














































































































































































































































































































































































































































































































































Figure 5.18 Triangulated Interview 
Findings - New Univers i ty 
Breakdown 

New 
University 

e 
Costing and segmcntatton of funds linked to university 
strategies. 
Growth of efficiency measures as a product of budget 
cuts. 
Funding agenctes have encouraged good practice. 
Sa lary and pay as the main financial cost. 
Student fees as major Income generator followed by 
some rcsearch-Ied faculties . 
ReqUire more funding - "Public sec tor funding in higher 
education in the UK is not sufficient." 
Bulk funding comes from teaching and learntng. 
Aim to reduce dependence on public funds. 

Students have a role In eaucalton -
"Universities don't educate people. people educate themselvcs but uOIversities provide the form to do so and this is just a semantic that 
it IS you that bring the knowledge to us but rather that the environment that universities create is then essentially one where the student 
are attempting to achieve a panicular goal and as such the goal will change a little tn a more commercial environment. The students 
might see they goal as gelling value for money and gelltng a good return In terms of grades and qualifications so that in itself will 
change the student's perception of what's going on." 

Quality education important amidst realisation of budgets and finance . 
• Research as commercially viable - "A number of different initiatives have helped improvement of research activities, which if properly 

managed in the financial terms, as well as an academic sense, can bring improved returns to the institution." 
Strong interest in education - "So like any other enterprise there should still be lecturers that are interested in education." 
Growth ofmmet culture -

"The primary ann is to achieve good academiC standards for teaching. research. technology transfer or whatever the panlcular drive 
are . That definttely comes first. If performing well then benchmark scoring indicates the academic area or University is performing 
well. Unfonunately you can't stop the way the market operates. In Britain league tables are used increasingly." 

Universities have key roles tn economtc revival. 
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Figure 5.18 Triangulated Interview Findings - New University Breakdown continued 

/ 
New 

University 

Mass education equates to commercialisation - "I think that the minute that you move away from an elitist view of higher education into a mainstream 
view that it then becomes a commercial enterprise like any other mainstream organisation or service." 
Growth of marketing techniques internationally and nationally - "They will be attempting to recruit student from around the world as the international 
market is now seen as a great cash cow due to the higher fees that International student pay. Also there's a keen idea of branding" 1"1 think it is just a 
natural progression, I think people will market themselves and will try to show themselves In the best light." 
Education amidst commercialisation -

"The lecturers themselves will also be influenced in tenns of ensuring that the enterprise remains commercially viable and that there's a feeling of 
being in the black but to certain degree that itself doesn't preclude education - quality education and it doesn't preclude the students coming here to 
better themselves" I "The market might be government In terms of the way government dictates what is reqUired. But it's needs to be based on solid 
academic credentials. That's the one thing I am totally persuaded on as a non-academic. If academic credibility and achievements doesn't meet the 
required standards no amount of corporate management will provide you with a successful ongoing University because the market will catch you 
out. So it's quite a complex inter-relationship. So corporate management linked with core academic excellence IS actually critical." 

Identifies problematic areas - "One of the benefits of the commercialisation in trying to produce benchmarks and league tables and QAA is that it is 
harder to hide really poor performers and as such this demand has made universities rise their game." 
Conflicting pressures - "A situation can arise whereby review detem1ines that certain types of academic delivery are potentially more profitable." 
Financial benefits to be gained - "A number of different initiatiVes have helped improvement of research activities, which if properly managed In the 
financial terms. as well as an academic sense, can bring improved returns to the institution." 
Growth of budgeting - "Decisions in education are driven by student numbers. There is always a calculation of student numbers, the primary factor 
that influences money and resources ." 
Driven by markct forces - "Unfortunately you can't stop the way the market operates" 

"n1C focus is to meet demand: basically we're very much in touch with employers as In trying to understand what they need, what the emerging 
disciplines are" 

Student as customer - "Whether they hold personal funds themselves or the state holds it for them increasingly we regard the student as a consumer." 
Education as product - " Learning and teaching as a process IS like any manufacturing process or anything clse. it's a process that people go through. " 
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5.5a.l Commentary on results ofinterview findings - University breakdown 

Management 

While ancient universities had more instances of collegiality and collegial management, 

there was a strong belief that changes were evident with university management moving 

towards elements of corporate style management. The other university groups (with the 

exception of plate glass universities which displayed no triangulated findings in relation 

to management) all recognised a similar shift towards more highly managed structures. 

Political Forces 

There was a clear consensus on the benefits of widening participation initiatives by 

government and a keen focus to continue doing so (more strongly within red brick 

universities). There were also instances where funding restrictions and quality assurance 

techniques have been viewed as detrimental. 

Commercialisation 

Interview results highlight a strong acceptance that commercial ideologies and practices 

have proliferated into UK universities with new focuses on profitability and 

accountability. There is also the notion of education as product and student as customers 

alongside more market orientation. Results further indicate the need for more funding as 

catalyst to this shift. 

Collegiality 

All university types highlight a shift away from collegial focuses towards more 

streamlined and managed structures. Yet older institutions of ancient and red brick still 

exhibit stronger elements of collegial practice than their younger counterparts. Indeed 

there seems to be a stronger prevalence of management in plate glass universities with 

new universities exhibiting little existence of collegiality. 
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Welfare 

Views expressed here strongly relate to widening participation initiatives and a strong 

sense of learning and research excellence. Responses also highlight views that education 

would be beneficial to society and the economy. In plate glass and new universities there 

was a larger focus on changes in the dynamics of higher education (student as customer 

and its marketisation) highlighting the existence of barriers to the adoption of welfare 

ideologies. 

Funding 

The majority of university types highlighted a shortage or lack of funding, seeking other 

streams to attain sufficient monies. Moreover responses highlight more accountability for 

usage of public funds and an interest in continued funding from student enrolment and 

fees. 

5.5b Interview findings - Staff position segment. 

Table 5.48 below details the paragraph count for the various issues split by staff positions. 

These triangulated thematic issues were identified among the different staff groups. 

Figure 5.19 highlights triangulated issues from all staff groups with figures 5.20, 5.21 and 

5.22 detailing triangulated concerns of the senior management group, teaching and 

research group and administrative staff respectively. Figure 5.13 similarly provides a key 

to the following diagrams. Evidence for these triangulated themes can be found in 

Appendix 10 - 12. 

Table 5.48 Triangulated interview issues based upon staff groups 

Staff Positions 
Senior 

Teaching and Management 
Triangulated Issues Research Administrative Gro~ Total 

Collegial 12 15 7 34 
Government 6 5 2 13 

Commercialisation 22 31 33 86 
Managerial ism II 26 14 51 

Welfare 29 16 24 69 
Funding 26 26 41 93 

Management 32 22 37 91 
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Figure 5.19 Triangulated Interview Findings -
All Staff Groups 

Changmg nO\lon of collegiallty -

B 
"Within greatest significant to faculty that oversees each department I think over recent years we seen a more evidence of 
what IS new kind of collegial. I supposed peoplc force to work In more former structures and teams etc this is element of 
collcglUli ty in managerial ism but is not so much base on the wider sense of college or bemg a set of individua l academics 
each wit h their own bright ideas" 

Mo\ ement away from pure form of collegiality -
"We have gone from a consensual collegial type approach to a top-down management structure which IS what is in place 
at the un iversity" 

Continued search for research money and grants 
Growing competition for funds 
Need to be finanCially consCience and responsible - "Their (Heads of Departments) function IS to tell us what to do and to be financial; 
finanCially responsible for the department and what IS also feed 109 In to thiS increase In administration and the increase In the audit culture 
within that admmistrallon In particular are several things.) 
Belter management of funds required - "We were spend 109 morc than we were eammg. thus we went Into the red and since then we've 
comeback mto the black and we've been managmg the resources much more carefully than the prevIous system." 

L.1ck of government funds amidst growing sector 
Advant.1geous in providing more mclusive education - widening participation 

\ ~hOO:= ?"d'''~1 ""~,." ,d~l, -"Th, ~ of orofi" f~ profi" "k, '",".,,,, "" ~",;I' ""m po"" b~;",,, " 00' '" 

Strong focus on research interests and excellence 
Widening panicipation and inclusion 
Education as beneficial to society - " I believe in the power of education to enable people to think in 
different ways, which will enhancc the quality of their lives in every area for the rest of their lives" 

ethos that IS traditionally prevailed In academiC institutions and I hope will not prevail in the furure . 
GroWlh of market focus 
Incompallbility wllh acadcmlc ethos 

"An acadcmic IS encouragcd to be free thinltlng. So a di lemma can ansc. All large organisations struggle with communications, hardly anybody gets it 
nght. If you take cross slices of opinion m organisatIOns throughout commerce you will always find staff complaln,"g about communication. 
Untversllies are no different It IS even more difficult m UnlVcrsllles because of the make-up of the workforce." 

