be and what we're trying 
to achieve and I think we've got a direction towards achieving that, which 
possibly was lacking before. I would have a concern that having built on 
the strengths previously, we shouldn't let those fall off the table. I mean, 
you know, it's interesting that the strategic plan at the minute I don't 
think mentions - it doesn't mention education and teaching, learning, 
very much at all. And it certainly doesn't mention what our primary aims 
should be, which is to educate students and make sure they progress and 
have an experience. It's very much driven by enterprise and events and 
building buildings and raising money.

Whenever participants refer explicitly to the identity of the College it is 

always in the context of the threat posed to it by the University. Despite 

this, it appears that the greatest threat to the identity of the College is not 

the loss of independence represented by its new status of wholly-owned 

subsidiary company of the University. A more fundamental threat to the 

College's identity as a small, specialist, student-centred, collegiate 

institution seems to be posed, symbolically and ironically, by the most 

obvious benefit of the Strategic Alliance, the planned new performance 

facilities.

If all the talk about 'us' and 'them' is going to lead to a new and better 

way of understanding who 'we' are as an organisation, then it will be 

important that all the voices who have spoken in this documentary are 

heard and understood by all the others. Understanding what is being said 

will entail more than comprehending the words: it will be essential to 

appreciate the particular collective senses of belonging to the College 

from which each individual speaks and to value the peculiar insights they 

can offer.
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Chapter Ten: Organisational Discourse and Stories: Findings and Discussion

Introduction

At the beginning of each of the conversations I conducted as part of my research, I invited 

participants to share with me any stories that they thought might illustrate their responses to 

my questions about their experience of being a member of RWCMD. The following year, I 

explored the literature of organisational discourse and stories as part of a critical review of 

literature relevant to my research. As I wrote the review, presented as Chapter Five of this 

thesis, I began to have doubts about whether the research data I had gathered would yield as 

rich a harvest of organisational stories as I had imagined and hoped. Assertions that 

'storytelling constitutes the preferred sensemaking currency of human relationships among 

internal and external stakeholders' within organisations (Boje, 1991.106) did not always 

appear to be substantiated by the meagre crop of fragmented story elements gleaned by those 

making such claims. In the event, I was not disappointed for, while I found relatively few 

stories that were functioning as 'symbolic landmarks in the cultural life of the College' 

(Gabriel, 2000.2), there was sufficient evidence to support claims in the literature that 

processes of radical change stimulate storytelling within an organisation (Boje, 1991) and 

that stories can challenge, provoke and enlighten interpretations of the organisational life of 

the College.

A number of the stories recounted in the conversations have already been retold in the last 

three chapters of this thesis, in which I have presented and analysed the findings of my 

research in light of the literatures of mergers and acquisitions; organisational culture; and 

organisational identity respectively. So far I have presented the report and discussion of my 

findings in the form of three draft scripts for documentaries, in which direct quotations from 

individual participants are woven together with my own commentary, as Narrator, to form 

new collective narratives. This fourth and final documentary follows a similar format. The 

quotations are used to provide insight into the discourses which could and could not be 

employed to tell stories about the merger and the socio-economic and political contexts in 

which it was negotiated and implemented. In this way I hope to contribute to two 'gaps' in 

the literature identified in Chapter Five: first, I hope to add to the number of critical studies 

of post-merger integration that base their analysis on language; and second, I intend my
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contribution to language-based critical studies to be one that focuses on the dialogue 

connecting micro, local discourse with macro and societal contexts.

Documentary Four: It's the way that you tell them

NARRATOR: In July 2007, when I first began my research into the Strategic Alliance 

between the Royal Welsh College of Music and Drama and the 

University of Glamorgan, I formulated what I hoped would be a 

sufficiently erudite research question to persuade the University of 

Glamorgan that I was a serious candidate for doctoral studies. I declared 

my intention to assess 'the efficacy of the model of the wholly-owned 

subsidiary company as a means of safeguarding the ethos and autonomy 

of a small specialist higher education institution (the College) acquired by 

a much larger, non-specialist higher education institution (the 

University)'. I soon realised that this formulation was failing to capture 

what I regarded as the essence of my enquiry. I was in danger of getting 

drawn in to the evaluation of models of merger in general instead of 

focusing on how this particular merger was being experienced by the 

human beings caught up in it. Following a protracted process of trial and 

error I finally settled on the question: 'How is the identity of the Royal 

Welsh College of Music and Drama being constructed, eighteen months 

after the merger, by those most directly affected by it?' This allowed me 

to focus on the stories people were telling about the College in the context 

of the merger and to analyse the world they were creating through 

language. I discovered, to my surprise, that this approach, which has 

recently become quite popular across many fields of research, does not 

yet feature prominently in research about mergers and acquisitions.

Nowhere has my role as researcher more closely resembled the role of 

Bakhtin's (1981.263) novelist than in the task of weaving together 

quotations from participants with my own commentary to form new 

collective narratives for these documentaries. Like the novelist I have
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tried to forge a 'higher unity' without compromising the heteroglossia, or 

diverse voices, that went into the making of each one. I am aware that the 

texts I have used are already thrice removed from the immediacy of 

everyday talk: first by making special arrangements to have the 

conversations and imposing a structure upon them; second by making a 

digital recording which cannot capture non-verbal aspects of 

communication; and third by transcribing the recordings and removing 

expressive content such as variations in pace and tone. The documentaries 

represent two further removes, or what Ricoeur (1981) would call degrees 

of distanciation: the composite narratives wrest the quotations from their 

original context and place them in dialogue with other voices; and the 

actors employed to protect the anonymity of participants bring to the 

snippets of text their own interpretations and expressions. Each listener 

will also work on the re-spoken texts, interpreting them idiosyncratically 

in the light of personal experience. We are all making it up.

At the beginning of each of the conversations I held as part of my 

research, I encouraged participants to illustrate their responses to my 

questions with stories. Many did so and some of those stories have been 

recounted in earlier documentaries. The first part of this fourth and final 

documentary focuses not so much on the detail of the stories participants 

told as on what the conversations tell us about the contexts in which they 

spoke and how these contexts might have shaped or been shaped by the 

stories they fostered or constrained. How did the stories of those most 

closely affected by the Strategic Alliance relate to the wider socio- 

economic and political context and to power relations within, between 

and beyond the two institutions involved? In order to explore these 

questions two factors will be considered: the dominance of a neoliberal 

discourse in which higher education institutions are constructed as 

corporate businesses and the prevalence within the College of a discourse 

of hierarchical status.
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MEMBER M17:

MEMBER F7:

Far from being surprised to find that participants frequently spoke about 

the College and the University in terms of corporate business, I scarcely 

noticed it during the conversations I held with them. It was only when I 

analysed the transcripts that I began to question the fact that only rarely is 

either institution talked about for long without reference being made to 

their status as business concerns. Although an association is frequently 

made between the University and a corporate culture that seems alien to 

the College, the distinction that is being made is usually a matter of 

degree rather than an attempt to differentiate between one organisation 

that sees itself as a business and another with an entirely different 

orientation and raison d'etre. This was particularly noticeable when I 

asked participants in what ways they imagined the College might be 

different now if it had failed to secure the Strategic Alliance with the 

University in 2007. The language employed in their responses is 

peppered with market-orientated phrases such as: 'the balance sheet': 

'backroom supply side'; 'niche player'; 'the bottom line'; 'business 

plans'; 'financial muscle'; 'risk analysis'; 'generating surpluses'; and 

'creating a gap'.

In this day and age you've got to be an incredibly successful niche player 
to survive on your own. You need someone to give you financial muscle 
when you need it, whether it's negotiating contracts for buying things, or 
you just need that extra clout, it's very hard to stay small. You can, but 
you've got to be incredibly focused on making money and, you know, 
creating a gap that gives you something to invest.. ...I mean the classic 
business model is either you're a niche player, (or) if you're anything 
between a niche player and a huge player, you're in the sea waiting to be 
eaten. You're either going to be eaten by the big ones or mergers are 
going to take place to create another big one, or you're going to fall out of 
the middle and go back to the beginning.

Oh, I think financially we would be in danger of going insolvent. I think 
we would be hanging on by the skin of our teeth, looking over our 
shoulder, just worrying and just making cutbacks all the time. I mean I 
think we were unviable as an independent institution. It was very clear to 
me. I mean it's what we were told, I know, but it seemed to be very clear 
to me that as an institution of this size, without the backing of someone
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like the University of Glamorgan and the expertise.. ..if we hadn't joined 
everything would have got kind of clawed.

NARRATOR: Equally significant but less apparent in any discourse are the absences; 

what is not or cannot be said (Trowler, 2001). One participant pointed 

out in the last documentary that the College's strategic plan hardly 

mentions education, teaching and learning or its central purpose of 

providing students with a good educational experience. Instead it is 

driven by enterprise and events, building plans and fundraising concerns.

Paradoxically I believe that the reason I almost failed to note the 

ubiquitous use of the metaphor of corporate business is precisely because 

it now pervades talk about public sector organisations whose core 

activities are advanced teaching, learning and research (Webster, 2003). I 

can remember, in the 1990s, how it jarred to hear a neoliberal discourse 

applied to what many of us still regarded as an education service, but I 

have become inured to it during the intervening decades. The culture of 

the Corporation is one of four 'simplified vignettes' of co-existing 

cultures presented in lan McNay's (1995.105) models of universities as 

organisations, to which reference was made during the second 

documentary in this series. Corporation, according to McNay, tends to 

be a dominant culture, rooted in the personal power and authority of the 

vice chancellor, as CEO, together with senior executives and their 

collective ability to control the distribution of resources.

Based on my analysis of the conversations I held, I would like to suggest 

that neoliberalism is the dominant discourse constituting the culture of 

Corporation as it manifests itself in the relationship between the College 

and the University. The functional distinction that Corporation makes 

between subject specialists and the executive, based on the maxim that 

'teachers teach, managers manage' (McNay, 1995.107), is consistent with 

the managerialist subject positions of worker and manager generated by a 

neoliberal discourse. The subject positions available to students are
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contradictory: as potential applicants they occupy the position of 

consumers, usually aggregated and depersonalised as 'the market'; once 

admitted they become a 'unit of resource' (McNay, 1995.109); as they 

progress through the institution they become the product, processed to 

meet the needs of a generalised employer who occupies the subject 

position of consumer in relation to the graduating student as product. 

Administrative staff are there to serve the requirements of the vice 

chancellor as chief executive (McNay, 1995.109).

When participants use corporate business as a root metaphor (Smircich, 

1983), to convey what the organisation is, it barely registers as a 

metaphor to the listener. As a literary device we would expect a 

metaphor to offer us new perspectives or insights by highlighting points 

of similarity between two phenomena that are essentially unalike. The 

root metaphor does not function this way, however. It tends to emphasise 

similarities at the expense of dissimilarities to such an extent that 

boundaries blur and the two unlike phenomena begin to seem co 

terminous: the College and the University are not merely like businesses, 

they are businesses.

Participants also employ the concept of corporate business within the 

conversations as a critical variable: a business culture is seen as 

something which both the College and the University possess but which 

manifests itself in various ways that differentiate the former from the 

latter (Smircich, 1983). We heard in an earlier documentary from one 

participant who regrets that contact with University makes him feel as if 

he were part of Salisbury's, more corporate and less bohemian; another 

participant sees the University's Board of Governors as 'the model of a 

business board, very shrewd financially and business-wise' and regrets 

the fact that the College Board is less sophisticated; a third finds the 

University's way of asking something of the College 'unfortunate'

203 I P a e e



because it is a 'large company, large corporate company way' with 'no 

humanity about it at all'.

The pervasive, taken-for-granted nature of the language of corporate 

business in the conversations, the use of the concept as both root 

metaphor and critical variable and the conflicts and debates it provokes, 

including the critical exploration presented here, all indicate that 

corporate business is operating as a discursive formation within a 

dominant neoliberal discourse. Discursive formations, according to 

Foucault (Hardy and Phillips, 2004.301) are 'bodies of knowledge that 

systematically form the object of which they speak'. In other words, a 

neoliberal discourse and the associated metaphor of corporate business do 

not merely describe the College and the University as they happen to be 

in the world: they have the power to make them so (Potter and Wetherell, 

1987). The combined effect of all this talk is to establish what Foucault 

calls 'a regime of truth' (Riad, 2007), which persuades us that neoliberal 

structures, and values embodied in corporate business constitute the truth 

about higher education institutions (or at least did so when I conducted 

my research in 2008) and make it almost impossible for us to conceive of 

or speak about the College and the University without recourse to these 

terms.

As a business, participants tend to see the College as small, vulnerable 

and ill-equipped for the corporate world, its naivety compounded by its 

artistic orientation. In contrast, the University comes across as a large, 

strong and experienced corporate business enterprise.

MEMBER M12: Conservatoire? It's like this - it's like really a sort of view that Enid
Blyton gives us when we're kids, you know, it's jolly nice being in a jolly 
nice little College and being ever so expert and terribly wonderful, and 
having people who've been there before now famous film stars or 
whatever it is, this is all jolly nice and nobody wants to look under the 
cover, because under the cover it says, "This is totally unsustainable".... 
It was a complete worry, and if you have no background in business 
because you're a principal of a conservatoire and you're a musician or a
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drama person, or whatever it is, why should you have any understanding 
of risk analysis and where you should invest and all those things?

