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ABSTRACT 

Using a qualitative case study, the merger of the Palmerston North College of Education with 

Massey University, this research had two main goals. 

Goal One: To provide an objective, analytical account of the merger. 

Goal Two: To generate a substantive theory of change. 

To achieve these goals, two sets of specific questions were formulated, focusing on aspects of 

the merger and the change principles that could be used to guide organisational change. 

The research data were obtained, over a period of twelve months, during 1 997 and 1998, from 

four main sources: organisational change literature, official merger records, key players' 

recollections and views, and staff recollection and views. Responses from key players and staff 

were obtained through structured interviews and questionnaires. 

The focus of the research was on the period from 25 October 1 989, when merger negotiations 

were formally initiated with a letter to the Principal of the Palmerston North College of 

Education from the Vice-Chancellor of Massey University, until 1 June 1 996, when the 

negotiations were formally completed. 

The research methodology involved the use of a qualitative case study design with a modified 

grounded theory approach to the collection and analysis of data. 

The research is presented in three parts. 

Part One: Setting the Scene, the writer outlines the research project, reviews the change 

literature relating to organisational change generally, and mergers in particular, and describes 

the grounded theory methodology used to collect the data. 



III 

Part Two: Collecting the Data, summarises the merger discussions as revealed by official 

records, by key players and by staff of the merged institution, the Massey University College of 

Education. 

Part Three: Telling the Stories contains the researcher's report of the merger negotiations, the 

presentation of a principle-based theory for facilitating organisational change, a summary of the 

research and suggestions for further research. 

The theory presented argues for a principle-based approach to organisational change and 

provides ten principles for consideration: the Trust, Timing, Vision, Valuing, Communication, 

Consultation, Culture, Compromise, Commitment, Change and Serendipity principles. 

In providing a detailed examination of one significant organisational change, and by presenting 

a principle-based theory of changing, the study claims to have added further to our knowledge 

of the change process. 
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THE RESEARCHER'S ROLE 

As background information to the study reported in this thesis it is important to 
acknowledge the dual roles that the researcher had as both a participant and as the 
researcher. 

In my role as Vice Principal of the Palmerston North College of Education , I was 
directly an4 very closely involved with the merger negotiations at all stages of the 
process. I was a member of th� three main committees that operated throughout the 
merger period: the Joint Steering Committee, the Working Party and the Merger 
Implementation Group. As Vice Principal, I was present at the College of Education 
Council meetings, I was Co-Chairperson of the Programme Sub-Committee and I 
participated in a wide range of formal and informal meetings concerning the merger with 
staff and executive officers from both the University and the College of Education. 

In my role as the researcher, I sought to distance myself from my Vice Principal 
participant role and to maintain a researcher's objectivity. During the collection and 
reporting of the research data , I endeavoured to not let my own personal views obtrude 
and to report accurately and clearly what the participants had to say. My own analysis of 
these reports appears in Chapters Eight and Nine and represents my own interpretation of 
the data that were forthcoming. As the study progressed I became more aware of the 
different organisational cultural perspectives that existed between the two institutions and 
the influence that these had on the merger negotiations. I also came to appreciate more 
clearly the extent to which the affective domain, intruding upon the cognitive domain, at 
times worked to impair ,rather than promote, effective judgement. 

The fact that I filled these dual roles brought with it some ethical considerations. With my 
position as a senior member of the College staff, there was the possibility that this might 
in some way impose constraints on the responses that staff felt free to make. This issue 
was considered fully by the University Human Ethics Committee when approval for the 
research was sought. The Committee satisfied themselves that, in view of the fact that I 
was shortly to leave the University and that responses to the staff questionnaire were to 
be made anonymously, this would not be a problem. To clarify the situation, the 
following statement was included in the Information Sheet which accompanied the 
questionnaire.( Appendix 3). "While Iwas directly involved with the Merger negotiations 
as part of Senior Management, and some of you may have been aware of my views, I am 
no longer part of the Senior Management team and will be examining the change 
involved from a research perspective." 

The views to which reference is made in this statement concerned my general disposition 
towards the merger and the approach that would need to be taken to examine the issues 
involved in the merger. I was clearly supportive of the view that, if the practical details 
could be satisfactorily solved, then the synergy resulting from the two institutions 
working-together, rather than in competition, would be beneficial to all concerned. In 
exploring this possibility, I was of the view that, if a merger was to be effected, a good 
deal of compromise and commitment would be required and all negotiating parties would 
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need to establish a solid basis of trust upon which their negotiations could be secured. 
However, in undertaking the research, I endeavoured to be as open minded as possible, to 
all views as they were expressed. Similarly I endeavoured to prevent any such 
predispositions, as that described above, from influencing the direction of my research. 

Finally, in presenting this study, I am aware that the world is a highly subjective place 
and that meaning is largely a social construct. Perhaps put another way, we tend to 
believe our own perception of events. Beliefs, rather than facts, however, often form the 
basis of perception and this aycounts for much of the variance that occurs in everyday 
reporting. Aware of the tensions posed by my dual roles as researcher and participant, I 
have done my best to be faithful to the data I have presented. I have viewed, reported and 
interpreted events as I perceived them. I acknowledge and accept the fact, that others may 
see things differently. 



CHAPTER ONE 

Introduction 

Reformers have the idea that change can be achieved by brute sanity. 
(George Bernard Shaw) 

Change has been endemic to the world since time began. Great civilisations have come and 

gone, nations have risen and fallen and humanity's ability to come to terms with its environment 

has fluctuated violently. However, it was not until Alvin Toffler ( 1 97 1 ), introduced into our 

lexicon the term "future shock" that the magnitude and accelerating rapidity of the change that 

is occurring in our own time began to be realised. Now, some three decades later, the full impact 

of Toffler' s message has taken hold and, quite literally, the race is on for finding ways of 

meeting the challenge that this presents. 

Eleven years ago Con nor and Hughes ( 1 988) highlighted the situation when they observed that: 

We are living in the midst of what is probably the most dynamic epoch in the 
history of the human race. Throughout the world we are transforming the basic 
paradigms in science, technology, government, politics, business and human 
behaviour, that have provided the structure for civilisation. Educational institutions 
sit squarely in the midst of this change . . .  Change will be rampant and endemic to 
our academic culture. Managing that change process will be one of our top 
priorities. (ibid: 1 5- 1 6) 

More recently, Davis ( 1 995) made similar observations and suggested that, while there has 

never been a time when so many organisations are engaged in change, the majority of these 

changes have been singularly unsuccessful. While this assessment may be pessimistic, it is a 

useful reminder of the difficulty of the task faced by all sectors of society in adapting to today' s  

changing world. Brute sanity alone, as Shaw suggested, may b e  inadequate for such a task. The 

study reported here addresses this issue and represents one response to the challenge of change. 

In researching the principles that can be followed to facilitate effective organisational change, it 

seeks to add to our knowledge of the change process. 



1.1 The Research Goals 

This research had two main goals. 
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Goal One: To provide an objective, analytical, account of a specific and significant 

organisational change, namely: the merger of the Palmerston North College Of Education with 

Massey University. 

Goal Two: To generate a substantive theory of change. 

In the first goal, the focus was on attempting to provide an accurate account and assessment of 

the discussions and negotiations that preceded and culminated in the formal merger of the 

Palmerston North College of Education with Massey University on 1 June 1 996. It was hoped 

that, as well as providing the basis for the generation of a useful grounded theory, this report 

would also provide what would probably be the first comprehensive "inside" account of events 

during the seven years ( 1989 to 1996) of formal merger negotiations. 

In pursuing the second goal, the focus was on identifying and describing major principles that 

could be followed in order for organisational change to be successfully implemented. By 

focusing on principles, it is argued, maximum mileage can be obtained from the theory which is  

generated. While strategies, tactics and techniques are situationally specific, principles, by their 

very nature, are general and have the virtue of being universally applicable in a broad range of 

diverse situations. 

In much of the literature which is reviewed in this study (e.g. Havelock, 1 973; Bately, 1 989; 

Scott & J affe, 1 989; Brown, 1 990; Plant, 199 1 ;  Connor & Lake, 1 994), many of the 

prescriptions for the successful implementation of organisational change have a distinct "recipe" 

or "blueprint" flavour about them, carrying the implication that, if the directions are followed 

carefully, then all will be well. Unfortunately, the business of organisational change is more 

complicated and more varied for this to be the case. A much more "situationally sensitive" 

approach is required. The goal of this research is to provide such an approach through the 

considered application of a number of basic change principles. 

To use a culinary metaphor, the goal is not to produce a recipe that can be followed step by step 

with assured results, but, rather, to suggest the basic ingredients that are necessary to create the 

desired product and to leave to the wisdom, skill and experience of the "master cooks'"  (i.e. 

change leaders) decisions about how these ingredients should be balanced and processed. 
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In the change literature, support for this "cook book" approach is considerable. Fullan ( 1 997), in 

commenting on the complexity of change, declares that there is no "magic bullet" that will 

provide the answer to effecting change. He emphasises the fact that change is not a fully 

predictable process and argues that we need to better understand the processes involved in 

change. The answer, he claims, is not found by seeking ready-made solutions but by "struggling 

to understand and modify events and processes that are intrinsically complicated, difficult to pin 

down, and ever changing" (ibid:2 13) .  

Kanter ( 1 992), presents a similar view when she suggests that: 

The appropriate way of thinking about change implementation has less to do with 
obeying "commandments" and more to do with responding to the "voices" within 
the organisations, to the requirements of a particular situation, and to the reality 
that change may never be a discrete phenomenon or a closed book. (ibid:391)  

Jick ( 1 993), also points up the complexity of  the change process and the limitations of any 

"recipe" approach: 

There are no sure-fire instructions which, when scrupulously followed, make 
change succeed, much less eliminate or solve problems accompanying any change 
process. Changing is inherently messy, confusing and loaded with unpredictability, 
and no one escapes this fact. (ibid:xiv) 

The Price Waterhouse Change Integration Team ( 1 995) give support for a "principle" approach 

to change management. They point out that each change situation is unique and from their 

experience with hundreds of client assignments there is, they declare, a "finite set of principles 

to which one can securely look to achieve a better change." (ibid:4) . 

It is the formulation of such a set of principles that the present research has as its second goal. 

1 .2 The Research Context 

The Palmerston North College of Education opened in 1 956 as the Palmerston North Teachers 

College, a stand alone institution offering a two year non-university programme for prospective 

primary school teachers. In 1969, it expanded to a three year programme and the following year 

entered into a conjoint relationship with Massey University whereby its students were able to 

study for the new Bachelor of Education degree instituted by Massey University in 1969. 
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Palmerston North is a small provincial city with a current population of around seventy 

thousand. The College was located on the west side of the Manawatu River, approximately two 

kilometres from the centre of the city. 

Massey University, formerly a small agricultural college, is situated on the east side of the 

Manawatu River. The fonner Manawatu University College became a full university in 1964. It 

is now organised into four Colleges (Business Studies, Education, Humanities and Science) 

which provide both internal and extramural programmes. In 1964, the University had a roll of 

just under two thousand. Its present roll, in equivalent full time students (EFTS), is just under 

seventeen thousand. It has three main campuses; two in Palmerston North, Turitea and 

Hokowhitu, and one in the Auckland suburb of Albany. In 1996 it merged with the Palmerston 

North College of Education, in 1999 it merged with the Wellington Polytechnic, and is currently 

in the process of merging with the Auckland College of Education. 

Following an initiative from the Vice-Chancellor of Massey University, in October 1989, the 

University and the College entered into discussions to explore a merger between the two 

institutions. On 1 June 1996, with the disestablishment of the Palmerston North College of 

Education, the merger was effected and the Massey University College of Education came into 

existence. At the time of the merger, the fonner College had a roll of just under a thousand 

equivalent full-time students. 

1.3 The Research Questions 

In order to address the research goals, specific research questions were fonnulated. 

To achieve the first goal, the provision of an objective, analytical accourit of the merger of the 

Palmerston North College of Education with Massey University, the following questions were 

constructed: 

1. What were the reasons for the merger? 

2. What caused the breakdown of negotiations in 1993? 

3. Why were the resumed negotiations successful? 

4. What criteria should be used to judge the effectiveness of the merger? 

5 .  What are the barriers to the success of  the merger? 

To achieve the second goal, the generation of a substantive theory of change, the following 

question was asked: 
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What are the important change principles that should guide effective organisational 

change? 

The responses to these two sets of questions provided the foundation for the design of this 

research. 

1 .4 The Research Methodology 

The methodology used in this research involved the use of a qualitative case study design with a 

modified grounded theory approach to the collection and analysis of data. In Chapter 4 this 

methodology is described in detail. 

Using this approach, the researcher had no preconceived hypothesis to test, but entered the field 

with an open mind (as much as this is humanly possible) seeking to induce from the data a set of 

principles that would facilitate effective organisational change. Through a series of progressive 

steps, the data were examined, coded and synthesised into a comprehensive theory. 

1.5 The Research Data 

The data for the study were obtained from four sources over a period of twelve months during 

1 997 and 1998. Each source is presented in summary form. 

1.5.1 Literature Review 

As a basis for the research, an extensive review of the literature relating to organisational 

change was undertaken. For ease of access, the viewed material was arranged into two broad 

groupings: 

(a) organisational change in general; and 

(b) mergers, acquisitions and amalgamation. 

Three hundred publications were read and summarised on a database for later reference. 

1.5.2 Official Records 

Relevant excerpts from the records of the Palmerston North College of Education Council, the 

Massey University Council, the Joint Steering Committee, the Working Party and the Merger 
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Implementation Group provided the main source of the "official" details of the merger 

deliberations and negotiations. 

1.5.3 Key Players' Recollections 

During 1997 and 1 998, in-depth structured interviews (Appendix 1 )  were conducted with thirty­

one of the "key players" who were involved in the merger negotiations. Each interview was tape 

recorded, transcribed and returned to the interviewees for the deletion of any statements which 

they did not wish to remain on record. 

The key players comprised the people who were members of the three major groups involved in 

the negotiations, (the Joint Steering Committee, the Working Party and the Merger 

Implementation Group) together with the following who had been closely associated with the 

merger: 

• the Chancellor, Pro-Chancellor, Assistant to the Vice-Chancellor and Registrar 
of Massey University during the period of the merger negotiations; 

• the Vice-Chancellor during the major period of the merger negotiations; 

• the Vice-Chancellor during the latter period of the negotiations; 

• the Principal of the University Albany Campus; 

• the Deputy Chairperson of the College of Education's Council during the 
period of the merger negotiations; 

• a member of the University Council during the period of the negotiations; 

• a member of the College of Education Council during the period of the 
negotiations; 

• a staff representative of the University's Education Faculty; 

• two staff representatives of the College's academic staff; 

• a former Principal of the College of Education. 

(A complete list of all those interviewed is contained in Appendix 2). 

A year after the interviews, a follow-up questionnaire was administered to the key players 

(Appendix 3). 
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In addition, correspondence was exchanged with two former principals of the College of 

Education, the two Members of Parliament in whose electorates sections of the University were 

located, and the Minister of Education at the time of the negotiations. 

1.5.4 Staff Views And Recollections 

During 1997, and as a preliminary to the main data gathering exercise, 8 1  staff from the newly 

constituted Massey University College of Education were interviewed and asked two questions 

relating to organisational change, in general: 

1. What are the three most important principles change managers should 
follow in implementing any change in an institution or organisation? 

2. What one important principle is most often violated? 

The responses to these questions were hand recorded and subsequently ordered and analysed. 

Towards the end of the 1997 academic year, all 205 (equivalent full-time) academic and general 

staff of the Massey University College of Education, were invited to complete a questionnaire 

concerning some aspects of the merger (Appendix 4). Fifty-nine of the 135 academic staff 

(44%), and eighteen of the 70 general staff (26%) responded to the invitation, giving an overall 

response rate of 38%. 

1.6 The Research Period 

On 25 October 1989, the Vice-Chancellor of Massey University formally initiated merger 

discussions with a letter to the Principal of Palmerston North College of Education. In this letter 

(Appendix 5) the Vice-Chancellor indicated that, subsequent to their recent meeting, where they 

had discussed generally the future relationship between the University and the College, he had 

concluded that the matter should be pursued. Accordingly, he invited the College to consider the 

establishment of a Joint Committee, "to get down to details forthwith ... If we cannot then make 

progress by about the end of the first term next year we will know that our goals and perceptions 

are not the same and that a combined approach probably will not work." (25 October 1989). 

On I June 1996, after a period of negotiations lasting almost seven years, the Palmerston North 

College of Education was formally disestablished and the Massey University College of 

Education began existence. 

The period between these two significant events is the focus of this research. 



1.7 The Research Definitions 

A number of terms require specific definition in terms of their use in the context of this thesis. 

1.7.1 Principles 
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The word "principle" refers to a guiding idea that informs judgement and action. Expressed in 

these terms, "Principles for Effective Organisational Change" can be viewed as "basic building 

blocks" upon which productive organisational change can be built. 

1.7.2 Effective 

Effective, in the context of organisational change, is defined as that which achieves the goal or 

goals it was designed to achieve. 

The agreed and publicly stated goal of the discussions between the College and the University 

was to effect a merger of the two institutions. With the disestablishment of the College on 1 

June 1996 and the establishment of the Massey University College of Education on the same 

date this goal was achieved. In terms of effectiveness, as defined in this research, the 

organisational change involved can be said to be effective. However, it is important to note here 

that this judgement of effectiveness applies only to the research period under discussion, i.e. 

1 989- 1996. Any question of effectiveness of the merger as it occurs in subsequent years, is a 

much more extended matter which is outside the scope of this research. 

1. 7.3 The Merger 

In defining the word "merger", it needs to be acknowledged that the word refers not just to a 

single event but to a series of events; also, "merger" is perceived as a process as well as a 

product. 

The term "merger" is used in this research to refer to those events and activities of the College 

and the University that led up to and concluded with the 1 June 1996 disestablishment of the 

Palmerston North College of Education and the establishment of the new identity, Massey 

University College of Education. 



1.8 The Research Presentation 

The research report is presented as follows: 

1.8.1 Part One: Setting The Scene 

Chapter One: Introduction: An outline of the thesis research. 
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Chapter Two: Effective Organisational Change: What The Literature Tells Us. A synthesis of 

relevant change literature. 

Chapter Three: Mergers, Acquisitions and Amalgamations: What the Literature Tells Us. A 

synthesis of the literature on these three forms of organisational change. 

Chapter Four: The Research Methodology. A Grounded Theory Model: A description of the 

methodology used in the research. 

1.8.2 Part Two: Collecting The Data 

Chapter Five: The Merger: What The Official Records Tell us. A summary and analysis of the 

merger discussions and negotiations as revealed by the official records of the Councils of 

Palmerston North College of Education and Massey University, the Joint Steering Committee, 

the Working Party and the Merger Implementation Group. 

Chapter Six: The Merger: As The Key Players Saw It. A report on the merger process as 

perceived by the key players. 

Chapter Seven: The Merger: As The Staff Saw It. The responses of Massey University Coliege 

of Education staff to an initial interview about organisational change in general and to a 

subsequent written questionnaire about the merger. 

1.8.3 Part Three: Telling The Stories 

Chapter Eight: The Merger Story: As Analysis Reveals It. The researcher's overall report of 

the merger negotiations. 

Chapter Nine: The Wider Story: As A Theory Informs it. Presentation of a principle-based 

theory for facilitating organisational change. 
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Chapter Ten: Conclusion. A summary of the research project, the methodology revisited and 

suggestions for future research. 

1.9 The Researcher 

When the merger was formalised in June 1996, the researcher had been a member of the 

Palmerston North College of Education staff for 24 years, the last fourteen years as the Vice 

Principal of the College. In this capacity he was directly and closely involved in the discussions 

and negotiations associated with the merger process. He was a member of the three major 

merger working parties, the Joint Steering Committee, the Working Party and the Merger 

Implementation Group. He was the Co-Chairperson of the Programmes Sub-Committee. He was 

present at the meetings of the Palmerston North College of Education's Council and participated 

in a range of College-wide discussions and fora on the merger proceedings. 

In the next chapter a synthesis of relevant change literature is presented. 
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CHAPTER TWO 

Effective Organisational Change: 

What The Literature Tells Us 

In this chapter a synthesis of change literature is presented usmg the framework of three 

questions suggested by the present study: 

.. What are the important characteristics of change? 

.. How best can the process of change be managed? 

.. What is the role of leadership in this process? 

Oliver ( 1992), in her investigation into the process of change as it related to aspects of the 

amalgamation between the University of Waikato and the Hamilton Teachers College, the first 

such institutional merger in New Zealand, noted the abundance of literature in this field. "There 

appears to be" she observed, "about as many theories of the change process as there are writers 

on the subject." (ibid: 10). However, she noted, "Despite the extensive range of literature there 

are some broad areas of agreement." (loc. cit.). Oliver described two broad types of change 

theory that appear in the literature: implementation theory and change process theory. 

Marks ( 1996), in her qualitative study of New Zealand pre-service primary education in a 

climate of change, notes the large body of literature currently available on change theory and 

suggests that a further category of change theory, that of "change management theory", be 

considered. 

Accepting the validity of these observations, the present writer was faced with two problems: 

selection and presentation. 

First, from this extremely extensive and diverse field of available literature (in the writer's  first 

database search, using the keywords "organisational change", some five thousand entries arose) 

a sensible selection had to be made of the writings. 
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Second, in view of the wide range of items, a strategy for grouping and presenting this material 

had to be found. 

Careful reflection and a consideration of the range of possibilities suggested the first problem 

could be addressed by the employment of three criteria. 

Relevance: the selected literature should be relevant to the area of change under investigation. 

A considerable amount of the literature was general in its focus and was only peripherally 

related to the present study. 

Robustness: the selected literature had to be robust. That is, being of sufficient substance to 

warrant serious consideration. Much of the literature failed to meet this criterion, often being 

insubstantial and frequently being repetitive. 

Recency: the selected literature had to be relatively recent in the sense that it represented the 

most advanced understanding of the organisational change process. For the most part the period 

of relative recency was taken as the last twenty years, although there were a number of 

important exceptions to this judgement (e.g. the works of Lewin, 1952; Halpin, 1967; Beeby, 

1968; Toffler, 1 971). These criteria provided a manageable way of solving the selection 

problem. 

The second problem, presentation, though not of equal significance, nevertheless also required 

resolution. Rather than attempt to contain the presentation of the literature within the parameters 

of broad families of change theory, the literature has been grouped in order to answer three 

pertinent questions related to, and suggested by, this particular study: 

• What are the important characteristics of change? 

• How best can the process of change be managed? 

• What is the role of leadership in this process? 

In response to each of these questions the relevant change theories are presented. By adopting 

this method of presentation, it is argued, relevant theories are not forced into artificial or 

misleading categories. Such theories can be viewed where they more naturally fit. 



2.1 The Characteristics Of Change 

2.1.1 Change Is Inevitable, Pervasive And Powerful 
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Some of the first observations that can be made about change are that it is inevitable, powerful 

and occurs everywhere. The history of mankind is the history of change. "Nothing is permanent 

but change." (Heraclitus). 

The influence of change is universal. Nothing, least of all human organisations, is immune to its 

power. Fullan ( 1993) expresses this characteristic well when he observes, "Change is ubiquitous 

and relentless, forcing itself on us at every turn." (ibid:vii). Given this situation, the imperative 

to contend with the forces of change is very strong. Fullan, in his influential work "Change 

Forces" (loc. cit.), provides useful insights into how best this imperative might best be actioned. 

2.1.2 Change Is Self-Perpetuating 

Change also appears to have a momentum of its own. Change begets more change and at an 

ever increasing rate, in spite of the homeostatic pull towards maintaining the status quo. The 

world wide "merger movement", both in the corporate and educational sectors, provides an 

example of this. The following fable illustrates this feature graphically. 