Growing commercial agenda but holding academiC impetus -
"It may change the tone of the place a bit so that educators have to remind srudents that therc are other goals and possibly If they are distracted from doing 
that by pressures to meet targcl benchmarks. Ihey Will be Icss Incllncd to do thaL What I am trying to say IS that yes there Will be an Impact from 
commercialisation and II will move people away from a focus of educallon. That will happen to the srudents by themselves and is not all driven by the 
IccturCN and the pressures on the lecturers could distract them from reminding the Sludents Ihal there arc other avenues but I don't sec why a lecturer who 
IS under this pressure and a student commg here with thesc son of preconceptions can'l both nse above the base expectation. So like any other enterprise 
there should still be lecturers that arc intcresled '" education." 

Growth in performance management 
Concern of management not from academia 
Increasmg use of targets, benchmarks and budgeting 

~of ... nJJl!_1t 
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Figure 5 .20 Tr iangulated Interview 
Findings - Senior Management Group 
Breakdown 

c~~ 

~_/-G~: Lmle control or ability to resist - " I think that it's more resIgnation where people feel they can do nothing about them. Therefore, they are not 
gOing to be embraced and they are not gOing to be taken absolutely senously. Individuals are not gomg to be enthusiastic about them but at the 
same time there not gOlnS to be a sIgnificant amount of resistnnce." 
Increasing academic de-professionalisation. 
Growth of leaner management structures and top-down culture. 
Growing trend globally. 
Nullified by seeking private funding -

" The only way m which the university management can try to resIst that is through encouragmg people to try and get mOre external 
fundmg that IS not public money but contract or prtvate money m which potentially gIves more freedom even in the oldest most 
prestigious unlventty and reduces the impact of mana genal ism remove It as welL" 

Importance placed on tuition fees . 
ReqUIres more funds. 
IncreaSing budget cuts. 
Requires effective management of available funds -

"They then have very limited freedom and flexibility to spend in a way that you are alluding to. Many Directors of Schools 
need to optimise resources to meet employment costs and the range of discretionary expendi tures needed to allow 
programme delivery to happen." 

Growth of research as proVIding potential financial returns. 
Recognition of related costs and budgeting consIderatIon -" But if there are areas that are 
clearly struggling and just cannot hold theIr own because say theIr class s izes nre too 
small. It doesn't always make sense to sustam that son of activity." 
Growth of market focus and league tables as indicators of success. 
Students increasingly being seen as customer. 
Eilucallon as product and business. 
Growth In the need for research recogOltlon . 
Quick to react to change - "Unlversllies have to be more effiCIent. You have got to be 
adept at managing effictently. to be able to respond to the needs of the market." 
Increased marketing. 
Incompatibility with academIC ethos 

"An academic is encouraged to be free thmklng. So a dilemma can arIse. All large 
organisations struggle with commUOlcatlons. hardly anybody gets It right. If you take 
cross shces of opInion in organisations throughout commerce you WI II always find 
staff complaining about communIcation. UOIversities are no different. It is even more 
difficult in Universities because of the make-up of the workforce." 

e 
Continued emphaSIS of academIC quality and 
ngour. 
Focus on research excellence. 
Mixed orientations -

"The Institution tS managed in a very 
efficient and appropriate business like 
manner with academic standards driving the 
academIC port foho of the institution. But 
all goes together In '3 melting pot' and 
produces these outcomes." 

Growth of knowledge commodificatIon. 
Importance placed on wideOlng participation. 
Educat Ion as part of the skilled economy. 
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E1<tsts within subject groups. 
Autonomy in research and some in teaching. 
Changmg dynamiCS is a threat to collegiality. 
Growth of corporate aims - " I think there is a slow 
acceptance of the reality of the wide environment 
we working In meanmg that we have to be more 
corporate aims accountability then was traditionally 
the case." 
Changing notion of collegiality -

"With,n greatest significant to faculty that 
oversees each department I thmk over recent 
years we seen a more evidence of what IS new 
kind of collegial. I supposed people force to 
work m more former structures and teams etc 
this is element of collegiality in managerial ism 
but is not so much base on the Wider sense of 
college or being a set of individual academics 
each with thetr own bright ideas." 



Figure 5.21 Triangulated Interview Findings 
Teaching and Research Group Breakdown 

More management driven that academIc. 
Some elements of autonomy and nexibility eltists. 
Growth of performance measures - "This is theIr (upper management) obsessIon and they will interrogate you to a great detail over Issues such 
as retenllon or grades being gIven and qUIte often there IS qUIte a lot of pressure for that" 
Increased corporate focus - "There IS much more of 3 sense of corporate identity wlthm most universilles. I think Its more of a sense that there 
is a big boss." 

Introduces beneficia l culture of qual ity audit. 
More inclusl\'e education through widening partIc ipation. 

I EV 
Bener management of funds and budgets required - "We were 
spending more than wc were earning, thus we went into thc red and 
since lhen wc've comeback into lhe black and we've been managing 
the resources much more carefully lhan the previous system." 
More streams of funding sought after. 
Growth of financial accountability and large financial pressures 
arising from different sources. 
GTowmg mterest on ensuring that courses arc financial viable. 
Dependant on government funding. 
Business style financial model. 

Increased competition for student numbers. Welfare 
Growth of commercial enterprise globally and mcrcased corporate iden"""E) 

Increased marketing nationally and internationally. 
E) 

More usage of performance measures as mdlcotors of success. • Research driven. 
New demands from paying srudents with international students a~ cash cows. • More fundi ng reqUired for wi den i ng 
Proactive m student recruitment - "The recrullment . admISSIon ~ fficers I have participation. 
encountered are very much tied up with numbers ~n~ backSIdes on seats. Improve student careers and income. 
Growing commercial agenda but holdmg academIC Impetus - Tuition fees increasmgly a deterrent. 

"It may change the tone of the place a bit. so that educ~tors have to remind students • Try to improve inclUSIve and select students 
that there are other goals and possibly I f they arc dIstracted from domg that by based on merit _ "Making certain that we 
pressures to meet target benchmarks. they will be less Inclined t~ do t1~at. Wha~ I a~ balance that OUt with the pattern of students 
trying to say IS that yes there will be an impact from commerclahsat lon and 1\ WIll coming in from Britain. We try to be 
move people away from a focus of education. That WIll happen to the st udents by meritocranc and pIck the besr students but 
themselves and IS not all driven by the lecturers and the pressures on the lecturers we're not prefect ." 
could distract them from reminding the students that there are other avenues but I • Focus on education -"After all our primary 
don't see why a lecturer who is under this pressure and a student coming here with function would be education and a lot of the 
these son of preconceptions can't both rISe above the base expectatIon. :>0 ~,Ike any students, they need us to be, tirst and 
other enterprise there should still be lecturers that arc Interested In educatIon. foremost, good teachers and yes our research 

comes mto that." 
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Individua l identification with university and faculty 
Provided with autonomy and freedom 
False COllegiality - "Now the irony there is that you think 
that it should be more collegial because of the very fact that 
it is a college system but I don't think it is going to end up 
being like that because we are going to end with what you 
might end up thinking of as a quite anificial connection 
between depanments being made. What effects that will 
have on collegia lity, it could work very well by simply 
say ing here are people that you never usually talk to but I 
think that a lot of people are concerned about it bemg 
something that ultimately says "ok this department is now 
totally changed and we don't need this person or that person 
so I think that there is a certam amount of concern WIthin 
department about who you say things 10 and things like 
that." 
Collegiality in pockets - "Collegiality is much more evident 
within departments and some departments are beller than 
olhers. You'll always get a bit of departmental politics and 
in any department you'll always get the fact thaI somebody 
wont always like somebody else or the people who do like 
each other wam to do everything together. there's always 
lhat something gomg on. 

• Movement away from pure form of collegiality -
"We have gone from a consensual collegial type 
approach to a top-down management structure which is 
what is m place at the university." 