NARRATOR: The question the last speaker poses is an interesting one. It is a rhetorical 

question which at face value seems to invite us to agree that there is 

indeed no reason why the principal of a conservatoire should be expected 

to demonstrate any business acumen whatsoever. It implies that an 

individual should be appointed to the post of principal on the basis of 

subject expertise as a musician or a drama person, not on the basis of his 

or her capacity to run a successful business. The viewpoint evoked here 

would be entirely compatible with the values embedded in the culture of 

Collegium, the second of the four co-existing cultures posited in McNay's 

(1995) models of universities as organisations to be considered in this 

documentary.

Collegium is characterised as a vestigial culture, representing for hard- 

pressed contemporary academics what little remains of the values once 

enshrined in the traditional, collegiate academy, which may or may not 

have existed in some bygone golden age. Based on my analysis of the 

conversations, I suggest that the dominant discourse constituting 

Collegium would be democratic liberal humanism, which emphasises 

academic freedom, autonomy and a non-instrumental view of pedagogy 

and research. To the limited extent that it operates at the College, this 

discourse constructs the institution as an academic community. It creates 

subject positions of academic peers, albeit within institutions that are 

highly conscious of their relative status, while students are allocated to 

the subject position of apprentice academic and administrative staff to the 

position of servants of the academic community (McNay, 1995.109). 

Decision-making is located close to discipline-based pedagogy and 

research. As and when leadership is required, it would be expected to 

emerge from within subject-based communities of practice, whose 

boundaries and claims for loyalty transcend those of the institutions in 

which their members happen to be employed.
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The speaker's rhetorical question is double-edged, however, because the 

response it seems to require of us has already been subverted by the 

scathing comments that precede it. The direct reference to the prolific 

mid-twentieth century children's writer, Enid Blyton, and the repetition of 

the words 'jolly nice', which typify the vocabulary of the idealised, cosily 

middle class and superficial world she created, are designed to persuade 

us that the idea of leadership and management based on subject expertise 

rather than business acumen is out-dated, politically suspect, risible and 

dangerous. The corollary of agreeing that it is unreasonable to expect the 

principal of a conservatoire to manifest business acumen is therefore to 

accept that conservatoires are best incorporated into larger corporate 

entities and that others who are appropriately experienced in the corporate 

world are better suited to fulfil the function of chief executive and 

accounting officer for small specialist institutions than subject specialists.

Harsh as this view might sound, there are a number of what Yiannis 

Gabriel (2000) would call recalcitrant historical facts which long-standing 

members of the College all tend to interpret within their narratives as the 

failure of the Board of Governors and the Senior Management Team to 

run the College effectively as a business between 2000 and 2004. In 

2000, Geraint Stan stepped down as Chair of the Board of Governors 

having secured a 64% increase in funding from the Funding Council.

MEMBER M2: Originally those development monies were supposed to be roughly split 
50/50 between operational spends, staffing and capital spend, so that 
there was, all of a sudden, the extra five million. 2.5 million a year could 
get you a loan to start developing and start a building programme, that 
you could perhaps get trust money on the back of. The College 
Management Team at the time took a view looking at the competition that 
actually having the properties without the right calibre of academics, and 
the right calibre of teaching the right qualities, wasn't going to achieve 
them anything. So I think the focus of the money was all put into 
operational expenditure in terms of raising the calibre of teaching, putting 
money into events and productions and things like that. Now I think that 
was perhaps where, you know, hindsight's a wonderful thing, but at that 
point in time, I think a lot of people on the Board assumed that this had
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MEMBER M15:

MEMBER M7:

NARRATOR:

all been talked through with HEFCW and agreed with HEFCW that this 
was going to happen. Subsequently, talking to (the former Chair of 
HEFCW) now, I think he feels that the College wasted an opportunity by 
not putting money into a capital programme at that point in time.. .if there 
was a conversation at that point, I think both sides walked away from it 
with different views because I don't think HEFCW understood that there 
was a necessity for all the additional money that was given to go into 
staffing and the operational side of things. So I think that's perhaps a 
little thing that has fed through 'til today which is this view that well, 
actually, the College has already had all this money and what's it done 
with that?

I can think of many Governors that we had at the time all great if you're 
talking about the product and teaching and this, that and the other, but 
were hopeless at actually helping you make a business decision.

I don't think it was awfully well managed.......it was all spent as you
know. It didn't best please the Funding Council as you might imagine. 
And I think at that point in time the challenges facing the College became 
really increasingly obvious. Not a strong governing body: quite a lot of 
people from the professions but not people who could make challenging 
managerial decisions. I couldn't have seen them doing what's been done 
over the last two years in a month of- well several months of 
Sundays.. ..money wasted in that exploration of the (building) scheme to
go the other side of the canal which frankly, when you look at it, beggars 
belief. There was quite a bit of wastage of money, I think, one or two 
donors who were rather upset at the way things had happened.

The last two speakers make an interesting distinction between 'people 

from the professions' and those 'who could make challenging managerial 

decisions'. This can be interpreted as an attempt to differentiate between 

the culture of Corporation, which would by definition be led by people 

able to make challenging managerial decisions, and the culture of 

Enterprise, the third of the four co-existing cultures posited in McNay's 

(1995) models of universities as organisations to be considered in this 

documentary. Enterprise is primarily centred on 'people from the 

professions' whose task it is to apply their professional expertise to 

meeting the needs and desires of their clients, both internal and external 

(McNay, 1995.107). Like Corporation, leadership within the culture of 

Enterprise is centralised but the entrepreneurial head of institution is
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MEMBER F5:

NARRATOR:

more inclined to operate as team leader of team leaders, supporting and 

delegating power to competent, task-orientated sub-units.

In the last documentary, we noted that participants construe the College 

as a combination of the cultures of Enterprise and Collegium. Enterprise, 

with its emphasis on task-orientated teamwork seems to be the dominant 

culture of the College, but it borrows from Collegium the notion of the 

student as apprentice in the way it organises the delivery of a professional 

formation. I would suggest, therefore, that the discourse of 

professionalism is the dominant discourse constituting Enterprise, as it 

manifests itself in the College, and that it constructs the institution as a 

community of professional practice. The focus on ensemble performance 

in both Music and Drama ensures that the discourse of professionalism 

creates for academic and administrative staff the subject positions of 

expert; team leader and team member. Although McNay's (1995.109) 

designation of administrative staff as servant of the client fits well with 

the declared motivations of participants who occupy such posts, their own 

non-academic professional expertise is also valued in its own right within 

the community of professional practice.

I think we're professional. I think we are well run. In most areas I think 
we've got strong leadership, but not all. (Becoming part of Glamorgan) 
it's, sort of, going from being your own boss, if you like, to suddenly 
working for someone else. You've made your own decisions and now all 
of a sudden you're told how to make those decisions, so that's quite a 
culture shock, I think... 'Cause I think we are good at what we do. I 
think we're very efficient, most of the time, because doing what I do, I 
get to see a lot of how other institutions and organisations are run and I 
think we're pretty hot.

For students within the culture of Enterprise, the discourse of 

professional practice creates the subject position of client in terms of the 

educational service provided and, borrowing from Collegium, the position 

of apprentice in relation to the professional formation embedded within 

the educational programme.
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According to McNay (1995.107), the culture of Enterprise is the one best 

suited to dealing with times of turbulence while Corporation is seen as 'a 

culture for crisis not continuity'. By 2004, the College had weathered 

two decades of turbulence, but now the micro-politics of the most 

diminutive of the thirteen Welsh higher education institutions were being 

played out in the public eye in the context of the macro-politics of the 

recently devolved Welsh Assembly Government. Reaching Higher, the 

government's ten-year strategy for the Welsh higher education sector, 

placed cost effectiveness, widening access, and reconfiguration and 

collaboration high on the Welsh national agenda. It also endorsed the 

College's 'ambitious programme to achieve conservatoire status and 

encouraged it to 'develop its all Wales role and presence collaborating to 

promote high standards' (WAG, 2002.15) giving it a prominence out of 

all proportion to its size. Participants frequently remark upon how the 

College prides itself on 'punching above its weight' but the government's 

strategic priorities presented it with potentially insuperable challenges. 

The development monies had been spent. Even with the additional 

funding the College's turnover was only £6m, yet it was trying to raise 

over £30m for its planned new performance facilities in Bute Park; it did 

not have a strong track record in widening access; and it was insisting that 

it had to retain its independence in order to fulfil its mission. It ran the 

risk of alienating members and officers of the Higher Education Funding 

Council for Wales and the relatively small number of potential donors 

among the great and the good in Wales. Was turbulence reaching crisis 

point?

MEMBER M4: You've got to have a strategy to become something else, to become
bigger and better and whatever, because that pulls people, pulls spirit, a 
bit like the economy at the moment, okay? The reality is it's not that bad, 
but it will become bad because people will talk it down and in an 
organisation you could talk it up or you can talk it down and we were 
getting in great danger of talking ourselves down. Our building project 
had failed. We consumed -1 hadn't realised this at the time, but I'm 
realising it now, how much money we burnt in pursuing that, okay? I
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MEMBER M9:

NARRATOR:

hadn't realised the negative effect that it had on the perceptions of 
funders and external organisations, okay? I hadn't realised that. So that 
strategy hadn't worked. We weren't going to get additional funding from 
HEFCW because the government wanted us part of a bigger organisation. 
If you don't get part of a bigger organisation, you're not going to get 
(additional funding).

It may have been our approach, because I think the Funding Council's 
view of us was - all they want to do is ask for more money. They're not 
thinking innovatively. They're not thinking of the political agenda in 
Wales. They just - they've had money in 2000 and they've spent it, and 
now they're asking for more. "Over my dead body," was what they were 
probably going to say. It was very uncomfortable, but I think it was 
useful in a sense that the door was firmly closed unless we actually 
entered a meaningful dialogue in terms of reconfiguration and 
collaboration. So whilst it was disappointing in one sense, to me it was 
the clincher in that in order to get more money there was only one avenue 
that we could pursue, and that was a significant alliance with another 
HEI.

There is a sense of inevitability entering the narratives, a narrowing down 

of the potential storylines available. The College's positive decision to 

spend the development monies on enhancing staffing and production 

values was successful, according to participants, in raising levels of 

student achievement and improving the reputation of the College. It is 

not impossible to imagine in a culture of Enterprise, where educational 

and artistic values hold sway, that such a bold move might convince 

funders and sponsors that they were dealing with professional experts 

who had got their priorities right and made a shrewd judgement call. In 

the event the dominance of the neoliberal discourse ensured that the 

decision was interpreted, even by those who made it, as a sign of the 

College's failure properly to manage its own affairs. Furthermore, as a 

publicly funded body, there was a political price to pay for fiscal 

incompetence.

In 2004, Bishops Consulting, a firm commissioned by the Funding 

Council, reported on its evaluation of the College's progress vis-a-vis the 

development plan associated with the increased funding. Good progress

210 | Page



MEMBER Ml:

MEMBER F8:

MEMBER Mil:

is noted in every respect except new performance facilities. The 

consultants counsel against merger on the grounds that it 'would yield 

little in the way of administrative or financial benefits (other, perhaps, 

than access to capital)'. They do, however, advocate a 'step change in 

investment in the College's estate if it is to compete UK-wide and 

internationally' and suggest that 'collaboration remains the most viable 

option of accessing initial seed funding' (Bishops Consulting, 

2004.36&49). These two statements soon elided into a false syllogism in 

which an apparently logical conclusion is erroneously drawn from two 

given propositions: first, the College needs a step change in investment in 

its estate: second, funding is available only to those who engage with the 

reconfiguration and collaboration agenda; therefore what the College 

needs is a 'step-change in collaboration'.

The money was there, but in order to get this money, we had to go 
through something which necessarily wasn't the most important thing for 
us really. We didn't - we wanted the money, but because of the policy 
that was in place, we couldn't get the money unless we collaborated with 
another institution, which was frustrating for everybody involved.

Then it moved on that, possibly, we were going to approach Glamorgan, 
and then we had meetings.... to tell us that there were lots of these 
partnerships happening now, and it was involving other institutions, like 
UWIC, and Newport, and so on. And at the same time, I was 
experiencing these changes in Wales across the Arts. So it seemed to be 
coming from the Assembly Government, this initiative to merge. 
Nothing could be in its own right now. Yeah, so Arts organisations were 
also going through this. You know, "If you don't get together with 
somebody else, we're going to take your funding away," basically, so 
there was a bigger picture. So I was able to place this, I think, in a wider 
context. And it was like, this is a political move, and... something has to 
happen otherwise we're going to lose our funding. Bottom line.

I'm aware that there were other people, some of them quite influential, 
including, for example, senior members of the Governing Body of the 
College, who didn't like it at all and thought we were making a disastrous 
move, and I have to say that I've never heard their arguments, as I wasn't 
around on that forum at the time, but I question them because I don't see 
how, with any, sort of, sense of political awareness one can see - identify 
any other outcome there could have been. I think it was an inevitable
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NARRATOR:

MEMBER M3:

outcome that we struck Alliance, particularly because of the Welsh 
educo-political scene.... I still think, it seems to me, from my 
perspective, we made the best possible deal and Alliance that we could 
have done for the College, and I think it's an absolutely excellent 
outcome compared with the options. Nevertheless, looked at on a UK- 
wide basis, it is perhaps bizarre that we had to enter it for the reasons that 
we did.