The Lily and the Fanner 

A farmer had a big pond for fish and ducks. On the pond was a tiny lily. The lily 
was growing. It was doubling its size every day. 

"Look" said the people to the farmer, "you'd better cut that lily. One day it' ll be so 
big it'll kill all your fish and ducks." 

"All right, all right," said the farmer, "but there's no hurry. It's  only growing very 
slowly." 

The lily carried on doubling its size every day. "Look" said the farmer several days 
later, "the lily is still only half the size of the pond. No need to worry yet." 

The next day the farmer was very surprised ! (Whitaker, 1993: 19). 

The influence of Toffler ( 1971) in alerting us to this characteristic of change has already been 

acknowledged (Chapter One, p. 1). More recently, Bainbridge ( 1 997) makes the point with 

reference to formal organisations by observing, "Change is moving to the top of the corporate 

agenda. Our organisations are being bombarded from every side by pressures for change, be 

they social or political, economic or technological." (ibid:i). 
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Providing appropriate responses to these pressures poses one of the most important challenges 

of our contemporary society. 

2.1.3 Change Is Complex 

Change is also very complex. Numerous writers attest to this fact. 

From his vast experience, Beeby ( 1986) declared he had learned that, "Change is a slow and 

ragged process that does not proceed uniformly on all fronts." (ibid:37) and Conner ( 1998) also 

highlights this characteristic when he notes: 

Human transformation is too complex to be described by a rigid set of laws. 
Change is not a discrete event that occurs by linear progression; rather it unfolds on 
many different levels simultaneously. Instead of relying on hard and fast rules that 
can get you into trouble, acknowledge the complexity of change by focusing on . .. 
patterns and principles for your direction. (ibid: 10) 

Everard and Morris ( 1990) also point to the complexity of change and contend that, "Few 

individuals in organisations appreciate how multi-dimentional change really is; we tend to 

espouse a comfortably simplistic notion of it." (ibid:233). 

A similar view is expressed by Williams ( 1996:237) when he says that change is difficult and 

fraught with conflict and uncertainty. Jick (1993) reinforces this view when he declares: 

There are no sure-fire instructions which, when scrupulously followed, make 
change succeed, much less eliminate or solve problems accompanying any change 
process. Changing is inherently messy, confusing, and loaded with unpredictability, 
and no one escapes this fact. (ibid:xiv) 

Handy ( 199 1), in The Age of Unreason, also highlights the complexity of change when he 

emphasises its discontinuous nature. He argues that discontinuous change is all around us and 

that we need to realise that there are opportunities as well as problems with this state of affairs. 

Gibson ( 1997) supports this view and contends that, "As our world becomes more complex and 

interdependent, change becomes increasingly non-linear, discontinuous and unpredictable." 

(ibid:6). This complexity of change is illustrated by Fullan (1993) when, speaking of 

educational change in particular, he declares: 

Productive educational change roams somewhere between over control and chaos. 
There are fundamental reasons why controlling strategies don't work. The 



underlying one is that the change process is uncontrollably complex, and in many 
circumstances "unknowable" (ibid: 19) 

2.1.4 Change Provokes Resistance 
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Another very obvious characteristic of change is that, wherever it occurs, it almost inevitably 

creates some form of resistance. Elliott-Kemp ( 1982) highlights this feature when, speaking of 

the adaptability of humankind, he notes: 

Yet paradoxically, despite the undoubted adaptive characteristics of the human 
species in a wide variety of problematic situations and environments from a long 
term biological or historical perspective, resistance to change appears to be an 
endemic feature of human life: the status quo seems to possess an obvious 
rationality which needs no justification - it is change which must be justified, and 
justified well. (ibid: 1) 

This aspect of change, as it relates specifical ly to organisations, was noted by Schon in the 1971 

Reith Lecture. He pointed out that: 

Organisations are dynamically conservative: that is to say, they fight like mad to 
remain the same. Only when an organisation cannot repel, ignore, contain or 
transform the threat, it responds to it. But the characteristic is that of least change: 
nominal or token change. (Everard & Morris, 1990:229) 

Plant ( 1987), makes a helpful observation when he points out that resistance to change 

essentially comes in two forms, systemic and behavioural. Systemic resistance, he explains, 

arises from a lack of appropriate knowledge or information about the change or from the lack of 

the appropriate skills to deal with it. Behavioural resistance, on the other hand, describes 

resistance as resulting from the reactions, perceptions and assumptions that individuals or 

groups make about the proposed change. This distinction, which he describes as cognitive 

versus emotional, is useful in that it allows for efforts to deal with change resistance to be more 

appropriately directed to the causative factors. 

Levels of systemic resistance, Plant notes, will be less if systemic aspects such as information 

and communication flows are well attended to in a period of change. Likewise, levels of 

emotionally based behavioural resistance will be considerably lower if an atmosphere of trust 

pervades the change activity. The crucial importance of creating this atmosphere of trust is 

highlighted in the present study (Chapters 8 and 9). 
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Within this general resistance rubric, writers have itemised specific · trigger points for change 

resistant behaviour. 

Yuki ( 1 998), in emphasising the fact that change is a common phenomenon for individuals and 

organisations, provides a valuable summary of what many have written on this topic. "There 

are", he declares, "at least nine reasons for resisting major change." (ibid:439). Lack of trust, he 

suggests, is the first. 

A basic reason for resistance to change is distrust of the people who propose it. 
Distrust can magnify the effect of other sources of resistance. Even when there is 
no obvious threat, a change may be resisted if people imagine there are hidden, 
ominous implications that will only become obvious at a later time. (loc. cit. ) 

Reasons two and three relate to beliefs that change is both unnecessary and is not feasible. If 

people are not convinced that change is necessary or is likely to succeed, then they are likely to 

oppose it. Economic threats and the overall personal cost to those concerned are cited as reasons 

four and five. "Regardless of how change would benefit an organisation, it is likely to be 

resisted by people who would suffer personal loss of income, benefits, or job security." (loc. 

cit.) .  Reasons six to nine touch on people' s belief in themselves and their place in the overall 

scheme of things. They resist change through fear of personal failure in the new situation, 

through fear of a loss of status and power, through threat to their values and their ideals and 

resentment that the change is an encroachment on their own autonomy. 

Yuki concludes his analysis with the comment that: 

Resistance to change is not merely the result of ignorance or inflexibility, it is a 
natural reaction by people who want to protect their self-interests and sense of self­
determination. Rather than seeing resistance as just another obstacle to batter down 
or circumvent, it is more realistic and helpful to view it as energy that can be 
redirected to improve change. (ibid:440) 

Another feature of change resistance is exemplified by the phases that individuals experience in 

reacting to change. Whitaker ( 1993) outlines the phases that individuals frequently go through 

when faced with this intrusion into their lives. 

In the first instance there is a reaction of shock; mild in some cases but traumatic in others. 

There is disbelief that change is taking place and fear that the individual 's  familiar world is 

falling apart. When the implications of change begin to emerge the next reaction is one of 

withdrawal. "In an attempt to keep the familiar world intact, people search for ways of avoiding 
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the consequences of change and struggle to maintain the status quo. At this stage, counter­

arguments will be rehearsed and resistance rationales developed." (ibid:64). 

The third stage is one of acknowledgement; an acceptance of the inevitability of the change. 

There comes the realisation that the change is a reality and that the energy required to resist it 

will be much greater than that required to "go with it". The fourth and final stage is that of 

adaptation. This adaptation can take many forms. At one end of the adaptation continuum, a 

wholehearted acceptance of the new situation can result while, at the other end, departure from 

the situation altogether is the response. Most reaction lies somewhere towards the mid-point of 

these extremes. 

In outlining these phases, however, Whitaker ( 1993) makes the relevant observation that: 

There is nothing systematic or predictable about this model. In some circumstances 
we can move through the phases in a matter of minutes, in other more traumatic 
situations the stages can take years to work through and may never be fully 
resolved. (ibid:65) 

A further related and useful point he makes with respect to change resistance is that change in 

itself does not bring with it an imperative for it to be feared and avoided. Rather, as he suggests, 

"Change can present new opportunities and exciting prospects. It can focus thinldng and 

concentrate ambitions. It is through change that some wilder dreams can be realised." (ibid:68). 

Another way of describing this phased response of individuals to change is offered by Morrish 

( 1 976) who sees the adoption of change as best represented by a cumulative S-curve. In this 

representation about ten per cent of the given population are seen as "early adopters", forty per 

cent as the "early majority", forty per cent as the "late majority" and ten per cent as the 

"laggards" . 

2.1.5 Change Occurs In Defined Stages 

Organisations, it is claimed, also react to a change in a series of phases. One of the 

characteristics of change that it is important to recognise in this regard is that change "is a 

journey not a blueprint" (Fullan, 1997 :2), a process not an event, and this process, this journey, 

proceeds through a number of definable, characteristic stages. 

One of the first to advance this notion was Kurt Lewin ( 1 952) whose force-field model had, and 

continues to have, a remarkable influence on all those endeavouring to understand the 



18 

complexities of the change process. In essence, and expressed in very simple terms, Lewin's 

theory consisted of a three-stage concept of change involving the processes of "unfreezing, 

restructuring and refreezing". 

In the first stage, the unfreezing stage, for change to occur, existing patterns and structures have 

to be loosened and broken down (i.e. they would be unfrozen) so that conditions for change 

become favourable. In the next stage, that of restructuring, with the environment now suitably 

receptive, the actual envisaged changes take place. Finally, in the third stage, the refreezing 

stage, the changes become established. 

While there is a very large body of unquestioned support for this model (e.g. Lippitt, Watson & 

Westley, 1958; Gross, Giacquinta & Bernstein, 1971; Huse, 1985; Kilmann, 1989; Miller, 1990; 

Plant, 1991; Schein, 1992; Connor & Lake, 1994; Owens, 1995; Yukl, 1998), and it does have a 

beguiling, if deceptive, simplicity, it needs to be noted that such unqualified support is not 

necessarily warranted. 

Rosabeth Kanter ( 1992), the noted American authority on corporate organisational change, is 

one writer who is perceptive and brave enough to say so. 

Lewin's model was a simple one with organisational change involving three stages: 
unfreezing, changing, and refreezing. This quaintly linear and static conception -
the organisation as an ice cube - is so wildly inappropriate that it is difficult to see 
why it has not only survived but prospered, except for one thing. It offers managers 
a very straight forward way of planning their actions by simplifying an 
extraordinary complex process into a child's formula. (ibid: 10) 

Kanter explains: 

Suffice it to say here, first, that organisations are never frozen, much less refrozen, 
but are fluid entities with many "personalities". Second, to the extent that there are 
stages, they overlap and interpenetrate one another in important ways. Instead, it is 
more appropriate to view organisational motion as ubiquitous and multidirectional. 
Deliberate change is a matter of grabbing hold of some aspect of the motion and 
steering it in a particular direction that will be perceived by key players as a new 
method of operating or as a reason to reorient one's relationship and responsibility 
to the organisation itself, while creating conditions that facilitate and assist that 
reorientation. (loc. cit. ) 

Not withstanding this well directed criticism, Lewin's work on change has been tremendously 

influential and is of undoubted value in highlighting this particular characteristic of change. 



2.1.6 Change Can Be Promoted By Various Means 
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One final characteristic of change is that it  can be effected by a variety of basic strategies. The 

classical exposition of this characteristic was presented by Chin & Benne ( 1971) and still 

provides a useful, albeit very general, description of such strategies. 

In this model, three approaches to effecting change are postulated. The first, the Rational -

Empirical approach, involves the appeal to the rational nature of the projected change with its 

foundation firmly anchored in a sound empirical base. The second, the Normative-Re-Educative 

approach, relies on an educative process whereby the majority of those affected by the change 

are convinced of its merit. The third, the Power-Coercive approach, as its name suggests, resorts 

to the application of power to coerce an acceptance of the projected change. 

While this model provides a useful, overall picture of the approaches to effecting change, it 

needs to be realised that it over simplifies the situation. The complexity of the change process, 

as already noted, defies any such clear cut categorisation and, in actual practice, a blend of these 

approaches is more usually what occurs. 

2.2 The Management Of Change 

Not withstanding the extensive literature relating to the management of change, it is possible to 

identify some commonality in the elements that are the focus of most attention. Six broad areas 

seem to identify themselves and the separate consideration of each of these suggests a viable 

way of sampling the literature in this field. 

The areas identified are grouped under the headings of: VlSlOn, culture, value, trust, 

communication and consultation. 

2.2.1 Vision: The Necessity To Establish A Clear Direction For The Proposed Change 

The place of vision in the management of change receives considerable attention in most change 

literature. It receives similar attention in the present study. The necessity to establish a vision for 

any planned change, is something that all change theorists and change practitioners agree is 
essential if the change is likely to have any real chance of success. This is eminently logical. As 

Pfeffer ( 1992), when speaking of vision, colourfully observes: 



The first step is to decide on our goals. It is, for instance, easier to drive from 
Albany, New York to Austin, Texas if you know your destination, than if you just 
get in your car in Albany and drive randomly. Although this point is apparently 
obvious, it is something that is often overlooked in the business context. (ibid:29) 
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Jick (1993) makes a similar point, '''visions', 'visi'onaries' ,  'envisioning', are concepts everyone 

agrees to be essential to change; indeed common sense indicates that a change must be 'seen', 

its direction in some way charted, before anything happens." (Jick, 1993:75). 

However, while there is general agreement that, in the change process, visions are an essential 

ingredient, this agreement is not as evident when it comes to delineating the specific nature of 

this ingredient. A variety of views are espoused about the key elements of useful visions, how 

they are best developed and the specific benefits they can bring to those who have them. The 

following review presents some of these views. 

2.2. 1 . 1 Visions: What are they? What are their key elements ? 

When considering the key elements of useful visions, all commentators appear to agree that, for 

a vision to be useful, it must be stated clearly and in terms that can be readily understood. 

Unless it is expressed in such terms and can be clearly understood by all those involved in the 

change activity, then its effectiveness will be severely limited. Somewhat trite, though this 

observation may at first appear, its importance should not be underestimated. Many change 

enterprises have failed to gain momentum through the failure to explicate what the change was 

seeking to obtain. 

Further, it is generally agreed that, to facilitate this objective of clarity, ViSions should be 

expressed as simply as possible. Yukl (1998), in acknowledging that, "Vision is a term used 

with many different meanings, and there is widespread confusion about it." (ibid:443) declares: 

A vision should be simple and idealistic, a picture of a desirable future, not a 
complex plan with quantitative objectives and detailed action steps ... Finally, a 
successful vision should be simple enough to be communicated clearly in five 
minutes. (loc. cit.) 

While not all would agree with this rather restricted and specific time frame, the general 

sentiment of simplicity seems to have widespread acceptance. To be effective, a vision needs to 

meet the dual criteria of clarity and simplicity. 
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As well as  being clear and simple, useful visions also have to strike a balance between being so 

general that they are no more than a pious hope and so specific that they prove to be an 

unworkable strait-jacket. About what this balance should be there is much less agreement. Some 

writers argue that visions should be very specific and give detailed indications of what is being 

envisaged and how it is to be obtained. Hensey ( 1 995) takes this view. The vision, he claims, 

"needs to be shared and supported by the vision community. The vision will be most useful 

when it's  specific and detailed." (ibid:26). 

Others, however, suggest that visions should be less like blueprints and more like general travel 

guides, documents which inspire travellers and lay before them a whole range of exciting 

possibilities. Newton and Tarrant ( 1992) take this view. Visionary objectives, they claim, are 

frequently looked upon as too theoretical, unattainable or abstract but, they declare: 

They have led individuals and organisations to some remarkable accomplishments. 
They have the power to inspire and spur by providing a vivid picture of what a 
team is trying to achieve, an image of what it stands for, challenge and excitement 
as well as a common direction for its activities. (ibid:8 1 )  

A number of others present more "middle-of-the road" views. Kotter ( 1990) provides a fair 

representation of such views when he says that: 

A vision is not something mystical or intangible but is simply a description of 
something (an organisation, a corporate culture, a business, a technology, an 
activity) in the future, often the distant future, in terms of what, in essence, it 
should become. Typically, a vision should be specific enough to provide real 
guidance to people, yet vague enough to encourage initiative and to remain 
relevant under a variety of conditions (ibid:36). 

This seems sensible advice although it is the striking of this balance that is the difficult task. 

As well as being sufficiently specific, clear and simply expressed, visions, according to some 

writers, need also to be flexible. Fullan ( 1 992) emphasises this aspect. He makes the point that 

visions should always be provisional and that, should circumstances indicate that they need to 

be modified then, this modification should happen. Sometimes visions, "maps of change", are 

faulty, in which case they need to be modified or discarded. As he succinctly observes, "It ' s  

hard to get to a destination when your map doesn' t  accurately represent the territory you 

traverse" (ibid:745). The critical question, he suggests, is not whether visions are important but, 

how can they be shaped and reshaped given the complexity of change. 



Visions die prematurely when they are mere paper products churned out by 
leadership teams, when they are static or even wrong and when they attempt to 
impose a false consensus suppressing rather than enabling personal visions to 
flourish. (Fullan, 1993:30) 
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To Fullan and others, visions, to be useful, must retain their flexibility. Just as it is important to 

have visions, so is it important not to be blinded by them. The retention of flexibility guards 

against this possibility. 

Another generally agreed key element of visions is their ability to inspire. Reference to this 

property occurs in various terms. Senge ( 1994), speaking of visions, says, "Visions are 

exhilarating. They create the spark, the excitement that lifts an organisation out of the 

mundane." (ibid:208). Yukl ( 1 998) says they should be challenging and Whitaker ( 1 993) 

declares that, "A vision, needs to be seen as a calling rather than simply a good idea. Shared 

visions can uplift people's aspirations, create sparks of excitement, compel experimentation and 

risk taking and increase the courage to succeed." (ibid:70). 

This inspirational property of visions is far more likely to become a reality if the vision is 

shared. All writers seem agreed on this point. Senge ( 1 994) suggests that, "A shared vision is 

the first step in allowing people who mistrusted each other to begin to work together. It creates a 

common identity." (loc. Cil.) He points out that a shared vision fosters genuine commitment 

rather than compliance and this occurs when individual "pictures of the future" are unearthed 

and translated into one collective vision. 

Kanter ( 1 992) expresses similar sentiments when she declares that, "One of the first steps in 

engineering change is to unite an organisation behind a central vision." (ibid:306) .  Fullan 

( 1 993), likewise, stresses the importance of having shared visions but notes that such visions, 

"must evolve through the dynamic interaction of organisational members and leaders" (ibid:28). 

When this happens, and this takes time, a powerful synergy for successful change is created. As 

Nanus ( 1 992) expresses it, "There is no more powerful engine driving an organisation toward 

excellence and long-range success than an attractive, worthwhile, and achievable vision of the 

future, widely shared." (ibid:3). 

Finally, as well as being clear and simple, balanced between specificity and generality, flexible, 

inspirational and shared, effective visions need to be realistic. Useful visions have to be more 

than utopian dreams. They have to be based on reality with a "reasonable" chance of coming to 

fruition. Most writers accept this requirement. 



The vision should be challenging but realistic. To be meaningful and credible, it 
should not be a wishful fantasy, but rather an attainable future grounded in the 
present reality. The vision should address basic assumptions about what is 
important for the organisation, how it should relate to the environment, and how 
people should be treated. (Yuld, loco cit.) 
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Nanus ( 1 992), "Quite simply, a vision is a realistic, credible, attractive future for your 

organisation" (ibid:8) and Kanter ( 1 983), similarly declares that, In addition to being 

inspirational, visions that drive change must be realistic, based on an assessment of the 

particular circumstances that prevail at the time. 

2.2. 1 .2 Visions: How are they best developed? 

An examination of the literature on this question reveals a polarisation of views. On one hand, 

those writers favouring a more traditional approach suggest that the responsibility for vision 

generation rests solely with the leaders of the change whose task it is to formulate the vision and 

to work to ensure that as many people as possible accept it. On the other hand, there are those 

who advocate a different approach. This view says that, essentially, the vision for change should 

largely come from those who are going to implement it and be affected by it, with the leaders 

acting more in the role of catalysts and co-ordinators. 

The former view is expressed by Newton and Tarrant ( 1 992) who argue that if changes are 

going to be successful in an organisation, then whoever is driving them needs a clear vision of 

where they are going and this involves having a clear plan of attainable and short term or 

intermediate objectives which are worked out in some detail against a clear time span (ibid:86). 

This position also finds favour with Nanus ( 1 992) who is quite clear about the role leaders have 

to play in this matter. The responsibility for establishing a vision for an organisation clearly 

rests with them. 

There is no mystery about this. Effective leaders have agendas; they are totally 
results oriented. They adopt challenging new visions of what is both possible and 
desirable, communicate their visions, persuade others to become so committed to 
these new directions that they are eager to lend their resources and energies to 
make them happen. (ibid:4) 

Morton ( 199 1 )  expresses a similar view when he declares that it is the responsibility of top 

management to provide a clear vision for the organisation and to delineate the steps to the 

realisation of that vision. 
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The contrary view is that, while leaders have an important part to play in helping build visions, 

their role is more that of facilitators than directors. Visions need to arise from the collective 

enterprise of all those involved in the change. In this respect, the views of Senge ( 1990) are 

broadly representative of those holding to this position. 

Senge maintains that collective vision-building is a reinforcing and essential process. If people 

are not allowed to have their own vision and contribute to a shared vision, then "all they can do 

is to 'sign up' for someone else' s." (ibid:2 1 1) .  He points out that: 

Today, "vision" is a familiar concept in corporate leadership. But when you look 
carefully you find that most "visions" are one person's  (or one group' s) vision 
imposed on an organisation. Such visions, at best, command compliance - not 
commitment. A shared vision is a vision that many people are truly committed to, 
because it reflects their own personal vision. (ibid:206) 

Whitaker ( 1 993) strongly supports this stand and makes the point that the generation of visions 

is not a uni-directional process. Rather it is a two-way top-down and bottom-up activity with 

input coming both from the leaders and the led. As he puts it, "Shared vision can never be 

'official', it needs both to bubble up the organisation as well as to filter down, connecting 

personal vision in an elaborate tracery of ambition and purpose." (ibid:70). 

Further support for this approach comes from Fullan ( 1 993) who, while supporting the notion 

that visions need to be collaboratively developed and not imposed unilaterally, puts forward the 

interesting proposition that visions should not lead the change process but, rather, should 

develop later. He claims that in place of the usual "Ready, aim, fire" sequence for planned 

change the command should read "Ready, fire, aim" with the aim, the vision, following, rather 

than preceding, much of the change process activity. As he puts it: 

Visions come later for two reasons. First, under conditions of dynamic complexity 
one needs a good deal of reflective experience before one can form a plausible 
vision. Vision emerges from, more than it precedes, action. Even then it is always 
provisional. Second, shared vision, which is essential for success, must evolve 
through dynamic interaction of organisational members and leaders. This takes 
time and will not succeed unless the vision-building process is somewhat open­
ended. Visions coming later does not mean they are not worked on. Just the 
opposite. They are pursued more authentically while avoiding premature 
formalisation. (ibid:28) 

Although at first glance such a stand may appear a little overstated, (in the literal sense firing 

before one aims usually does not result in a high level of accuracy) the point is well made. In 
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developing visions collaboratively, a certain caution against premature closure IS well 

warranted. 

2.2. 1 .3 Visions: What benefits do they have ? 

Clearly the major benefit that visions have is that they provide some direction for the change 

which is sought. As Millett ( 1977) observed some time ago, "One cannot draw a road map 

without knowing in advance where one is going." (ibid:47). 

In addition to providing the direction for change, visions have a number of other benefits. Nanus 

( 1 992), in pointing out that effective visions inspire and encourage commitment, highlights the 

motivational aspects of visions. The right vision, he declares, "is an idea so energising that in 

effect it jump-starts the future by calling forth the skills, talents, and resources to make it 

happen". (ibid: 8). 