Figure 5.22 Triangulated Interview Findings -
Administrative Staff Breakdown 

Administrative 
Staff 

Education as service sold to a market - "They (unIversities) 
are crcators of an academIc service. which is sold on the 
market and which gIves a profi t to. leIS say the pnnclplc." 
Education as product or manufactunng process - " learning 
and teaching as a process is like any manufacturing process 
or anything else. it's a process that people go through . TI,e 
different entry level is a different process ." 
Increased marketing to Improve student numbers. 
Excellence based upon customer focus. 
University as brand and image. 
Changing demands - "The focus is to meet demand: 
basically we're very much in touch with employers as In 

trying to understand what they need. what the emerging 
disciplines arc." 

Lack of govemmcnt funds amidst growing sector. 
Government as Instrumental In creatmg profit centred culture 
Advantageous in proVIding more Inclusive education. 

Continue to grow and become assimilated to academic life 
Should be run In symbiosis with administrators and academics - "An academic institution shouldn't be run by administrators, nor 
should it be run solely by academics. It should be run in partnership. It should be an understanding of roles and responsibilities." 
Growth In performance management. 
Increasing use of targets, benchmarks and budgeting. 
More demands of management - "I think the demands that are made of head of departments and the university academics that are In 
management positions are too great and undervalued." 

Continued scarch for research money and grants. 
Growing competition for funds . 
Need to be financially conscience and responsible - "Their (Heads of Departments) function is to tell us what to do and to be 
financial : financially responsible for the department and what is also fceding in to this increase In adminIstration and the 
Increase in the audit culture within that administration in particular arc several things." 
Student groups providing different levels of funding -

"So whereas the distant learners paid £5900 over three years, so just £2000 a year really. the full timers pay £8100 in one 
year which is 4 times arc lucrative if you want so we do definitely try to keep them happy. Whether they've got greater 
expectations, some do. the fact that they are humans." 

Insufficient public sector funding. 
Trying to reduce dependence on public funding . 
Srudent numbers key for funding. 

8 
e 

ReqUIres more inclusive meetings and dcbatc - "So 
fewer an d fewer people attend these things because 
they arc seen as more and morc show a rhetoric rather 
than a real struggle for power." 
New management models can be just as inclUSIve as 
collegia lity. 
Slow to react , requires a more responsive structure. 
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CommerCial ethos conflicts with traditional educallon ideals " 
"The sort of profits for profits sake mentality that prevail 
within private business IS not an ethos that IS tradiuonall)\ 
prevailed in academic institutIOns and J hope will not prevail 
in the future." 
Strong focus on research '"terests and excellence. 
Widening participation and inclusion. 
Education as beneficial to society - " I believe in the power 
of education to enable people to think III different ways, 
which will enhance the quality of their lives in every area for 
the rest of their lives." 



5.5b.l Commentary on results of interview findings - Staff breakdown 

Senior Management Group 

This staff hierarchy indicated elements of collegial approaches to exist but further 

highlighted shifts towards more managed structures. Moreover they expressed an 

increased growth in commercial culture and need for recognised research. There were 

numerous views on students as customers and education as product, alongside an 

indication of the growth in managerialism and its effects on management. They further 

recognised the increased corporate ideologies utilised together with the importance placed 

on acquiring more funds. Nonetheless they highlight an interest to continue with scholarly 

excellence, widening participation and education as part of a skilled economy. 

Teaching and Research 

Staff within this grouping accepted the beneficial culture of quality audit and more 

inclusive education through widening participation. While they highlighted movement 

away from collegiality there remained elements of autonomy. They indicated that 

although there was increased top-down management, commercial enterprise of education 

globally and marketing alongside extensive student recruitment practices, that universities 

were still research driven. Moreover responses indicate a growth of managerialistic 

practices amidst elements of collegiality and autonomy. 

Administrative Staff 

Interview results highlighted a keenness to improve inclusivity of all staff members in 

committee and discussions alongside a preference for research excellence and improving 

student careers. They further voiced concern over proliferation of managerialistic 

practices and commercial agendas amidst the growth of 'university as brand' and 

increasing consumer demands. Reponses also indicated shortages in funds, growth of 

accountability together with more top-down management. Alongside instances of 

increased bureaucratic practices, there were calls for better management and 

transparency. 
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Chapter 6.0 Discussion 

6.1 Introduction 

The study aimed to better understand and highlight new prevalent issues affecting the 

management and structure of HEIs, seeking to provide current interpretation and 

examination of the forces impacting the sector. The research focused upon: 

• To identify significant areas of change with regards to HEI structures and 

management 

• Exploring the different external forces that have been a catalyst to changes in HE 

management. 

• Developing a representative framework of different forces that affect university 

structure. 

• Identifying archetypal forms of university management style as a product of 

prominent external forces that affect the different university types. 

A more detailed explanation of each objective and its intentions is detailed in chapter 1, 

which provides an overview of the scope and aims of this study. 

This chapter aims to discuss the findings from the different stages of the research and 

seeks to amalgamate the prevalent issues, forces and effects on university management. It 

examines the dominant structures within universities, the changes within management and 

the increasing effect external environmental forces have on university management and 

orientation. 

6.2 Examination of structures 

It was important to historically review the changes in university structures as changes 

from traditional collegial orientations altered and transformed as both a product of 

external forces and new needs. Indicative of such changes were the dilution of importance 

placed upon collegial traditions and ideologies (viewed as dated and at times archaic) 

towards more modem corporate, quick and commercially focused paradigms. The 

changes towards either more socially linked orientation as the discipline based model 
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exhibits (through promoting more research centred and academic associated management) 

or managerialistic tendencies emphasising business-like concentration have emanated as a 

product of external environmental forces creating a need for change. 

The stronghold of collegial importance and scholarly autonomy is increasingly challenged 

by new needs for accountability, flexibility and administrative discretion. The entry of 

bureaucratic structures that emphasise administrative control and scrutiny alongside the 

notion of a garbage-can approach or organised anarchy highlights a shifting and growing 

diverse archetypal management style that exists in UK HE. The extant literature indicates 

a strong culture of collegiality and autonomy during earlier periods of university 

management, while the findings of this study highlight the implementation of market 

orientated mechanisms. While the study is not longitudinal but rather cross-sectional in 

nature, the change from what was then and now indicates a different management 

approach in universities today as compared to previously. Moreover data triangulation has 

identified and highlighted these differences i.e. a move away from academic autonomy. 

The discourses suggest a growth of unity or blurring of lines as management structures 

and techniques coalesce and merge into what works best. Another clear observation is the 

existence of substructures in university management among university hierarchies. 

Seemingly collegiality may exist (for example) within lower level staff where 

managerialist tendencies exist in upper management (see interview findings chapter 5.5b). 

This diversity extends to different departmental groups with the university hierarchy 

where collegiality may exist strongly in different levels with differing ideological 

practices in management. This ratifies Birnbaum's (1988) position who posits that culture 

can and is often influenced by other prevalent "supersystems". Certainly more complex 

permutations of these can and at times do exist as little groups or pockets of staff operate 

differently and potentially covertly under the premise of accepted norms of the larger 

entity as a whole. It would be worthwhile for further research to examine these in greater 

detail. 

What is essentially clear from the findings of this research is that changes in university 

management are ongoing. Yet it is also true that some structures have weathered the 

environmental forces that exist and circumvented the need to assimilate new management 

paradigms. This difference has strong association with the age of university in question. 

265 



The triangulated findings from all 3 research phases provide valid evidence of these 

associations. While it is unable to highlight any causal links there exists a relationship 

between the various issues and university typology. 

The majority of older universities (viewed and perceived as collegial In nature) do 

strongly resist the pressure and at times temptation to assimilate more current 

organisational structures (see chapter 2.27). 

Nonetheless Tapper and Palfreyman (1998) highlight Oxbridge's history as reminiscent 

of gentlemen's clubs (see chapter 2.27). Similarly Gray (1989: p124) asserts the collegial 

approach to highly reflect an "old boys club," essentially "setting up their own criteria for 

recruitment, often in a markedly incestuous way". 

This view is perhaps less shared by newer universities especially those that have existed 

post-1992. The clarity received from clearly demarcated hierarchies and chains of 

command provide a structure that is rather more transparent and unambiguous, enabling 

issues to be both brought up and resolved. Indeed the organisational mindset is one that 

steers towards meeting benchmarks and set standards, perhaps a more mechanistic way of 

doing things. The argument occurs it is inherent lack of autonomy and over-zealous 

control over academic freedoms. The incompatibility of academe against a backdrop of 

private sector centred content generates strong uncertainties about its application in 

universities. 