The last speaker is not alone in referring to tensions associated with the 

Strategic Alliance project. There are accounts of power struggles and 

conflicts within the College's Board of Governors and the Senior 

Management Teams of both the College and the University about whether 

merger was the necessary and appropriate course of action for the two 

institutions. Former College governors dwell on testy exchanges with the 

Board and Senior Management Team of Cardiff University as they began 

to doubt whether the Vice Chancellor and Deputy Chair of the Board at 

Cardiff could fulfil the commitments they had made to enter into a 

structural partnership with the College. Meanwhile College students 

were campaigning vociferously against the Cardiff proposal. After a 

relatively smooth year-long negotiation process between the College and 

Glamorgan, the post-merger implementation period was riven with strife 

as departments, senior executives, directors and governors, students and 

staff of both institutions came to terms with the realities of the new 

relationship.

You know, when they're in Directors' meetings and they think hang on a 
minute, you know, there's a war of dominance going on, isn't there, 
where the College is saying, "Wait a minute, that's not the model we have 
here. We're not a Faculty, actually, we need to remain separate... - we 
need our own Academic Board. We need our own Academic Secretary, 
and we have a Principal who heads up the College, we're not - and so the 
decisions that we take and the way we take them are possibly different to 
the way you perceive that they would be." To the extent that I think 
they're probably now saying, "Okay, you weren't lying and okay, you 
want to do all of that, fine, go off and do it and if you succeed, then that's 
great," but I think there's probably a few people waiting in the 
background for it not to happen, or for it to fail somewhere for them then 
to come back and say, "Well, we told you so."
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NARRATOR:

MEMBER F6:

NARRATOR:

In earlier documentaries, we have heard stories from non-academic 

participants, at every level, about bruising encounters with then- 

University counterparts but it is non-academic staff working below the 

level of senior management who seem to come off worst.

Well, quite early on, I was receiving emails from... Glamorgan 
requesting information, while I was struggling to come to terms with 
what my job involved, and the tone of some of those emails was quite 
heavy and I wasn't entirely sure what the line was here. And so I said to 
(my line manager), "When I get a request from the University of 
Glamorgan, is it how high do you want me to jump or is it, I'll deal with 
it as soon as I can and when I get round to it?" I wasn't quite sure on 
what the relationship was and how we were meant to respond really. I 
mean, you know, in my role I will always respond as quickly as I can to 
whatever I'm given, but obviously everyone has to prioritise, and I wasn't 
quite sure how far up the list they came, in terms of priorities. And I soon 
realised that it was almost irrelevant what was thought here, if they 
wanted something, they were going to pressurise us to get it. So 
immediately there seemed to be just a little bit of a .. .not animosity, it's 
too strong a word, but pressure, and maybe not quite the same attitude 
that you'd get from a request within the College.

This pressure to comply with the systems and processes of the University 

is symptomatic of the culture of Bureaucracy, the last of the four co 

existing cultures posited in McNay's (1995) models of universities as 

organisations to be considered in this documentary. Based on my 

analysis of the conversations, I suggest that the discourse of regulation 

and accountability would be the dominant discourse constituting 

Bureaucracy, as it manifests itself in the relationship between the College 

and the University. Like Corporation, participants tend to associate the 

culture of Bureaucracy with the University, which is constructed by the 

discourse of regulation and accountability as a public service.

Bureaucracy, according to McNay (1995), is geared towards stability and 

continuity. While it tolerates the degree of specialism required for the 

efficient operation of systems and procedures, it eschews dependence on 

professionals and experts as a threat to continuity. The focus is on the 

role rather than the task or the individual, foregrounding the
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standardisation of procedures and the interchangeability of personnel who 

happen to occupy a particular role at a particular time. In addition to 

these subject positions of generalist and specialist, which are available to 

both academic and administrative staff, the discourse of regulation and 

accountability also creates the positions of'poacher' and 'gamekeeper' 

for those who flout and those who enforce the rules. For non-academic 

staff at the College, the exigencies of the University's culture of 

Bureaucracy impinge upon their self-determination as professionals and 

the flexibility associated with the culture of Enterprise.

MEMBER F4: For me, in terms of what I'm doing, nothing seems quite so
straightforward and I'm sure that's the same for everybody. I can give 
you the (example) that I'm thinking of at the moment, is (some of our 
electronic systems) and I'm trying hard to keep them going and we just 
happen to have hit a time when there's a problem with the whole of HE. 
And if this was pre-Glamorgan, it would be a straightforward thing. I'd 
sit down, research it, make a decision and do it, whereas now it's not and 
there's third parties involved all the time and it's not quite so simple. 
And I feel I can't go ahead at my pace because I'm caught all the time 
sort of, waiting and only today I discovered that Glamorgan have just 
decided they're not going to go buy (the new system) which (my 
colleague) and I have just decided at the beginning of the week that we 
had to, [sighs] (for particular technical reasons). And so I'm back exactly 
where I started, not knowing quite where I'm going and I've got not very 
long to do it now. And it's those sorts of things where it's left, sort of. 
As we were, I could have made a decision and it wouldn't be a worry to 
me, and I'd be moving down that road.

NARRATOR: The same participant reminds us that, while the discourse of regulation 

and accountability creates for students the subject position of statistic, 

within the culture of Enterprise, everyone's effort is geared to meeting 

the needs the student as client.

MEMBER F4: I think perhaps there's a need to remember what we do as our daily task 
and our own students, you know... I've begun to feel, well, everybody's 
doing this, this and this, and I'm remembering that, you know, we're here 
for our students first and foremost. But, I mean, I don't think we've gone 
very far from that it's just... - it makes you think, well, are we moving in 
that direction?
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NARRATOR: Within the culture of Bureaucracy, the subject position created for the 

Vice Chancellor is that of chief accounting officer, a role invoked from 

time to time to induce compliance on the part of the College. The 

committee structure, serviced by administrators, is the locus of decision- 

making. This is the place where academic staff of the College, 

accustomed to processes attuned to their professional fields of practice 

and the idiosyncratic needs of their students, clash with the University's 

culture of Bureaucracy.

MEMBER M10: I mean when (the College) did the Theatre Design validation, it was quite, 
quite strange because there were two people in there, one did nursing and 
the other did -1 think it was graphic design.. .some form of design and 
literally they knew nothing about what (Theatre Design) were doing and 
(the team) literally came away thinking 'Have (Glamorgan) thought 
theatre nursing design oh get those two people in there and (they) actually 
came away thinking that because they didn't have a clue. Even to the 
extent that (the team) were quite anxious about it because, because they 
didn't seem to have done any homework on it to actually find out what 
theatre.... You know (they) had to explain what theatre design was to 
them, they hadn't done any kind of reading on it or anything which is 
quite disturbing really. I think one of the things that was wrong with that 
was the questions that were being asked of the (validation) document are 
the questions that would be asked of the actual syllabus document. That, 
that was the problem because all of that detail wasn't hi the master 
document... No, I think that was the problem because there wasn't - they 
were looking for that level of information and it wasn't available. Plus 
the fact that the (course leader) was given the wrong templates to work 
by. The reason I used the word 'wrong' was that during the validation 
meeting... (one panel member) was saying... 'Well this is the wrong 
model, this is the wrong template, you should have been using this one, 
whatever, you know.

MEMBER M16: We could do it better, I mean, the staff could be better about how they
follow procedures and they're not the greatest or most thorough staff, and 
I think that goes across certainly Acting and Design and I think Stage 
Management are a lot more diligent about that but that is by dint of their 
profession, that's the sort of pathway they follow.

NARRATOR: One striking characteristic of the stories told about the various personality 

clashes and power struggles is that so many of them are couched in a 

discourse of hierarchical status. The relative status of the College,
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Cardiff University and the University of Glamorgan presented the 

College with a dilemma at the beginning of the Strategic Alliance project 

in 2004. Should it approach Cardiff, knowing that its burgeoning 

reputation for excellence and quality would be greatly enhanced if it were 

to offer degrees of Cardiff University or the University of Glamorgan, 

knowing that the reputation of Glamorgan would be enhanced by a formal 

association with the National Conservatoire of Wales?

MEMBER F2: The College approached Cardiff with what it saw was bringing its crown 
jewels to Cardiff, in a nutshell Cardiff made the College feel bad about 
itself... I suspect the College felt it was second best to do it with 
Glamorgan because, of course, geographically it would be great if they'd 
done it with Cardiff, very natural, and a Russell Group and a high level 
conservatoire/drama school, you know, very selective organisation 
coming together was on paper a natural fit, but I think the College has 
also thought of Glamorgan as being the sparkier, more fleet of foot...

MEMBER F5: I can only speak for how I felt about it, and I was always a bit nervous
with Cardiff because I, sort of, knew in the back of my mind that, a) they 
didn't really want us, that was obvious. I think maybe they had some 
pressure on them to take a smaller institution on and grow. I don't think 
they ever understood us, and I think if it had gone through, it would have 
been a total disaster. Saying that, our choice then, was between what 
people perceived to be a lesser University and a prestigious University 
but the problem is, when you work in higher education, a lot of people 
have never been anywhere else. So if, in higher education, say, 
Glamorgan were seen as a lowly former Poly, and not as good as Cardiff 
that's certainly not the word on the street because Glamorgan's PR 
system is so good that everybody knows it, everybody thinks it's 
fabulous, everybody thinks it's rich, everybody thinks it's on its way up 
outside higher education, so it's only the few of us that are in higher 
education that make this comparison. The man on the street couldn't give 
a damn who owns what. The Royal Welsh College of Music could be 
owned by the Co-op and it wouldn't matter to them, the ordinary man on 
the street, it wouldn't matter to them. So I think out of the two deals, we 
probably got the best one.

NARRATOR: In the last documentary, we noted the discrepancy between the self- 

assurance that characterises the 'home-life' of the College and the lack of 

confidence it displays abroad. Once again it is a story about the foyer of 

the College that captures this ambiguity.
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MEMBER Ml2: What came over was - as you walked in the place, was the constant need 
to reassure itself that it was good, and you get that - those signals all the 
time. You still do, incidentally, when you walk into the reception. It's 
about constantly parading past students and all of those things whereas if 
you go into, say, the Royal College, I mean, the first things you hit is a 
load of musical instruments that are, you know, antique or museum pieces 
and it stands for something different; we are, you know, the place. So I 
think what struck me at that time was, this was an organisation looking 
for confirmation that it was good and not an organisation that knew its 
place and you can see it and you can feel that as you walk in the place.

NARRATOR: This acuteness of this observation is borne out by evidence of the need 

many participants seem to have to make defiant assertions that students 

and staff enjoy a better quality experience at the College than they would 

in other conservatoires or drama schools higher up the pecking order and 

a preoccupation with the ranking of the various UK conservatoires and 

drama schools.

MEMBER G2:

MEMBER Ml3:

NARRATOR:

It's a College on the up, definitely. I go to courses and I say, "I'm at the 
Royal Welsh," and a lot of people still have the opinion of what it was 
like ten years' ago... I think a lot of people still think of it as a second 
class College, but the students that we're getting in now are better and 
better every year. Next year's intake I'm sure will be better and it's just 
going to keep on growing, I think, definitely.

Reputation is the big one. Would I - if I were - well, so much of it 
depends on personal circumstances. If you're footloose and fancy free, 
you're a youngster, you're not, in other words, already living in Cardiff 
with a family. If you're a youngster and you want to - you can go 
anywhere, why choose Cardiff? Why choose the Royal Welsh over, let's 
be fair, Royal Northern, let's say. You can't compare - okay, in the 
academic world, there are perceptions of which are the best places 
currently. That moves up and down greatly. If somebody offered me a 
choice of lecturing in Cardiff or lecturing in Cambridge, I know which I 
would take and that, of course, [laughs] for the avoidance of doubt, would 
be Cambridge.... There is a Welsh factor as well...

The Welsh factor adds another layer of complexity for the College. 

While participants feel there is more to be made of the College's status as 

the National Conservatoire of Wales, and extol the benefits of living in 

the Welsh capital, they also harbour nagging doubts that being identified 

too closely with Wales could dimmish the College's status.
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MEMBER F9:

MEMBER M6:

MEMBER M5: 

NARRATOR:

I didn't really get a sense of we are really important because this is what 
we do, and I suppose what I was looking for, which I didn't really get 
initially, was this matters because we're in Wales. And that's not a 
parochial attitude, but rather a sense of confidence and a sense of pride.

I think one of the issues that needs to be explored more and I don't think 
the Welsh Government have done enough about this, or it's not right is 
the perception of Wales generally. I think is an issue for the College. I 
don't think the perception's right yet.

You get the feeling that people don't particularly want to work in Wales 
and, you know it's not a great draw for people but better than it was.

The discourse of hierarchical status creates subject positions of inferiors 

and superiors. Within the cultures of Corporation and Enterprise it can 

manifest itself as the need to compete with other institutions or to gain 

market advantage respectively. Paradoxically, it has long played a part in 

constituting the democratic culture of Collegium inhabited by status- 

conscious academics and institutions.

At the micro level within the College, Music fails to match the success of 

Drama and non-academic staff feel undervalued and vulnerable in 

comparison with academic staff. Both staff and students, while proud of 

the College and aware of its benefits, acknowledge that it is not among 

the upper echelons of UK Music conservatoires. In different ways the 

failed negotiations with Cardiff and the new relationship with Glamorgan 

have both 'made the College feel bad about itself. Publicly rejected by 

the high status Russell Group University, the College allied itself with a 

lower status, post-92 university only to find that, in terms of the dominant 

neoliberal discourse, it more often experiences itself as the comparatively 

weak wholly-owned subsidiary company of a successful thrusting 

corporate enterprise than as its 'jewel in the crown'. Its pride in its status 

as a Royal institution is tempered by the refusal of the other Royal 

institutions to let the College share the substantial financial benefits of 

being a member of the Associated Board of Royal Schools of Music. It is
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ambivalent about being known as the National Conservatoire of Wales, 

unsure whether this enhances or detracts from its standing.