He proceeds to point out that, not only do good visions have energising value, but they also give 

valuable focus to the change activities. Good visions, he says, prevent people being 

overwhelmed by immediate problems because they help distinguish what is truly important 

from what is merely interesting. By acting in this way, they greatly assist in bringing attention 

to things that really matter and not to matters that are essentially peripheral. (ibid:30). 

Similarly, Covey ( 1994) notes that the passion of a shared vision enables people to transcend the 

petty, negative interactions that inevitably arise with change and which consume so much time 

and energy. Other writers make similar comments. Land and Jarman ( 1 992) note that, "a 

forceful vision focuses the energies of the entire organisation." (ibid:25) and Huse and 

Cummings ( 1 985) point to the value of vision as a means of energising commitment. 

Finally, effective visions not only provide the inspiration and direction for a change but they 

also, and very importantly, plot some of the steps that need to be taken in order to ensure that 

the desired destination will be reached. 

Pfeffer ( 1 994), in reiterating the obvious point that "It 's hard to get any where if you don't know 

where you are going" (ibid:57) strongly suggests that, for successful change, visions need to, 

"guide the tactical decisions and provide a framework for the organisation as it proceeds." (loc. 

cit. ). 
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This role of visions, in providing guidance for the process as well as the product of the change, 

is highlighted also by Prahalad ( 1 997). Companies in a state of change, he declares, need to 

work on their vision and in the process, "identify the migration path that will take them to that 

future and then start to follow it." (ibid:65). 

2.2.2 Organisational Culture: A Recognition Of The Vital Role Played By The Culture 
Of An Organisation When Any Change Is Contemplated 

2.2.2. 1 Recent Recognition Of The Importance Of Culture 

The recognition that the culture of an organisation has a vital role to play in the process of 

change is relatively recent. Change literature deals extensively with this element but this was 

not the case one or more decades ago. In 1 984 Peters and Waterman ( 1984) in their influential 

pUblication, In Search Of Excellence observed that, "The business press, starting sometime in 

1 980, has increasingly used culture as a metaphor of its own" (ibid: 105). They went on to say 

that, "Now the word seems to pop up more and more frequently in business journalism." (loc. 

cit. ). Pritchard ( 1986) also noted the increasing attention being paid to the role of culture in the 

change process, pointing out that: 

This move into exploring the "softer" areas of organisation such as style or culture, 
and regarding them as important mediators of organisational effectiveness is, of 
course, a current debate with many of the traditionally "harder" oriented 
management consultants, and there have been numerous writings on the subject. 
(ibid: 1 35) 

Hassard and Sharifi ( 1989) made a similar observation several years later. They noted that, "In 

recent years management theory has discovered a new buzz-word, culture." (ibid:4) and they 

suggested that this concept was. for the 1 980' s, what "strategic planning" was for the 1970' s. 

Farmer ( 1 990) also observed that organisational culture had only recently emerged as an 

important field of study. (ibid:8). 

Now, however, culture is no longer a buzz-word. Its importance as a crucial element in the 

change process is firmly established, although, it must be noted, that, while this importance is 

acknowledged, the response to it does not always do justice to this acknowledgement. 

2.2.2.2 What Is This Thing Called Culture? 

While the importance of the concept of culture, as it relates to organisational change, is now 

well recognised and agreed, just what the term means and how it is best handled, receives far 
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less agreement. Bainbridge ( 1 997) suggested that, "Culture tends to be one of the most 

misunderstood areas of change, with as many different opinions offered as there are 

organisations where cultural change has been attempted." (ibid: 1 29). 

He highlights this variety of opinions by comparing on the one hand those who talk rather glibly 

about culture, as if it is a distinct task that can be outlined, specified, planned and then carried 

through until a particular end point is reached with, on the other hand, those who believe that all 

that is required is a slight change in thinking and the adoption of a few new slogans or corporate 

values. (loc. cit.). 

Covey ( 1 995) expresses similar sentiments when he declares that most executives don't really 

understand the true nature of organisational culture and, consequently, have no appropriate way 

of changing it. This picture is developed by Stoll and Fink ( 1996) who agree that culture, 

because of its largely implicit nature, is elusive and hard to define. (ibid:8 1 ). 

Although these commentators rather overstate the case, and although there are many elements in 

common, there is undoubtedly quite a wide range of views on the meaning of the term 

"organisational culture". (In this review of the literature, 48 writers proffered different 

definitions of the term and made suggestions as to how the matter should best be addressed, e.g. 

Bennis, 1 997; Plant, 1 99 1 ;  Jenlink, 1996; Connor, 1998; Fullan, 1 997; Kashner, 1 990; Wilkins, 

1 989; Peters & Waterman, 1984). At one end of the definition spectrum, simple, one line 

definitions are offered, while, at the other end, much more detailed descriptions are given. 

Reasonably representative of the simple end of this continuum is the definition by Corbett and 

Rossman ( 1989). For them culture is simply, "the way things are done around here: how people 

define their work, roles, and relationships." (ibid: 1 82) . Hensey ( 1 995) defines culture in a very 

similar way and says it represents how people behave, fed, decide and respond to events almost 

automatically. The definition offered by Evans ( 1 998) goes further and suggests that culture is 

the shared norms and expectations that govern the way people approach their work and interact 

with each other. 

While these definitions are acceptable in that they point to some of the important elements of 

culture, (that culture is reflected by what people do and the way they react to events and that it 

involves the customary beliefs and shared values that are at work) they are quite limited in 

providing a clear and detailed picture of what is involved. Definitions towards the other end of 

the spectrum overcome this deficit. That advanced by Huse and Cumrnings ( 1985) comes into 

this category: 



Corporate culture is the pattern of values, beliefs and expectations shared by 
organisation members. It represents the taken-for-granted and shared assumptions 
that people make about how work is to be done and evaluated and how employees 
relate to each other and significant others. (ibid:350) 
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Schein ( 1 992) adds to this definition by listing ten elements of culture: language, group norms, 

espoused values, formal philosophy, rules of the game, climate, embedded skills, habits of 

thinking, mental modes, shared meanings and root metaphors. He also provides a very useful 

way of viewing culture by suggesting three levels (the artefacts, the espoused values and the 

basic underlying assumptions) which make their distinctive contribution to the overall picture. 

(ibid) . This much more detailed exposition is very helpful in providing the definitional precision 

Bainbridge (op. cit. ) and others complain is lacking in this area. 

Other writers contribute to finer definitions. Connor and Lake ( 1 994) consider that culture 

represents the unwritten, feeling part of an organisation and provides members with a sense of 

organisational identity. Through this identity comes commitment to a common set of values and 

beliefs. 

The informal nature of an organisation's  culture is stressed by Burnes ( 1992) who notes that 

informal rules, patterns of behaviour and communication, status, norms and friendships are 

created by people to meet their own emotional needs and these together exert a powerful 

influence over all those involved. He suggests that ultimately these informal elements of culture 

are more significant than the formal structure and procedures of the organisation. 

A similar observation is made by Deal and Kennedy ( 1 988) who assert that values are the 

bedrock of any corporate culture. Paradoxically, however, they are not "hard", like 

organisational structures, policies and procedures, but "soft" in the sense that they are normally 

unwritten and not subject to fom1al approval or publication. 

Kilmann and Kilrnann ( 1989) provide further support for this view of organisational culture 

when they describe it as, "The invisible force behind the tangibles and observables in an 

organisation, a social energy that moves people into action." (ibid:49) and they make an 

interesting comparison between culture and personality, suggesting that the former is to the 

organisation as the latter is to the individual, "a hidden yet unifying theme that provides 

meaning, direction and mobilisation" (loc. cit. ) .  This is a very useful reminder of the nature and 

power of this often elusive force. 
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2.2.2.3 ImpLications For Change Management 

The literature on this aspect of organisational culture is extensive and focuses on three main 

areas: the need to discover the existing culture of an organisation, the need to distinguish those 

aspects that need to be retained and, most importantly, the need to decide how to change that 

which needs to be changed. This is a task of considerable magnitude; a task which is not easy 

and one which needs to be handled with considerable sensitivity. 

Marsh and Beardsmore ( 1 985) note that changing a strong culture to meet new circumstances is 

a major undertaking but is essential if positive change is to be effected. They liken culture to a 

flywheel that stores up enormous amounts of corporate energy. To change the direction of this 

flywheel requires overcoming the wheel's inertia and this, they point out, is an expensive and 

energy-sapping exercise. (ibid:69). 

Deal ( 1986) points to the necessity of first understanding the depth of an organisation's  culture 

as a prerequisite for learning how to action any move from the status quo. From this learning 

comes an understanding of what is, and what is not, susceptible to change. (ibid:33). A similar 

view is presented by Connor and Hughes ( 1 988). They suggest that those who are successful in 

implementing change are those who understand the importance of managing an organisation's 

culture as a strategic resource. By doing this, the desired change can be positioned, "so that it is 

driven, not impeded, by the beliefs, behaviours and assumptions of the people affected." 

(ibid: 1 7) .  

The difficulty of changing the culture of an organisation is highlighted by Huse and Cummings 

( 1 985) who explain that, "Corporate culture tends to be so pervasive and taken for granted that 

it is extremely difficult to change." (op.cit:356). They note that people hold tightly to their 

values and beliefs and find difficulty in questioning them or considering the possibility that they 

may have to relinquish them. Because corporate culture tends to remain outside of conscious 

awareness, it is extremely difficult to access. Kotter ( 1 997) makes the same point when, 

speaking of dealing with an organisation's  culture, he observes, "The thing that makes all this so 

tricky, of course, is that values and norms are invisible, and actions to reinforce them occur 

subconsciously." (ibid: 1 66) . 

In attempting to bring about change, it is essential, as Hensey ( 1995) points out, (op.cit:29) to 

recognise that culture is the phenomenon, or conceptual glue, that holds organisations in their 

current modes. The solution is to look for ways to temporarily reduce the adhesive power of this 

glue so that it can be re-applied just as effectively in the changed circumstances. 
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When trying to do this, however, when trying to loosen the power of this "cultural glue", many 

of those responsible for bringing about organisational change unfortunately fail to recognise the 

power that culture exerts over an organisation and, as a result, they frequently bring about quite 

disastrous consequences. As Wilkins ( 1989) noted a decade ago, "Too many managers have 

tried to change their organisation's culture and have succeeded only in destroying the character 

of their organisation". (ibid:xi). In such cases quite clearly it is not only the bath water that has 

gone down the proverbial plughole but the organisation as well ! 

Managing an organisation' s  culture, Deal and Kennedy ( 1 988) affirm, is difficult and requires a 

great deal of skill, commitment and courage. However, they say, "The difficulty of managing 

culture pales, . . .  by comparison with the problems of changing culture." (ibid: 155.). Change, 

they point out, always threatens the culture of an organisation. Members of the organisation 

form strong attachments to the organisational rituals, the shared values and beliefs and the 

unwritten social networks of the organisation. Change challenges these attachments and strips 

them bare, leaving those involved, "confused, insecure and often angry." (ibid: 1 57). 

This difficulty in changing an organisation' s  culture, and the associated distress that invariably 

accompanies the attempts to do so, is also highlighted by Schein ( 1986). He points out that, 

once a shared set of basic assumptions is formed and acted upon in an organisation, this can 

serve as a cognitive defence mechanism both for the individual members of the organisation and 

for the organisation as a whole. As a result of this, he declares, culture change, "is therefore, 

difficult, time consuming and highly anxiety provoking." (ibid:27). This fact, he stresses, is 

particularly relevant to those who set out to change the culture of an organisation. 

Almost inevitably the difficulty in addressing the anxiety and distress that accompames a 

change in an organisation' s  culture will be compounded by the resistance that members of the 

organisation wili mount to stall or subvert such an occurrence. A number of writers offer some 

useful commentaries on how this problem can be addressed. 

Fullan ( 1992) makes the telling comment that a negative culture will always overcome 

individual enthusiasm. He stresses the point that it is necessary to work through the discomfort 

of change before any real change is possible. He observes that things hardly ever go easily 

during change efforts and it is necessary to recognise this. Rather than ride over the resistance 

that individuals have to any changes to their culture, it is much more productive to acknowledge 

its legitimacy and work with it, rather than against it. Failure to do this will simply convert such 

resistance into subversion and drive it underground where it is much more difficult to handle. 

Sensibly, he notes that, "It is usually unproductive to label an attitude or action 'resistance' .  It 
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diverts attention from real problems of implementation, such as diffuse objectives, lack of 

technical skill, or insufficient resources for change." (Fullan & Miles, 1992:748). 

Farmer ( 1 990) adds to this picture by noting that meaningful change is neither superficial nor 

cosmetic but it is something which impinges deeply on the lives of all those concerned. It 

involves redefining the corporately held values and beliefs of the organisation and transfonning 

the whole organisational culture. He suggests that, in dealing with this situation, it is necessary 

to understand the nature of the resistance that invariably arises with any "attack" on an 

organisation's culture. The effective leader, he notes, "understands that much of the resistance 

to an innovation usually arises more as a result of a perceived threat to the organisation's culture 

than as a reaction to the substance of the change." (ibid:8) 

Kotter ( 1 997) makes the telling observation that you cannot ignore an organisation's  culture, it 

is there anyway. What needs to be done is to, "Create a culture that will facilitate change, rather 

than act as an anchor." (ibid: 167). 

In addition to being difficult, upsetting and resistance provoking, attempts to change an 

organisation's culture are also usually time consuming. Numerous writers attest to this fact. 

Wilkins ( 1 989) observes that, "Unfortunately, organisational culture usually takes some time to 

change. Hence, hard lessons about failure and success have been slow to come clear." (ibid:xi). 

Hopkins et al. ( 1 997), much more recently, make the same point and declare that, "The process 

of cultural change is also not a 'one-off as implied by the notation, but evolves and unfolds 

over time." (ibid:269) . Dealing with the same issue, Conner and Hughes ( 1988) make a relevant 

observation concerning the time required to change the culture that operates in educational 

institutions of higher learning, "The higher education culture is particularly strong and steeped 

in a rich historical tradition. Change tends to come slowly because of the traditional committee 

structures and consensus building process inherent in the culture." (ibid: 17). 

The challenge, they point out, is for the relevant administrators to find ways of maintaining the 

values that underlie the structures and process of the institutions at the same time as bringing 

about the desired changes. This again is a task of some magnitude. 

Morgan ( 1 993) has some pertinent observations to make about organisational culture in general 

and he speaks of it as "the culture metaphor". This metaphor, he argues, has considerable value 

in that it "directs attention to the symbolic or even 'magical' significance of even the most 

rational aspects of organisational life." (ibid:39). This metaphor also points to the function of 
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culture as the "corporate glue" holding organisations together and, "it opens the way to a 

reinterpretation of many traditional managerial concepts and processes." (ibid:40). Finally, the 

metaphor highlights the need to treat all organisational cultures individually as, "Attitudes and 

values that provide a recipe for success in one situation can prove a positive hindrance in 

another." (ibid:4 1 ) .  

Too often, Morgan ( 1993) argues, management theorists view culture as a distinct entity with 

clearly defined attributes. Such a view, he asserts, is unduly mechanistic, giving rise to the 

mistaken belief that culture can be manipulated in an instrumental way. He concludes his 

insightful analysis with the warning. "An understanding of organisations as cultures opens our 

eyes to many crucial insights that elude other metaphors, but it is unlikely that these insights 

will provide the easy recipe for solving managerial problems that many writers hope for." 

(ibid:43). 

2.2.3 Value: An Awareness Of The Importance Of Valuing, Respecting And Attending 
To The Human Face Of Change 

Change literature dealing with the culture of organisations has its focus on the network of 

interrelationships that pervade the organisation as a whole. The literature dealing with the 

"human faces of change", the valuing aspect of change, focuses, on the other hand, on the 

individuals in the organisation. They are part of the total organisational culture but are viewed 

as people in their own right. 

As the term is used in this study, "valuing" refers to the importance and attention given to 

placing value on all the individuals in an organisation and attending genuinely to their 

multifarious desires, needs and potential contributions. It refers to all those actions that accord 

due respect to each individual whatever their circumstance, values or beliefs. This aspect of 

change management finds various but frequent forms of expression in the change literature and 

there is almost total agreement about its crucial role in the change process. 

Speaking of people in an organisation, Covey ( 1 997) points out that they are in fact the most 

valuable asset an organisation can have. To make use of this asset, it is necessary to encourage 

them to believe in themselves, to feel that they are valued and to accept that what they do really 

counts. In a period of change, people don' t  want to be regarded by the organisation as faceless 

units, they want to feel that they have a meaningful and appreciated part to play in the process: 



They don't want to be "used" by the organisation like victims or pawns. They want 
to have stewardship over their own resources. They want to feel that they are 
making a personal contribution to something meaningful and that's when you get 
real motivation and fulfilment. (ibid:37) 
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Failure to do this,. failure to value people for what they are and for what they individually 

represent, leads to what Covey (ibid) describes as a "vertical organisation"; an organisation that 

fuels elitism and arrogance and fails to capitalise on the most valuable resource that it has 

available at its organisational doorstep. He is not alone in highlighting the crucial importance of 

nurturing and placing high value on the people who individually and collectively comprise any 

organisation' s  corporate body. 

Marks ( 1 998) points to the need for change leaders to be sensitive to the needs of their human 

resources and to the importance of human resources management and development in any 

change process (ibid: 1 3) and Farmer ( 1 990) declares that, "The ability to understand and 

respond to the human dimension of change is ultimately the determining factor in implementing 

and sustaining successful change." (ibid:7). Similarly Kriegel and Brandt ( 1 997) declare that 

people are the "gatekeepers of change" with the power to breathe life into a new programme or 

to kill it. From their experience, they believe that, "Management consultants who deal with 

companies in transition know that the 'people' part of change is critical and that it is most often 

overlooked and undervalued." (ibid:5). Kanter ( 1 983) also acknowledges the importance of 

people and the talents and contributions of individuals to a company's success and notes, 

somewhat wryly, that in times of change, "People seem to matter in direct proportion to an 

awareness of corporate crisis." (ibid: 1) .  

The respect that individuals in an organisation receive as an outward manifestation of the value 

in which they are held is the subject of considerable comment in the literature. In their 

influential study of 75 leading American business enterprises, Peters and \Vaterman ( 1 984) 

quoted mM's chief, Thomas Watson, as saying, "mM's philosophy is largely contained in three 

simple beliefs. I want to begin with what I think is the most important: our respect for the 

individual. This a simple concept, but in mM it occupies a major portion of management time." 

(ibid: 1 5) .  

These writers observed that the message that came through most strongly in all the studies that 

they reviewed was that people like to be respected, to think of themselves as winners, as being 

valued for whatever contributions they could make. They concluded that there was, "no reason 

why we can ' t  design systems that continually reinforce this notion." (ibid:57). 
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Harrison and MacIntosh ( 1 989) add to this picture by pointing out the responsibility 

management has to accord respect to those whom they are managing and to be sensitive to the 

needs and concerns of all those involved. They declare that management, "does not and should 

not imply the naked exercise of power, nor the subservience of anyone managed." (ibid:49) but 

rather requires a sensitivity to individual needs and the respect for human values. 

This view is strongly reinforced by FuUan and Miles ( 1982) . They are unforgiving in their 

criticism of those who disregard the human face of change and fail to respect the dignity and 

worth of those most directly affected. Quite categorically, they declare: 

When those who have power to manipulate changes act as if they have only to 
explain and when their explanations are not at once accepted, shrug off opposition 
as ignorance or prejudice, they express a profound contempt for the meaning of 
lives other than their own. (ibid:749) 

In speaking of organisational change, Burnes ( 1 992) notes that, in the new fonns of 

organisations that are emerging, the message being transmitted is that, for organisations to 

survive, they will need to treat their employees in a more responsible and human fashion than 

has been the case in the past. Employees will need to be respected and seen as capable of 

making substantial contributions to the growth of the organisation. This, he observes, is in fact 

what successful organisations already do. 

A cherished principle of the excellent companies is that they treat their workers 
with respect and dignity; they refer to them as partners. This is because people, 
rather than systems or machines, are seen as the primary source of quality and 
productivity gains. (ibid:6 1 )  

Directly related to  the need to value and show respect for those undergoing the anxieties and 

upheavals invariably associated with organisational change, is the need to demonstrate that, as 

individuals, they are genuinely cared for. Again, a number of writers highlight this point. 

Peters and Austin ( 1 985) maintain that caring is not a footnote to any organisation's success, but 

is at the very heart of it. In their observations of organisations across the United States, they 

found that caring, manifest in a host of different ways, was central to all positive outcomes. 

Marshall ( 1985), when asked what was the essential element any successful leader of an 

organisation must have, replied, "I think it can be reduced to one word and a rather simple one 

at that: caring." (ibid:59). He observed that, when people believe that those leading an 

organisation are emotionally committed to them then they will go to great lengths, even 

extremes, to get done what is necessary. Also stressing the importance of all people in an 
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organisation feeling that they are cared about, and for, is Kotter ( 1997). In considering the core 

characteristics of healthy organisational cultures, he declares that the management group must, 

"deeply, honestly, and sincerely value the various players in the corporate drama." (ibid: 167) 

and this value must find expression in the care that is extended to all of the players, not just 

those at the top. 

Apart from the ethical imperatives to consider the human dimensions of organisational change, 

there are also very strong instrumental and pragmatic reasons for doing so. Argyris ( 1 97 1 ), 

some time ago, recognised this fact and pointed out that, if little attention is paid to the human 

beings in an organisation, then there is a high cost to be paid in practical terms. (ibid: 1 38). More 

recently, Blanchard and lohnson ( 1989) make the same point. They declare, from a simply 

pragmatic point of view, it pays to treat people well. To value them, to catch them doing 

something right and to reward them ensures their maximum co-operation. Quite simply, they 

say, "People who feel good about themselves produce good results." (ibid: 19) .  A similar 

observation is made by Strazewski ( 1 997). He notes that people generally crave persona) 

recognition and a sense of achievement. If they are valued and their contributions appropriately 

acknowledged then, not only the person themselves, but the organisation as well, benefit 

considerably (ibid: 1 1 5) .  Fullan ( 1 985) adds to this with the telling observation that, "Nothing is 

more enticing than the feeling of being needed, which is the magic that produces high 

expectations." (ibid:240). 

lick ( 1 993) makes a pertinent observation concerning the importance of placing high regard OIl 

the personal well-being of all those involved in any organisational change. He notes that 

introducing change in an organisation is both an exciting and formidable adventure and that the 

lives of many are deeply affected. Unfortunately, however, he observes, very frequently the 

psychological effects on those closely involved are not taken into account and the results are 

often very difficult to deal with, and are certainly counter-productive to the organisation' s  desin; 

to bring about positive change. (ibid:6) . A similar observation is made by Kanter ( 1 990). She 

refers to the "emotional leakage" that occurs during a period of change and the undesirable 

consequences, some quite bizarre, that frequently accompany this leakage. She rightly 

comments that any change consumes emotional energy, especially if the change is perceived 

negatively, and notes that often little is done to deal with this situation, "Managers are so 

focused on the tasks to be done and decisions to be made that they neglect or ignore the 

emotional reactions engendered by the change. But the reactions leak out anyway, sometimes in 

unusual behaviour." (ibid:63). 
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The overall message from the literature on this aspect of change is clear and unequivocal. A 

sensitive understanding of the human face of change is essential for the success of any 

organisational change. Organisations which ignore this "truth" do so at their peril. 

2.2.4 Trust: The Imperative To Establish A Sound Basis Of Trust To Underpin Any 
Change Activities 

Of all the elements focused on in the change literature under review that of trust would be the 

one about which there is the greatest agreement. Although stated in a variety of ways, all writers 

speak of the imperative to establish a sound basis of trust to underpin any organisational change. 