The difference in university types also yields different results in tenus of association with 

particular models of management. Oddly where ancient universities were seen as 

traditionally collegial the results of this study highlight a closer relationship with 

discipline based models of management and a focus on being research driven (see 

HOMALS results in chapter 5.4c.2 and figure 5.10). New universities on the other hand 

are more reflective of their perceived organisational model and are not only strongly 

bureaucratic but market responsive indicating a strong relationship with their origins 

under local education authority control. 

What is further clear from the results is the existence of a relationship between plate glass 

universities and the political organisation pattern of management indicating the 
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negotiating culture that occurs within organisational dynamics. This is highlighted by 

HOMALS results in chapter 5.4c.2. 

The results also highlight another irregularity in red brick universities exhibiting an 

increased focus on accountability (see figure 5.10). This opposes the perceived nonn as 

highlighted by literary discourses of red brick universities as practitioners of collegiality 

(see chapter 2.27b). 

Moreover triangulated results (see chapter 5.3, 5.4d, 5.5a.1 and 5.5b.1) further indicate 

movement away from pure collegiality towards managerialistic tendencies, bureaucracy 

and increased focus on profitability. While it is true that there still exists a strong usage 

and practice of collegiality the study highlights assimilation of new ideologies and 

management structures in universities. 

Nonetheless there has always been a keen voicing In favour of collegial ideals of 

autonomy and liberation together with the more inclusion and democratic means by 

which change or indeed discussion and discourse before change is undertaken (see 

chapter 5.5). Yet the rhetoric from management and administrative departments is the aim 

to fulfil collegial concerns (not collegiality in its totality) and prides itself on providing 

the best possible levels of scholarly independence (see findings in chapter 5.5b). 

Furthennore the growth of management culture and techniques utilised within universities 

have stemmed quite strongly from changes in the dynamics and allocations of funding. 

The reductions in available monies required universities either to seek other external 

sources of funding and if not to internally budget, control and restrict spending. This has 

inevitably contributed to the adoption of new structures and new methodologies of 

management to improve cost-effectiveness and efficiency. 

What is further highlighted by this research is the recognition that modem management 

practices are at times required. The need to ensure work within budgetary constrains goes 

against the traditional academic ethos but there is recognition for the need for limitations 

and controls set based upon institution capacities and funds. Moreover academics have 

recognised the growth of management culture, and while not totally embracing its 
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assimilation have identified areas where clearer structures and lines of authority maybe 

beneficial. 

6.3 Management change 

Management within universities has seen a reasonable shift from traditional highly 

autonomous institutions to ones that practises autonomy but within controlled conditions 

and guidelines. Indeed the vast majority of university types have seen a proliferation in 

management and bureaucratic rhetoric. There is strong assimilation of its practices of 

commercial orientation and administrative red tape within the management prerogative as 

universities are increasingly charged with accountability for public funds. 

What is clearly indicated from the results of this study is the growing trend of undertaking 

corporate management ideals amidst a nagging recognition of its incompatibility with 

education. There are widespread calls for the introduction of measures by which to ensure 

university accountability to public funds and expenditure (as discussed in chapter 2.17) 

but similarly encouragement to continually conduct world-class research. The 

government sought to implement market orientation measures as a means to meet these 

ends. Yet the results of this research indicate a reluctance to holistically embed this 

approach into university management and ethos (as highlighted in chapter 5Ad and 

interview findings chapter 5.5a and 5.5b). Indeed the results show that while respondents 

identify with the need for such approaches, there is a desire for more academic 

precedence. 

Moreover the forces affecting management change have had varied effects on the 

different university typologies. While newer universities are quicker and have less 

hesitation in embracing new corporate ideologies, there still exist an element of 

defensiveness and paranoia of for-profit education. Traditional older universities are less 

likely to embrace holistically the ethos of managerialism, bureaucracy and discipline 

based models (as the research findings indicate, see chapter 5.4c.2) of management but 

exhibit nuances of these within its operations. While it is beyond the scope of this 

research in identifying what best characteristics to adopt from corporate ideologies, the 

research can highlight the growth in assimilation of some of the practised methodologies 

utilised within the private sector. 

268 



Ultimately while academics and older institutions try to 'rebel' and hold true to intrinsic 

values and ethos behind HE, there exists an inclination to embark and embrace corporate 

techniques. 

6.4 A product of changing university orientation 

Changes in university structure and management paradigms have existed partly as a 

product of changes in university focus and objectives. Shifts towards university education 

to provide mass education under more commercial connotations and new customer 

demands create an environment for universities to become increasingly geared towards 

private sector ideologies. The established focus on research and learning strongly linked 

to university education is diluted by new needs to provide education that meets the 

criteria set by the marketplace and by concerns of profitability. 

The research indicates a shift in university focus away from what were viewed as 

traditional norms of scholarly excellence towards academia within guidelines and control. 

While the results highlight scholarly endeavours to be embedded in institutions, there is 

deeper permeation of administrative scrutiny in different university types indicating a 

strong likelihood of its manifestation. The intrinsic academic freedoms do exist but they 

are no longer as free or as autonomous, partly as a product of accountability and strained 

funding allocations. Where management by scholar would have previously been more 

accommodating and exercised flexibility in administrative control and monitoring, 

changes in the dynamics of HE requires reformation into institutions willing and geared 

towards combating negative external forces. While elements of traditional paradigms 

exist and co-exist among new corporate and business-minded ideologies, changes in the 

conditions by which universities operate have warranted and perhaps pressured such 

adjustments in management orientation. 
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6.5 The rise of external forces. 

The following issues build on the different external forces that affect universities 

examining the context of management based upon Bush's (1985; 1996; 1999; 2003) 

ideology of a lack of clear theoretical frameworks for the subject area. Instead the section 

details the different issues that affect structures with a view to identifying potential 

remedial actions to negative forces impacting institutional management. 

6.5a The managerialistic tendencies. 

The growth of managerial ideologies and techniques as a potential outlet to improve 

management of funds, human resources, efficiency and effectiveness to achieve targets 

and sought objectives is highlighted by this research. While the notion itself maybe dated 

(since its beginnings in the 1980s) it is clear that the issue of its assimilation and existence 

of its application is ever present in the minds and perceptions of university staff members. 

The results of this study indicate this and highlight its strong relationship to the 

management of universities. 

Its assimilation is without doubt linked in some part to changes in funding mechanisms 

and amounts, which in turn required better management of available monies. The 

utilisation of private sector ideals provided an outlet by which universities are able to 

remain cost-effective while simultaneously ensuring effectiveness, efficiency and 

economy - the strongly prescribed 3Es as indicated by Dixon et al. (1998), Dopson and 

McNay (2000), Gordon (2003) and Trowler (1998) (see chapter 2.8). In addition to this, 

political forces have had a role in promoting utilisation of private and corporate sector 

techniques and ideologies into academic institutions. 

The results of this study indicate that it is the older traditional universities (ancient and 

red brick) that seem to be under greater pressure to react and assimilate a market driven 

ethos into their operations. This increased pressure could be a product of greater change 

required to align structures with modem management and more managerialistic 

orientation. Newer universities (plate glass and new), on the other hand, inherently 

contain structures (or elements ot) more akin to those prescribed by government and 

270 



private corporations and as such have some pre-requisite capacity and infrastructure to 

assimilate the new techniques (see chapter 5.4c.2, 5.4c.4 and 5.4c.5). 

6.Sb The political agenda. 

The research has further highlighted the effects of political forces on university 

management. While it is foreseeable that politics play a role in university orientation, 

exploratory results indicate a strong allocation of power and control that the political body 

has on university structures. Although prescribed as distant and detached from university 

operations. politics manifests itself to influence and impact changes in university 

management, orientation and ideologies. While strongly dismissed and rejected by 

academics and university staff alike. the position of universities as public institutions sees 

it bound to the demands (covert and overt) of government agendas. Moreover the study 

has identified issues related to diminishing academic authority as a product of growing 

political interference in university operations and management. The sought alignment of 

university goals in tandem with prescribed measures from government is based upon 

notions of benchmarking performance and various quantitative indicators. While the 

sector as a whole is pressured either through political agenda or through politically linked 

funding mechanisms, older universities seem to be targeted. Notably this could emanate 

from traditional universities containing structures that differ more substantially against 

newer universities whose management more closely reflect government ideals as 

examined in chapter 2.26. 