MEMBER M13: The problem is breaking into the - and always competing against the 
national scene where they're so much better funded, for reasons which 
we needn't go into, but we all know about, and it's always been a bit of 
catch-up there. It's all very well getting a few lines into the (South 
Wales) Echo and the Western Mail but it really doesn't cut the mustard 
on an international scale.

NARRATOR: In sum, the dominant discourse of neoliberalism and the prevalent

discourse of hierarchical status make it possible to construct the identity 

of the College as failed business enterprise and second rate conservatoire, 

allied with a second rate university located in a second rate country. 

While it is true to say that this conclusion has been reached by analysing 

what participants say in the conversations, it does not mean that there is 

nothing else that has been or could be said or that we should end these 

documentaries on such a depressing note.

Fortunately both discourse theory and McNay's (1995) models of 

universities as organisations compel us to look further. According to 

Foucault, the power exerted by the truth effects of a dominant discourse 

will, of necessity, produce resistance (Sarup, 1988). According to 

McNay, all four of the cultures he identifies co-exist in higher education 

institutions. Although one of the cultures is likely to be dominant at any 

given moment, he observes that the pattern tends to change over time on a 

cyclical basis. By mapping on to McNay's models the dominant 

discourse in each culture, the subject positions created and the type of 

institution constructed by each discourse, we can produce a framework, 

albeit of 'simplified vignettes', for identifying the locus and 

characteristics of both power and resistance in relation to the construction 

of the College's identity, post-merger (see Figure 4 page 227 below). If 

the Welsh higher education sector is indeed to be founded on the twin 

pillars of the contribution it makes to a buoyant economy and social
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justice, as stated in the For Our Future - The 21st Century Higher 

Education Strategy and Plan for Wales (WAG, 2009) it will be vital to 

ensure all voices are heard, including those silenced by the discourse of 

neoliberalism.
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Chapter Eleven: The end (of the beginning)

Introduction

To receive authorisation to proceed with my research, on completion of the taught element 

of the DBA, I had to present and defend my research proposal before a panel of 

professors, in the presence of my fellow students. Three and a half years have passed 

since I made that presentation and the entire thesis is nearing completion. I have gathered 

data in the form of digitally recorded and professionally transcribed semi-structured 

conversations involving thirty-two participants. I have conducted critical reviews of the 

extensive literatures of mergers and acquisitions; organisational culture; organisational 

identity; and organisational discourse and stories. The transcripts have been coded, 

analysed and interpreted. My findings have been presented in the form of scripts for 

documentaries, in which direct quotations from participants are woven together with my 

own commentary as Narrator to form new collective narratives. All that remains is to 

write this, the last chapter of my thesis. Here I must articulate my contribution to 

knowledge; reflect on the relationship between the work I have produced and the 

literatures that gave rise to it; recognise the limitations of my work; identify opportunities 

for further research arising from this study: and draw conclusions from my findings. The 

first part of this chapter summarises key findings and considers conclusions that might be 

drawn from them. The second part addresses the contribution to knowledge this thesis 

makes; its relationship to the literatures I have explored; its limitations; and further work it 

might prompt.

Key findings and conclusions

The audience I had in mind when I decided to present my findings chapters as scripts were 

people 'familiar with the context and ready to engage with a scholarly approach'. It 

seems important to present the conclusions of my thesis in an equally accessible way. I 

have therefore chosen the form of an open letter to the Minster for Education and Skills in 

the Welsh Government, an idea originally suggested by my supervisor.

I have taken up the suggestion for several reasons. First political pressure to reduce the 

number of HEIs in Wales has been sustained for over a decade by three successive

221 | Page



ministers for education, two of whom, Jane Davidson and the current incumbent, Leighton 

Andrews, have left the sector in no doubt about the strength of their personal commitment 

to the policy of reconfiguration and collaboration. Jane Davidson, whose tenure of office 

included the period from August 2004, when the Strategic Alliance Project began, until 

April 2007, three months after merger, was unable to accept an invitation to participate in 

this research because protocols prevented her doing so after she had left office. This was 

disappointing and deprived this thesis of a significant perspective which could not be 

provided by anybody else. While it is too late for Leighton Andrews to participate in the 

conversations, it is not too late to involve him in this research by inviting him to engage 

with its findings and their implications for the Welsh HE sector.

Second, the discipline of addressing to the Minister conclusions I have drawn from 

studying one small, specialist college of higher education prevents me losing sight of one 

part of my threefold research purpose: to connect the micro and local with the macro and 

societal by locating the merger between RWCMD and the University in broader socio- 

economic and political contexts. By drawing the Minister's attention to 'lessons' 

provided from the merger, I believe I am also contributing to knowledge in the form of 

'phronesis', an Aristotelean concept meaning 'practical wisdom' or knowledge about how 

to do things, derived from having done them and reflected on the experience (Liddell and 

Scott, 1963.768).

Third, inserting a letter addressed to someone who has not read the rest of this thesis 

provides me with a useful device for presenting succinct reminders of what has been said 

before to those who have already read everything. In this way I hope to justify a certain 

amount of repetition while shielding myself from criticism that I have yielded to the 'great 

temptation .. .to relax and freewheel down to the finish.. ..reflected in the all too common 

'summaries' found in the final chapter' (Silverman, 2005.323).

Fourth the letter to the Minister challenges me to gather salient primary data and key 

models and theoretical frameworks found in the literature and communicate what I have 

found out in a scholarly but accessible way. (More detailed reflection on relationships
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between my findings and the literatures that gave rise to them is reserved for the second 

part of this chapter.)

Lastly, Silverman (2005.328) urges doctoral candidates to have some fun writing their 

concluding chapter. Here, he argues, it is not only permissible but desirable to make 

'broader links, eschewing the narrow focus found in the rest of (the) thesis'. Self- 

expression also has a place here, provided it is tailored appropriately to its intended 

readership.

Open letter to Leighton Andrews, AM, Minister for Education and 
Skills, Welsh Government

Dear Minister

When I began my doctoral studies in 2007, the Welsh higher education sector consisted of 

thirteen institutions. By the time my thesis is published, the number may have been 

reduced to six. Merger is the order of the day. As the focus of my studies has been the 

merger between RWCMD and the University of Glamorgan, it seems timely to write to 

you about the lessons that the so-called Strategic Alliance Project might offer others about 

to set off on the same path.

I have deliberately suggested the experience of RWCMD and the University of 

Glamorgan (the University) might offer lessons to others, rather than providing a model 

(Raffe, 2007; Drowley and Marshall, 2011). Comparative studies of programmes 

designed to reform key aspects of national systems of education, including higher 

education, point to serious difficulties encountered by countries that borrowed extensively 

from models developed elsewhere in the world. Problems arose when they failed to 

examine local contexts in which the original models were generated and factors that 

subsequently facilitated or compromised their implementation (Allais, 2003). The 

specificity of the study I have made of the relationship between RWCMD and the 

University constitutes both its primary strength and a significant limitation: a strength 

because the analysis takes into account distinctive local, historical and contemporary 

contexts in which merger took place; a limitation because findings are not therefore 

capable of translation to another setting without an equally sensitive appraisal of context.
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As Vice Principal (Academic) of RWCMD, I played a key role in the inconclusive talks 

with Cardiff University in 2005 and the successful negotiations with the University of 

Glamorgan, which resulted in RWCMD becoming a wholly-owned subsidiary company of 

the University of Glamorgan on 1 January 2007. Although the choice of this particular 

model was a matter which participants in my research often raised in conversation, it was 

not my intention to produce a comparative evaluation of different models of merger. The 

question driving my research was:

How is the identity of the Royal Welsh College of Music and Drama 
being constructed, eighteen months after the merger with the University 
of Glamorgan, by those most directly affected by it?

My purpose in undertaking this research was threefold: to generate knowledge about the 

human and cultural effects of merger on a small, specialist higher education institution; to 

generate and apply grounded criteria for judging the success of the merger, from the 

viewpoints of those most closely affected by it; and to locate the merger project in broader 

socio-economic and political contexts. In the role of researcher, as distinct from the role 

of Vice Principal (Academic), I saw my intellectual task as:

'more appropriately one of enabling an open discourse among the 
various stakeholders than one of either establishing a superior insight or 
the authoritative establishment of a truth' (Alvesson and Deetz, 
2000.139).

I believe this stance vindicates my decision to conduct research into the organisation in 

which I worked and to focus on an event in the history of that organisation in which I 

played a prominent role. While my proximity to participants and the subject matter could 

be seen as a limitation by those advocating a more 'objective' approach, I believe the 

advantages I enjoyed as an 'insider', which included well-established personal 

relationships; the trust of colleagues and students; shared awareness of RWCMD's 

history; and detailed understanding of the context in which it operated, far outweighed the 

potential disadvantages. My purpose in addressing this open letter to you is to share 

salient findings of my research as widely as possible and draw tentative conclusions from 

them, in the hope that the quality of debates about the future of higher education in Wales 

will be informed and enriched by this detailed empirical study.
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In the course of my research, I encountered two models I found particularly useful for 

extending my capacity to conceptualise and articulate the varied human and cultural 

effects of the merger on RWCMD. The first is a model devised by Marks and Mirvis 

(2001), originally designed to help senior executives, who are contemplating merger, to 

articulate their ultimate goals in advance (see Figure 2 below). I used it, instead, to track 

how experiences of merger varied within and between affected individuals and groups and 

across time.

High

Degree of 
change in 
acquired 
company

Low

Absorption
Acquired company 
conforms to acquirer

Transformation
Both companies find 
new ways to operate

Best of both
Additive from both 
sides

Preservation
Acquired company 
retains independence

Reverse takeover
Unusual case of acquired 
firm leading

Low Degree of change in 
acquiring company

High

Figure 2: Defining the Integration End State (Marks and Mirvis, 2001.85)

The second model I encountered was McNay's (1995) model for considering universities 

as organisations. I found this an illuminating way of conceptualising aspects of 

organisational culture peculiar to the HE sector. McNay plots four types of organisational 

culture found in higher education (collegium; bureaucracy; corporation; and enterprise) on 

to his model, according to how loose or tight they are in terms of policy definition and
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control of policy implementation (see Figure 3 below). The model is elaborated by a 

matrix which summarises typical characteristics of each culture.

Policy definition

loose

A 
collegium

Control of 
implementation

loose

D
enterprise

B
bureaucracy

tight

C
corporation

tight 

Figure 3: Models of universities as organizations. (McNay, 1995.106).

Although McNay offers an account of how individual institutions might move cyclically 

through these cultures, his models fail to explain why this should happen or how these 

cultures are produced and reproduced. As I believe organisational culture is a social 

construct, constituted primarily through language, I therefore set about mapping 

discourses found in the conversations I recorded on to McNay's model, identifying a 

dominant discourse for each of McNay's cultures. Using his matrix and my research 

findings, I then elaborated the model further by adding the subject positions that each 

dominant discourse makes available for different categories of individuals and the overall 

organisational identity of RWCMD that it creates (see Figure 4 below).
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Policy definition

A: Collegium
Discourse of Democratic Liberal

Humanism
Subject positions:

Leadership: primus inter pares
Academic staff: academic peer

Administration: servant of academic
community

Student: apprentice academic 
RWCMD as Academic Community

B: Bureaucracy
Discourse of Regulation &

Accountability 
Subject positions: 

loose Leadership: head of institution,
accounting officer 

Academic staff: specialist,
generalist, poacher

Administration: specialist,
generalist, gamekeeper, servant

of the committee
Student: statistic

RWCMD as Public Service

Control of 
implementation loose

D: Enterprise
Discourse of Professionalism

Subject positions:
Leadership: entrepreneur

Academic staff: expert, team leader,
team member

Administration: expert, team 
leader, team member, servant of the

client
Student: client

RWCMD as Community of
Professional Practice

tight

tight

C: Corporation
Discourse of Neoliberalism

Subject positions: 
Leadership: CEO, executive,

manager
Academic staff: worker

Administration: servant of the CEO
Student: consumer, unit of

resource, product
RWCMD as Wholly-owned

Subsidiary Company

Figure 4: Dominant discourses and associated subject positions and forms of 
organisational identity mapped on to McNay's (1995) Models of universities as 
organizations.
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My threefold research purpose provides the framework for my presentation of key findings 

and conclusions. My first purpose in conducting this research was to generate knowledge 

about the human and cultural effects of merger on a small, specialist higher education 

institution.

I decided to conduct my research post-merger, at the end of the eighteen month 

implementation period. I discovered this was being experienced as a liminal moment in 

RWCMD's history. Indeed, participants in the research often expressed what RWCMD 

meant to them in narratives centred upon the main foyer, which marked both the physical 

and symbolic threshold of RWCMD. Organisational culture and identity are perpetually 

contested social phenomena (Parker, 2000), but it became clear that a major battle was being 

fought at this time over the culture and identity of RWCMD, which, for some, amounted to a 

struggle for the life and soul of an institution to which they were deeply committed. 

Continuity of the way members of RWCMD felt able to answer the questions, 'Who are we 

as an organisation?' and 'How do we do things around here?' had been ruptured. Their 

sense of belonging to RWCMD, which embodied important personal and professional 

values and carried considerable emotional significance, was under threat. They feared 

teaching standards would be compromised, that they would fail to achieve customary levels 

of excellence and that they would lose sight of the very purpose of the College.