Bennis and Nanus ( 1 985), who have a great deal to say about trust, point to its crucial 

importance, suggest that, like leadership, it is hard to describe, and even harder to define: 

We know when it is present and we know when it is not, and we cannot say much 
more about it except for its essentiality and that it is based on predictability. The 
truth is that we trust people who are predictable, whose positions are known and 
who keep at it. (ibid:44) 

Nevertheless, definitions of trust are attempted and do provide useful baselines from which to 

operate. Handy ( 1 993), who also has much of value to say about trust, and about change in 

general, explains that by trust he means consistency and integrity, the feeling that a person and 

an organisation can be relied upon to do what they say, come what may (ibid: 1 16). While this 

definition touches on some elements of what the term can be taken to mean it is somewhat 

skeletal. A more comprehensive definition is offered by Codd ( 1 998) who sees trust as: 

a term that refers to a relational condition existing between people in a given social 
context. It is an attitude or disposition from which people will act towards each 
other in particular ways. These ways of acting and relating will presuppose 
principles such as fairness and respect for persons and will entail virtues such as 
honesty (or veracity), friendliness and care. (ibid: 1 1 ) 

One of the features of organisational change is that, at the point of change, it is quite common 

for a loss of this "relational condition" to occur. The writers from the Manchester Open 

Learning Team ( 1 993) observe that, "It is not unusual for staff to exhibit a lack of trust when 

changes are being introduced." (ibid:49) and that the factors leading to this mistrust might 

include the belief that management are up to something; that something is being planned which 

is going to adversely affect them and they are deliberately being kept in the dark about it. The 

importance of trust, they affirm, can never be overstated. 
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Covey ( 1 992) is one of many who give full support to this affirmation. For him, trust is, "the 

emotional bank account between two people" (ibid:3 1 ) ;  the foundation principle that holds all 

relationships together. It is this relationship that enables people to have what he describes as a, 

"win-win performance agreement" (loc. cit. ) .  He makes the useful point that trustworthiness 

precedes trust, and this precedes empowerment, which, in turn, leads to quality. It is this trust, or 

lack of it, he maintains, which is at the root of success or failure in business, industry, education, 

government, or whatever. Again, organisations which ignore this "fact" do so at their peril. 

He also highlights the very important relationship that exists between trust and control in an 

organisation by asking, "How are you going to get people empowered if you don't have high 

trust?" (ibid:37). When there is low trust in an organisation a great deal of control has to be 

exercised. The less trust, the more control required. The more trust, the less control and the 

greater likelihood of genuine empowerment of all those engaging in the change process. 

Further, trust is something which is never given unreservedly and can never be taken for 

granted. Bennis and Townsend ( 1 997) observe that trust, especially today, does not come easily 

and is something that is not given but must be earned. "CEOs who believe that trust comes 

automatically, along with the perks, salary and power, are in for some rude surprises." 

(ibid: 155). They assert, ''Trust binds leaders and followers together, and cannot be bought or 

mandated." (ibid:6 1 ). Greenleaf makes a similar point when he suggests that leaders need to 

elicit the trust of their followers and this doesn't happen unless the followers have confidence in 

the leaders' values and competence (Greenleaf, 1991: 1 6). Likewise, Marshall ( 1985) declares 

that, "Leadership is not a granted privilege. It is rather a specific trust with continuing 

obligations and responsibilities." (ibid:62) while Mant ( 1997) notes that people authorise their 

leaders to get on with things because they have come to trust them. He suggests that, during the 

1 990's, there has been a "rediscovery of trust", a widespread and overdue recognition that 

human enterprise depends greatly on this element. One of the reasons, he suggests, why some 

kinds of Asian businesses perform so well is that all that they do is underpinned by trust. 

The effects of a lack of, or loss of, this trust, are extremely difficult to deal with. This was well 

exemplified during phase one of the College-Massey merger negotiations when the erosion of 

trust between several key players was a crucial factor in bringing about the eventual collapse of 

the negotiations. A number of writers stress this point. Yukl ( 1998) lists the lack of trust as the 

first of nine reasons he gives for people resisting change and Plant ( 1 99 1 )  declares that, "an 

emotionally based resistance, such as low trust, is much more difficult to handle than a lack of 

information or misunderstanding of facts." (ibid: 19.). The same point is made by Whitaker 
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( 1 993), and by Handy ( 1 985), who highlights the damaging effects of what he graphically 

speaks of as, "the spiral of distrust." ( ibid: 9 1 )  

Given the importance o f  trust in an organisation, questions naturally arise as to how best this 

trust can be developed and sustained in a time of change. Gibson ( 1997), speaking of principles 

that will guide successful organisations in the future, notes the importance of building a "high 

trust" culture by decentralising power and involving a variety of people at all levels. Through 

such involvement and collaboration, he asserts, vital trust will be established and all members of 

the organisation will be in a position to move forward into the change together. 

Kotter ( 1990) makes the excellent point that trust is built up in an organisation largely through 

consistency and a total congruence between words and action. He suggests that a major 

challenge that leaders face in an organisation relates to their ability to get their followers to 

trust, to believe, the messages they are being given. He observes, "Whether delivered with many 

words or a few carefully chosen symbols, messages are not necessarily accepted just because 

they are understood." (ibid:57). It is imperative, as Dick Nicolosi, the Procter and Gamble 

executive, first suggested, that leaders "walk the talk" and earn the trust of those they have 

responsibility for leading. 

Adding to this picture, Wilkins ( 1 989) notes the very crucial tension that often exists for leaders 

of change in their attempts to build up trust at the same time as they try to lead their followers 

into new and unfamiliar directions. Using the term "social capital" as the outcome of established 

trust, he notes that if this capital is squandered, then resistance sets in and change becomes 

increasingly difficult. On the other hand, he suggests, if trust is established, "If people believe 

that they will be treated fairly and have confidence that the organisation can become competent, 

then they are willing to co-operate on developing shared vision and appropriate execution 

skills." (ibid:25). 

Once established, however, trust must be maintained. Unlike some other matters it cannot, once 

established, be left to its own devices and to proceed unattended. Like a delicate plant, it has to 

be "watered and carefully nurtured." Harrison and MacIntosh ( 1989) make this point well when 

they assert: 

It is a mistake to think that you can establish an atmosphere of trust and then forget 
it. I have learned that such an atmosphere is remarkably fragile and can be 
shattered by careless words, failure to communicate properly, forgetting to consult. 
Perhaps not shattered but temporarily cracked at least. (ibid: 1 06) 



2.2.5 Communication: The Need To Establish Workable Protocols For Promoting 
Effective Communication 
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Communication, as a core element in effective organisational change, features prominently in 

all change literature. Its importance is widely acknowledged and much is written about its 

nature and the means whereby it can be best facilitated. 

Bainbridge ( 1 997) declares, "communication is at the hub of successful change." (ibid:32) and 

Bennis and Nanus ( 1985) suggest that without communication you have nothing. They point out 

that communication creates meaning for people and that the management of meaning and the 

mastery of communication is inseparable from effective leadership. Of communication they 

declare, "It's the only way any group, small or large, can become aligned behind the 

overarching goals of an organisation. Getting the message across unequivocally at every level is 

an absolute key." (ibid:43). 

The New Zealand State Services Commission ( 1 988) supports this view: "Good communication 

is absolutely vital to the management of change." (ibid: 1 8). Brown ( 1 990) expresses the same 

point when he says that, "Communication is to an organisation what paper is to a book." 

(ibid: 1 9) .  

Peters and Waterman ( 1 984), in their widely reported study of American companies, noted that 

communication was the "bugaboo" of all large companies and that the nature and use of 

communication in the excellent companies was remarkably different from that found in their 

non-excellent peers. (ibid: 1 2 1 ) . It was the intensity of communication in the excellent 

companies that marked them out from their less successful competitors. 

A number of writers emphasise the vital role that listening skills play in the creation of effective 

communication networks. Greenleaf ( 199 1 )  suggests that most of us would like to communicate 

at a significant level of meaning and the best test of whether we are in fact communicating at 

this depth is to first ask ourselves the question: Are we really listening? This is a timely 

reminder of the two-way nature of true communication and the vital importance of "receiving" 

as well as "broadcasting". The Price Waterhouse Change Integration Team ( 1 995) have similar 

concerns and suggest that, in achieving the open and frank communication necessary for 

effective change management, "What is needed here is better listening skills, not necessarily 

better directive or control skills." (ibid: 1 3) .  Good listening skills, observes Bately ( 1 989), are 

not as common as many people believe and these skills include the ability to understand what is 

being said and being able to organise and analyse the message in order to retain it for 
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subsequent use, "Many people are so absorbed in themselves that listening to someone else 

becomes boring and painful. They cannot wait for the other person to pause so that they can 

start talking and expound their own more important opinions." (ibid: 1 05) 

Covey ( 1 992) shares this view and suggests that the root cause of almost all "people" problems 

is a basic communication problem, the fact that people don't listen with empathy. People fail to 

communicate effectively, he declares, because they, "Listen from within their autobiography". 

(ibid:45) and, as a result, don't  hear what is being said to them from the biography of others. He 

makes the distinction between the language of logic and the language of emotion and·afflITlls 

the latter is far more motivational and powerful. This, he says, is, "why it is so important to 

listen primarily with our eyes and heart and secondly with our ears." (ibid: 1 16) .  An appreciation 

of this fact is of considerable significance for those charged with the responsibility for bringing 

about change in an organisation. Halpin ( 1 967), quite some time ago, made a very similar and 

important point: 

Communication embraces a broader terrain than most of us attribute to it. Since 
language is, phylogenetically, one of man's most distinctive characteristics, we 
sometimes slip into the error of thinking that all communication must be verbal 
communication. To persist in this narrow view of communication is folly. Yet few 
executive training programs escape such folly; they ignore the entire range of non­
verbal communication, the "muted language" in which human beings speak to each 
other more eloquently than with words. (ibid:253) 

A number of other writers add to this overall picture of the place and nature of communication 

in the change process. 

Marshall ( 1 985), in highlighting the importance of communication, makes the interesting 

observation that communication is not a one- or two-way process; rather, "Communication 

demands four-way conversations-up, down and across in all directions. Such communication 

demands as much listening as it does talking." (ibid:62). Hensey ( 1 995) too, in acknowledging 

the important role that effective communication plays in any organisational change, makes a 

useful contribution by describing four barriers to effective communication that need to be 

addressed. First, some problems are what he terms, "undiscussable" and need to be dealt with 

very sensitively. Second, often "triangulation" occurs. By this, he means those directly involved 

are not communicated with directly but through a third or fourth person, with a consequential 

loss of meaning or accuracy. Third, communication is uni-directional and no feedback occurs. 

Fourth, and finally, for whatever reasons, there is a distortion of what was intended to be the 

communicated message, and this needs to receive attention. 
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Finally, in all this affirmation of the importance of communication for the organisational change 

process, one concluding comment from Kotter ( 1979) is timely, "Some people would argue that 

managers can get control of their jobs if only they would communicate more. But a careful 

examination of managerial work shows that good communication, while clearly helpful, has its 

limitations." (ibid: 1 5) .  

Not withstanding the crucial importance of communication, it must be recognised that, while it 

is a necessary condition for effective planned change to occur, communication in itself is not 

sufficient. Much more is required. Kotter's comment is helpful in reminding us of this fact: 

2.2.6 Consultation: The Necessity To Engage In Consultative Activities That Are 
Perceived To Be Genuine And Meaningful 

In a strict sense, consultation is actually a sub-set of the larger communication set but it receives 

so much attention in the change literature, and is so important in the organisational change 

process, that it warrants separate consideration. 

Although almost all writers today attest to the crucial importance of consultation in the change 

process, this wasn't the case several decades ago. With a greater understanding of the "people­

power" aspect of organisational change, the role of effective consultation, in overcoming 

resistance and finding better ways of doing things, is now widely realised and commented upon. 

Bennis ( 1 993) suggests that today's leaders must create a culture of trust and openness and that, 

through consultation, people will come to feel that they are at the centre of things rather than on 

the periphery: 

Today the laurel will go to the leader who encourages healthy dissent, and values 
those followers brave enough to say no. The successful leader will have not the 
loudest voice, but the readiest ear. His or her real genius may well lie not In 
personal achievements, but in unleashing other people's  talents. (ibid: 107) 

Genuine consultation is the means whereby this can be made possible. 

In an earlier publication, Bennis ( 1 972), made the excellent point that change is most successful 

when those who are affected are involved in the planning and he noted that, "This is a platitude 

of planning theory, and it is as true as it is trite." (ibid:338). He suggested that nothing makes 

persons so resistant to change as the feeling that change is being imposed on them. Effective 

consultation helps reduce any legitimate grounds for such a feeling. Bennis was directly 
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involved in a major restructuring of the State University of New York at Buffalo in the early 

seventies and, from his involvement in that "transformation", made the observation that 

members of a university, "are unusually sensitive to individual prerogatives and to the 

administration's utter dependence on their support." (loc. cit. ) .  This observation is particularly 

germane to the study being reported here. 

Cumrnings and Huse ( 1 985) provide further support for Bennis's insistence on the importance 

of consultation. They note that people tend to resist change when they are uncertain about its 

consequences and they suggest that: 

One of the oldest and most effective strategies for overcoming resistance is to 
involve organisational members directly in planning and implementing change. 
Participation can lead both to designing high quality changes and to overcoming 
resistance to implementing them. (ibid: 1 12) 

Through this consultation at the action level, they declare, the likelihood that the interests of 

those most directly involved in the change will be taken into account is greatly increased. As a 

consequence of this consultation, support for implementation of the proposed changes is likely 

to be considerably enhanced. 

Fullan ( 1 993) is another to emphasise the value of consultation and its importance as a means of 

ensuring ownership of a change. He suggests that ownership is a process as well as a state and 

that, "Deep ownership comes through the learning that arises from full engagement in solving 

problems" (ibid:3 1 ) . Appropriate consultation provides the opportunity for this problem solving 

to occur. 

In acknowledging the importance of consultation in the change process Hamel ( 1 997) suggests 

that this entails giving a disproportionate share of voice to the people who, until now, have been 

disenfranchised from the strategy-making process. By doing this, he argues, the "hierarchy of 

experience" that exists in most organisations can be supplemented by the "hierarchy of 

imagination" which, he claims, exists toward the periphery of any organisation and which, far 

too often, is omitted from the consultation process. (ibid:9 1 ) . While this view perhaps gives too 

much credence to the location of imagination on the periphery of an organisation, it is 

nevertheless helpful in pointing to the need to spread the net widely in all consultative activities. 

A valuable contribution to this discussion is made by Kilmann and Kilmann ( 1 989), who point 

out the instrumental, or pragmatic justification, for engaging in the process of consultation. 

They declare, "Participative management, therefore, is advocated not because of some social 
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value or ethical imperative, but because it is the only way to solve a complex problem." 

(ibid: 1 5) .  Leaving aside any ethical consideration, they say, consultation should be engaged in 

because it works. Pfeffer ( 1 994) makes the same point at some length. He stresses participation 

and empowerment as activities and outcomes of the consultative approach and observes that not 

only does this result in increased employee satisfaction, but also in, what is for the business 

world the "bottom line", "increased employee productivity." (ibid:42). 

In terms of how best to go about the consultation process, the Manchester Open Learning 

writers ( 1 993) make an excellent point concerning the timing of consultation activities. If 
organisations are serious about wanting their people to be committed to change and to be 

supportive, rather than merely compliant, then, they suggest, there are obvious benefits in 

entering the consultation process and getting people involved as soon as possible. One of the 

practical benefits of this is that people are able to make their own individual contributions to the 

new developments with the likely consequence that they, "will own it and make sure that it 

works." (ibid:7 1 ) .  The downside of failure to engage in consultation at an early stage is that 

there is a strong likelihood that, when presented with a change plan which has reached an 

advanced stage of preparation and into which they have had no input, people will examine it 

very closely and, rather than be positive about it, will look for ways in which it will not work. 

As the writers warn, "What might have been a helpful suggestion, if it could have been made in 

time, becomes a distinctly unhelpful complaint when it is produced too late to affect the issue." 

(ibid:77). The New Zealand State Services Commission ( 1 988) writers make the same point and 

state that ideally all interested parties to a change should be consulted as early as possible and 

be enabled to participate in the change process from the time it begins. (ibid: 1 3). 

As well as being appropriately timed, consultation, Marshal! ( 1 985) declares, must be both 

genuine and seen to be genuine. In participative management, he notes, leaders must be trusted. 

Nothing disaffects those involved in change more quickly than to feel that the "consultation" 

that they have been required to participate in is nothing more than a token gesture, a face-saving 

sham. 

Owens ( 1 995) makes the useful observation that, where there is a shift in an organisation to 

engage in the process of consultation, where there is a shift from the more traditional 

hierarchical model of management to a more participative one, then this, "requires 

administrators to develop a new understanding of power, a new sense of administrative 

wisdom." (ibid:20 1 ). He notes that traditionally it was believed there was only so much power 

in an organisation and it was the task of the leader to garner and husband all the power 

available. The modern realisation, however, refutes this view and has come to the understanding 
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that, "one gains power by sharing it with others because in collaborative effort the power 

available to the group multiplies." (ioc. cit.) .  In this context, genuine consultation becomes a 

very high priority. 

Brief reference to two case studies attests to the value of genuine consultation and involvement 

in the process of change. 

Ramsay ( 1993) and his team, in their study of a range of New Zealand schools as they planned 

and implemented change, defined five levels of consultation and concluded that: 

Where people were able to discuss matters in non-threatening environments, where 
they genuinely valued and supported other people's ideas, where novel ideas were 
fostered and nurtured, where a climate of respect existed between all involved 
(parents, teacher and students), rapid change became a strong likelihood. (ibid: 1 56) 

Teubner and Prideaux ( 1997), in their recent report on the restructuring of an Australian 

Medical School, provided an example where consultation with those most closely involved as 

recipients of a change had very positive results. At the conclusion of their study, the writers 

were able to report that, "We are confident that the involvement of students in helping to 

determine the direction of change has contributed in part to the overall student satisfaction with 

the quality of the medical course." (ibid:22) 

As a final comment on the importance of consultation in the change process, Whitaker (1993) 

speaks of "resistance voltage" and makes the interesting and very telling observation that: 

The less I know about plans to change, the more I assume, the more suspicious I 
become, and the more I direct my energy into counter-productive "resister games". 
Once I feel manipulated, or uninvolved, I will inevitably tend to veer towards a 
negative view of the change and its effect on me. (ibid:63) 

2.3 The Role Of Leadership In The Change Process 

The role of leadership in the management of change is absolutely critical. In very large measure 

the outcome of any organisational change is heavily reliant on the manner in which the process 

is led. Much has been written on this subject and debate continues on such matters as: "Are 

leaders born or can they be made?" "What are the characteristics of good leaders?" "Do all 

leaders have to be charismatic?" The focus in this literature review, however, is not on these 

matters but rather on the more pragmatic question of, "What, in broad principle, do leaders need 

to do to be effective in managing change?" 
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In the literature already reviewed, six areas of change management have been the centre of 

attention (vision, culture, value, trust, communication and consultation). Reference has been 

made to the role of leaders in each of these areas and indications have been given as to the 

actions that leaders need to take to be effective. 

In creating a vision for an organisational change, writers have stressed the need for leaders to be 

both leaders and followers and to engage all members of their organisation in the vision 

building process. Fullan ( 1 993), in particular, stresses the point that vision building is a 

collaborative effort between leader and those being led and that it is something that very much 

grows out of the change process rather than precedes it. (op. cit.). 

In dealing with the culture of an organisation, leaders are enjoined to act very sensitively, to 

recognise the culture of an organisation as the "corporate glue" (Morgan, 1 993: op. cit. ) that 

binds together the organisation and its people. They are reminded that, "The difficulty of 

managing culture pales, however, by comparison with the problems of changing culture." (Deal 

& Kennedy, op. cit. ) and they are warned that the process of cultural change is not a "one-off 

activity" but that it evolves and unfolds over time (Hopkins et al. , 1 997 : op. cit.). 

The importance of valuing the people in their organisation and showing respect for what they 

have to offer is something of which leaders are reminded by numerous writers. Covey ( 1 997: 

op. cit. ) and many others explain to leaders that people are, in fact, the most valuable asset they 

have to help them in an organisation and that it is imperative that they value this resource and 

treat it with all the respect that it is due. 

The leader's role in building up trust in an organisation has also been highlighted and writers 

like Kotter ( 1990: op. cit.) point out that this trust is built up over time largely through a total 

congruence between words and action and that a major challenge that leaders face in an 

organisation is that of getting their people to trust and believe the messages they are gi ving 

them. 

The twin responsibilities that leaders have for communicating and consulting efficiently and 

genuinely have also received much attention. Bainbridge ( 1 997: op. cit.) and others have 

pointed out that communication is at the hub of successful change and without communication 

leaders have nothing. With reference to the importance of consultation, writers like the 

Kilmanns ( 1 989:  op. cit. ), Pfeffer ( 1 994: op. cit.) and others point to the necessity for leaders to 

engage in real consultation, if not for ethical reasons, then certainly for pragmatic ones, in that 

such consultation actually has very observable practical pay-offs. 
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In addition, however, leaders have a number of other roles to which they need attend. 

Two major concerns for leaders in any organisational change are centred on how to overcome 

any resistance to change that may arise, and how to gain the commitment of all those concerned 

to enthusiastically implement the change. To do this effectively, there are a number of strategies 

they need to adopt. 

2.3.1 Resistance To Change 

Concerning the role of leaders in dealing with resistance to change within an organisation, much 

has been written. Confrontational and consensual approaches to the problem are considered, 

with the latter nowadays receiving much greater approbation as the clearly superior approach to 

take. 

Reasons for resisting change have already been briefly reviewed (Chapter Two, pp. 30). A 

number of other writers add to this picture. 

Farmer ( 1990) noted that change invites resistance because it always carries with it a sense of 

violation. He points out that effective leaders understand that much of the resistance to change 

usually arises more as a result of a perceived threat to the culture of the organisation than as a 

resistance to the substance of the change. He also makes the observation that, "Resistance to 

change is particularly intense in higher education because faculty members are instinctively 

hyper-conservative about educational matters" (ibid:7). A provoking thought ! 

In any organisation there are many hidden barriers to change. For example, as Deal and 

Kennedy ( 1 988) observe, new leaders frequently overlook some of the important values that 

have guided an organisation for many years and, in the process, they "topple heroes" who have 

been revered and valued in the organisation for a long time. They make the pertinent 

observation that, unless these leaders take action to reduce this perceived "devaluation", then, 

"The force of the old culture can neutralise and emasculate any change that is proposed." 

(ibid: 1 58). 

A similar claim is made by 10hnson et al. ( 1986) who suggest that it is an over simplification of 

the problem of resistance to change to say that, "We resist change per se." (ibid: 1 9 1 ) .  Rather, 

they suggest, resistance comes from the disturbance of the interpersonal equilibrium within the 

environment in which both the individuals and the social groups operate. 
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The writers from the Manchester Open Learning group ( 1 993) list five particular reasons why 

change is resisted. These reasons are, they claim: the fear of the unknown, the lack of perceived 

benefits resulting from the change, the disruption of normal routines, a lack of trust of those 

leading the change and parochial self interest (ibid:27). A somewhat, but not entirely different, 

set of four reasons are advanced by Kotter and Schlesinger ( 1986). Change is resisted, they 

believe, because of: a desire not to lose something of value, a misunderstanding of the change 

and its implications, a belief that the change does not make sense for the organisation and a low 

tolerance for change (ibid: 1 6 1 ). 

A very important consideration, highlighted by a number of writers, is the often overlooked fact 

that not all resistance is unwarranted. In practice, there are often very good reasons for resisting 

change. To be carried along unthinkingly on the wave of change is, at the best of times, a very 

risky pastime and can have quite disastrous effects. Stoll and Fink ( 1996) make the point well 

when they observe, "There are many valid reasons why people do not implement change; it is 

not just resistance to all change." (ibid:46) . . They suggest that even where there are good reasons 

for change to occur some people may still resist. In these cases, they advise rather picturesquely, 

"Don't water the rocks." (loc. cit. ). 