Ultimately the changes in government administration from Labour to Conservative 

Parties and back creates differing political concerns from right to left wing politics which 

universities have to contend with. This alongside the different political initiatives, reports 

and Parliamentary Acts has altered the dynamics within which universities operate. While 

one could argue both negatively and positively for these changes, the application of 

politically linked initiatives have perhaps stemmed from a need to remedy to both the 

perceived and genuine problems within HE management and operation. 
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6.5c Welfare ideologies. 

The notion of education as a public good still remains as universities continue to further 

the current body of knowledge, disseminating research while expanding learning and 

understanding. This ideology has not been lost amidst the environmental changes and new 

demands placed upon HE. Indeed while stronger in traditional universities, all universities 

and their respective academics value the welfarist notion of education as a societal good. 

Moreover, while recognising the potential financial rewards that are linked with industry­

focused research to both the institution and economy as a whole, the driving force behind 

academic activity lie with a keen interest and embracing of scholarly integrity. 

Notwithstanding the increasing commercial and competitive demands placed upon 

university operations, alongside the growing of cost-effective concerns and 

managerialism, universities are still viewed by their members as centres of learning and 

research excellence. This sentiment is echoed throughout the HE sector, inclusive of 

administrative, academic and senior management staff groups (see chapter 5. 5b). It seems 

clear that amidst these modern demands and recognition of the need to embrace some 

nuances of business ethos, there is a keen interest and will to retain focus upon scholarly 

activities. 

6.5d Commercialisation. 

Another external environmental factor identified by the research is the growth of 

commercial culture and market driven orientation of university activities. The 

proliferation of marketing of university courses and attracting of students into university 

is partly linked to a need to improve funding income. 

This is alongside the rise in research activities leading to potential commercial income, 

altering the ethos of scholarly inquiry to become concerned not only with the extension of 

knowledge but with the financial returns of industry-linked discoveries. 

The effects of commercialisation together with the application of tuition and variable top­

up fees to students have created a culture of education increasingly viewed as a prodUct. 

There have been new demands on universities to not only promote scholarly and research 
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excellence but to meet the expectations of students who are increasingly viewed as 

customers. Indeed the growth of commercial culture has required universities to identify 

and cater for its stakeholders. 

Moreover the results indicate inter-relatedness between commercialisation and the need 

for funds (see chapter 5.5a and 5.5b). The proliferation and assimilation of commercial 

agenda and orientation seemingly stems from a need to diversify university funding 

streams in order to ensure sufficiency of monies. This is highlighted by ANOV A results 

on the growing view of HE as perceived as a business (see chapter 5.4c.4). Additionally 

this growth in commercialisation is further spurred by competition and globalisation of 

the HE sector where increasingly education is viewed as a commodity sold around the 

world. The modularisation of HE creates a rather mechanistic approach to education 

allowing for credit frameworks to be utilised in the global movement of students ratifying 

Liu and Dubinsky's (2000) and Trowler's (1998) concerns. 

6.5e Funding 

Undeniably funding within the sector has played a large role in the changes and dynamics 

within HE. The need to expand funding streams alongside continuing to ensure steady 

incomes and monies from existing avenues has required universities to diversify both 

their management practices and institutional orientation. The changes in funding 

mechanisms as a product of both political forces and growing competition nationally and 

internationally have altered the traditional structures within universities. 

The tightening of budgets and available funds has required universities to conduct more 

financially viable research activities together with better monetary prudence. These 

alongside other external forces have required universities to become more 'savvy' in their 

allocation offunds and to become less reliant on government money. 

The reduction in funding has diverted the established university ethos of education as 

public good towards more cost-effectiveness and financial appreciation of tightening 

budgets. These have altered the dynamics of university operations to becoming overly 

concerned with accountability in unison with increasing shrewdness of management. 
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6.6 Changes in traditional paradigms 

The research has indicated a strong preference by many to utilise the positive aspects of 

collegiality and more autonomous, consultative management structures. The research has 

also highlighted the advantages that arise through utilisation of more current, corporate 

management ideologies to remedy the problematic issues existent in the internal and 

external environment. 

Moreover there is a clear and inherent need for both scholarly empowerment and more 

inclusive management structures to operate with due consideration of the financial 

performance and 'accountability' ramifications that are extant within university 

operations today. 

The research further recognises the deficiencies that exist within an overly collegial 

paradigm and model that can be restrictive and 'die-hard' in its principles and channels of 

operation. Nonetheless the findings suggest a keenness to ensure that elements of 

collegiality such as its welfarist focuses, concern for academia and academics, and 

ultimately autonomy, remain regardless of changing models. This indicates that there 

need not be a shift or return to collegiality but perhaps a model inclusive of collegiality's 

strongpoints. 

Managerialistic ideologies do have a place in university management as they provide a 

viable methodology and avenue by which institutions can become more efficient and 

effective in their operations while satisfying accountability for public funds. The growth 

of commercial culture and HE within the marketplace has inevitably pressured a shift 

towards meeting customer demands and enterprise ideologies. Similarly these forces have 

required management to become more proactive and speedy in its decision-making to 

ensure that it subverts budget deficits and ensures financial viability. 

The changes in funding mechanisms and amounts have further affected traditional 

management structures, requiring adoption of new ideologies or techniques that can 

enable not only better administration of current funds but positioning of the institution in 

an elevated standing by which to attain more resources. The marketisation of programmes 
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and courses defers from collegiality and instead embraces the managerialistic culture to 

operate like corporate entities. 

There is without doubt a strong reluctance to emulate private organisations in universities, 

partly as it defers from the ethos of the professional academic, and as notions of education 

as product is contrasting to the socially beneficial concerns of before. 

Yet the research indicates that managerialism can exist but not in totality. It seems a 

mixed or synergetic management structure that utilises the best from the available models 

would satisfy the needs of academics and management. Indeed the findings have 

identified the existence of pockets of collegiality amidst a university-wide managerial 

style. 

The study further highlights a considerable coalescing or greying of traditional academic 

and management lines. Where stereotypical assumptions were that older universities are 

seen to retain strongly their preference for collegiality, and new universities tended to be 

quicker and had structures that much more easily embraced new management paradigms, 

findings here indicate that these notions can no longer apply or apply in its entirety to the 

sector. Traditional universities have embraced certain corporate ideals and private sector 

techniques (albeit as a result of external factors rather than choice) and perhaps have 

recognised the inevitable need to ensure financial viability. Nonetheless there has also 

been acceptance that better clarity and defined structures with the managerialistic 

paradigm can provide considerable benefits and transparency as compared to the 'boy's 

club' culture of collegiality. 

Similarly academics within the new universities have realised and come to appreciate the 

more inclusive and autonomous ideals of collegial orientation. Moreover while at times 

there is a keen notion to remain strongly managed, there is a dilution of the management 

rhetoric to accept and provide more autonomy and discretion to its academics. 

Notwithstanding, academics in all university groups are not only reluctant but are strongly 

defensive of over managed controls on scholarly activities and research excellence. While 

there is acceptance of increased management in financial and budgetary concerns 
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alongside elements of accountability, these practices should remain within the realm of 

administrative purview and away from academe. 

There is also a shift in education as a societal and public good ideology (while strongly 

inherent) owing to increased prominence and focus placed upon the financial 

ramifications that arise from both notions of student as customer and education as product 

(see interview findings chapter 5.5). Is the view of education as a welfare concern 

deteriorating? The study identifies deep-rooted reinforcement of altruistic and welfare­

based education to emanate from the different staff groups throughout the various 

institutional typologies. There is a strong recognition of the benefits that education and 

quality of education can provide to both society and the individual as a whole. Moreover 

its potential effect on the economy is sizeable. This view is not constrained by age of 

institution or length of establishment but rather by the ethos of its employees. While the 

need to ensure profitability and cost-effectiveness may exist as more important concerns 

within new universities, the benefits of quality education is an inherent conscious 

consideration. 

6.7 Identification or prevalent structures in univenities 

Ultimately the research sought to identify prevalent structures or management models that 

existed against the different university types. The inherent complexities in age-old 

institutions alongside the overly structured modern corporate-geared alternatives provided 

a considerable quandary in identifying a structure that can appropriately reflect any 

university in its totality. Where ancient universities have strongly embedded themselves 

both physically and ideologically in the collegial stance, red brick and plate glass 

institutions emulate these underpinnings as principles and ethos rather than in 'bricks and 

mortar' fashion. 