It was tempting to interpret this crisis as nothing other than a direct consequence of 

merger with the University. The literature of mergers and acquisitions tends to reinforce 

rather than dislodge or refine the meta-narrative of the aggressive 'absorption' merger, 

popularised by press coverage of corporate mergers, particularly hostile takeovers (Hirsh, 

1986). Indeed there was evidence that all members of RWCMD believed they had signed 

up to a deal promising a 'preservation' merger and that some, most notably administrative 

staff, were already experiencing something more akin to 'absorption'. However, closer 

analysis revealed greater complexity. Sometimes changes, welcome or unwelcome, were 

attributed unambiguously to the new relationship with the University; more often they 

were seen as entirely unrelated, or as indirect consequences of the merger, or as 

consequences that were contingent upon wider socio-economic and political contexts that 

first prompted RWCMD to consider merger. For example, some saw the appointment of a
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new principal, intent on driving through radical change, as something quite distinct from 

the merger. Others regarded it as an indirect consequence of merger, on the grounds that 

such a person would probably not have been attracted to the post had merger not secured 

public funding for new performance facilities with the potential to transform RWCMD 

into a major arts centre.

While autonomy was seen by many as an important aspect of RWCMD's identity, it also 

became clear that loss of independence entailed in becoming a wholly-owned subsidiary 

company of the University was not regarded as the greatest identity threat it was facing. 

Participants were far more concerned about the identity threat posed, symbolically and 

ironically, by the planned new performance facilities, arguably the most obvious and 

direct benefit of merger. Concerned to safeguard the identity of RWCMD as a small, 

specialist, student-centred, collegiate institution, they feared acquisition of the high calibre 

facilities they had long desired would necessitate an organisational shift away from 

RWCMD's core educational mission towards a commercial, outward-facing operation. In 

conversation, the language of participants simultaneously revealed and concealed deep 

fears that they had betrayed their most deeply held values, sold themselves for cash, and 

lured a partner into a loveless relationship that might yet do more harm than good.

Another inherent danger in focusing exclusively on the merger between RWCMD and the 

University is that insufficient attention is paid to significant aspects of the culture and 

identity of RWCMD that transcend the boundaries of that particular relationship. For 

many participants, seeing oneself as a member of RWCMD represented a positive 

identification within the categories of 'institutional type' (conservatoire; drama school); 

subject specialism (music, drama): 'professional field of practice' (acting; theatre design; 

stage management; music; arts management; arts school administration) or 'mission' 

(providing professional formations in the performing arts). It did not amount to rejection 

of the University per se, but rather non-identification with the general categories to which 

that institution and others like it were seen to belong (university; large organisation; non- 

specialist institution; corporate business). Handled sensitively and inclusively, there was 

evidence that these wider networks and loyalties, which form an integral part of the social 

psychological structure of the College, could be accommodated post-merger to mitigate

229 | p a g e



fears of an 'absorption' merger and transform the promised 'preservation' merger into a 

'best of both' by adding something new and distinctive to the generalist portfolio of the 

University.

On a less positive note, it emerged from the conversations that both the failed talks with 

Cardiff University and the successful negotiations with Glamorgan had left RWCMD 

'feeling bad about itself at the end of the implementation period. The pride participants 

expressed in RWCMD was often tinged with defiance and always accompanied by the 

recognition that while RWCMD was 'up-and-coming', it still had a long way to go to 

achieve the status to which it aspired. The dominance of the discourse of neoliberalism, 

which constructs higher education institutions as corporate businesses, focused attention 

on RWCMD's financial problems rather than its academic successes. Within the 

discourse of hierarchical status, which has long been prevalent in higher education, 

RWCMD occupied the position of a 'second rate' conservatoire which had now allied 

itself with a post-92, therefore 'second-rate' university. Even its pride in being National 

Conservatoire of Wales was ambivalent, undermined by anxiety that Wales was not 

always highly regarded by other nations.

My second purpose in conducting this research was to generate and apply grounded 

criteria for judging the success of the strategic alliance, from the viewpoints of those most 

closely affected by it.

Several salient findings of the research were concerned with the sorts of narratives 

members of RWCMD were constructing about the success or failure of the merger. I 

expected to find criteria for success that were based on the unofficial list of 'non- 

negotiables' RWCMD had drawn up early in the unsuccessful talks with Cardiff 

University. Although these did not appear in official documents, members of RWCMD 

set great store by them. They were reassured to know they had influenced the 'heads of 

terms' drawn up by the prospective partner institutions. I was therefore surprised to find 

that they were not operating in the way I expected at the end of the implementation phase. 

References to both HEFCW's criteria and the College's unofficial criteria for successful 

merger tended to be restricted to moments in the conversations when participants were
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talking about the pre-merger phase, in the recent past. There was a sense that securing the 

'non-negotiables' and taking the decision to merge were closely related faits accomplis.

The question for the present and the future was whether the degree of autonomy 

vouchsafed by the 'non-negotiables' would materialise and/or be sustained post-merger. 

For example, the separate Board of Directors was in place but questions were being asked 

about whether it was merely a 'puppet board' and stories of boardroom clashes were 

eroding confidence. It seems the 'non-negotiables' had operated like a pre-nuptial 

agreement which seemed to offer protection to a vulnerable prospective partner before the 

wedding, but turned out to be legally unenforceable once the marriage had been 

solemnised.

Narratives of success and failure were found to have a marked temporal dimension. When 

talking about the distant past, participants tended to define success as avoidance of merger 

altogether. In conversations about the recent past, success was redefined as the canny use 

of merger to avoid inevitable financial collapse, while still preserving a degree of 

autonomy. When talking about the present, success was more closely associated with 

personal survival. Speculations about the future were, once again, characterised by the 

fears of annihilation that dominated the distant past. Participants appeared to be investing 

a great deal of hard work in the construction of these narratives of success. They 

employed the rhetorical devices of 'retrospective foresight' and' prospective hindsight' to 

persuade the listener and perhaps themselves. There seemed to be an underlying 

awareness that the narratives were fragile and the universally supported decision to merge 

might have to be recast as a mistake if fears about the future were realised.

Lessons

My third purpose in undertaking this research was to locate the merger project in broader 

socio-economic and political contexts. In conclusion, I would like therefore to suggest 

that the following broad lessons can be drawn from experience of the merger between 

RWCMD and the University. In offering these, I hope to contribute to practice by 

drawing on what might be called 'practical wisdom': knowledge about how to go about 

things, derived from deep reflection on experiential learning.
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First, restricting the project team to a small number of senior managers from each 

institution, working with an even smaller professional project management team, 

expedited the merger process but hindered effective implementation. The nature and 

implications of the deal were not widely known or understood among the teams of 

professionals who had to interpret and operationalise them. The culture of 'corporation' 

works well in times of crisis (McNay, 1995) but is ill-suited to less turbulent times, when 

its tendency to concentrate power in the hands of a small number of individuals at the 

head of each partner institution can produce resentment and disaffection among those who 

feel disenfranchised by its operations.

Second, the quality of personal relationships between powerful players, such as chief 

executive officers and chairs of governing bodies of both institutions, made a vital 

contribution to bringing merger negotiations to a swift and successful conclusion. It is 

difficult to imagine how the merger could have progressed had the Principal of RWCMD 

and the Vice Chancellor of the University not forged such a close and effective working 

relationship or if either party had personally been hostile to merger. However, personal 

chemistry proved an unreliable and inadequate asset during the implementation phase. It 

did not survive changes in key personnel and could not provide a stable basis for 

systematic structural change. To safeguard the educational mission of RWCMD and the 

well-being of staff and students, post-merger planning should have catered for the worst 

case scenario (for example, personality clashes between key personnel within and between 

institutions; chief executives and senior management teams with conflicting priorities; 

divided governing bodies; an increasingly hostile external environment) rather than 

assuming that individuals would get on with each other and continue to keep faith with the 

project, resolving conflicts and operational difficulties by sheer force of personality.

Third, the close association between mergers and acquisitions and the world of corporate 

business reinforced an increasingly prevalent tendency for both RWCMD and the 

University to be seen and to behave as if they were primarily corporate business entities 

rather than HEIs, at the expense of their core educational missions and purposes. The 

dominant discourse of neoliberalism, which established the pre-merger identity of 

RWCMD as a failing and incompetent corporate business, made it seem logical, sensible
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and necessary for it to secure its survival by merging with a successful, efficient corporate 

company and accept the post-merger identity of wholly-owned subsidiary company of the 

University. This research supports the argument that a sound business case was a 

necessary but not a sufficient condition for merger and that insufficient attention was paid 

to planning and implementing educational, cultural, professional and operational 

integration.

Fourth, merger was the political price RWCMD had to pay for its failure in 2000 properly 

to invest development monies it received for new performance facilities from the newly 

devolved Welsh Assembly Government. The narrative of the merger was founded on the 

following false syllogism:

Proposition 1: RWCMD needed public funding for its new performance facilities 

Proposition 2: Public funding was available only for reconfiguration and collaboration 

Conclusion: What RWCMD needed was a step change in collaboration. 

The decision of senior managers and governors to go along with this, to secure public 

funding, led to a mismatch between the rhetoric of partnership and the reality of an 

instrumental, potentially lop-sided relationship. This undermined trust in the medium 

term and inhibited developments which might have been of mutual benefit to both 

partners and enriched the Welsh HE sector. RWCMD had its unofficial list of non- 

negotiables that indicated what it was not prepared to lose but said little about what it 

hoped to gain from the relationship, performance facilities apart. Even less can be found 

about what the University was supposed to gain, beyond an ill-defined 'kudos' which it 

would somehow acquire despite its best efforts to efface itself from the public profile of 

RWCMD. By the end of the implementation period, there was little evidence that the 

persuasive outline case for academic collaboration, contained in the Strategic Alliance 

Business Plan (RWCMD, 2006) had or ever would amount to anything. The focus on the 

performance facilities also had the effect of relegating to the background other pressing 

needs RWCMD had identified, such as to have its degrees validated by an awarding body 

that enjoyed a more robust reputation for academic standards and quality than did its pre- 

merger partner, the University of Wales.
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Fifth, the dominance of the discourse of neoliberalism, which legitimises concentration of 

power among senior executives and governing bodies, located at the centre of the partner 

institutions, silenced or marginalised voices offering alternative or complementary 

perspectives. Within the discourse of professionalism, a member of academic staff can 

speak as 'expert', a member of administrative staff can speak as 'servant of the client' and 

a student can speak as 'client' or 'apprentice professional'. What they can say from these 

subject positions differs radically from what they can say from within the discourse of 

neoliberalism where they speak only as 'worker', 'servant of the chief executive officer' 

or 'unit of resource' respectively. By taking account of both discourses, different and 

potentially better ways of seeing things are added to the mix. A merger aspiring to be 

what Marks and Mirvis (2001) describe as 'best of both', in which each partner is the 

richer for what the other brings, needs to take into account networks and traditions that 

transcend institutional boundaries, including mission groups; academic subject 

communities and professional fields of practice.

Sixth, although core values such as being 'student-centred' and 'collegiate' were 

ostensibly espoused by all parties, closer investigation revealed that the meaning of such 

labels was sharply contested between different groups of people, not least within the 

College community itself. Avoiding the difficulty of negotiating shared understandings 

about how core values would manifest themselves in practice facilitated the establishment 

of an early consensus between and within the partner institutions. This superficial accord 

masked significant conflicts, however, which gradually surfaced during the 

implementation phase, with unsettling and sometimes damaging effects.

Finally, when contemplating, negotiating and implementing a merger, it is not only 

important to involve, consult and listen to the voices of all individuals who collectively 

make a higher education institution what it is, it is also important to consider what they 

say in terms of the discourse(s) from within which they speak and the subject position(s) 

that they occupy within those discourses. All discourses have ready-made subject 

positions for dissidents. Within the conversations there was evidence that it had been easy 

to dismiss those who dissented from or offered an alternative to the discourse of 

neoliberalism as people who 'needed to become more business-like' or as people 'from
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the professions who were incapable of making challenging managerial decisions'.

Wales is currently distancing itself from developments in England where the dominance 

of neoliberalism is manifesting itself in the unabashed marketisation of higher education. 

While England is embracing the concept of the student as 'consumer' exercising 'choice' 

in a market place characterised by 'competition', Wales is making a principled stand for 

the concept of the student as 'citizen' whose 'voice' is heard and valued in an educational 

environment characterised by 'collaboration' (Surman, 2011). For Our Future - The 21st 

Century Higher Education Strategy and Plan for Wales (WAG, 2009) envisages a 

reconfigured Welsh HE sector founded on the twin pillars of the contribution it makes to a 

buoyant economy and social justice. The findings of this research suggest that the 

discourse of the competitive market may be deeply embedded in the Welsh HE sector, 

fuelling resistance to the vision for Wales that the Welsh Government has articulated. If 

this vision is to be realised it will be vital to ensure that all voices are heard and all 

perspectives considered, especially those that tend to be silenced or marginalised by those 

who occupy positions of power within the dominant discourse of neoliberalism.

Yours sincerely 

Melinda Drowley

Contribution to knowledge, limitations and further work

When I made my presentation to the professorial panel three and a half years ago, the brief 

specified, inter alia that I should indicate how my research might contribute to 

knowledge. At that early stage, I found the requirement for originality as challenging as 

most novice doctoral students, but even then I could see that my research design matched 

at least one of the definitions of originality supplied by Philips and Pugh (1994.63): 

'carrying out empirical work that hasn't been done before'. My research would entail the 

construction of a close reading of the conceptual world inhabited by a particular group of 

people, involved in a particular set of relationships within RWCMD, at a particular 

moment in time in the history of the College and the biographies of its members. 