Bennis et al. ( 1 976: 1 1 8) also suggest that not all resistance to change should be considered 

irrational and Whitaker ( 1993) reminds leaders that resisting change is usually very purposeful 

behaviour. Such behaviour should be carefully considered and not lightly dismissed as mindless 

opposition. (ibid:6 1 ) . 

The approach to meeting the problem of resistance to change, whatever its cause, has recently 

undergone what some writers refer to as "a paradigm shift." Instead of regarding resistance as 

something that has to be subdued, something to be repressed at all costs, it is increasingly being 

regarded as something that needs to be worked with, rather than against, so that its energy can 

be directed to positive rather than negative outcomes. 

An early sign of this is found in the writings of Heriot and Gross ( 1 979) who attacked the 

traditional response to change resistance (called by them the "Overcoming Resistance Model to 

Change" - the ORC model), by advocating a much more conciliatory approach whereby "power 

equalisation" was sought, involving a much greater sharing of decision making power between 

leaders and their followers. (ibid:3 1 ). 

A little later, Cummings and Huse ( 1 985) also commented on this development: 



Traditionally, change management has focused on identifying sources of resistance 
to change and offering ways to overcome them. Recent contributions have been 
aimed at creating visions of desired futures, gaining political support for them, and 
managing the transition of the organisation toward them. (ibid: 108) 
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Recently, Fullan ( 1 993) added valuable insights in this area. Commenting on the invariable 

reaction of people to change, he makes the salient observation that, "If there is one cardinal rule 

of change in human condition, it is that you cannot make people change." (ibid:23). You have to 

work with people, not against them. He declares that problems need to be taken seriously and 

not simply be attributed to resistance or the wrong-headedness of others. He speaks of the need 

to regard problems as being "our friends", as a way of acknowledging that conflict is essential 

to any successful change effort. Resistance, whatever forms it takes, needs to be taken seriously 

and efforts made to use positively the energy that drives and sustains it. He makes the telling 

comment that effective leaders learn most from those who oppose them and, quite 

unequivocally, he asserts that, if resistance is not acknowledged and managed, then it will 

almost certainly go underground and be much more inaccessible and difficult to handle. It is a 

continuing surprise that so many leaders of organisational change fail to grasp this relatively 

simple concept. 

Connor and Lake ( 1994) express a similar viewpoint. They declare that viewing resistance only 

as a negative or malicious act puts a leader in a defensive position and leads to a strengthening 

of the resistance, rather than a reduction. A more constructive approach, they advocate, is to. 

"acknowledge the validity of the class of responses as a whole and respond from a position of 

understanding and respect." (ibid: 1 33). Leaders who fail to do this, who ignore resistance or 

declare war on it, they warn, are likely to end with more problems than they started. 

A number of other writers make similar comments. Kanter ( 1 983) stresses the fact that, while 

change may well create uncertainty, not all of it is negative (ibid:63). Pugh ( 1986), in outlining 

one of six rules for managing change in an organisation, enjoins leaders to encourage those 

concerned about the change to bring their objections out into the open where they can be 

addressed. (ibid: I44). Yuki ( 1998) suggests to leaders that, "Rather than seeing resistance as 

just another obstacle to batter down or circumvent, it is more realistic and helpful to view it as 

energy that can be redirected to improve change." (ibid:440) . 

2.3.2 Commitment To Change 

For leaders to gain their followers' commitment to a change, the literature suggests there are a 

number of matters to which they must carefully attend. 
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2.3. 2. 1  Leadership Commitment 

A strong commitment from top leadership is indispensable. As Farmer ( 1 990) observes, 

"without it change will simply not occur." (ibid: 1 1 ) .  Huse and Cummings ( 1 985) express 

similar views when they say, "Senior managers and administrators need to be strongly 

committed to the new values and create constant pressures for change." (ibid:357). The absence 

of this level of commitment during the first phase of the College-Massey merger negotiations 

was a crucial factor in leading to their failure. 

Kanter ( 1990) highlights the difficulty faced by leaders in sustaining this commitment. She 

observes that any restructuring activity produces "a window of vulnerability" (ibid:62) which 

leads to an increase in exposure to disease, "at precisely the same time as the corporate body is 

temporarily weakened." (loc. cit. ) .  The consequence of this is a crisis of commitment and the 

necessity for its reaffirmation. It is particularly ironic, she notes, that, at the point of change, 

when more commitment than ever is needed, "the basis for commitment itself is temporally 

weakened." (loc. cit.). Leaders need to carefully address this problem. 

Without leadership, commitment to change projects will ultimately fail. Using the metaphor that 

a number of other writers use to illustrate different claims, Conner ( 1998) speaks of 

commitment as being, "The glue that provides the vital bond between people and change goals." 

(ibid: 1 47). He observes that building commitment to change is not easy and is something for 

which many people are not prepared. Providing an example of this commitment, and 

encouraging others to share it, is something at which leaders have to work assiduously. 

Other writers (Milieu, 1 977; Bennis, 1 984; McLaughlin, 1985 ; Hersey & Blanchard, 1988; 

Limerick & Cunnington, 1993; Cummings & W orley, 1 997) also highlight the importance of 

commitment to any projected change and note the necessity for leaders to model a high level of 

commitment for others to follow. 

2.3.2.2 Leadership Courage 

Closely allied to the "commitment to change" role of leaders is their role in demonstrating the 

perseverance or courage that is necessary to see the change through to successful completion. 

Commitment can be at a number of levels but if it merely remains at the conceptual or 

emotional level, and does not progress to the action level, then very little is achieved. 
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Bennis and Nanus ( 1 985) indicate that leaders need to be reliable and tirelessly persistent 

(ibid:45) and Conner ( 1 998) warns that they must, "Stand fast in the face of adversity, 

remaining determined and focused in the quest for the desired goal." (ibid: 147). Covey ( 1 995) 

suggests that to act out new scripts during a time of change requires courage (ibid:9), and Miller 

( 1990) indicates that a certain toughness is required of a leader (ibid: 1 87). Harrison and 

MacIntosh, ( 1989) also, are quite clear that on this matter. To be effective, they declare, leaders 

need to have courage and display, "a readiness to grasp nettles and to take unpalatable decisions 

from time to time." (ibid:49). 

Numerous other writers concur with this Vlew (e.g. Connor & Lake, 1994; Fullan & 

Stiegelbauer, 1 992; Peters & Austin, 1 985; Schein, 1992) . They suggest that, if leaders are to be 

effective, then they must have the courage of their convictions and have sufficient fortitude to 

convert into action what they have portrayed as their commitment. The Price Waterhouse 

Change Integration Team ( 1 995) puts this well. When speaking of opposition that often comes 

from those members of an organisation who seek to cling tenaciously to practices of the past, 

they enjoin leaders to be courageous and, "Slay a sacred cow today." (ibid:59). 

2.3.2.3 Leadership Consistency 

As part of their role in building up the trust that is necessary in order to obtain the preparedness 

of organisational members to commit themselves willingly to a significant change, leaders, as 

well as being committed themselves and having the courage to demonstrate their commitment. 

need also to be consistent in all they say and do. 

One of the themes that Peters and Waterman ( 1 984) developed in their writings was the 

importance of leaders being consistent in all their words and actions. They believe that actions 

speak louder than words and that people watch for patterns in the actions of a leader and can 

readily detect any mismatch that may be present. If inconsistencies are revealed, then this 

inevitably leads to a serious erosion of trust; something that leaders can ill afford to let happen. 

Kotter and Schlesinger ( 1 986) note that, in approaching organisational change, leaders have 

many decisions to make. It is very important, they argue, that, in making these decisions, leaders 

take great care to be consistent both within the organisation and when responding to events 

outside the organisation. From their observations, they conclude that successful change 

operations are those where the decisions made are both, "internally consistent and fit some of 

the key situational variables." (ibid: 1 69). 
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The need for leaders to display consistency in all that they do is also highlighted by West and 

Hughes ( 1986). They point to a natural tendency, bordering on cynicism, of most people to take 

a "wait-and-see" attitude towards new approaches; to be suspicious that initial leadership moves 

may not be all that they seem to be. To ensure that such an attitude has no grounds for survival, 

leaders need to be meticulous in their efforts to ensure a high level of con
'
sistency in all that they 

do. The authors quote Pat Lowry, a prominent American industry leader, as saying: 

I am convinced that a cornerstone of good industrial relations is management 
consistency - knowledge that whatever the circumstances and pressures the 
management will so far as it is possible react in the same way to a particular 
situation whenever it arises. The knowledge that management always responds 
consistently and fairly as well is an even more essential ingredient to industrial 
relations than a well-drafted grievance procedure or an equitable pay system. 
(ibid:2 1 )  

If, in the opinion of those closely involved, the importance of consistency takes precedence over 

such important matters as salary and conditions of employment, then it behoves leaders of 

change to regard this matter very seriously. 

2.3.2.4 Leadership Compromise 

Another very important matter to which leaders must attend, if they wish to gain genuine 

commitment from their followers, is the matter of compromise. Inevitably, in almost all 

significant organisational change, some form of compromise is not only likely but is also often 

highly desirable. A number of writers present some useful guidelines on this subject. Handy 

( 1994) makes some pertinent observations about the nature of compromise and its importance in 

facilitating organisational change. He speaks of the importance of compromise as a prerequisite 

for making progress and, in this action, both sides have to concede for both to win. For Handy, 

"Compromise is essential to democracy. It is also essential to leaders who want willing and able 

followers, not sycophants." (ibid:84). He makes the interesting observation that the morality of 

compromise sounds contradictory, as compromise is usually taken as a sign of weakness, or an 

admission of defeat. Strong people, it is often thought, don't compromise. But Handy argues. 

very convincingly, that, in fact, they do. More important, they know when to compromise. 

Speaking of those people who don't compromise, who are so certain that they are always right, 
he makes the insightful comment, "There is, however, a seductive power in certainty. If you 

have no doubt, then you never see the need to compromise." (loc.cit. ) For these people, Handy 

says, compromise is a "weasel word" which signifies capitulation and is something they 

steadfastly refuse to contemplate. Effective leaders know better than this. The certainty and self 
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assurance of good leaders, Handy asserts, must be tempered with the spirit of compromise if 

others are not to be excluded and productive change is to result. Not withstanding all that he has 

to say of the importance of engaging in compromise, Handy offers a cautionary comment that 

effective leaders would do well to carefully heed. "On the other hand, excessive compromise 

can give away too much. It can be seen as weakness, not as consensus building. The wrong 

compromise can block progress, not promote it." (ibid:85). The skill in this case, as in most 

other cases, is to be able distinguish the wrong from the right. 

Newton and Tarrant ( 1992) make useful observations about the place and process of 

compromise. They point out that, "Negotiation is often a key process in the mobilisation of 

change" (ibid: 1 02) and that an essential part of this negotiating activity is the engagement in 

compromise. Most emphatically, they declare: 

Negotiators should not start by seeing the process in adversarial terms; rather they 
should search for the principles each party to the negotiations wishes to uphold. 
When these have been drawn out, the negotiations begin as a joint endeavour to 
find the positions that will work to mutual advantage. (ibid: 103) 

This appears very sensible advice for leaders to follow. 

Another useful commentary on the place of compromise in the change process comes from 

Mant ( 1 997) who develops the interesting notion of binary and ternary modes of operation, with 

the former leading inevitably to a win-lose situation and the latter to a win-win outcome. The 

central question in the binary mode is, "Will I win?" whereas the ternary mode asks, "What is it 

for?" In the binary mode of thought, Mant points out, somebody always comes out on top. In 

the ternary mode, the product or purpose comes out on top. (ibid:6). Applied to the compromise 

situation, the ternary mode of operation is clearly the one which leaders need to employ if they 

wish to be effective. 

2.3.2.5 Leadership Timing 

Leaders need to consider the issue of timing when seeking support and commitment for an 

intended organisational change. This involves such considerations as when to initiate a change, 

the rate at which it should be pursued and when it should be suspended or brought to a 

conclusion. Getting these matters right has a large bearing on the extent to which commitment 

to the change can be secured. Good leaders are well aware that change, badly timed or pursued 

at an unacceptable pace, is most unlikely to obtain, from those involved, the level of 
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commitment necessary to ensure i ts  success. A number of writers examine this matter and signal 

the crucial role that timing plays in any organisational change. 

Pfeffer ( 1 992), speaking of change, declares, "Timing is (almost) everything." ( ibid: 176) He 

points out that it is not only important to determine what to do in terms of a projected change, 

but also when to do it. He suggests that the dimension of timing in the change process is often 

neglected and makes the obvious, but relevant, observation that, "Actions that are well-timed 

may succeed, while the same actions, undertaken at a less opportune moment, may have no 

chance of success." (ibid:227). 

Likewise, Conner ( 1 998) suggests that "timing is everything" and notes that the timing of a 

commitment to a change is a key factor to its eventual success. If such commitment forms too 

early then it won't be sustained. If it is formed too late then it won't matter. The crucial 

variable, he asserts, is "the timing of the resolve." (loc. cit. ) .  Marks ( 1 998) supports this view 

and declares that, ''Time and the timing of events are critical in instituting change" (ibid: 14). 

Other writers refer to the time that change takes. (Harvey-Jones, 1 988; Hassard & Sharifi, 1 989; 

Baldridge & Deal, 1 995). Most writers share the view that effective organisational change takes 

a considerable time to achieve and considerable patience is required to see it to completion. 

Fullan ( 1 997) is broadly representative of such views. He suggests that leaders of change should 

assume that effective change takes time and that unrealistic or undefined timelines fail to 

recognise that implementation of change proceeds developmentally. He has a salutary warning 

for leaders who fail to make this assumption and who are looking for change to take place very 

rapidly. From his experience, he concludes that, "Significant change in the form of 

implementing specific innovations can be expected to take a minimum of two to three years; 

bringing about institutional reforms can take five or more years." (ibid:2 12). 

One writer, who takes a contrary view, is Carr ( 1 997). He offers the following advice: 

The first requirement for large change is speed over the ice. Do not try to advance a 
step at a time. Define your objectives clearly and move towards them in quantum 
leaps; otherwise interest groups will have time to mobilise and drag you down. 
(ibid: 1 80) 

He declares that speed is essential and that it is almost impossible to go too fast. He suggests 

that vested interests seeking to preserve past privileges will always argue strongly for a slower 

pace of change. He advises that, once the change programme has commenced, "Don' t  stop until 
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you have implemented it. The fire of opponents is much less accurate if they have to shoot at a 

moving target." (loc. cit. ). 

Although the general tenor of his writing suggests that Carr may not be entirely serious and that 

what he has to say is designed more for entertainment than for serious debate, there are some 

elements in his view that are worthy of consideration. It may be that, in some circumstances, 

speed of change is of the essence and that the strategy that he is advocating is, in fact, the most 

appropriate one for dealing with truly intransigent opposition. 

The overall message from all the literature on the timing element of change is that change 

leaders need to pay very careful attention to this element if they wish their efforts to be 

rewarded with success. They need to realise that there is no single recipe for success in this 

matter. What is required of them all, as a number of writers point out, is for them to be able to 

develop, Ha sense of timing" (Havelock, 1978:xi). They need to know, "when to push and when 

to ease back" (Connor & Lake, 1994: 130) and to be adaptable enough to be able to respond 

quickly to the temporal circumstances of their own particular change situation. 

In this chapter, a broad sample of the literature on organisational change has been reviewed. The 

criteria of relevance, robustness and recency have been used as a basis for the literature selected 

for review and the literature thus selected has been presented as a response to three specific 

questions: What are the important characteristics of change? How best can the process of 

change be managed? What is the role of leadership in this process? 

In the next chapter a review is presented of the literature related to the change process involved 

in mergers, amalgamations and acquisitions in tertiary educational institutions. 
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In this chapter, New Zealand and overseas literature concerning mergers, amalgamations and 

acquisitions in tertiary educational institutions is reviewed. A general overview of the merger 

process is followed by a more specific focus on the reasons for which mergers succeed or fail. 

3.1 Problems Of Definition 

In presenting a review of the literature relating to mergers, amalgamations and acquisitions 

within the tertiary educational sector, it is apparent that there is a great divergence of opinion as 

to the meaning of these terms. In some cases, the terms "merger" and "amalgamation" are used 

synonymously and sometimes they are seen distinctively while the term "acquisition" 

sometimes covers both terms and sometimes is perceived differently and is referred to as a 

"takeover" . 

Smithells ( 1992), in her study of the change in relationship between Hamilton Teachers College 

and the University of Waikato, makes it clear that the term "merger" in her study can be used 

i,nterchangeably with "amalgamation" and this is very helpful for the reader. Meek and O'Neill 

( 1988) also use the terms interchangeably and add the term "consolidation". They make a useful 

distinction between "merger" and "integration" declaring that, "Basically, a merger is the 

combination of two or more organisations to form one entity, while integration is the process 

following merger when components of the two organisations are combined ... The process of 

integration takes years." (ibid: 137). 

Usually the terms "merger" and "amalgamation" are used interchangeably but, at times, some 

distinction seems to be made. 

The College of Education-Massey University merger exemplifies this point. When formal 

negotiations began in 1990, neither term was used to describe the objective of the negotiations. 
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Instead the term "Closer Educational Relationships" (CER) was used as it was felt that the term 

"amalgamation" could be counter productive (JSC minutes, 1 3/2/90). Official records show, 

however, that, by the end of 1 990, the term "amalgamation" was being used while the term 

"merger" also gained currency. By the time the "Memorandum of Agreement" was signed on 1 5  

May 1 995, the term "merger" had gained ascendancy. 

It is evident from the records, that while these terms were often used interchangeably, there 

were times when they appeared to have different meanings, although what these meanings were 

was never explicitly resolved. The term "merger" seemed simply to "emerge" as the best 

descriptor of the final outcome of the CER negotiations. 

Attempting to determine the meaning of the term "acquisition" is somewhat less problematic 

but again there is some equivocation as to what constitutes a "friendly acquisition", (for some a 

contradiction in itself) and what are more clearly "hostile acquisitions". 

For some, "friendly acquisition" is a synonym for "merger" or "amalgamation", for others it is a 

"takeover". "Hostile acquisition" seems to escape this ambiguity and is almost universally 

recognised for what it is: the complete take-over of one institution's  control and assets by 

another with its consequential loss of power and identity. 

The review of the literature which follows acknowledges this definitional difficulty and takes 

care to minimise the possible ambiguity that may arise in the usage of the terms in question. 

3.2 The New Zealand Scene 

At the time when the present study began, ( 1 989- 1 996) only one "merger" of tertiary 

educational institutions in New Zealand had occurred: Hamilton Teachers' College and the 

University of Waikato and was effective from 1 January 1 99 1 .  To date. the literature covering 

this merger has not been extensive but the two studies and two paper presentations reviewed 

here provide very useful commentaries on what occurred during the merging process and they 

offer valuable insights into the organisational change process generally. 

The first study, "Amalgamation" (Smithells op. cit. ), covers an investigation of the perceptions 

of staff, a chronology of events and an historical overview of the amalgamation of the 

University of Waikato and Hamilton Teachers' College. Here, Smithells points out that, by the 

1 980s, the merging of two or more tertiary institutions had become prevalent overseas but had 

not been possible in New Zealand because of the restrictive nature of the legislation existing at 
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that time. However, with the educational reforms of the late eighties, and the passing of the 

Education Amendment Act 1 990, this changed. Hamilton Teachers' College and the University 

of Waikato were the first institutions to take advantage of the new possibilities and, on 1 

January 199 1 ,  after some eighteen months of negotiations, the two institutions amalgamated and 

became the University of Waikato School of Education. 

Smithells ( 1 992) presents a review of the literature relating to amalgamations and mergers and 

notes that, "Due to the amalgamation of cross-sectoral institutions not being possible until 

recently there has not been any New Zealand literature available on this subject" (ibid:26). 

Reference is made to earlier unsuccessful explorations of merger possibilities between the 

University and the Teachers' College carried out in 1974 and 1 975 by Professor Freyberg, and 

to predictions by Taylor and Renwick that, in the future, institutions such as the University of 

Waikato and the Hamilton Teachers' College, would eventually amalgamate. (op. cit:2 1 -23). 

Following a brief review of the state of the then current institutional relationships between other 

universities and colleges of education in New Zealand, and a short history of the University of 

Waikato and Hamilton Teachers' College, the author provides a chronology of events and 

decisions that led to the amalgamation on 1 January 199 1 .  This raises the important question, 

"What is the optimum length of time that negotiations for a merger be engaged in before 

resolution, is, or is not, achieved?" At the same time it provides an empirical baseline for others 

engaged in a similar exercise to consider. It is very interesting to note here that, while the 

Waikato University-Hamilton Teachers' College amalgamation was completed (finalised) after 

only eighteen months of negotiations, the Massey University-Palmerston North College of 

Education merger took almost seven years to achieve. In Chapter Eight, an explanation is 

offered for the considerable time taken for the Massey-College merger to be effected. 

Smithells' study concludes with the presentation of the author's findings from her analysis  of 

responses to the questionnaire she used to gather data. A number of relevant points relating to 

the process of change emerge at this stage. 

Effecting mergers is neither easy nor instantaneous and the question of how long to proceed 

with the relevant negotiations, and at what speed, is highly problematic. Smithells ( 1 992) found 

that, "Many staff had become alienated due to the frustrations and the numerous changes which 

they had been expected to cope with during a short period of time." (ibid:8 I )  Some felt that 

while the amalgamation was the right move, "It had been too rushed." (ibid:65). 
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Another finding highlighted by Smithells' data relates to the importance of paying full attention 

to the need to communicate and consult effectively throughout any process involving significant 

change. When asked for the advice they would offer to similar institutions which were exploring 

the path of amalgamations, a number of staff referred to the importance of these two activities. 

One said, "Good communication and dissemination of information" was important. (ibid:73). 

Another advised, "Let staff know how it effects them" (loc. cit.) and yet another said, 

"Extensive consultation with all staff before an amalgamation decision is reached. More 

accurate information on the possibilities needs to be proposed at the consultation stage rather 

than vague generalisations." (loc. cit. ). 

A further important point brought into focus by Smithells' findings concerns the vital 

importance for each party to any merger trying to fully appreciate the culture of the institution 

with which they are merging. This is no easy task and some of the comments by the respondents 

in her study show that this was seen as a problem. 

Smithells notes that general staff of the Teachers' College felt that they did not know enough 

about the University administrative systems and that the University staff did not know sufficient 

about theirs. Some staff suggested that, "University seems unaware or unconcerned about what 

people do in the School of Ed ... School of Education also need to know more about counterparts 

in the university." (ibid:68). Another comment was, "The corporate culturelbureaucratic process 

of both institutions felt their way was the best." (loc. cit. ) .  This being the case, and with what 

Smithells saw as familiarisation in one direction only, it was hardly surprising, she believed, 

"that this amalgamation was perceived by some, more as a takeover or a merger-acquisition 

than a true amalgamation." (ibid:80). 

The second study reviewed here was undertaken by Oliver ( 1 992) who examined the University 

of Waikato Bachelor of Education and Diploma of Teaching programmes following the merger 

of the University with Hamilton Teachers' College. Sub-titled, "An investigation into the 

Process of Change", this study had a more detailed focus on the process of change than the 

Smithells' study and Oliver has insights to offer. 

After providing a brief summary of both the legislative changes in New Zealand that allowed 

amalgamations to take place and of the discussions that led up to the amalgamation, Oliver 

provides a useful review of overseas literature relating to amalgamations of tertiary educational 

institutions . . 

The author noted three common themes apparent in the overseas literature. 
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First, the research was mainly concerned with portraying an overall picture of institutional 

amalgamations rather than focusing on one particular aspect. 