The results of this study have identified that collegial and managerial models are the 

perceived dominant structures that operated within UK HEIs. Yet there is also growth in 

bureaucratic and discipline based models. Indeed Cohen et al:s (1972) garbage-can 

methods do exist within university structures. 
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While the perceived allocations of these models would be a collegial structure for 

traditional universities and more managerial approaches for new universities, as 

highlighted earlier (see chapter 6.6), these perceptions and notions are no longer as clear­

cut. Although it is further foreseeable that the older ancient, red brick and plate glass 

universities have considerable capacity to retain (some already embedded) collegial 

orientation, and new universities to exhibit more so its managerial origins, the research 

indicates instead a dominant culture followed by substructure to exist within institutions. 

Potentially within individual faculties, departments and subject groups exist microcosm of 

different prevalent styles. The 'micro' level of management exhibits different approaches 

and 'the way things are done'. Indeed Birnbaum (1988: p7S) recognises the existence of 

this as "institutions are likely to share cores values with others in their peer groups." 

The research findings are indicative of this as the assimilation of managerial, bureaucratic 

and organised anarchy structures exist in plate glass institutions indicating the existence 

ofa dominant and substructure (see factor analysis results chapter S.4c.5). 

Similarly new universities, while intrinsically run as bureaucratic and managerial models, 

portray elements of the discipline based orientation indicating the existence of a 

substructure. Once again this is suggestive of not only the complexities within institutions 

of learning, but also the existence of collegiality in every university. Although it may not 

reflect collegiality in its truest sense, the individuality and coming together of groups of 

staff exhibit 'pools' of collegiality, where individuals within the group work, react and 

complement the aims and objectives of the circle. This need not be concerned with 

learning and teaching, or administration or cost-efficiency, but rather it is the combined 

goals and understanding of the group that manifests some form of collegiality. 

Unfortunately clearer identification of its specificity is outside the purview of this 

research. 

Therefore while collegial, bureaucratic and managerialistic structures are prominent 

partly as a product of embedded culture and growing government pressures respectively, 

there is some evidence to suggest that these may exist as the dominant model rather than 

all encompassing (see factor analysis results chapter 5.4c.5). 
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Ultimately the results indicate that it is not only the institution and its age that contributes 

solely to the existence of a prevalent management structure but rather as Bergquist (1992) 

contends, an issue of culture. Additionally individuals working and operating within these 

organisational premises are key constituents on which management style can exist and be 

supported. Whether these issues are affected by preset cultures or prevalent approaches is 

something for further research. 

Moreover the research highlights plausible assumptions as put forth by Birnbaum (1988) 

on cybernetic institutions, which undertake self-correction and realignment of structures 

to match the needs of the university. This bolsters the findings of the research as while 

dominant structures exist, at departmental or faculty levels, "spontaneous corrective 

action" (ibid: p179) would enable the existence of subgroups of substructures and 

subcultures within a larger institutional setting, creating a symbiotic and synergetic 

partnership of more than one management model. The results of this study set the scene 

for further research on this. 

6.8 Gaps satisfied by this research 

Previous research has sought to uncover the different emergent issues within the external 

environment in which universities operate. These have examined the external forces of 

politics, management, funding, commercialisation and traditional ideals of university 

orientation and its varied effects on university management in singularity rather than 

holistically. While the level of detail and examination alongside a strong recognition of 

the inter-relatedness of these forces is profound, little previous research has amalgamated 

these different extant issues in their entirety. 

The identification of these issues by this research alongside examination of its effects in 

its entirety to UK universities contributes to the current body of knowledge by 

collectively reviewing the potential changes and differences as a product of these forces. 

In reality, these forces do not affect university management in singular form but rather 

constantly fluctuate and have varying impact upon university management archetypes. As 

such examination of only a specified external force at anyone time would not adequately 

reflect both the scale of the issue as well as consider the effects other forces may have in 

tandem. 

278 



The examination of all external forces in its entirety provides this study with a unique and 

perhaps more reflective view of the dynamics of university management alongside the 

diverse range of universities. 

Moreover previous research that has embarked on its examination of prevalent external 

forces has dichotomised UK universities into two large groupings of traditional and new 

institutions, forsaking perhaps more complex and detailed findings that could have 

resulted in utilising a different typology. 

This research through examination of the various prevalent issues as highlighted by 

previous discourse has sought to combine these forces and examine its affects to a 

typology that more accurately reflects the different university groups and dynamics that 

exist. To assume that red brick and plate glass institutions fall under similar stratums as 

ancient universities fails to consider different institutional timelines, age of establishment 

and origins of the typology. 

In addition to this, the study has also examined the various external forces against this 

more reflective typology and has uncovered differences in both management practices 

and archetypes, further identifying differences to emanate from the various staff groups. 

These differences can be examined through ANaYA and interview results (see chapter 

5.4c.4 and 5.Sh.l respectively). 

Ultimately Figure 6.1 below displays the existence of different external forces that affect 

university operations and orientation. It brings to the fore the notion that there exist a 

multitude of issues prevalent within the environment that universities and its stakeholders 

need to contend with and while structures exist these external forces are dynamic and ever 

fluctuating. The existence of culture provides an additional perspective and issue that 

needs to be factored into consideration. 

As such the research satisfies the gap in the extant literature by examining in detail the 

different external forces as a whole and its effects on current and traditional management 

structures in UK universities. Additionally it has identified the effects of these forces 

utilising a more reflective typology away from previous binary assumptions. 
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Figure 6,1 Representative framework of different external and internal forces that affect university structure 
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6.9 Contributions to practice 

The examination of the persisting environment forces on management approaches is an 

issue that affects both managers as well as academics within the university setting. 

The research aims to contribute to practice through providing a holistic picture of not only 

the different issues but also the perceptions and attitudes that exist within the varying 

university types and staff demographic groups. The results of this study provides 

management with new and key tools by which to better understand and gauge the 

dominant structures and substructures that are common place within each institutional 

setting. It highlights that issues related to management structures and models are not 

solely linked to tangible 'bricks and mortar' manifestations but instead exist differently in 

subgroups and entities within the embedded culture of the individual and his or her 

related circles. 

The results of the study provide an insight into the different opinions of the various staff 

groups and hierarchies enabling management, academics and administrators to not only 

recognise but further identify with the varying needs and values exhibited. The research 

allows the appreciation of the different viewpoints and obstacles faced, perhaps creating a 

starting point by which harmony amongst the top and the bottom can exist through better 

understanding. ANOVA and interview results highlight these differences (see chapter 

5.4c.4 and 5.5b.l respectively). 

The contrasting results against the different university types further provide a valuable 

insight into varying practices, concerns and positive approaches that benefit the individual 

institution. This enables institutions to learn from the fallacies and successes of their 

counterparts. 

The prevalent problems identified could be further utilised as a means to measure the 

extent of these forces on individual institutions providing management with important 

indicators by which to undertake informed decision-making. 

Ultimately the study ratifies the prominent issues as highlighted by current discourse 

providing confirmatory and substantiated evidence to affect change. 
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6.10 Limitations 

Whether these issues can be generalised to universities internationally is open for debate, 

yet similar conceptual arguments and mirroring of these forces do exist in international 

discourse and literature. Both developed and developing countries experience similar 

forces such as commercialisation, and budgetary limitations to govern and direct the way 

universities operate. What is similarly clear is the ability for governmental pressures, both 

overt and covert, to direct university orientation, which operates in a domain supposedly 

free from political influence. 

As such while the research cannot accurately verify or claim the application of the 

findings and concepts argued by this study, nuances and suggestions of similarities do 

exist in an international perspective. Seemingly similar external forces and prevalent 

issues affect universities globally. Once again this research cannot accurately generalise 

its findings to the wider global perspective but nonetheless sets the scene for further 

examination of these forces on an international scale. 

In addition to this, it is further pertinent to note the exploratory factorial findings in 

chapter 5.4c.5 of the study. While the different structural archetypes were identified 

against the different university groups these findings are exploratory rather than 

confirmatory. This sets the scene for further research to replicate and confirm the factorial 

findings of this research. 