Research data would be generated through long/active narrative interviews conducted by a
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uniquely placed individual researcher (Holstein and Gubrium,1995; McCracken, 1988). 

While research of this kind has been conducted many times before, each study represents 

a unique combination of context and historical moment. Mine would be no exception. 

Once done, it would not be possible to replicate the study. Even if the process were to be 

repeated at a later date, both researcher and participants would have moved on, affected 

by innumerable experiences including the experience of conducting the research for the 

first time. The repetition could only take place in a changed context, at another unique 

moment in time and in the histories of RWCMD and the individuals concerned.

In the novel Middlemarch, George Eliot's complex and vividly imagined portrayal of 

nineteenth century English provincial life, the author draws an analogy that conveys how 

the rich complexity of social life can pass us by if we never take the trouble to apprehend 

the experience of another. She invites the reader to step aside for a moment and reflect 

upon how each individual's way of seeing the world is unique and is also a way of not 

seeing (Burke, 1935).

'An eminent philosopher among my friends, who can dignify even your 
ugly furniture by lifting it into the serene light of science, has shown me 
this pregnant little fact. Your pier-glass or extensive surface of polished 
steel made to be rubbed by a housemaid, will be minutely and 
multitudinously scratched in all directions; but place now against it a 
lighted candle as a centre of illumination, and lo! the scratches will seem 
to arrange themselves in a fine series of concentric circles round that 
little sun. It is demonstrable that the scratches are going everywhere 
impartially, and it is only your candle which produces the flattering 
illusion of a concentric arrangement, its light falling with an exclusive 
optical selection. These things are a parable. The scratches are events, 
and the candle is the egoism of any person now absent. (Eliot, 1965.297)

I was committed to seeing each one of the participants in my research as one such lighted 

candle on the scratched surface of events surrounding the merger between RWCMD and 

the University. As researcher, actively co-authoring a conversation with each participant, 

I would see myself as another such candle, with even greater power to impose an 

egotistical, illusory and deceptive order on events. I would also see it as an integral part 

of my responsibility as researcher, however, to look closely at the patterns made by the 

scratches in the light of each and every candle. I would take all these different
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perspectives into account as I tried to make sense of the scratches where I could and to 

recognise my limitations where I could not.

This much was clear: the rest was less certain, more speculative. I was beginning my 

research without hypotheses, embracing the possibility of creating unexpected 

contributions to knowledge. I realised that the findings of a study of one small 

conservatoire/drama school would not be generalisable to other such institutions let alone 

to a wider population. That did not mean, however, that they would be of no use or 

interest to such institutions or other readers. During my first year of doctoral studies, I 

had been engrossed and enlightened by scholarly articles about people in contexts as 

diverse as a funeral parlour (Barley, 1983), an office-supply firm (Boje, 1991), Korean 

prisoner-of-war camps (Schein, 1996), a smoke-jumping team (Weick, 1993), an 

HIV/AIDS organisation (Golant and Sillince, 2007), a Canadian bank (Chreim, 2005) and 

a university (Gioia and Thomas, 1996). My project represented not:

'a quest for ultimate truth but for a plausible, authoritative, 
verisimilitudinous, and interesting analysis that enriches our understanding 
of social phenomena' (Brown in Golant and Sillince, 2007.1155).

On these grounds, I noted, but confidently disregarded, positivist objections that my 

research findings would not be susceptible to traditional scientific validation or 

generalisation.

While undertaking my year-long critical review of literature, I discovered my research 

was designed to match another of the definitions of originality supplied by Philips and 

Pugh (1994.64): 'looking at areas that people in the discipline haven't looked at before' 

or, more accurately in this case, have not looked at in sufficient depth. For example, there 

was a dearth of research in the field of mergers and acquisitions that took a non- 

managerial perspective or focused on acquired rather than acquiring companies. 

Participants in my research, in contrast, were drawn from a wide cross-section of 

academic and administrative staff, students and other interested parties. Although 

members of senior management and governing bodies were included, I took pains to avoid 

adopting a managerialist perspective and was primarily focused on the acquired, rather 

than the acquiring company. Studies looking at the social construction of success and
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failure in narratives of organisational change were also in short supply (Riessman, 2008) 

as were studies concerning discursive construction of post-merger integration (Vaara, 

2002). Few if any of the articles that did consider narratives of success and failure 

attempted to problematise those concepts per se. As a language-based study, focused on 

the contested social process of constructing the identity of RWCMD, I believe my 

research project has contributed to knowledge in each of these respects.

The process of analysing data and writing up findings yielded another type of contribution 

to knowledge, which could be seen as a hybrid of another two of the definitions of 

originality posited by Philips and Pugh (1994.63): 'showing originality in testing 

somebody else's idea'; and 'making a synthesis that hasn't been made before'. In the 

letter to the Minister, above, I refer to a dynamic model I discovered in the literature of 

mergers and acquisitions, which Marks and Mirvis (2001) designed to enable senior 

executives to articulate, during the pre-merger phase, the end result they desired from a 

proposed merger (see Figure 2 page 225 above). The purpose of using the model in this 

way is to avoid misunderstandings at a later stage. Setting to one side its managerialist, 

process-orientated perspective, I decided to test the usefulness of the model as a means of 

mapping diverse human experiences of the merger between RWCMD and the University. 

Employed thus, the model proved an effective means of identifying and accounting for 

otherwise puzzling aspects of the data. Its use in this thesis was limited, however, and 

more work could be done to develop the full potential of applying the model in this way.

The letter to the Minister also refers to another model I discovered when undertaking a 

critical review of the literatures of organisational culture and organisational identity: 

McNay's (1995) models of universities as organisations (see Figure 4 page 227 above). 

Although I had formed the view that McNay's model is underdeveloped and over-reliant 

on anecdotal evidence, it looked as if it might prove a useful enough tool for talking about 

different manifestations of culture in RWCMD and the University. McNay (1995.109) 

also provides a matrix of summary characteristics associated with each of the four models 

of university culture he identifies. It is striking that the matrix not only covers predictable 

managerialist characteristics, such as 'role of central authorities', 'decision areas', and 

'management style' but also considers 'student status' and 'administrator roles'. This
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fitted well with my commitment to include within my research all of those most closely 

affected by the merger.

My exploration of the literature of organisational discourse and stories enabled me to 

identify a shortcoming of McNay's model: it does not address the way in which the 

different cultures within universities are constituted and reproduced. As I progressed with 

my data analysis, I began to elaborate McNay's model by synthesising my findings 

concerning the discourses manifested in the conversations with his 'simplified vignettes' 

of organisational cultures within higher education. The end result is a hybrid of the 

general and the specific (see Figure 4 page 227 above). I have grounded McNay's 

abstract model in the empirical analysis of a particular institution. It has proved its worth 

by providing a thought-provoking framework for seeing that institution in a new light. In 

turn, analysis of the College has been distilled to a level of abstraction which has made it 

possible to synthesise it with McNay's model. The end result is an amplified version of 

the model, which I hope might be capable of being refined by others, through further 

language-based empirical studies.

A further contribution to knowledge was made as a result of considering two distinctive 

narrative voices that participants occasionally used when justifying the decision to merge. 

Once again this could be classified as 'showing originality in testing somebody else's 

idea' (Philips and Pugh, 1994.63). My analysis drew on the seminal work of Karl Weick 

(2001) on sensemaking in organisations and my findings may add something to the 

repertoire of others whose interpretations are informed by this theory. Weick suggests 

that sensemaking is a selective, retrospective activity that follows an act of commitment 

which is irrevocable and has been made in a public context. Two narrative voices that I 

noted seemed to be engaged in sensemaking but did not appear at first to fulfil these 

criteria, as they were both ostensibly future-orientated. The first voice I labelled 

'retrospective foresight' and the second 'prospective hindsight'. Both were characterised 

by an exaggerated air of confidence, an apparent lack of ambiguity and pronounced 

rhetorical flourishes designed to persuade the listener. The voice of retrospective 

foresight told stories of the distant past recounting how the narrator had always been able 

to foresee accurately how the story would end: the voice of prospective hindsight
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anticipated a time in the future when the narrator would look back with satisfaction on 

difficult decisions being taken at the present time and in the recent past, secure in the 

knowledge that they had led inexorably to a successful outcome and were therefore 

justified. Closer examination revealed that both voices did fulfil Weick's criteria: despite 

appearances, both were securely anchored in the present and engaged in retrospective 

sensemaking, albeit from the temporal vantage points of a 'remembered' past and 

imagined future.

Closely related to the narrative voices of 'retrospective foresight' and 'prospective 

hindsight' was my finding that certain participants, who were long-standing members of 

RWCMD, reported experiencing something akin to anticipatory grieving for the loss of 

the College's identity and autonomy. Sometimes participants claimed this process had 

extended over decades, but more often it was associated with the protracted and 

unsuccessful talks with Cardiff University. Borrowing an agricultural metaphor, I labelled 

it 'emotional groundwork' to reflect the sense in the narratives that, while it was 

experienced as 'harrowing', those who endured it also implied it had helped prepare the 

soil for future growth. It can therefore be understood as a somewhat arcane form of 

sensemaking activity, a means of gradually reaching an emotional accommodation with 

the unacceptable.

My methodology, involving narrative analysis of semi-structured interviews, placed me in 

the company of qualitative researchers all over the world who have tried and tested this 

approach. In the course of my studies I also came across a number of researchers who, 

like me, draw on a wide range of literatures to illustrate and complement academic texts. 

I was aware, too, that leading researchers such as Norman Denzin (2001) have been 

celebrating the 'performance turn in the human disciplines' for a decade. Despite these 

precedents, as my work developed I became aware that including extracts from novels, 

film, poetry and a political diary in my critical appraisal of literature; presenting my 

findings in the form of draft scripts for documentaries; and incorporating my conclusions 

into an open letter to the Minister for Education and Skills, did not necessarily represent 

the norm for doctoral students on DBA programmes. To this extent my work may
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represent a contribution to opening up methodological practice within a specific subject 

community, still accustomed to more traditional approaches.

The potential limitations of my methodology have already been rehearsed in Chapter Six. 

I ran the risk of parochialism by confining myself to a studying the effects of merger on a 

single organisation; choosing to focus on the organisation in which I work; and coming up 

with a relatively narrow way of defining 'members' of that organisation. By definition I 

would not be able to see my own blind spots. I could, of course, have chosen to do things 

differently. Had I decided to survey members of RWCMD and the University using a 

questionnaire, for example, I might have been able to gather the views of many more 

participants. A sample size of thirty-two remains small, even though this number is nearly 

three times as many as I originally intended. Such an approach would have also made it 

more feasible to consider adopting a case study approach involving several cases, 

facilitating a comparative study. Alternatively, I could have selected proxies for 

evaluating the success of the merger, such as levels of occupational stress or churn rates, 

and made use of established instruments to gather data. During the first year of the DBA 

programme, I considered all these options as I studied the taught modules and subjected 

my proposals to the critique of others. I rejected them not because they would not work 

but because I was more interested in depth than breadth and became convinced that 

gathering information rather than exchanging stories would amount to a missed 

opportunity. I came to believe that as an 'insider-researcher' I was uniquely positioned to 

make 'of the moment something permanent' (Woolf, 1964.183) and encapsulate in words 

what was happening within RWCMD at a turning point in its history.

If I had my time again I would make the same decision. Naturally there are things that I 

would do differently with the advantage of hindsight. I would spend a greater proportion of 

my time reading scholarly articles rather than books. I would seek a number of 'on-the- 

record' interviews with key players on the political scene, such as politicians, members and 

officers of HEFCW to help set the scene and strengthen the links between micro and macro 

levels. I would not delegate responsibility for ensuring that appropriately balanced groups of 

students were lined up for the semi-structured conversations. I would test out my interview 

questions before my first interviews. I would like to think I could be more disciplined about
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reflecting on the conversations in the immediate aftermath but I am not convinced I would 

find this possible. I would enrol on a training course to refresh my knowledge of NVivo as 

soon as I received my first transcription. I would certainly edit evolving chapters in light of 

feedback from my supervisors within days, not months, of receiving it, while I still felt an 

intimate connection to the process of writing. Above all I would spend more time chasing up 

my supervisors, to take full advantage of that resource, and less time being chased up by 

them.

Reflections on literature

Much has changed in the UK higher education sector since I began working on this thesis. 

As this final chapter draws to a close, it seems appropriate to present an overall reflection 

on the journey taken in relation to the literature I have explored and then consider it 

briefly in light of that changed and still evolving context. Having mapped out the territory 

in my opening chapter, I first set out to produce a critical appraisal of the literature of 

mergers and acquisitions. Although I had thoroughly enjoyed working on the Strategic 

Alliance Project, I did not relish the prospect. I anticipated having to immerse myself in 

articles about corporate finance, which would leave me feeling nonplussed. There were 

plenty of these, of course, but so much more besides that stimulated and intrigued me, 

leaving me keen to do further research in this area.

The field is preoccupied with the concepts of success and failure, both in terms of how to 

define them and how to achieve the former and avoid the latter (Riad, 2005; Cartwright 

and Cooper, 1992; Haspeslagh and Jemison, 1991). I had already decided that one 

purpose in undertaking this research was to generate grounded criteria for judging the 

success of the merger. It was therefore interesting to discover I was not alone in this 

respect. Researchers trying to ascertain why merger activity remains popular despite 

ostensibly high failure rates have suggested that senior executives evaluate mergers 

against their own preferred objectives. They may reclassify activity that fails when 

measured against financial objectives as successful in their terms (Brouthers et al, 1998). 