Second, the studies pointed out that there is no one formula which can be followed to produce a 

successful merger and, as a result, care has to be taken in generalising across different 

situations. 

Third, the dominant methodologies employed, in examining mergers, have been qualitative 

techniques through case studies and cross-sectoral comparisons. 

A number of other issues appearing in the literature were then briefly discussed. It was observed 

that the merger process does not readily transcend organisational conflicts and politics, with fear 

and anxiety by staff members over job security and institutional governance being the most 

significant problem. The time factor in the merger process was given much attention and shown 

to be very important as was the value of adopting an inclusive rather than an exclusive approach 

to the process. 

After noting that, "There appear to be about as many theories of the change process as there are 

writers on the subject", (ibid: 10) Oliver suggests that there are some broad areas of agreement 

and she refers to Bennis's ( 1 985) two broad types of theory: theory of change and theory of 

changing. She makes reference to the work of Deal ( 1 990) and to that of Hopkins and Wideen 

( 1 984) who make the distinction between "adoptive" and "adaptive" models of change. The 

former is essentially a top-down model, with the emphasis on getting those involved to simply 

adopt the change, whereas the latter is more a bottom-up approach, where the emphasis is on 

developing a capacity for change from within the organisation itself. Oliver also makes 

reference to "drift theory" as advanced by Giacquinta ( 197 1 ), where considerable "drift" often 

occurs between the initiation of a change and its institutionalisation. 

Oliver's review of the change literature is valuable for at least two reasons. First, it highlights 

the tremendous range of theories that abound in literature on the change process and, second, it 

draws attention to the useful "theory of change" and "theory of changing" distinction first 

proposed by Bennis ( 1966) three decades ago. Theories of change focus on the dynamics of the 

change process whereas theories of changing concern themselves with what needs to be done to 

induce change and insure that it is successful. The theory presented in this thesis (Chapter Nine) 

would fit into this latter category. 
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Following a summary of the literature concerning the characteristics of effective change agents 

Oliver presented details of her study and a final report, "Summary and Conclusions". In this 

section, a number of insightful observations were made. Oliver concluded, as many researchers 

have done, (e.g. Covey, ( 1 997) ;  Marks, ( 1 998); Kanter, ( 1 983); Peters & Watennan, ( 1984» 

that the human factor in the change process is absolutely crucial. The commitment of those 

people involved in the change is a key element. She notes: 

One of the most significant themes to emerge from this study would have to be that 
people, and not organisations, bring about change. The process of change resulting 
from the amalgamation involved people's abilities, their foresight and, of course 
their idiosyncrasies, that is, the human factor. (ibid:42) 

A second factor of great importance, was what she described as, "The culture differential". This 

manifested itself in the development of mutual suspicion between the staff of the fonner College 

and the staff of the University. The culture of the fonner group rested heavily on commitment to 

the development of teacher education whereas that of the latter group, "Placed a great deal of 

emphasis on research and publications." (ibid:43) . 

This "culture divide" appears to be an endemic threat to the success of all tertiary institutional 

mergers. Oliver observes that, in the case of the institutions she was studying, attempts were 

being made to bridge this divide by widening the definition of "research" to allow for the 

inclusion of more fonner College staff and by placing increased academic value on teaching 

experience and professional supervision. With respect to the "culture divide" as it existed at the 

time of the amalgamation, Oliver observed, "There was a measure of fusion but it will take 

time. and many tea breaks in the Common Room for it to become complete." (loc. cit. ) .  

Oliver also highlighted the resistance that, almost inevitably, accompanies any efforts to change 

the status quo. "Particular individuals and groups within the School continued to attempt to 

maintain their positions of power." (loc. cit. ) .  The fear and anxiety of the staff about their place 

in the new order of things was a very real concern and, while this is both understandable and 

reasonable, it presents a considerable challenge for those whose task it is to bring about the 

change as expeditiously as possible. 

Important, again, was time. A very compressed timing schedule for implementing the post­

amalgamation changes was put in place, forcing considerable constraints on the change 

facilitator. Speaking of the facilitator's approach, Oliver explained, "His major goal in 

facilitating the change was to allow people time to come to own the changes rather than to feel 
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that they had been imposed on them. However, the planning cycle of the University did not 

allow for this to occur." (ibid:44). 

In the endeavour to keep staff fully informed and genuinely involved in the change process, the 

change facilitator was greatly constrained by the time available. Considerable commitment was 

required of staff to keep pace with all the developments that were occurring and this exerted 

extreme pressure on staff morale. As Oliver discovered, "For some, the change process seemed 

like an administrative 'black hole' , consuming the goodwill of staff in continuous meetings, 

negotiations, and conflict resolutions" (loc. cit. ) . . 

Clearly, the desire to communicate and consult with those directly involved in any change must 

be tempered by the circumstances that currently prevail, time itself being one such 

circumstance. As Oliver observed, "Too much information, especially if at times contradictory, 

can be self-defeating." (loc. cit. ) .  

These observations highlight the crucial role that timing plays in  any organisational change 

activity. There can never be any "recipe" or "universal timetable" that will cover all situations 

but there need to be certain principles, or guidelines, that should be considered if the proposed 

change is to be effectively implemented. 

Oliver noted that the initial unstable environment resulting from the amalgamation posed the 

greatest problem facing the change facilitator and she suggested that the issue of change 

facilitator "style" be further investigated. She concluded her report by highlighting the need to 

understand the process of change and the role of change agents, declaring: 

In the past we have tended to learn as we go, based on our own experiences. As 
change continues to occur, and particularly in the amalgamation of tertiary 
institutions, it is essential that we continue to reinforce the need for an awareness 
of the dimensions of the change process, and acknowledgement of the best use of 
change facilitators. (ibid:46). 

Two papers by Ramsay ( 1 992), the change facilitator in Oliver' s  study, provide further insight 

into the change process. The first paper, "Achieving Change: The Amalgamation of Hamilton 

Teachers College And The University Of Waikato", was delivered at the New Zealand Teachers 

Colleges Association 1 992 annual conference in Auckland. The paper examined some of the 

literature on change theory, described some of the accounts of amalgamation overseas, 

suggested some reasons for the Waikato merger, detailed some of the subsequent events, 

examined some of the problems and looked towards the future. 
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When speaking of change theory, Ramsay referred to Oliver's review of the change literature 

and her suggestion that the literature revealed two broad typ�s of change theory: 

"implementation theory" and "change process theory". While these are useful conceptual 

classifications to consider as a way of dealing with the intimidating amount of writing in the 

area, it is important to remember that there is a certain degree of arbitrariness in such a 

classification, demanding some caution in its use. Ramsay makes the excellent point that, "Of 

course the two fields are closely related and one would expect the latter to inform the former." 

(ibid: l ) .  Indeed, and there may be yet other groupings, as Marks ( 1996) later suggested, which 

provide an even better picture. 

Commenting on work done by researchers of the change process, Ramsay cites four key 

conditions necessary for successful change to occur. First, the implementers of change need to 

own the change and this involves the existence of a clear vision and an inclusive, rather than an 

exclusive, approach to the change. Second, a repertoire of strategies is required. Third, there 

needs to be provision for what Ramsay refers to as "quality reflection time". Fourth, 

considerable attention needs to be paid to the culture of the institutions within which change 

will occur. Ramsay attests to the usefulness of these theories when he declares that, "These 

theories, which we found empirically in our research to be accurate, are very important in the 

merging of two institutions with differing cultures." (ibid:2). His declaration that, "Time is 

perhaps the greatest asset in any innovation and is also the rarest commodity", (loc. cif. ) is 

particularly apposite in this context. 

Looking at overseas change literature specifically focused on amalgamations of tertiary 

institutions, Ramsay covers much of the ground already covered by Oliver. He provides a five 

point summary of some of the major themes that emerge from the extensive collection of 

literature on this particular field of change. First, there is no one formula that can be followed to 

produce a successful merger. Second, the achievement of successful mergers requires skilful 

leaders committed to the idea of change. Third, the roles of all those involved in the change 

need to be spelled out very clearly. Fourth, shared decision making seems to be preferable to an 

hierarchical approach. Fifth, a considerable period of time is required for the successful 

accomplishment of an amalgamation. 

While these points are worthy of careful consideration, the first is of overwhelming importance. 

There is no magic prescription that leads to success. Change research experience, over and over 

again, bears truth to this claim and gives substantial support to the position argued in this thesis: 

for change to be effective, there are certain principles that must be followed but the strategies, 
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tactics and techniques that need to be employed to enact these principles is essentially a 

situationally specific matter. 

Using the culinary metaphor referred to earlier (Chapter One, p. 2), the principles to be followed 

can be viewed as the essential ingredients for the change "cake" that is to be "baked "but the 

relative balance of these ingredients and the length of their baking represent the strategies, 

tactics and techniques that need to be employed for a successful outcome. 

Following a detailed account of the reasons for the Waikato merger and the amalgamation 

process that occurred, Ramsay describes four major problems that arose during the change 

process. For those interested in bringing about similar significant organisational changes, these 

comments are particularly instructive. 

The first major problem was lack of time. There was insufficient time for the change agents to 

operate in a manner that allowed the participants in the change to take ownership of it. He 

observed, "The pace has been far too fast and some people have been left behind." (ibid:9). 

The second problem arose from the difficulty of trying to combine two very different cultures, a 

problem noted by both Srnithells and Oliver. The research and publications focus of the 

University culture was at considerable variance with the teaching and professional support focus 

of the Teachers College culture. 

The third problem related to the administrative structure that was finally developed. The original 

plan was not able to be actioned and, at the time of writing, a problem still remained. 

The final problem concerned industrial issues and, in spite of a considerable amount of 

goodwill, at the time of writing, this, too, remained unresolved. 

Ramsay concluded his paper with a reminder of the difficulties associated with predicting the 

future but suggested that indications of increased autonomy for the University'S  Schools and the 

greater emphasis on teacher education research, already in evidence, were positive signs for the 

future. 

The second paper by Ramsay, "Conditions of Change:  The Amalgamation of Hamilton 

Teachers College and the University of Waikato", (Ramsay, 1992) appeared as an article in the 

journal INPUT and covers much the same ground as the first paper but in compressed form. 

Ramsay gives an interesting account of the antecedents to the merger and, with reference to 
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Deal ( 1 990), observes that, "In order to let go of the past one must understand that past." 

(ibid: 1) .  

After acknowledging that, at the time of writing, the new amalgamated institution was probably 

still in the "honeymoon" period, he restated some of the emerging problems that he had noted in 

his previous paper: persisting industrial matters yet to be resolved, insufficient time for people 

to come to own the changes, culture differences persisting and departmental imbalances. 

3.3 Overseas Literature 

The literature reviewed in this section comes mainly from Australia, Great Britain and the 

United States of America. It is presented in two parts. The first part deals with general points 

about mergers and the second with the reasons advanced for the success and failures of mergers. 

3.3.1 Part A. Mergers: A General Overview 

3.3. 1 . 1  Merger Categories 

While most writers use the terms "merger" and "amalgamation" interchangeably to describe two 

or more institutions coming together to form a new unit, a number go further and make 

refinements within these groupings. Harman and Meek ( 1 988) note that amalgamations come in 

a wide variety of forms and patterns and they suggest that it is helpful to make some basic 

distinctions. (ibid:4). First, they draw the distinction between amalgamations that are voluntary 

and those that are involuntary; the latter resulting from force exerted by some outside body. 

They then make a further distinction between amalgamations that they describe as 

"consolidations" or "acquisitions". Consolidations occur between similar institutions with a new 

institution resulting. Acquisitions occur where one institution is largely unaffected and absorbs 

the other, or others. The authors note: 

For political reasons an acquisition is sometimes publicly presented by government 
as a consolidation, while it is not unknown for an institution facing absorption into 
a larger institution to argue that the merger should be treated as a consolidation, 
rather than an acquisition. (ioc. cit. ) 

Their third distinction refers to amalgamations between institutions in one sector of tertiary 

education with one in another sector. This they refer to as a "cross-sectoral amalgamation". As 

an example of this type, the Tasmanian College of Education amalgamation with the University 

of Tasmania is cited. They make a fourth distinction between amalgamation of institutions 

covering similar academic fields (e.g. two teachers colleges) and those with different interests 
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(e.g. a teachers college with a multi-school college). They point out that, in the business world, 

these amalgamations or mergers would be known as horizontal and vertical mergers 

respectively, although in the higher education field a considerable degree of overlap limits the 

usefulness of such a classification. 

A final distinction, they say, can be made on the basis of the number of institutions being 

combined. While mergers of two institutions are the most common in Australia, greater 

numbers of institutions have been involved but, almost without exception, these have been 

consolidations rather than acquisitions. 

Pritchard ( 1 993) provides a similar classification. She defines an institutional merger as, "an 

amalgamation in which two or more component institutions give up their legally independent 

identities in favour of a new joint identity." (ibid:8 1) .  She uses the words "merger" and 

"amalgamation" interchangeably. It is relevant to note here that, as she observes, "It is of course 

possible to have mergers between discrete components of an institution" (loc. cit. ). Some would 

argue this was the case with the College-Massey merger examined in the present study. 

Pritchard refers to "horizontal" mergers alternatively as "lateral" mergers and adds a further 

classification: that of "conglomerate" mergers, a term from the corporate world, where firms 

which specialise in very different products, amalgamate. In higher education, a conglomerate 

merger is one in which highly disparate fields of study merge. 

Her final distinction is that between unitary and federal mergers. In the former, various 

institutions, "are all submerged in a common identity and are governed by a central authority, 

whereas in the latter the component parts have much more autonomy." (ibid:83). 

Speaking of mergers generally and of the distribution of power, she points out that, if both 

partners play from an equal or nearly equal strength, then the partnership can be described as 

"symmetrical" and co-operation predominates. But, she claims, rarely is this the reality. "In 

practice, most mergers are on unequal terms (asymmetrical) and have a major and a minor 

partner: what would be termed in the language of business, an 'acquirer' and a 'victim' ." (loc. 

cit.) .  

Pfeffer ( 1 972), from the business world, provides a corporate perspective on the classification of 

mergers with one that parallels the horizontal, vertical and conglomerate typology already 

discussed. He indicates that the patterns of mergers among industrial companies fall into three 

distinct categories: ( 1) mergers to absorb symbiotic interdependence (horizontal), (2) mergers to 
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absorb competitive or commensalistiC interdependence (vertical), and (3) mergers for 

diversification (conglomerate). 

While these categories provide useful ways of describing the various forms that mergers or 

amalgamations may take and while, in the literature, there is general agreement about what each 

category describes, this is often not the case for those actually experiencing such organisational 

changes. What, for some, is a voluntary merger is seen by others as an involuntary one, with a 

very strong acquisition or takeover connotation. This different perception by the participating 

players can have a very significant influence on the ultimate outcome of the organisational 

change involved. In the College-Massey merger reported here, some of the staff and key player 

responses provided clear evidence of this difference. 

3.3. 1.2 Merger Reasons 

Meek, in a number of publications (Meek, 1 988; Meek, 1 989; Meek & Goedegebuure, 1 989; 

Meek & O'Neill, 1988), is emphatic that, "The forces which lead to merger seldom, if ever, 

originate solely within the institutions involved. The conditions that stimulate merger are mainly 

external ones." (Meek, 1988:348). This, he suggests, is one reason why so often there is internal 

staff and student opposition to merger proposals. 

In Australia, he maintains, these external forces are represented by government and are 

essentially financial. The results of his national survey involving leaders of higher education, 

gave support to this view with an overwhelming majority accepting the notion that, "despite 

official rhetoric, the Government is forcing amalgamations through the power of the purse." 

(Meek & Goedegebuure, 1989:35). 

In Australia, "At institutional level, merger is being driven by the desire of smaller institutions 

to survive and by the desire of the larger institutions to increase their share of the educational 

market." (Meek, 1 989: 16, Massey). Along with O'Neill, (Meek & O'Neill, 1 988: 16) he points 

out the relevance of the concept of "synergy" as a factor in providing a justification for merging 

(i.e. the presumption that the strength of the merged institution is greater than the separate 

strengths of the previously independent institutions). It is pertinent to note here that the 

synergistic argument was the one originally advanced by the Vice-Chancellor of Massey 

University when he made his initial merger proposal in 1 989. 

The literature on mergers in the United Kingdom provides a broadly similar picture of the 

reasons for mergers as that found in Australia. Pritchard ( 1 993), from the University of Ulster, 
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observes that, while an academic rationale is invariably provided for a merger, "it is almost 

always linked in some way to finance." (ibid:83). The operation of Meek's "power of the purse" 

is clearly not limited to the southern hemisphere ! 

In reporting the research of Fielden ( 1989), Pritchard suggests that, if Fielden's findings are to 

be accepted, then, ''The economic motives for establishing bigger HEI's through merger, must 

be treated with suspicion." (op. cit: 84). Like Meek ( 1989), Pritchard acknowledges the 

importance of the "survival factor" in motivating engagement in merger negotiations, 

particularly for institutions feeling themselves threatened. As she puts it, ''The most powerful 

reason of all for merging is the need to ensure the survival of one or more of the institutions." 

( ibid:85). 

In addition to academic, strategic and financial reasons for mergers, Pritchard highlights the 

importance of chance. "Mergers can result from somewhat random factors like political 

opportunism and fashion (a 'band wagon effect')." (ibid:84). 

Rowley ( 1 997) analyses the motives of higher education mergers in England. Her findings 

concerning these mergers provide a somewhat different perspective. She suggests that. while 

financial reasons were a consideration, most mergers were not predicated on the prospect of cost 

savings. Of mergers, she asserts, "Although a few predicted economies of scale this was not a 

key driver for merger." (ibid:260). 

3.3. 1 .3  Merger Factors 

From the literature, three elements emerge as requiring careful attention in any merger situation 

- time, leadership and luck. 

(a) Time 

The literature relating to the time required for the merger process to proceed efficiently to an 

acceptable conclusion is interesting but equivocal. There is no dispute that, in both the 

negotiation and implementation phases, time, and sufficiency of it are important. Not all writers 

agree, however, on just what the length of this time should be. They do agree that appropriate 

timing is crucial, although what, in practice, constitutes being "appropriate", is unclear. Meek 

( 1988), in presenting lessons from the merger experience, declares: 

The fourth lesson is that the accomplishment of merger takes time to achieve. 
Mergers take up a considerable amount of time. The time required to plan a merger 
can be anywhere between three months and over a decade. It may also take a 
considerable amount of time for the benefits of merger to appear. (ibid:347) 
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Regarding the time for benefits to appear, Meek quotes MilIett ( 1 975) who believes that, "It is 

no exaggeration to say that most mergers take about ten years for the wounds to heal and for the 

new realities to be generally acceptable and workable for the faculty, students and staff." 

(Millett, 1 975 :97) .  

Wedderburn ( 1 987), in her account of the merger of Royal Holloway and Bedford College, 

provides an example of a merger where the decision making period was remarkably short and 

where, "It proved possible to begin the physical movement of staff and students ... only six 

months after the declaration of intent to merge." (ibid: 1 1 3). She notes that all aspects of the 

merger (shift to a new site, academic integration etc.) were largely completed just three and a 

half years after the declaration of intent. 

The negotiation period for the merger, in Scotland, of Moray House with the University of 

Edinburgh, was similarly brief, taking just under two years from the time the negotiations began 

until their successful completion. (Cornish, 1 998). Pritchard (op. cit.) is one who favours this 

sort of negotiation time frame. She is in no doubt that mergers should be brought about 

speedily. She declares: 

It is best to implement a merger rapidly, especially if it is controversial. Long 
delays weaken resolve, make plans unravel and give space for disagreements to 
occur... Discussions which are protracted over a period of almost a decade are 
likely to have an adverse effect on the HEIs involved, not least by absorbing time 
and energies better used in an academically productive way. (op. cit:86) 

Rowley ( 1 997), in her study of thirty tertiary institution mergers In England, provides an 

excellent example of the difficulty of trying to prescribe the length of time that should be 

devoted to effecting a merger. She found that, "Typically the process of merger took more than 

a year but less than two." (ibid:252) She also found that there seemed to be no direct 

relationship between the length of time spent leading up to and negotiating the merger and the 

satisfaction with the outcome. Of the three mergers in her study which had resulted in 

disappointment and the four which had exceeded expectations, it was found that: 

Two of the disappointed cases followed more than five years" prior collaboration -
including validation and associate college agreements, while half the "excelling" 
cases had no history at all of prior collaboration. In all disappointing cases, the 
merger process had taken less than one year, although in half the excellent cases 
this was also true. (ibid:258) 
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While it is important to devote the appropriate length of time to effect a merger, the length of 

time required is essentially situation specific and is not in any way amenable to one fomiula. 

Each situation has to be carefully considered on its individual merits and circumstances. What is 

important, as Fielden and Markham ( 1 998) point out, is to allow sufficient time in each case for 

the process to proceed in order to enable, "thorough evaluations to take place, and for trust and 

good relationships to be established between the institutions." (ibid:6). 

(b) Leadership 

In any organisational change, the role of leadership in the management of the merger change 

process is crucial in determining its success or failure. Pritchard ( 1 993) expresses this notion 

very well and she adds a somewhat controversial suggestion that the style of leadership in a 

merger should change as the merger becomes more established. She declares that, "The most 

important single factor in assuring the success of a merger is good management from the top." 

(op. cit:85). She suggests that this has consistently been found to be the case with corporate 

managers and, "is also true of educational mergers." (loc. cit.) .  While readers might take issue 

with the importance she attaches to leadership in the merger process, all writers seem to agree 

on its significance. Where they differ is with the emphasis she places on a strongly directive 

style of leadership. She claims that, "The leadership style characterising the early years of a 

successful merger is strongly directive (some would say even brutal !)" (loc. cit. ), but implies 

that she is not one who would find fault with this. She suggests, however, that this approach 

should be modified as the merger institution matures and that: 

As normalisation replaces crisis, less attention should be paid to controlling people 
and more to developing institutional loyalty and raising institutional morale, 
perhaps veering towards what Ouchi ( 199 1)  has so graphically described in his 
book, Theory Z. (loc. cit. ) 

Her views, as implied by these declarations, find little support in the writings of others in this 

area or in the field of organisational change generally. The overwhelming view of the majority 

of writers (Covey, 1992, 1995, 1997; Bennis, 1984, 1985, 1993, 1997; Chance, 1996; Fu 1I an , 

1 985, 1 993, 1 997; Gibson, 1997; Handy, 1 985, 199 1 ,  1 994, 1 997; Kanter, 1983, 1985; Kotter 

1988, 1 990, 1 997; Mant, 1997; Nanus, 1 992; Peters & Waterman, 1984; Schein, 1 992; Yukl, 

1998) points to the effectiveness of a less controlling style of leadership and to the value of 

greater collegiality and participation in the change process. 
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In spite of the very best efforts to carefully plan all the elements of the merger process, the part 

played by luck, or chance, should never be discounted. Three writers, in particular, draw 

attention to this factor. ' 

Rowley (op. cit.), in her study, asked the respondents, "What were the unexpected outcomes of 

the merger bonuses and problems?" From their replies, it became obvious that there were 

numerous developments of strategic significance that had not been planned. These features 

appeared and had to be considered, some for the better and some for the worse. Quoting from 

Mintzberg and Waters ( 1 985), she indicated that her findings supported the assertion that, 

"strategy walks on two legs: one deliberate and one emergent" (Rowley, 1997:257). There was 

evidence supporting the interpretative view of strategy where a manager, "will discover the 

meaning of yesterday's action in the experience and interpretation of today." (lac. cit.). This 

combination of hindsight, chance and plain luck is often a powerful force in many change 

situations and, while never a substitute for careful planning, should certainly be utilised when it 

appears. (Chapter Nine, p. 28 1) .  