One of the major issues with identification of specific structures and management 

approaches against the diverse and differing university types that exist within the UK is 

the complexity by which each organisation can operate. As such while the results of this 

study can indicate characteristics and similarities in approaches, the findings are 

generalised to university types as a whole rather than the individual institution. Therefore 

while on a wider generic scale the results of this study resembles the institutional setting, 

more detailed and institution-specific examination would be required to more adequately 

match management methodologies. 
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6.11 Further research 

The findings of this research while generalisable and valid could further benefit with 

replication against specific universities and university groups. The factorial results 

indicate strong associations of specific management traits and approaches to exist at 

specific university groups. As mentioned in the limitations of this research, these results, 

while reliable, are exploratory and mainly provide an insight to differing management 

approaches. Replication and further testing of this in future research would build on the 

findings of this study verifying or authenticating university-type specific management 

structures. Moreover the results of this research have indicated the existence of specific 

management structures amongst only two of the four university types within UK HE. The 

statistical limitations of inadequate reliability scores have discounted the results of ancient 

and red brick university archetypes (see factor analysis chapter S.4c.S). Therefore the 

prevalent management structures on these two university groups would benefit from 

further research and identification. 

Similarly, it would be worthwhile to apply the findings of this research to a number of 

specific but diverse range of institutions from the different university groups utilising 

perhaps case study methodologies. This would build upon the exploratory nature of 

archetypal findings to test its effectiveness and reliability in the setting of each individual 

university. 

Additionally, it is likely that the external forces identified by this research affecting 

change in UK university management would be replicable on a global specific. While 

some UK specific political issues and funding techniques are unique to the UK, the 

thematic groupings of politics, funding, managerialism, welfare and commercialisation 

could be examined on a global scale. Examination of these forces at universities within 

other developed alongside developing nations may further provide interesting and useful 

identification of prevalent management models and potential indicators of these dominant 

forces. Comparison of these findings to identity the existence of similar forces against 

countries such as America and Australia, which have similarly developed economies and 

advanced HEIs, may lead to novel research conclusions. 
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Similarly examination of these issues may reveal potential suggestions for improvement 

and clearer causal effects of these forces. A global perspective of the issues identified by 

this research would examine the growth in external forces such as commercialisation, 

competition and management paradigms, which hold no geographical limitations. 

Additionally, in line with the findings of this research, it would be worthwhile 

undertaking, more extensively, research interviews with a larger sample group of 

respondents, building upon the cultural and human element by which university 

management models exist and perhaps emanate from. These issues are unstructured and 

intangible in nature and would therefore benefit from qualitative methodological 

approaches, thus building upon and contributing further to the findings of this study. 

Detailed examination in this area may lead to novel findings on group sizes and rationale 

for alliances and clusters. 
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Chapter 7.0 Conclusions. 

This chapter summates the different chapters within the research thesis and provides brief 

commentary on the various issues, findings, discussion and reflections undertaken 

through the course of study. It documents the satisfaction of the research objectives and 

discusses the study's contribution to knowledge, further highlighting significant areas for 

further research. 

7.1 The research scope and its origins. 

The growth of new management paradigms and other increasingly prevalent management 

archetypes against the traditional collegial structures were indicative of the changing face 

and orientation of university education today. The proliferation of commercial rhetoric 

alongside private and corporate management styles highlight a shift away from scholarly 

autonomy and learning as public good towards more profit orientated focus and regimes. 

The political regimes and forces in the past few decades have further brought about 

changes upon the environment that universities operate within, increasing bureaucracy, 

quality auditing and the search for effectiveness and efficiency against growing budgetary 

constraints. 

The introduction of managerialism and with it private sector techniques have increased 

the prominence placed upon management and managers diluting traditional scholarly 

empowerment in favour of more scrutinised management. Changes with funding amounts 

and dynamics within the sector have inevitably had an effect on the orientation and 

management of universities and its operations. 

These external forces and changes within the sector have had differing effects against the 

diverse and complex range of university types within the UK. The contrasting histories 

and origins of the different university typologies of ancient, red brick, plate glass and new 

universities posits an interesting but varying means by which institutions react to these 

external forces. 
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This research intended to examine the different external forces that exist and affect 

management structures within UK universities, further seeking to examine the prevalent 

issues, its origins and its contrasting affects within HE. 

Utilising more intricate but more accurately reflective university typology the study 

sought to examine these forces and its effects in shaping the management styles of 

educational institutions. The research further sought to identify the existence of dominant 

and prevalent management styles and examine movement away from traditional 

approaches. 

7.2 Review of the literary discourses. 

Chapter 2 undertook an extensive review of the literature within the area examining the 

different prevalent issues affecting change in the present and historically. It maps the 

different political regimes and its respective effects on HE and questions the growth of 

commercialisation and globalisation of education. 

The review of the literature further highlighted the traditional dominant paradigm of 

collegiality and education as a societal good against the application of private sector 

techniques and growth of managerialism as measures to improve the 3Es. Moreover 

previous discourses in the area have indicated the growing effects and prevalence of 

external forces that change and alter the face of university education, further bringing to 

light the increasing focus on commercialisation and globalisation against a backdrop of 

political changes and diminishing funding. 

The chapter further examined the different university typologies that exist within the UK 

highlighting the origins of the older traditional universities of ancient, red brick and plate 

glass institutions alongside newer universities created under an Act of Parliament. The 

review of the literature further examined the prevalent management structures that exist 

within universities. 

7.3 Utilised methodologies and method. 

The methodologies utilised for the purposes of this research were reflective of a 
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pragmatist philosophical paradigm seeking to employ all available methods by which to 

best accomplish the aims and objectives of the study. It highlighted the usage of both 

inductive and deductive paradigms seeking to build theory through qualitative research, 

which was subsequently tested through quantitative methods. The research utilised an 

exploratory qualitative research stage, followed by a quantitative questionnaire stage and 

ultimately concluded through a final qualitative interview phase. This methodology was 

built upon a survey strategy to accomplish the targeted aims of the research. 

The methods of desk research, questionnaires and interviews were then examined and 

discussed, with both logistical and ethical considerations considered and upheld. The 

chapter discussed the merits upon the usage of said methods alongside the sampling 

methodologies undertaken to ensure both reflective and reliable findings. Ethical concerns 

and the relevant remedial action were also examined. 

7.4 Research findings. 

The findings of the research indicate differences in management styles and structures to 

exist within different university typologies and highlight disparities in management and 

orientation to lie in age of institution rather than solely on type. The binary notion of 

traditional and new institutions was seemingly inaccurate and unreflective of prevalent 

issues and management structures against the typology of ancient, red brick, plate glass 

and new universities. The usage of this 'extended' typology provided interesting and new 

insights into the different effects the different forces have on varying institutions, 

identifying the existence of prevalent managerialist structures to exist in plate glass and 

new universities. These were identified through a range of statistical analysis on 

questionnaire data. 

The findings further examined the different perceptions and opinions of different staff 

groups highlighted by interview research, highlighting similarities as well as differences 

across the staff hierarchy. These results further reflected the major external forces 

identified during the exploratory phase of the study, ratifying similarities in issues and 

staff sentiments on the subject matter. 

287 



The findings have indicated specific managerial archetypes to be associated against 

specific university typologies, alongside recognition of substructures that exist within 

smaller subgroups and subcultures, further amalgamating the various identified external 

forces and identified its varying effects on various institutional types. 

7.5 Discussion. 

The research has indicated a strong prevalence of the 5 major external forces of 

commercialisation, managerialism, issues relating to funding, political forces and welfare 

needs, as highlighted by the literature. These forces have also been shown to have a 

realistic effect on university management structures and orientation altering the 

management models that exist. Triangulated findings identified in qualitative phase 1 

indicate this (discussed in chapter 5.3). Moreover findings from phases 2 and 3 highlight 

similar conclusions. 

The growth of these forces have inevitably altered the orientation of universities towards 

more managerialistic management styles and commercialised focus with movement away 

from traditional collegial structures. Yet these changes have affected the various 

university groups differently. This research has identified this disparity in focus and 

management as a product of age of establishment rather than type, with newer universities 

leaning more towards private sector ideals with older institutions weathering these forces 

and remaining more altruistic to the goals of education. Older ancient and red brick 

institutions seemingly react differently from its younger counterparts of plate glass and 

new universities, highlighting inconsistencies in the accustomed dichotomy of traditional 

and new universities. 