My research took this a stage further. I wanted to discover the preferred objectives of a 

wider range of people, those who collectively represented the 'membership' of RWCMD. 

Unlike several studies that have extended their focus like this (Locke, 2007; Cartwright et
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al, 2007; Seo and Hill, 2005) I was less interested in finding out how to 'manage' these 

varied perspectives than in releasing and juxtaposing them to build up richer, deeper and 

broader understandings of events and their implications. In other words, I regarded the 

construction of the merger as 'success' or 'failure' as a social process, necessarily 

involving all parties (Vaara, 2002).

There has been an increasing tendency over the last two decades to adopt process-based 

approaches to managing both pre-merger decision-making and post-merger integration 

(Vaara and Tienari, 2002; Haspeslagh and Jemison, 1991). To this extent the literature 

forewarned me that narratives of success and failure might change over time and vary 

according to the organisational function to which participants belonged. I found this was 

the case. What surprised me, however, was the extent to which narratives of success and 

failure, constructed by individual participants in a single conversation, varied profoundly 

along a temporal dimension. Both definitions of success or failure and evaluation of the 

merger in these terms varied according to whether the participant was conversing at any 

one moment about the distant or recent past, the present, the immediate or the long-term 

future. Success and failure were not fixed points of judgement, but fluid, unstable and 

contingent concepts. I have already described how the Marks and Mirvis (2001) model 

for defining the desired integration end state of merger activity served a useful alternative 

purpose as a framework for mapping such diverse human experiences within and between 

individual participants and groups.

Rowley's (1997) analysis of higher education mergers suggested that they are more likely 

to be regarded as successful if they are motivated by strategic and academic rather than 

financial concerns. In the context of this thesis, this raised the question of what long-term 

purpose was being served by the provision of financial security to RWMCD by the 

University. Unexpectedly I found the answer to this question when considering anomalies 

in the terminology used in the context of the merger. When I began the critical appraisal 

of mergers and acquisitions literature, I was already aware that the prescribed term for the 

relationship between RWCMD and the University was 'strategic alliance' while the term 

'merger' was taboo. Examination of terminology in academic literature and the business 

world (www.lexicon.ft.com, 2011; DePamphilis, 2003) prompted me to question whether
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this misappropriation of terminology signalled strategic use of ignorance. Subsequent 

analysis of the conversations suggested this was so. During the negotiation phase, the 

term 'strategic alliance' served an important purpose in terms of employee and public 

relations by masking the loss of autonomy RWCMD was incurring. During the 

implementation phase, when the taboo might have been lifted gradually, it remained in 

force. Persistent resistance to integration and collaboration, evident in the conversations, 

suggested the long-term purpose of the University's financial support to RWCMD was 

predominantly seen by members of RWCMD as helping it pursue its own independent 

ends during a politically hostile period, rather than forging a mutually beneficial long- 

term, strategic and academic partnership.

I was also aware from the start that metaphors of courtship and sexual relations had 

dominated talk about the so-called Strategic Alliance Project. Nothing had prepared me, 

however, for the wealth of characters and ready-made plots that make up the highly 

gendered, sexual and violent narrative world of mergers and acquisitions, particularly in 

relation to hostile takeovers (Hirsh, 1986). The work of Schneider and Dunbar (1992) 

hinted that it might be worth adopting a psychoanalytical approach to interpreting 

narratives showing signs of straying into the realms of unconscious fantasy. In the 

transcripts I found references to the Black Knight and White Knight, familiar characters in 

the narrative world of hostile takeovers; the University was portrayed as predatory beast 

ready to 'wolf, 'gobble up ' or 'completely swallow up' the College; RWCMD itself was 

frequently described as a flirtatious promiscuous woman. Following the advice of Dunbar 

and Schneider led to the most disturbing of my findings: that the narratives simultaneously 

conceal and reveal participants' worst fear that they have sold out on their most deeply 

held values and 'married for money' alone.

In the course of my exploration of mergers and acquisitions literature, I encountered 

several ideas that I carried forward into subsequent stages of my journey. Through 

Locke's (2007) prescriptive and managerialist article, I first discovered McNay's (1995) 

models of universities as organizations, which I would evaluate within the chapter about 

the literature of organisational culture and ultimately elaborate as a framework for 

mapping discourses operating within the conversations. From a disappointingly limited
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set of case studies about mergers in higher education, I drew the insight that the 

collegiality that traditionally characterises the organisational culture of HEIs, may 

paradoxically operate both as source of initial resistance to integration and subsequently 

as a means of achieving it (Locke, 2007; Rowley, 1997; Wedderburn, 1991). Analysis of 

the conversations found something akin to collegiality in the metaphors of 'home', 

'family' and especially 'community', used frequently by participants to convey a sense of 

the organisational culture of RWCMD. Ostensibly representing shared values, the 

meaning of these images was found to be contested, however, and if invoking them 

constituted resistance it remained unclear whether they were intended to resist integration 

with the University or unwelcome change from within. No signs were detected that this 

defended sense of community was facilitating integration.

A typology of higher education mergers (Pritchard, 1993), overlaid classificatory systems 

for mergers in the corporate world with the notion of institutional reputation and standing, 

Although Pritchard's ideas have been adopted uncritically by others (Locke, 2007; 

MASHEIN, 2003), I found her failure to problematise the value judgements underpinning 

her typology disquieting. Even more disturbing, however, was evidence subsequently 

found in the conversations of the prevalence and potentially destructive power of the 

discourse of relative status operating within RWCMD. Pritchard's framework was not 

merely distasteful, however, it was also incapable of accounting for complexities in the 

relationship between RWCMD and the University hi terms of their relative status. A brief 

diversion into the territory of Corporate Social Responsibility (CSR) suggested it might be 

more productive to compare the merger between RWCMD and the University to the 

takeover of a small 'iconic' company by a large multinational. While studying these cases 

offered a helpful way of theorising differences in status, they also cast a long shadow on 

RWCMD's long term prospects of retaining a degree of autonomy, since it appeared few 

iconic companies were succeeding in doing so. For those working in this field who are as 

interested in organisational identity as in CSR, this thesis may therefore also be of some 

interest.

More significant was my engagement with articles by Vaara (2002) and Riad (2005) which 

had first alerted me to the earlier work of Hirsh (1986) and Schneider and Dunbar (1992) on
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the interpretation of the narrative world of hostile takeovers. Riad's work arrested me 

because she raised a question I realised I had failed to ask myself. Why had it seemed self- 

evident to me that studying a merger should include consideration of organisational culture 

and organisational identity? Riad's answer forged links I had intuited but not fully 

articulated between the different fields of literature I was exploring, as depicted in the Venn 

diagram (see Figure 1: page 17 above). She argues that organisational culture (to which I 

added the closely linked field of organisational identity) operates as a discursive formation 

within the field of mergers and acquisitions, acquiring such authority and centrality that it 

appears to constitute the 'truth' about mergers at a certain moment. Her work therefore lies 

at the point where all three sections of my Venn diagram intersect. Conversely, my erstwhile 

tacit assumption that these three areas were bound to form part of my study strengthened her 

argument, for it indicated I was operating unwittingly within that very discursive formation 

she had identified. Riad's work influenced my approach to the next stage of my journey 

which entailed exploration of the linked literatures of organisational culture and 

organisational identity.

I did not begin seeking definitions of the key concepts: 'organisation'; 'culture' and 

'identity', with a blank sheet. Key decisions about research design had been taken and 

implemented. The research question and threefold purpose had been articulated. 

Conversations with participants had been recorded and transcribed, though they were yet to 

be analysed. The language I was using already indicated I was concerned with the social 

construction of RWCMD's identity: my methodology declared my interest in discourse 

analysis. Following Riad (2005) and Vaara (2002) I decided to put aside the search for 

objective definitions of what the terms 'organisation' 'culture' and 'identity' might denote, 

as surplus to the requirements of my thesis. I was more interested in finding working 

definitions that could accommodate competing approaches and thus 'flush out' discursive 

practices that produced, reproduced and were in turn shaped by these social constructs.

In Weick's (2001) seminal work on sensemaking in organisations I discovered a way of 

theorising organisations capable of accounting for both the process of organising and the 

product of organisation, as collective human activity. It also enabled me to make meaningful 

connections across different fields of literature. In relation to organisational discourse, for
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example, storytelling had been described as the preferred method of sensemaking in 

organisations (Boje, 1991), although I later questioned the validity of that claim, hi terms of 

mergers and acquisitions, research suggested that sensemaking activity increases in intensity 

at times of radical organisational change (Ravasi and Schultz, 2006; Seo and Hill, 2005;). 

Although I had no means of ascertaining whether sensemaking had become more intense as a 

result of the merger, participants certainly expended significant time and energy on this 

activity during the conversations. In the concept of 'discursive space' (Brown et al, 

1995.313), therefore, I found a working definition of 'organisation' well suited to the 

purposes of this thesis. It was capable of accommodating the concept of sensemaking; it 

focused sharply on aspects of organisation that interested me most; and, through the 

metaphor of space, it forged links between the linguistic social construction of RWCMD and 

the physical environment in which that organisation is enacted and embodied. This 

connection was reflected powerfully in the conversations. Participants frequently located 

stories in real physical locations, which acquired significant symbolic force within the 

narrative. The College foyer was the scene for narratives about RWCMD as 'home'; those 

invoking the RWCMD as 'community' were usually set in the cafe or bar while the 

University's new Cardiff building, the ATriuM, tended to be used to represent absence of 

community.

The literatures of organisational culture and organisational identity are both extensive and 

relatively well established. Thus, although my exploration was necessarily selective because 

of the volume of material, the maturity of these fields meant it was relatively straightforward 

to identify seminal texts (for example Geertz (1973) and Harrison (1972) on organisational 

culture and Ashforth and Mael (1989); Albert and Whetten (1985) and Tajfel (1982) on 

organisational identity) and authoritative critical overviews of the field (for example 

Smircich (1983) on organisational culture; Alvesson et al (2008) on organisational identity; 

and Parker, (2000) on both). The more I read, the more convinced I became that the 

meanings of both 'culture' and 'identity' were likely to be contested within the conversations 

and that my working definitions should anticipate this. On these grounds I adopted Parker's 

(2000.233) definition of organisational culture as 'a continually contested process of making 

claims of difference within and between groups of people who are formally constituted as 

members of a defined group'. In keeping with this emphasis on 'claims', I formed the view
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that Albert and Whetten's (1985) 'definitional pillars' of organisational identity (claimed 

central character; claimed distinctiveness; and claimed temporal continuity) remained valid, 

despite the failure of subsequent critiques to recognise how this seminal work proposes a 

subtly nuanced understanding of 'identity' as a 'temporary, context sensitive and evolving 

set of constructions, rather than as a fixed and abiding essence' (Alvesson et al, 2008).

My findings vindicated this position. Had I looked no further than to find examples of 

shared values and beliefs that often pass for organisational culture, my search might have 

ended with the images of home family and community, which dominated the conversations. 

However, forewarned that values and beliefs are as likely to lead to conflict as bring people 

together (Golden, 1992; Meek 1988), I probed deeper and found participants were constantly 

engaged in negotiating and contesting the meanings of these metaphors for themselves, with 

others and between different groups of people. In similar vein, it seemed initially that the 

images of 'trajectory' and' journey' were being used synonymously to convey the sense of 

RWCMD as an 'up-and-coming' organisation . Closer scrutiny of each image, in terms of 

the 'in-groups' (Tajfel, 1982) who use it and the meanings they attach to it, revealed 

profound differences in how they viewed RWCMD's past and their own future prospects.

I had selected categories of participants for my research without the benefit of knowing the 

work of Tajfel on social identity or Turner on social categorisation (Tajfel, 1982). 

Acquiring the wherewithal to theorise what I had done post hoc exposed and challenged 

previously unconscious assumptions; heightened my sensitivity to several hitherto unnoticed 

in-groups and out-groups; and checked a reductionist tendency to see RWCMD as the in- 

group and the University as the out-group on every occasion. When participants told stories 

about open conflict, they usually differentiated RWCMD as in-group from the University as 

out-group. At other times, however, the University simply served as proxy for a more 

general category from which members of RWCMD wished to differentiate themselves: 

universities; large organisations; non-specialist institutions.

Most interesting, perhaps, was the discovery that many College academic and administrative 

staff categorised themselves and others according to their proximity to the student 

experience, often according this dimension greater salience than other aspects of their
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respective roles, such as professional field of practice, length of service or seniority. Being 

'student-centred' was universally espoused as the core value underpinning the culture of 

RWCMD and its defining identity trait. There was much evidence, however, that this central 

characteristic was contested and appeared to be under threat. Analysis of the conversations 

bore out earlier findings in the literature that in-group identity becomes salient to members 

when they feel destabilised by an out-group (Dutton et al, 1994). In the College's case, the 

identity threat came not only from without, in terms of the merger with the University, but 

also from within, as rapid organisational change called into question 'members' beliefs about 

central and distinctive attributes of (the) organisation' (Ravasi and Schultz, 2006.433). The 

label of student-centredness endured (Gioia et al, 2000) but underlying disputes about what it 

should mean in practice, particularly in relation to the new performance facilities, were 

surfacing, causing an increasingly fragile unity to fragment (Parker, 2000).