Meek ( 1 989) also draws attention to the serendipitous element in the merger process. While 

asserting that a successful merger requires strong leadership, good organisation, a degree of 

goodwill and adequate dissemination of information, he also declares it requires, "a hell of a lot 

of good luck." (op.cit:2 1 ). This is not an excuse for failure, or for a lack of adequate planning, 

but a useful reminder that not all the elements in the merger process can be kept fully under 

control. 

The chance element in the creation of institutional mergers is also highlighted by Birley ( 1 99 1 )  

in reference to the merger of the New University of Ulster and Ulster College. H e  considered 

that, in that merger, it was not easy to separate accident from essence with regard to the actual 

process of the merger. He declared that, "Mergers are, in any event, accidental phenomena, 

mere instruments of social and educational policy, not substitutes for it." (ibid: 1 35). 

3.3. 1 .4 Merger Outcomes 

The literature on the outcomes of tertiary institution mergers is generally very positive although 

the criteria for judging success are varied and they depend largely on who is making the 

judgement. Goedegebuure and Vos ( 1 985) believe that, on the personal level: 



Mergers always result in losers and winners: those who have lost their former 
status and power position, those who have to change their daily routines because 
they are faced with new demands, those who have gained prestige because of their 
abilities to negotiate, those who find themselves in control of very large institutions 
etc. (ibid:2 1 2) 

7 1  

Speaking specifically of the merger scene in the Netherlands, the authors say that, "From the 

point of view of both government and HBO Council,l the merger operation has been a definitive 

success," (loc. cit. ) but, "From the point of view of the institutions, the feelings appear to be 

mixed." (loc. cit.) .  

Cantor ( 1 988), reporting on the Loughborough University of Technology and the 

Loughborough College of Education merger in the 1970' s, assesses it as, "The most successful 

and least painful of the seven cross-sectoral mergers that occurred in England and Wales in the 

nineteen-seventies" (ibid: 1 80). Like Goedegebuure and Vos (op. cit. ), he acknowledges the 

personal cost to many of those involved. "It was not of course, accomplished without trauma 

and agony, particularly for those members of the former college who had to come to terms with 

a changing environment, with the loss of status and, most of all, loss of jobs." (loc. cit. ) .  

Meek ( 1985), in discussing mergers in the United Kingdom, makes a similar observation. "No 

merger is painless. Mergers involve change, ... and there is no such thing as painless social 

change. Cross-sectoral amalgamations involve more changes than any other form of educational 

merger." (ibid: 169). 

He suggests that, not withstanding the personal trauma involved, such mergers also have great 

positive potential for achieving innovation. The cases of cross-sectoral merger on which he 

reported seemed to be successful. This qualified assessment is indicative of the difficulty that 

attends most merger evaluations. In the absence of universally agreed assessment criteria, it is 

very difficult to produce credible definitive judgements. 

Meek ( 1988) also makes the almost self-evident, but nevertheless, interesting observation that, 

"In cross-sectoral university/college mergers, the outcome of the merger is always a university." 

(ibid: 165). He notes that, where the university personnel involved in the merger have adopted 

an elitist and superior attitude, "These mergers (or takeovers) have produced sterile and 

unexciting results." (loc. cit. ) . 

1 HBO = the non-university sector of higher education. 
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Pritchard ( 1993), commenting on mergers and linkages in British higher education, sounds a 

cautionary note about the place of excessive competition in education and expresses serious 

reservations about the merger movement. Like other writers, she comments on the down side of 

the merger process : "All mergers, almost by definition, have unpleasant features . . .  Mergers are 

thus by their nature very upsetting, sometimes even traumatic. They are not guaranteed to be 

cost-effective." (ibid:89). She concludes by casting considerable doubt on the success of 

mergers generally and citing what she sees to be the case with mergers in Australia, In 

particular: 

In Australia, where mergers have taken place on a vast scale since the early 1980s, 
there is now evidence that standards are deteriorating; the blurring of distinctions 
between educational levels has resulted in undergraduate modules, thinly 
disguised, being passed off as graduate modules. (ibid: 100) 

Rowley ( 1997) presents a different picture. In her OpInIOn, usmg the self-assessment of 

institutional personnel, most mergers in the HE (Higher Education) sector are successful. This 

compares with the 50% reported in the industrial mergers' study of Kay et al. , 1993. Although 

she concedes that the position is less clear when financial performance is used as a criterion of 

success, she reports that only ten per cent of the mergers in her study (i.e. three cases) could be 

considered failures. This raises the questions of "Who does the assessing?" and "What criteria 

should be used?" In Rowley's  case, it is not too surprising that self-assessment by institutional 

personnel should result in a reasonably positive response since, as Harman ( 1993) observes, 

"Generally participants in mergers prefer to write about achievements and difficulties overcome, 

rather than about failures." (ibid: 12 1) .  

Concerning the Australian situation, Harman (ibid) notes that amalgamations, (used 

interchangeably with the term merger) have produced numerous administrative organisational 

and personal problems. "Anxiety levels among both academic and administrative staff have 

been high." (ibid: 196). Like Goedegebuure and Vos, (op. cit.) he points out that, "In all 

institutions there have been clear individual winners and losers ." (loc. cit. ). In spite of this, his 

overall assessment of the outcome of the institutional amalgamations is guardedly positive. He 

makes the judgement that: 

On balance, the results appear to be offering important advantages and benefits. 
Many institutions have new structures in place and appear to be operating 
smoothly. New communication technologies are being applied to link 
geographically separate campuses for both committee meetings and teaching, and 
in many institutions there is a new competitive and entrepreneurial approach . . .  In 
many cases it appears that major organisational restructuring has made the 
development of new approaches and policies relatively easy to achieve. Uniformly, 
the role of senior management at institutional level has been strengthened. (loc. 
cit.) 
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One exception to this picture is the 1 989-90 merger of the University of New England with 

three colleges of advanced education which Harman describes as a merger that failed. He notes 

that participants and observers identified many different reasons for the failure, three of which, 

he believes, were of particular importance. These were a lack of commitment between the 

University of New England and one of the merging colleges, the adoption of an unsatisfactory 

devolved structure and personality difficulties. At least two of these factors, lack of commitment 

and personality difficulties, have direct relevance to the College-University merger that is the 

subject of this research (Chapter Eight, pp. 229 and 23 1) .  

Mahoney ( 1 995), in his study of ten post-binary merged institutions in Australia also provided 

evidence that the outcome of higher education mergers is not always an unqualified success. He 

found that many difficulties present themselves as a merger proceeds. In the examples he 

studied, he found that the blending of the former higher education cultures was not being 

achieved, that the resultant synergy was not as great as anticipated and that, "The College 

legacy was not perceived to be notably significant in the new order ."(ibid: 87). 

A rather sceptical assessment of the merger scene is provided by Knight and O'Neill ( 1 988) 

who, in a provocative paper, "Mating and Amalgamating", draw on a sustained analogy with the 

animal kingdom. They conclude that, "Tertiary amalgamations are involuntary, almost always 

protracted, quite resistible, entered into with great caution and not very fruitful." (ibid:68). 

From this consideration of the literature on merger outcomes, two conclusions emerge. First, all 

mergers involve considerable upheaval, concern and anxiety. Second, the question of success or 

failure of mergers is highly problematic. Different people, with different criteria, come up with 

different conclusions, although, in broad terms, the literature seems to provide qualified support 

for this form of organisational restructuring. 

3.3. 1.5 Mergers: Future Direction 

With the literature reviewed here focusing on what has happened to the present time, two 

questions naturally arise, "What of the future? Will the move to merge tertiary educational 

institutions continue or will there be a swing in the reverse direction as happened with the 

University of New England amalgamation?" In a definitive sense, only history and hindsight 

will provide the answers to these questions although reference to the literature provides some 

basis for speculation. 
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Meek ( 1 988) traces the development of educational mergers in the United Kingdom over the 

past three decades and describes them as resulting from government policy: the first series, 

1 966- 1 97 1 ,  as a result of the expansion of British higher education, and the second series as a, 

"response to fiscal crises, demographic trends and the over supply of teachers." (ibid: 160). He 

suggests that, "Future mergers in Britain, Australia and elsewhere, will probably result from 

financial crises. But they will also be driven by the need for higher education to be seen as 

relevant to the community which it serves." (ibid: 169). 

Pritchard ( 1 993), as already noted, has serious reservations about the form mergers take in the 

United Kingdom. She argues that government's policy of encouraging competition in the 

education sector has in it, "an inherent destructive potential which requires to be mitigated by a 

whole spectrum of collaborative structures." (ibid:80). In her view, seeking a number of 

different forms of linkages (e.g. affiliation, validation, accreditation, franchising and the like, 

stopping short of merger) is the direction in which higher education institutions should be 

heading. 

In Australia, the "merging movement" has been a central part of the government' s  unified 

national educational policy. As part of this policy, the traditional "binary system" of universities 

and colleges has been replaced by a unitary structure where the merged institutions take their 

place in, "what has been termed in other countries as a system of self-regulation." (Meek & 

O'Neill, 1 988: 1 38). With this "death of the binary system", it seems that the future of mergers 

in the Australian higher education sector is, for the foreseeable future, relatively secure. 

A similar situation obtains in the Netherlands. Following what might unkindly be called, Ha 

frenzy of activity", starting in 1 983 and continuing until 1 987, 3 14 non-university higher 

education institutions were merged, amalgamated or transformed into 5 1  new institutions. 

leaving only 34 not merged. (Goedegebuure & Vos, 1988). With the Netherlands government 

and the non-university sector Council (the HBO) both rating this operation as an unqualified 

success, the future of mergers in the Netherlands seems assured. 

New Zealand has become involved in the tertiary education merger scene but with nothing like 

the intensity displayed in other countries. A number of polytechnics have merged with similar 

institutions, or are considering such mergers, and one, the Wellington Polytechnic, has merged 

with Massey University. Massey University plans to merge with Auckland College of 

Education, while other institutions are considering their possible merger moves. 
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Austria stands in stark contrast to other countries in their almost universal move to merge their 

tertiary educational institutions. As Pratt ( 1 993) reports: 

The Government of Austria passed legislation establishing a "binary policy" in 
higher education. A new accrediting body the Fachhochschulrat was created, 
empowered to accredit vocationally oriented courses in any institution seeking to 
offer them. Institutions meeting certain conditions will be entitled to seek 
designation as Fachhochschulen. The policy marks an important departure from the 
traditionally highly regulated and centralised system of policy making in Austria. 
(ibid: 1 42) 

The future of mergers in one country, at least, seems less than assured. 

In almost all the literature reviewed, the inevitability of the merger movement in the tertiary 

education sector receives overwhelming, albeit sometimes qualified, general acceptance. The 

perceived advantages and disadvantages of the merger concept are reported but, with one 

discovered exception, no cogent, clearly argued case is advanced to challenge its validity. The 

exception is provided in a paper, "Colleges of Education As Stand Alone Institutions", 

presented by Knight ( 1 992) at the annual conference of the New Zealand Council for Teacher 

Education. Knight argued that, in following the merging trend in many OECD countries over 

the last two decades, we are on, "a mission of mindless imitation." (ibid: 12). He argued that, in 

the tripartite system in New Zealand, the universities, polytechnics and colleges of education 

complemented each other and allowed diversity to flourish. He cited the writings of B. O. Smith 

( 1 980) and Goodlad ( 1 990) in support of his claim and warned of the danger of excellent 

colleges of education being turned into mediocre research institutions. "What is needed", he 

concluded, "is resistance to the emergence of a monolithic structure that places so much 

emphasis on academic status that it suffocates creativity." (ibid: 1 3) .  Whether Knight is justified 

in his fears, history will again be the final judge. It may well be that the wheel of change may 

yet have another turn to make and the move in Austria is but an early precursor of it ! 

3.3.2 Part B. Mergers: A Specific Focus 

3.3.2. 1 Why Mergers Succeed Or Fail 

The literature seeking to explain the success or failure of mergers reveals a number of key 

factors which, together and sometimes separately, have a major influence on the outcome of any 

merger activity. Notwithstanding the previously noted difficulty in establishing success or 

failure in this area, there are some crucial elements that writers agree should be addressed if a 

merger is to have a chance of success. 
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There is widespread support for the notion that, for a merger to succeed, it must be guided by a 

clear and shared vision. While writers' views vary as to how best to develop this vision, they are 

agreed that a shared vision is extremely important. Martin and Samels ( 1 994), are representative 

of this position. They point out that a vision should entail both the product and the process 

envisioned by the merger and should be clearly established in the pre-merger collaboration and 

negotiation phase of the process. The group to do this: 

should immediately be charged with outlining the mission and structure of both the 
post merger institution and the process by which it will be achieved. Issues unique 
to either merger partner or to the specific merger plan need to be identified and 
addressed at this stage. (ibid:23 1 )  

A cautionary note is added here by  Meek ( 1 989) when he  observes that, before committing 

themselves to change, staff usually desire a detailed description of what the new institution will 

look like, although this is neither possible nor desirable. While there needs to be general 

agreement over what is envisaged, a degree of flexibility must be retained. Failure to allow for 

this flexibility frequently leads to disillusionment and places the success of the merger at risk. 

A useful example of the importance of vision to the success or failure of a merger is provided by 

the previously mentioned University of New England merger, described by Harman ( 1 993) as, 

"A Merger that Failed." (ibid., 1993). In that merger, one of the major sources of tension 

contributing to the ultimate failure of the merger, resulted directly from deficiencies in the 

vision that had been established. As Harman ( 1 993) records, there was: 

A fundamental misunderstanding of the nature of amalgamation, particularly at 
Armidale. Northern Rivers saw the merger as formation of a federation, while 
Armidale saw it as an amalgamation implying "a clear commitment to the pursuit 
of unitary policies". (ibid: 1 33) 

(b) Trust 

Numerous writers attest to the importance of mutual trust in determining the success or failure 

of a merger. Speaking of the role of those leading the merger process, Rowley ( 1 997) stated that 

the pilot interviews she conducted in her study underlined, "the importance of trust between 

front-line negotiators" (ibid:26 1) ,  while Meek ( 1 988) asserts that, when negotiating a merger, 

one of the greatest problems is, "mutual distrust amongst the courting parties." (ibid: 17). This 

was well illustrated during phase one of the College-Massey merger negotiations. 
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An observation by Harman ( 1993), referring to the University of New England merger, is also 

relevant to the issue of trust. "In the escalation of conflict and the move towards break-up, 

personalities played a major part." (ibid: 138). A number of senior staff from the Armidale and 

Northern Rivers campuses found it difficult to work together. Mutual trust, although not in itself 

a sufficient condition, is clearly necessary if the merger is to have a reasonable chance of 

success. Certainly, the absence of trust is a recipe for failure. 

(c) Timing 

A number of writers stress the importance of timing in determining the success or failure of a 

merger operation. Arbuthnott and Bone ( 1993), describing the merger between Jordanhill 

College of Education and the University of Strathclyde in Glasgow, observe that, "The proposal 

would have had much less chance of success if it had come only a few years earlier." (ibid: 1 05). 

Opinion in Scotland had shifted markedly during the previous decade so that the idea of a 

merger between institutions had become more of a possibility. 

In New Zealand, there had been a shift in policy during this period, allowing the merging of 

tertiary educational institutions to become a reality. The 1990 Education Amendment Act 

provided the enabling legislative measure for mergers to occur and the world-wide merger 

movement provided the encouragement, if not the rationale, for this to happen. This movement, 

one manifestation of economic rationalism, (an economic ideology that promotes financial 

considerations over social ones and which influences and determines what happens in all 

sections of society) has, of recent years, exerted an increasing influence on the global scene. 

The difficulties of finding the appropriate timing for engaging in a merger must be carefully 

considered. The Jordanhill-Strathclyde example provided a happy coincidence of opportunity 

and intention. This is not always the case. 

(d) Culture 

Understanding the institutional culture of the merging institutions has a very important bearing 

on the outcome of the merger process. If the cultures are we1l understood and attended to by 

those leading the merger, the outcome is likely to be positive. If, however, they are ignored or 

misunderstood, the chances of a successful outcome are greatly diminished. In examining 

common reactions to mergers in the business world, Burke ( 1988) points to the clash of cultures 

that frequently occur. These clashes provide another reason why mergers and acquisitions fail. 

He cites the example of two acquisitions in the banking world, one in which, "everything 
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possible that could have gone wrong did." (ibid:20) and the other where everything went 

smoothly. The difference, he explained, lay in a mismatch of cultures and these differences had 

not been addressed. 

Pritchett ( 1987), makes a similar assessment. He points out that a corporate culture causes those 

involved to operate with a certain set of assumptions and implicit expectations. The existing 

norms, beliefs and values shared by members of an organisation, "are part of an unwritten but 

very important 'psychological contract'." (ibid:32) If in a merger process these elements are 

violated, then the chances of a successful merger are greatly reduced. 

A recent comprehensive study of more than 200 corporate mergers and acquisitions, in North 

America, Australia and New Zealand (McClinchy, 1999), adds to this picture and highlights the 

important role that culture plays in any organisational change activity. The study, conducted by 

Davidson and Associates, revealed that 75 per cent of the reviewed organisations failed to 

deliver positive shareholder value and the greatest cause of this failure was, "the inability of 

companies to get two sets of cultures to work together." (ibid: l0).  The result of this failure is 

that, ''The best people leave, the wrong people are placed in key jobs, trust is destroyed and poor 

morale pervades at least one of the companies involved." (loc. dr. ). 

In her study of mergers in higher education in England, Rowley ( 1997) came to comparable 

conclusions. She spoke of the culture mix between institutions and noted that acculturation was, 

"an issue which requires considerable forethought in the merger process, so that partners 

understand in advance the type of acculturation which they will seek." (ibid:260) . 

In addressing this issue of institutional culture, it is necessary to realise that, "The past always 

intrudes upon the present and there will be in any merger a strong tendency for people to retain 

their traditional ways of doing things, particularly among those belonging to the dominant 

partner." (Meek, 1 988: 1 7).  The skill is to strike the right balance between holding on to what is 

worth keeping from the culture of the past but letting go, in order to grasp what is offering in the 

future; engaging, that is, in what Deal ( 1990) refers to as a trapeze-like event. (ibid:9). This is a 

delicate operation at the best of times. 

(e) Communication And Consultation 

The literature indicates that the handling of these two related matters in the merger process has a 

direct bearing on the final outcome. If the communication is multi-directional rather than uni-



79 

directional, clear and consistent, and if the consultation is appropriate and genuine, then a very 

sound foundation for a successful operation has been established. 

In their review of the 10rdanhill-Strathclyde University merger, Arbuthnott and Bone ( 1993) 

reported that a lot of hard work, skilful negotiating and good communications contributed 

greatly to the successful outcome of their merger process. They refer to the work of Dale ( 1 992) 

with his stress on the importance of communication, both internal and external, in any merger, 

and they make the excellent point that, when merger negotiations are in progress, "Rumour 

tends to flourish ... and the leading figures, even though they will be very busy doing things 

related to the merger, must take time to tell others what they are doing and why." (ibid: 1 17). 

Pritchett ( 1987) makes some relevant points, particularly for those leading the merger process. 

He notes the tendency for managers and executives to grow more cautious as the change 

proceeds and to become more reluctant to pass information along or to tell people what to 

expect. At these times, he maintains, managers need to "communicate more, not less." (ibid:32). 

He also makes the pertinent observation that, "The organisational confusion brought on by 

mergers creates many opportunities for information flow to get short-circuited or bottlenecked." 

(ibid:46) He makes the equally salient point that, "communication is a two-way street" (ibid:47) 

in the sense that it has to "be received" as well as "broadcast." To carry this metaphor a little 

further, effective communication is more like two, not one, two-way streets, one carrying the 

leader' s message and the follower's response and one carrying the follower's message and the 

leader's response. In both cases, for effective communication to occur, the messages have to be 

received and responded to. Failure to do this, as so often happens, reduces the "roading system" 

to a series of cul-de-sacs ! 

Burke ( 1988), too, places considerable importance on effective communication during the 

merger process. He maintains that, "Complete, open and early communications are a necessity 

for all people involved." (ibid:22). "If employees are kept well informed in a rapid and candid 

manner, then communications should be instrumental in helping a merger to be successful." 

(loc. cit. ) .  

Most writers (e.g. Harman, 1988; Koder & McLintock, 1988; McKinnon, 1986; Martin, Samels 

et al. , 1 994) also place considerable value on consultation during the merger process. They 

suggest that, if resistance to the proposed change is to be turned to commitment, then genuine 

consultation with all those directly involved is absolutely essential. Through this consultation, 

people gain a sense of empowerment, the feeling that what they have to contribute is recognised 

and valued. 
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One writer who opposes this general view and who challenges received wisdom is Rowley 

( 1 997). In her study of thirty higher education mergers, (ibid: 14) she found nothing in her data 

to support the widespread exhortation to institutions to, "consult widely with all stakeholders 

and from the outset of the merger process." (op.cit:262). She found that there was nothing in the 

consultation process, wide or limited, that distinguished those institutions which were 

disappointed with their merger outcome; nor was there evidence of wide consultation with the 

institutions which were rated a clear success. 

This interesting finding appears to be an isolated one and would need to be corroborated by 

further rigorous studies if it were to pose a real challenge to current understandings. Rowley's 

point raises questions such as: "What actually constitutes consultation?" "Who should be 

consulted?" "What form should this consultation take?" "How long should this process be 

engaged in?" In her study, these details are missing. A later chapter of this report (Chapter Nine, 

p. 255) tries to answer some of these questions. 

(C) Commitment And Courage 

If mergers are to be successfully negotiated, then a good deal of commitment and courage is 

required by all those involved. Negotiating a merger is no sinecure. The path is seldom straight 

and compromise frequently figures importantly in the journey. 

Leaders of the process need to demonstrate that they are committed to the task and they need the 

same commitment from those whom they are leading. In the Wollongong merger (McKinnon, 

1986), the major leaders in the process were able to achieve this commitment; whereas, in the 

initial phase of the College-Massey merger negotiations, serious doubts were raised as to 

whether this commitment was present. As part of sustaining this commitment, courage is 

required. Moving from the status quo into new territory is never easy. It takes courage to let go 

of one branch of the trapeze and make the leap to the other ! With particular reference to the role 

of leaders, Pritchett ( 1 987) aptly observes, "leadership, sooner or later, requires a show of 

courage. There must be a willingness to take risks, to face the possibility of failure." (ibid:36). 

Meek ( 1 989) says that all successful mergers, as well as demanding strong leadership, "require a 

core of ' institutional elites' in the institutions involved who are committed to the proposal and 

prepared to push it through despite opposition." (ibid: 1989) . The success of the Wollongong 

merger il lustrates this point. McKinnon ( 1988) notes, in that case, one of the key factors in the 

relatively speedy merger achievement was, "the identification of influential staff' (ibid:57). 
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These people were vital in acting as a group of "cheer leaders", as "catalysts for action", 

encouraging commitment from all concerned. 

Other writers attest to the importance of establishing a genuine commitment to the merger 

process. Rowley ( 1997) indicated that, in this matter, her findings did support "received 

wisdom" and that they underlined the significance of the commitment of the chief executives in 

driving the mergers. (ibid:261) .  Evaluating the merger process involved in two medical 

colleges, Iredale ( 1991 )  noted that important groups facilitating the process, "had a membership 

committed to the development of medical education." (ibid: 1 74). Martin and Samels ( 1994) 

recorded that campus-wide commitment is a key factor in achieving successful merge�s_ 

(ibid:232). 

Supporting this view of commitment is Harrnan's assessment of the reasons for the University 

of New England' s  merger failure. In addition to the difficulties associated with personalities and 

obtaining a shared vision, Harrnan ( 1 993) noted, there was a lack of strong commitment to the 

maintenance of a single amalgamated university. This contributed to the final unsatisfactory 

outcome. 