The research has also identified a reluctance to accept the proliferation of corporate and 

private sector paradigms, instead valuing the importance of education as both a public and 

social good, beneficial to the wider society. As such while there is inevitably a shift in 

management structures as a product of changing external forces, there is still some 

amount of solidarity to traditional collegial autonomy and academic freedoms with a view 

of the potential altruistic benefits of education. 
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The study has further identified differing opinions and views of these changing 

management structures against the different existent staff groups. While the rhetoric of 

change for good emanates from upper management, teaching and research staff alongside 

their administrative counterparts view these changes as (at times) detrimental to 

education. These have been viewed to instead increase the prevalence of 

commercialisation within education. While there exists recognition of this growth in 

commercialisation and education as a product across all staff groups, there is further a 

cohesive focus on ensuring that education remains beneficial to society. 

As such regardless of university type or staff group, there is undeniably a growth in 

management paradigms, the need for profitability and the growing application of private 

sector techniques, but there further exists a keenness to ensure that education remains 

intrinsically focused on learning and dissemination of new knowledge. 

7.6 Conclusion and satisfaction of research objectives. 

The study can therefore draw a number of conclusions that satisfies the aims and 

objectives set about in chapter 1. Results have highlighted the existence of prevalent 

external forces that impact university management. They are: 

• Political forces 

• Commercialisation 

• Managerialism 

• Funding 

• Welfare ideologies 

While these forces exist with the current body of knowledge, it is the amalgamated 

examination of these forces holistically that contributes to the current knowledge. 

Moreover the triangulated findings uncovered from qualitative phase 1 provide a novel 

starting point for both phases 2 and 3 of the study. Nonetheless the combined and 

triangulated findings of all three stages concur with the existence of these forces. These 

contribute to the current field of knowledge by extending current understanding to a more 

holistic interpretation of forces. 
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The research has also identified a change in university management away from what was 

traditionally viewed as commonplace orientations of collegial autonomy, scholarly 

freedoms, and academics managed by academics, towards more managerial and 

bureaucratic structures. These changes have been a product of the prevalent forces within 

the external environment, which universities operate. 

It has also identified prominent management structures that exist within universities. In its 

examination the research has uncovered that new management paradigms differ strongly 

from traditional academic ideals and instead focuses more so on the 3Es as documented 

by Dixon et al. (1998) (see chapter 2.8). These, to some degree, have proven incompatible 

with academic notions of education with prominence moving away from learning towards 

profitability and budgetary concerns. The study further highlights difficulties and 

conflicting focuses placed upon economic attention against the altruistic and socially 

concerned ethos which education operates within. It reveals uneasiness in the application 

of financial concerns in totality and in absolute prominence. 

This has satisfied objectives 1 and 2 of the study through examining the existence of 

varying university structures and management change alongside identification of the 

current external forces that have been a catalyst to these changes. Moreover both the 

identification and development of a representative framework of these forces alongside a 

review of its effects on university management structures satisfies the goals set by 

objective 3. Figure 6.1 highlights this representative framework of forces. 

The research has also identified a number of prevalent structures to exist within different 

university types. Plate glass and new universities exhibit strong managerialistic 

tendencies, while ancient and red brick institutions seemingly retain some form of 

collegial or scholarly and research orientated structure. The research posits than 

differences in management structures and university orientation exists out of age of 

establishment rather than solely on typologies. As such universities that are older or have 

existed for longer hold truer to collegiality as opposed to younger universities, which 

increasingly accept some form of managerial orientation. This is portrayed by the results 

of this study indicating similarity in approaches by ancient and red brick institutions 

against the younger plate glass and new universities (see chapter S.4c.2, S.4c.4 and S.4c.S 
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and 6.5a). To some degree the previous dichotomy of traditional and new universities 

fails to consider the existence of these prevalent issues against this typology. 

While the research has highlighted the existence of these prevalent structures, it has also 

identified the possibility of dominant and substructures and cultures within universities. 

As such while a dominant managerial structure may exist and emanate from upper 

management or the seniority, there exists subsets or substructures within departments, 

facuhies or staff groups. Seemingly universities can and do contain a range of 

management structures which can differ against the institution as a whole, existent in 

smaller segmentation of individuals, subject expertise or even faculties and departments. 

Moreover the research has also considered Bergquist's (1992) and Birnbaum's (1988) 

notion of the cultural context that exists within management structures, indicating that the 

culture of an institution, faculty, department or group plays a key role in the assimilated 

management style. As such while it is true that prevalent management structures can be 

linked to particular institutions the dominance of these structures are further reflective of 

the culture within these universities, indicating a "range of possible behaviours within 

which the organisation usually functions" (Birnbaum, 1988: p73) (highlighted in chapter 

2.4). The existence of substructures is further indicative of the cultural context within 

institutions highlighting both a 'bricks and mortar' effect on university management 

alongside a 'people' perspective, with individuals themselves embracing or negating 

dominant management styles. 

Though identification of the prevalent management structures against the varymg 

typologies of universities within the UK, as a product of prominent external forces, the 

research has satisfied the goals as set by objective 4. It has identified (albeit in an 

exploratory rather than conclusive manner) certain university typologies to exhibit 

specific management structures and traits. Consequently the study has further extended 

the set objectives and uncovered novel findings that shed new light into the changing and 

existent management structures within institutions, indicating both the existence of 

substructures and a cultural perspective, contributing to and extending the current body of 

knowledge in the area. 
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7.7 Limitations of the research. 

While the results of this research allow valid conclusions to be drawn, there exist certain 

limitations to its application in full. The results have highlighted a number of prevalent 

management structures that exist within different university types, but are limited in its 

exploratory rather than conclusive nature. As such, the findings, while statistically 

reliable and triangulated require further research to 'test' and examine further its validity 

and accuracy within a singular institution or institutional context. 

As highlighted above while the findings provide an insight into potential managerial 

archetypes in place at specific universities types, the results are applicable to the larger 

university groupings of ancient, red brick, plate glass and new as opposed to individual 

institutions and require further research. The exploratory nature of these findings restricts 

conclusively assigning a particular archetype to an institution. 

Chapter 6.10 discusses this in more detail. 

7.8 Scope for further research 

As highlighted in the limitations of this study, further research could be undertaken to 

verify the findings of this research, confirming or disproving the existence of prevalent 

management structures within the university typologies. 

Moreover utilising similar methodological instruments, the issues highlighted by this 

research could be applied within a global context, examining the forces in countries with 

either a developed or developing education system. 

In addition to this, as the findings suggest a cultural perspective to university management 

and the existence of dominant and substructures, utilising qualitative methodologies in 

further research would provide an interesting viewpoint to the conclusions drawn from 

this research. As qualitative methodologies provide deeper and better understanding of 

issues, its application in further research would benefit the examination of intangible and 

loose cultural connotations and effects. 
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Moreover further research examining the size of these substructural groups would provide 

interesting insight and identification of these clusters and their respective segmentation 

against perhaps certain staff groups, departments or faculties. 

7.9 Contribution to Knowledge 

The research has sought to amalgamate the different prevalent external forces and 

examine its effect on university management. This extends the current body of knowledge 

examining these forces in totality as opposed to investigating the issues of politics, 

funding, managerialism, commercialisation and welfarist concerns in exclusivity. 

The research has also identified the existence of prevalent management structures in 

universities and provided an up-to-date review of the changing orientation and 

assimilation of corporate ideals into university orientation. It has further uncovered the 

existence of substructures and subcultures both extending and ratifying Bergquist's 

(1992) and Birnbaum's (1988) research on cultural permutations within university 

management. 

The study further contributes to knowledge by positing the need for a more reflective 

examination of university typology as opposed to the established dichotomy of traditional 

and new universities. The findings of this research has identified differences in practices 

to exist against the varying age of establishment of these institutions, thereby indicating 

that traditional binary views of university groupings are unreflective of the complexity 

within UK institutions. 

In addition to this, the findings of this research would provide valuable insight and 

contributions to management practice enabling empowered individuals to better ascertain 

the different forces at work. Moreover the research provides valuable tools to gauge the 

dominant structure within institutions and the prevalent substructures alongside the 

differing opinions of the various staff groups. This would enable informed choices and 

decisions to be made with due consideration of the varying issues from the viewpoint of 

the different staff members within a university hierarchy. 
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Ultimately the study has provided an up-to-date examination of the different external 

forces that have altered management structures within the varying university typologies 

and staff groups. It hopes both to contribute to a better appreciation of the different forces 

at work within the UK university sector and seeks to affect change in management's 

understanding of different existent structures. 
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