The distinction between 'perceived organisational identity' and 'construed external image' 

(Dutton et al, 1994.239) proved helpful in understanding the apparent contradiction between 

the pride members of RWCMD took in its achievements while 'at home' and the lack of 

confidence they displayed 'abroad'. More ominously this distinction threw into relief the 

latent presence within the transcripts of a conflict with the potential to jeopardise the success 

of the Strategic Alliance Project. The prospect that merger would enable RWCMD retain 

and enhance its construed external image as an up-and-coming conservatoire/drama school 

was what had made the prospect of accepting the status of wholly-owned subsidiary 

company bearable. Fears that senior managers who had advocated this trade-off were failing 

to deliver therefore constituted a double threat to its identity. Other categories of 

organisational image influenced coding of the transcripts, sharpening my sensitivity to fine 

distinctions participants were making. The narrative voice of 'prospective hindsight', for 

example, was closely related to the category of 'desired future image' (Gioia and Thomas, 

1996.394) while institutional low self-esteem made it necessary to modify the category of 

'projected image' (Gioia et al, 2000.66), normally defined as the way in which an 

organisation would like to be seen by outsiders, to reflect instead the way in which 

participants imagined, or more often feared, they were perceived, particularly by the 

University.
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I had first encountered McNay's (1995) models of universities as organisations in a 

prescriptive, managerialist article by Locke (2007), within the mergers and acquisitions 

literature. As the models relate to organisational cultures in UK higher education, I felt 

obliged to reconsider them when reviewing the literature of organisational culture. Their 

specificity distinguished them from scores of similar models found in scholarly articles and 

management coaching publications, but they all shared an essentialist, functionalist, 

managerialist approach which I rejected as antithetical to the social constructivist approach I 

was adopting. Despite this, when analysing the transcripts, I found myself reluctantly, but 

repeatedly, returning to McNay, using his conceptual framework to map emerging findings 

about the merger in terms of RWCMD's organisational culture and identity. The 

breakthrough came when I realised that my attempt to map discursive practices operating 

within the conversations was simultaneously enabling me to articulate what was lacking in 

McNay's models and begin to remedy it. Elaborating each of McNay's cultures with its 

dominant discourse and attendant subject positions (Hardy and Phillips, 2004) and forms of 

organisational identity transformed the models by offering an explanation of how the 

cultures are discursively produced and reproduced and demonstrating how essentialism and 

managerialism themselves are socially constructed phenomena.

Thus it was that the first three stages of my journey through the literature all began to 

connect and make sense as I progressed through the final stage: exploration of the literature 

of organisational discourse and stories. I had encountered several of the key authors before, 

via the field of literary theory, and knew that I would find this material intellectually 

challenging. However I also found much within it that was of direct practical use and had a 

significant effect on the process, form and content of the end product. Ricoeur's (1981) 

concept of 'distanciation', for example, enabled me to theorise my relation to my research 

subjects and data at each stage in the process, as well as the (non)-relationship of my findings 

to the original intentions of participants. His concept of 'recovery of meaning' provided 

tenable positions for me as researcher/insider/co-author of texts and for others as 

readers/audience of the scripts by reinserting creative human agency and the possibility of 

participatory belonging into the act of reading what lies 'in front of the text' (ibid.141). 

Those who have read the scripts to date have assured me that, distanciated, disaggregated 

and anonymised as they are, they still fulfil the primary purpose of language to 'say
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something to someone about something' (Ricoeur, 1981.138). Scripts were selected as the 

form in which findings were presented in response to Bahktin's (1981) challenging analogy 

between the novelist and the researcher who studies social texts. Like Bahktin's novelist, I 

have tried to forge a higher unity with the material at my disposal, while making it possible 

for the heteroglossia, or many voices, of participants to speak for themselves.

At the end of this process I cannot either support or refute assertions that 'storytelling 

constitutes the preferred sensemaking currency of human relationships' within organisations 

(Boje, 1991.106). I suspect a methodology involving participatory observation would be 

better suited to testing out this claim than one involving the contrivance of semi-structured 

interviews. Certainly participants responded positively to my invitation to use stories to 

illustrate what they wanted to say, but few of these would merit being described as 'symbolic 

landmarks in the cultural life' of RWCMD (Gabriel, 2000.2). The literature warned me to 

lower my expectations in this respect: I was prepared to find only terse fragments of stories 

(Boje, 1991) or brief phrases signposting, but not actually telling, stories (Gabriel, 2000).

In the event, my findings were richer than I had dared hope, for several reasons. There were 

two stories I had asked all participants to tell from their own perspectives: the story of how 

the Strategic Alliance Project unfolded, which could indeed be seen as a symbolic landmark 

in RWCMD's cultural life; and the story of when they first arrived at RWCMD, which could 

be seen as a symbolic landmark in a participant's personal life. The stories were a given: my 

interest lay in observing how they were told and what other stories they spawned. Analysing 

manifestations of 'language in use' (Ainsworth and Hardy, 2004.155) in this way made it 

possible to 'observe' the social construction of RWCMD's identity achieved by using 

narrative to make sense of otherwise undifferentiated 'discursive struggle' (Broadfoot et al, 

2004.197). Disaggregating who was speaking from what was being spoken and how 

(Czarniawska, 2004), brought sharply into focus emerging patterns in the use of linguistic 

devices such as metaphors and distinctive narrative voices, which like Boje's (1991) terse 

fragments of narrative, told powerful stories and stories about power, considered as a whole.

Key to the way I approached the concepts of discourse, power and resistance in this thesis is 

the seminal work of Foucault. As a study of the effects of a merger on a single organisation,
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my work at first appeared to bear no relation to that of Foucault, which operates primarily at 

an abstract societal level. Foucault's work is, however, 'rooted in story-telling' (Sarup, 

1988.94). As my research progressed, the UK HE sector entered a period of radical change, 

affecting both structures, funding and fundamental values. I became aware that my attempt 

to lay bare the order of things (Foucault, 2002) in a particular organisation at a moment of 

discursive rupture and the unfreezing of power relations (Bess, 1988), might also have value 

as a microcosmic illustration of discursive rupture and shift in power relations at a societal 

level (Foucault, 1991).

Although the UK HE sector has become accustomed to the presence of the discourse of the 

market over several decades, matters appear to have been brought to a head recently by the 

raising of student fees to a maximum of £9000 and the publication in 2011 of the White 

Paper for England: Higher Education: Students at the Heart of the System. Ministers and 

civil servants at Westminster have been unabashed in promoting the main thrust of the 

proposals to deregulate the sector and marketise higher education by disbursing funding to 

consumers (students) in the form of loans rather than to suppliers (HEIs) in the form of core 

grants. What core funding remains is to be reserved for science, technology, engineering and 

mathematics, subjects deemed to have a direct correlation with economic growth. The 

survival of the humanities depends on their success in persuading sufficient numbers of 

consumers to buy. Every day I find evidence in the broadsheets, broadcast media and trade 

press of an increasingly vocal opposition to the dominance of a neoliberal discourse in 

relation to higher education. Nor is this concern confined to the UK. For example, 

Nussbaum (2010) makes the case that 'we are in the midst of a crisis of massive proportions 

and grave global significance' as education geared exclusively towards economic growth and 

profit-making supplants and/or fails to incorporate more inclusive forms of education 

designed to nurture citizens capable of sustaining democratic society. It is my hope that this 

thesis will form part of this emerging critique and demonstrate the importance for democratic 

society of repositioning and listening to marginalised voices and discourses within higher 

education. To others fall the tasks of contributing other such illustrative stories or the major 

project of constructing the overarching Foucauldian analysis.
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Appendix A

A scheme for analysing assumptions about the nature of social science

The subjective-objective dimension

The subjectivist approach to The objectivist approach to 

social science social science

Ontology
Nominalism ^-—————————————————————————————-> Realism

Epistemology
Anti-positivism 4————————————————————------—~->Positivism

Human nature
Voluntarism <---—--———-——.—————————————^Determinism

Methodology
Idiographic 4-——————————————-———-———-^Nomothetic

(Burrell and Morgan, 1994.3)
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Appendix B

Letter of invitation to participate in research project.

Name and address of potential participant 

** May 2008.

Dear Student/Colleague/Director,

I am currently undertaking research into the strategic alliance between the Royal Welsh 

College of Music and Drama and the University of Glamorgan. I am doing this as a part- 

time student on the Doctor of Business Administration programme at the University of 

Glamorgan Business School. My interest in this research arose directly from my 

involvement in the strategic alliance project as Vice Principal (Academic) here at the 

College.

I am interested in what students, staff and directors of the College are making of the strategic 

alliance and how we're construing the identity of the College in the context of the new 

relationship.

I am writing to ask if you would be prepared to participate in this project. The attached 

information sheet should provide all the information you need to help you decide whether or 

not you are willing to put your name forward. If, however, you would like to discuss the 

project further with me, before deciding, then please telephone 02920 391341 and I will do 

my best to answer any questions you may have.

I am planning to arrange a number of one-to-one interviews and discussion groups with a 

range of students, staff and directors of the College. The material gathered in these 

interviews and discussion will form the basic data of the research project. However, the 

identity of participants will remain confidential and quotations and other references to what 

was said will be reported anonymously. Each participant in group discussions will be 

expected to respect the confidentiality of all other participants.
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I am extending this invitation to students, staff and directors whose time with the College 

includes the period from October 2006 to July 2008. I am hoping to interview about a dozen 

members of staff/directors and two groups of students, each comprising about six members. 

In the event that I receive more positive responses to this invitation than I am able to 

accommodate, I shall choose the participants with a view to securing the widest range of 

experience possible.

If you are prepared to put your name forward, may I ask you please to return the consent 

form to me via the internal mail system, in the envelope provided, by Thursday 29 May 

2008? I will respond at the beginning of June 2008.

Yours sincerely

Melinda Drowley
Vice Principal (Academic)
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Appendix C

Information sheet for potential participants in a research project into the identity of the 

Royal Welsh College of Music and Drama in the context of the strategic alliance with 

the University of Glamorgan.

Invitation
You are invited to put your name forward to participate in a research project. It is entirely up 
to you whether or not you choose to do so. If you are interested, it is important that you 
understand the purpose of the research and the part you might play within it, before you 
make your final decision. Please read this information sheet carefully.

What is the purpose of the research?
The purpose of the research is threefold: to generate knowledge about the human and cultural 
effects of the strategic alliance on the College; to locate the strategic alliance in broader 
socio-economic and political contexts; and to evaluate the strategic alliance from the point of 
view of those most closely affected by it (students, staff and directors of the College).The 
findings of the research will be made available to all those who might have an interest in it 
and/or could make use of it.

Why me?
This invitation is being extended to students, staff and directors whose time with the College 
includes the period from October 2006 to July 2008. This period includes the term 
immediately before the strategic alliance took effect and the following eighteen-month 
implementation phase. At this point you are invited to express interest in participating. In 
the event that more positive responses to this invitation are received than are required, the 
researcher will select the requisite number of participants ensuring the widest range of 
experience possible.

Am I obliged to participate?
Absolutely not! It is entirely up to you whether or not you put your name forward. Even if 
you do consent and you are then selected to participate, you can still withdraw at any point in 
the process and you do not even have to give a reason. You need fear no negative reaction or 
consequences if you decide not to continue, whatever the cause.



What will I have to do?
During the one-to-one interview or small discussion group you will be asked to talk about 
your experiences at the College throughout the strategic alliance project. The researcher will 
want to have a conversation with you about what you make of the new relationship with the 
University of Glamorgan and how you construe the identity of the College in the new 
context. She will be particularly interested in hearing any stories, events or incidents which 
seem to illustrate your point of view.

Will my participation be kept confidential?
No participants will be named in the thesis or in any other reports of the research. Only the 
researcher will know the identity of the participants in the one-to-one interviews. 
Participants in the group sessions will be required to agree not to disclose the either the 
identity of other participants in the group or the content of their contributions. The sessions 
will be audio-tape-recorded and transcribed. The tapes and transcriptions will be kept 
securely and only the researcher will have access to them.

What will happen to the research?
The interviews and group discussions will form the main data source for the research project, 
which will be written up as a thesis and submitted by the researcher for the award of Doctor 
of Business Administration at the University of Glamorgan Business School. It is possible 
that the research will also be published in appropriate academic journals. In all 
circumstances the confidentiality and anonymity of participants will be protected.

What if I still have concerns or questions?
If your questions have not been answered or if you have concerns about any aspect of this 
project, please telephone the researcher, Melinda Drowley, on 02920 391341 and she will do 
her best to help.

This research project has received ethical approval from the University of Glamorgan 
Business School

Melinda Drowley
Vice Principal (Academic)
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Appendix D

Consent form for potential participants in a research project, to be conducted by 

Melinda Drowley, into the identity of the Royal Welsh College of Music and Drama in 

the context of the strategic alliance with the University of Glamorgan.

1. I confirm that I have read and understand the information a 
sheet, dated ** May 2008 for the above research project. I have 
had the opportunity to consider the information, ask questions 
and have had these answered satisfactorily

2. I understand that my participation is voluntary and that I am a 
free to withdraw at any time, without giving any reason and that I 
need fear no adverse reaction or consequences to my withdrawal.

3. I understand that I am giving my consent to participate in a 
project, the findings of which will form the basis of a doctoral 
thesis and which may be published in academic journals or 
elsewhere. I understand that my identity will remain confidential 
and that my contributions will be reported anonymously.

4. I accept that I must keep confidential the identity of others a 
participating in the discussion group. I will not disclose outside 
the group what other participants have said.

5. I consent to the interview/discussion group being audio-tape- n
recorded. I am aware that transcripts will be made of these
recordings.

6. I agree to take part in the above research project D
Please sign below
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