(g) The Human Factor 

Underlying the success or failure of all mergers, whether they be in the corporate or the 

educational sector, is "the human factor"; that is, the affective or feeling dimension of the 

human psyche. All people need to feel significant and valued. In the merger situation, failure to 

ensure that these feelings exist can easily result in widespread alienation manifesting itself in 

either apathy or outright aggression and resistance. Iredale ( 199 1 )  makes the self-evident 

observation that: 

The process of merger for higher education, either between or within institutions, is 
both complex and hazardous to achieve with any degree of success. The results of a 
mishandled merger can be the alienation and disillusionment of staff which, unless 
checked, can quickly lead to a decline in institutional effectiveness. (ibid: 167) 

Barrow ( 1 997), in accounting for the failure of many mergers, points to the deficiencies in the 

handling of this human factor. He asserts that the senior executives of both parties to a merger 

frequently, "have agendas that make the management of people a secondary consideration." 

(ibid:8). As a result, "Problems with employees, as with casualties in war, are often viewed as 

'only to be expected' ." (loc. cit. ). When this attitude prevails, it is not surprising that little is 

done to avoid or ameliorate the situation. Deacon and Huntington ( 1987) claim that the 
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University of Melbourne's 1 985 internal organisational review suffered through neglect of this 

human factor. 

Meek ( 1988) reinforces the importance of attending to the human factor when speaking of 

lessons learned from cross-sectoral amalgamations of higher educational institutions in Britain 

and Australia. He declares that, "It is important to state that people, not organisations, bring 

about mergers. Much of the merger process involves human ability, foresight and idiosyncrasies 

- factors that are difficult if not impossible to control." (ibid:346). 

Ramsay ( 1 986), examining the process and outcomes of institutional amalgamations in tertiary 

education, in Australia adds to this picture, "The casualties of mergers are the 'human values' 

and outcomes hard to quantify." (ibid:37). He concludes that, "The active support of staff is 

essential to ensure the success of any major institutional change." (ibid:41) .  Any neglect of the 

human factor puts this support in jeopardy. Human values, such as trust, honesty, respect and 

consideration, require very careful attention. 

Burke ( 1 988) addresses the human factor problem and offers helpful suggestions from the 

University of Western Ontario. In his paper, "Managing the Human Side of Mergers and 

Acquisitions," he emphasises that a merger is a process, not an event, and that the human side of 

this process needs to be carefully planned and undertaken. He points to the clashes in personal 

chemistry between the people involved and those that occur between the different institutional 

cultures. He also highlights the fact that mergers are inevitably stressful operations involving 

both those who are leading and those being led. "There is no simple solution to the human 

problems that arise in mergers and acquisitions, but they can be minimised through sensitive 

management in tune with the employees' concerns and basic human needs." (ibid:22). He 

warns, "Unless a systematic attempt to deal with the human side of a merger is made, the 

merger experience is likely to be traumatic, dysfunctional and costly" (ibid:23) . This is a 

warning to which those responsible for facilitating a merger should pay careful attention. The 

human factor is a crucial element to be considered. 

3.4 In Conclusion 

In this chapter, a selected review has been made of the literature concerning mergers, 

amalgamations and acquisitions in tertiary educational institutions. Problems of definition have 

been considered and studies from New Zealand and overseas have been presented. Reasons for 

mergers have been examined as have the three aspects of time, leadership and luck, as they 
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relate to the merger process. Merger outcomes and the future direction for mergers have been 

explored and nine key factors contributing to the failure of mergers have been highlighted. 

In the next chapter the methodology used in this study is described. 
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CHAPTER FOUR 

The Research Methodology: 
A Modified Grounded Theory Model 

The methodology for this research involved the use of a qualitative case study design and a 

modified grounded theory approach to the collection and analysis of data. The qualitative design 

provided the overall paradigm for conducting and reporting the research, the case study 

provided the main source of data and the grounded theory provided the basic method for 

generating the theory. It was the coalescing of these three closely interrelated elements that 

provided the methodology for this research. 

4.1 Qualitative Research 

Qualitative research, as its name implies, focuses on the qualities of situations being examined 

and the inter-relationships that exist between the various elements. As distinct from quantitative 

research design, qualitative research has its emphasis on the nature, rather than the number, of 

situations and events that it examines, although, at appropriate times, quantitative measures can 

be employed. 

Strauss and Corbin ( 1 990) describe qualitative research as: 

By the term "qualitative research" we mean any kind of research that produces 
findings not arrived at by means of statistical procedures or other means of 
quantification. It can refer to research about persons' lives, stories, behaviour, but 
also about organisational functioning, social movements, or interactional 
relationships. Some of the data may be quantified, as with census data but the 
analysis itself is a qualitative one. (ibid: 1 7) 

Bogdan and Biklen ( 1992) go further: 

A field that was dominated by measurement, operationalised definitions, variables, 
hypothesis testing, and statistics has made room for a research mode that 
emphasises description, induction, grounded theory, and the study of people's 

. understanding. We refer to this approach as "qualitative research". (ibid:ix) 
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Qualitative research can be described under the four headings used by Tolich and Davidson 

( 1999) in their comparison of qualitative and quantitative research paradigms: assumptions, 

purpose, approach and the researcher's role. (ibid:26). 

In qualitative research, reality is seen as socially constructed, with variables being complex, 

interwoven and difficult to measure. Quantitative research, on the other hand, sees social facts 

as having an objective reality which can be readily identified and measured; thus, providing an 

etic, or outsider's, point of view, rather than an emic, or insider's perspective .  With an emic 

approach, "the researcher can consciously seek to move from his own perspective to seeking to 

endeavour to discover and understand the view of events which is taken by the informants 

themselves." (Edwards, 1 986: 1 42). The purpose of qualitative research is to try to understand 

the perspective of those persons being studied through contextualisation and interpretation, 

whereas quantitative research seeks generalisability, prediction and causal explanation. 

Qualitative research concludes, rather than begins, with an hypothesis and a grounded theory. It 

searches for patterns, looking for pluralism and complexity and, in arriving at a description, 

makes minor use of numbers. Quantitative research differs in that it begins with hypotheses and 

theories and, using formal instruments of experimentation and deduction to control the 

situations, concludes with confirmation, or refutation, of the initial hypotheses. It reduces its 

data to numbers and makes use of abstract language and jargon to report its findings. 

The researcher is personally involved in qualitative research and establishes an empathetic 

understanding of the situation; whereas, with quantitative research, s/he maintains a detached 

impartiality and aims to present an objective portrayal of the research findings. Denzin and 

Lincoln ( 1 994) provide a useful summary of this qualitative research approach. 

Qualitative research is multi-method in focus, involving an interpretative, 
naturalistic approach to the subject matter. This means that qualitative researchers 
study things in their natural settings, attempting to make sense of, or interpret 
phenomena in terms of the meanings people bring to them. Qualitative research 
involves the studied use and collection of a variety of empirical materials . . .  that 
describe routine and problematic moments and meanings in individuals' lives. 
Accordingly, qualitative researchers display a wide range of interconnected 
methods, hoping always to get a better fix on the subject matter at hand. (ibid:2) 

4.2 Case Study 

In order to achieve the goals of this research, a case study was chosen as the framework within 

which to operate. The Massey University-Palmerston North College of Education merger 

provided this framework. 
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4.2.1 Case Study Defined 

"While the literature is replete with references to case studies and with case study reports there 

seems to be little agreement about what a case study is." (Lincoln & Guba, 1 985: 360). In 

addressing this problem, the definition provided by Yin ( 1 984) was considered to be the most 

helpful and has been adopted for the purposes of this research. Yin saw a case study as, "an 

empirical enquiry that investigates a contemporary phenomenon within its real-life context; 

when boundaries between phenomenon and context are not clearly evident; and in which 

mUltiple sources of evidence are used." (ibid:23). Later, Yin ( 1 994) added to this definition by 

stating that a case study enquiry: 

Copes with the technically  distinctive situation in which there will be many more 
variables of interest than data points, and as one result, relies on multiple sources of 
evidence, with data needing to converge in a triangulating fashion, and as another 
result benefits from the prior development of theoretical propositions to guide data 
collection and analysis. (ibid: 1 3) 

4.2.2 Types Of Case Study 

Case studies are differentiated from other types of qualitative research in that they are intensive 

descriptions and analyses of a single unit or bounded system but they can also be differentiated 

within themselves by their disciplinary orientation or by their function. Merriam ( 1 998) speaks 

of case studies in education as having orientations based on the disciplines of anthropology, 

history, psychology and sociology, with each differing in technique and form. In addition, she 

notes, "Irrespective of disciplinary orientation, case studies can also be described by the overall 

intent of the study. Is it intended to be largely descriptive, interpretative, to build a theory or to 

present judgements about the worth of a programme?" (ibid:38). 

Yin ( 1 993) presents a slightly different typology. He categorises case studies as being either 

"exploratory", "descriptive" or "explanatory". 

An exploratory case study . . .  is aimed at defining the questions and hypotheses of a 
subsequent (not necessarily case) study . . .  A descriptive study presents a complete 
description of a phenomenon within its context. An explanatory case study presents 
data bearing on cause-effect relationships - explaining which causes produced 
which effects. (ibid: 5) t 

Using Merriam' s typology, (op. cit. ) the present research can be characterised as descriptive and 

interpretive, and as a historical case study with intent to build a substantive theory. The case 

involving the merger negotiations is interpretive in that it builds a theory based on this account. 
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All research designs have their strengths and weaknesses. The case study design is no exception. 

Its major advantages are: 

Case studies 

.. enable the research to be focused and pursued in some depth, 

.. provide access to the subtlety and complexity of the situation, 

.. recognise the " embeddedness" of social truths, 

.. examine phenomena in real-life contexts. 

As Merriam ( 1 998) expresses it: 

The case study offers a means of investigating complex social units consisting of 
multiple variables of potential importance in understanding the phenomenon. 
Anchored in real-life situations, the case study results in a rich and holistic account 
of a phenomenon. It offers insights and illuminates meanings that expand the 
reader's experience. These insights can be construed as tentative hypotheses that 
help structure future research; hence, case study plays an important role in 
advancing a field's knowledge base. (ibid:4 1 )  

4.2.4 Disadvantages Of Case Studies 

Within the academic community, as Yin ( 1 994:34) has pointed out, there has been, and 

continues to be, opposition to the use of case studies on the grounds that they lack rigour, have 

little basis for valid generalisation and they take too long to complete. He rejects these claims. 

though he concedes that good case studies are very difficult to execute. 

The limited degree to which case study findings can be generalised is seen as one of their major 

disadvantages. Bassey ( 1999) has an interesting contribution to make in responding to this 

perception. He introduces the notion of "fuzzy generalisations" and contrasts these 

generalisations with "statistical generalisations" which typically claim to indicate, precisely, the 

percentage likelihood of the instance being repeated with a wider sample. "Fuzzy 

generalisations" he explains, are less specific and say such things as, "it is possible or likely, or 

unlikely that what was found in the singularity will be found in similar situations elsewhere." 

(ibid: 1 2) .  Accepting this degree of uncertainty, he suggests that "fuzzy generalisations" can still 

give direction for further research. They represent a useful invitation to, "try and see if the same 
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thing happens for you." (ibid:52). This is a productive way of viewing the situation. Further 

support for the possibility that the findings of case studies, to a degree, may permit 

generalisations, comes from Stenhouse ( 1 988): 

However, case study does not preclude an interest in generalisation, and many 
researchers seek theories that will penetrate the varying conditions of action, or 
applications founded on the comparison of case with case. Generalisation and 
application are matters of judgement rather than calculation, and the task of case 
study is to produce ordered reports of experience which invite judgement and offer 
evidence to which judgement can appeal. (ibid: 49) 

In the present research, generalisations from the merger case study are limited to what Yin 

(op.cit:3 1)  describes as "analytic generalisations"; generalisations that are derived from a 

careful analysis of what the case study reveals. The theory that emerged from this analysis 

provided underlying principles that could be generalised but needed to be attended to within the 

specifics of each change situation. 

One further disadvantage of a case study approach concerns the potential for bias. Guba and 

Lincoln ( 198 1 )  call this an ethical problem and suggest that, "an unethical case writer could so 

select from among available data that virtually anything he wished could be illustrated." 

(ibid:378). In designing the case study reported in this thesis, the researcher recognised the 

potential for this problem but took considerable care to avoid it. While the fact that he was an 

active participant in the events which he was examining added further credence to the warning, 

he is confident that the selections made were ethical and bias was avoided. 

4.2.5 Rationale For The Selection Of A Case Study Design 

The reasons for selecting a case study design for this research were twofold. First, a case study 

design afforded the advantages previously cited for case studies in general (op. cit:87). It 

enabled the researcher to examine in depth the organisational change he was studying and (0 

search out some of the complexities of the social interactions that were occurring. Second, it 

provided a real-life change situation from which to generate a practical theory. With a 

significant organisational change as the primary data source, the developed theory was well 

anchored. 

The reasons for selecting this particular case study for examination were fourfold: 
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• First, the case provided an excellent example of the difficulties that organisational 

change often causes. With its prolonged and interrupted negotiation phase, it offered 

rich material for research. 

• Second, the participants in the negotiations were able and articulate persons, capable of 

providing valuable insights into the change process in which they were engaged. 

• Third, the prevalence of mergers, in both the educational and corporate sectors, 

suggested that any in-depth case study of this particular form of organisational change 

could have considerable practical application. 

• Fourth, the researcher's direct involvement in the merger put him in the unique position 

of being able to adopt both an etic and emic perspective to the research. As the 

researcher, he was able to present an outside view, while, as a participant, he was able 

to draw upon his insider's perspective. 

4.3 Grounded Theory 

Within the framework of a qualitative case study design, a modified grounded theory approach 

to the collection and analysis of data was adopted. Since Glaser and Strauss ( 1 967) presented 

their grounded theory research method three decades ago, the approach has gained increased 

importance and respectability as a valid research methodology. In simple terms, grounded 

theory refers to an inductive approach to research where the researcher enters the field of study 

with as much of an open mind as possible and seeks to extract and formalise from hislher 

observations a plausible theory which will describe, and offer explanations for, the situation 

under investigation. 

Elaborating this approach, Strauss ( 1 987) indicates: 

The methodological thrust of the grounded theory approach to qualitative data is 
toward the development of theory, without any particular commitment to specific 
kinds of data, lines of research, or theoretical interests. So, it is not really a specific 
method or technique. Rather, it is a style of doing qualitative analysis that includes 
a number of distinct features, such as theoretical sampling, and certain 
methodological guidelines, such as the making of constant comparisons and the use 
of a coding paradigm, to ensure conceptual development and density. (ibid:S) 
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Research literature records the existence of a long standing debate over the merits of 

quantitative versus qualitative research. It also reveals the emergence of a new approach to 

research, that of grounded theory, which, not without its critics, is having a major impact on a 

wide range of research activities. 

In their seminal work The Discovery of Grounded Theory (Glaser & Strauss, 1 967), the authors' 

challenged the primacy of quantitative research and outlined an approach that, although not 

antagonistic to the traditional quantitative approach, provided a valuable alternative to it. With 

respect to the methodological debate they declared: 

There is no fundamental clash between the purposes and capacities of qualitative 
and quantitative methods or data. What clash there is concerns the primacy of 
emphasis on verification or generation of theory to which heated discussions on 
qualitative versus quantitative data have been linked historically. We believe that 
each form of data is useful for both verification and generation of theory, whatever 
the primacy of emphasis. (op. cit: 17) 

More recently, Church ( 1 997) contributed to the debate when he examined qualitative and 

quantitative research approaches and asked of them, "How useful is the distinction?" In answer, 

he expressed similar views to those expressed by Glaser and Strauss, concluding that the 

qualitative/quantitative dichotomy was a distinction of very little heuristic value. 

This discussion might be more fruitful if we were to abandon the rather simple­
minded qualitative/quantitative dichotomy, to recognise that there are many 
approaches to research in education, to recognise that each of these varies along a 
number of very important dimensions, and to recognise that different kinds of 
research questions require the application of different kinds of research methods if 
they are to be answered. (ibid:27) 

In presenting their grounded theory approach, Glaser and Strauss ( 1 967) highlight a number of 

important features. Speaking of data sources for a grounded theory, they refer to "caches of 

documents" (e.g. annual reports, collections of letters, a set of proceedings) and note that, 

alongside qualitative interviews, these can be valuable assets for the researcher. They suggest 

that such caches can be found in a variety of places and, "The researcher needs only ingenuity, 

and as always a bit of luck, to discover them." (op. cit: 167). 

Another major feature of the grounded theory approach is the formulation of categories to 

systematise and analyse the data being assembled. Glaser and Strauss (ibid.) suggest that such 
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categories can come from a variety of sources and can evolve as the research proceeds. The 

coding of the data into these categories is a vital part of the research procedure. 

The place accorded to hypothesising is another distinctive feature of the grounded theory 

approach. Unlike traditional quantitative research approaches, grounded theory does not begin 

with an hypothesis which it then proceeds to test. Instead, "The rule for generation of theory is 

not to have any pre-set or valued hypotheses, but to maintain a sensitivity to all possible 

theoretical relevances." (ibid: 1 94) . As the study proceeds, appropriate hypotheses present 

themselves and are then integrated with each other and used as guides for further exploration. 

By following this approach, the worst excesses of the "tunnel vision" syndrome associated with 

the hypothetico-deductive quantitative approach can be guarded against. 

The "discovery" of this different approach to reputable research was not greeted with universal 

acclaim. Critics variously described it as "sloppy", "unsophisticated", "impressionistic", "soft" 

and even "totally misguided". Responding to such criticisms, the "discoverers" pointed out that: 

These critics, in their zeal for careful verification and for a degree of accuracy they 
never achieve, have forgotten both the generation of theory and the need for 
carefully appraising the different degrees of plausibility necessary for sociology's 
diverse tasks. (ibid:223) 

Glaser and Strauss (ibid.) ,  suggested that the frequent attempts to discredit their grounded 

theory approach stemmed from the critics' application of inappropriate canons of judgement. 

The canons of rigorous quantitative verification on such issues as sampling, coding, reliability, 

validity, conceptual formulation, hypothesis construction, presentation of evidence, they argued, 

were inappropriate, " .. .for jUdging the credibility of theory based on flexible research." 

(ibid:224). 

Since their initial joint publication, both authors have elaborated separately on their original 

work. Glaser ( 1 978), speaking of the specific nature of grounded theory, revealed that, since it 

was originally advanced in 1 967, the three criteria for the acceptability of a theory had been 

expanded and a fourth feature has been added. In addition to fit, relevance, and being able to 

work, a theory must also, "be readily modifiable, based on ever-emerging notions from more 

data." (ibid:4) . Explaining this feature, Glaser revealed how he learned that generation is an 

ever modifying process, where nothing is sacred if the researcher is dedicated to giving priority 

attention to the data. He provided a timely warning against doctrinairism and excessive loyalty 

to firmly held beliefs, and warned that, "The theory can never be more correct than its ability to 
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work the data - thus as the latter reveals itself in research the former must constantly be 

modified." (ibid:5). 

Speaking of theoretical pacing, Glaser emphasised that generating grounded theory takes a long 

time and researchers should pace themselves. The process, he declares, "is above all, a delayed 

action phenomenon. Little increments in coding, analysing and collecting data cook and mature 

then to blossom later into theoretical memos." (ibid: 1 8) .  

Glaser defines the key process of theoretical sampling as: 

the process of data collection for generating theory whereby the analyst jointly 
collects, codes, and analyses his data and decides what data to collect next and 
where to find them, in order to develop his theory, whether substantive or formal. 
(ibid:36) 

Theoretical coding, of central importance to the generating of grounded theory, also receives 

particular attention. 

The code conceptualises the underlying pattern of a set of empirical indicators 
within the data. Thus, in generating a theory by developing the hypothetical 
relationships between conceptual codes (categories and their properties) which 
have been generated from the data as indicators, we "discover" a grounded theory. 
(ibid:55) 

This coding activity enables the researcher to make sense of the data by conceptually grouping 

it into categories or codes that link together what otherwise may be perceived as quite disparate 

phenomena. From this somewhat condensed and abstracted view, it then becomes possible to 

progressively evolve a useful and credible data-based "grounded theory". 

Another important aspect of grounded theory, highlighted by Glaser, relates to the practical 

aspect of employing theoretical memos. These memos he defines as, "the theorising write-up of 

ideas about codes and their relationships as they strike the analyst while coding." (ibid:83). He 

declares that, if this stage is omitted and the analyst leaps ahead directly to the writing phase, 

then, "he is not doing grounded theory." (loc. cit. ) .  Glaser's insistence here on the crucial 

importance of the immediacy of recording new ideas as they emerge is well founded in practice. 

Glaser finally directs his concerns to the place that the reading of literature has in the grounded 

theory process. This aspect is one that distinguishes grounded theory from the more historically 

common deductive research tradition, where, "the analyst first reads the literature of the field to 
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the fullest coverage possible, from which he deducts or synthesises a framework. usually 

theoretical, to study and verify in research." (ibid:3 1) .  In grounded theory research, however, 

the approach to dealing with the relevant literature, Glaser emphasises, is quite different: 

In our approach we collect the data in the field first. Then start analysing it and 
generating theory. When the theory seems sufficiently grounded and developed, 
then we review the literature of the field and relate the theory to it through 
integration of ideas. (loc. cit.) 

The advantage of this more open-ended approach to the use of literature is that the researcher's 

efforts to generate concepts and theories from the data gathered are not in any direct sense 

contaminated by preconceived ideas that may arise from prior perusal of the relevant literature. 

The possible disadvantage is that, in avoiding early reference to the accumulated wisdom of 

relevant literature, a great deal of time may be wasted in re-inventing the wheel; time that could 

be much more profitably used exploring ways in which the wheel itself may be better used. 

Glaser's  not altogether convincing response to this criticism is that, while reading is not 

"forsaken" during the input stages of grounded theory, it is important that these stages be used 

for their own productivity. Given this "hedged-bet" approach, his pronouncement that. "It is 

vital to read. but in a substantive field different from the research," (loc. cit. ) lacks a certain air 

of credibility. 

In acknowledgement of this feature of "pure" grounded theory, the grounded theory approach 

used in the present study must be qualified. When undertaking his study. the researcher 

commenced his literature review at a much earlier stage than Glaser would advocate but did so 

on the basis that it facilitated, rather than detracted fro"? the data gathering stage. He is 

confident that his efforts to generate concepts and theories were not contaminated by this earlier 

consideration of relevant literature. To make it clear that he has. in doing this, departed from a 

"pure grounded theory" approach, he has described his methodology as a "modified grounded 

theory" approach. 

A decade after Glaser's updating of his ideas on grounded theory, Strauss ( 1 987) also revisited 

the area and responded to those critics who had misunderstood the inductive aspect of the 

theory. Although induction was an important part of grounded theory. it was a mistake, he 

claimed, to refer to it, as some had done, as "inductive theory". He explained in detail the 

various roles of induction, deduction and verification, reminding readers that, as far as grounded 

theory was concerned, "all three aspects of inquiry (induction, deduction, and verification) are 

absolutely essential." (ibid: 12) .  While this is true, it is also true that induction does have a major 
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role in grounded theory and, this being the case, Strauss's concern here may be somewhat over 

reactive and unjustified. 

In 1990, Strauss and Corbin revisited much of the early "ground" of their theory, re­

emphasising some major points and answering some, "long standing and unanswered 

questions." (ibid:8). To do qualitative research, the authors explained, it is necessary for the 

researcher to be able, "to step back and critically analyse situations, to recognise and avoid bias, 

to obtain valid and reliable data, and to think abstractly." (ibid: 1 8). In doing this, the researcher 

needs to possess theoretical and social sensitivity, maintain an appropriate analytical distance 

from his data and draw upon relevant past experience and theoretical knowledge. These are 

useful guidelines for aspiring researchers. 

As already indicated, grounded theory methodology is not without its critics. Although it is fair 

to say that their number and intensity has diminished markedly over recent times, their 

commentaries still merit serious attention. It is only by reflecting carefully on alleged 

deficiencies that the protagonists of a developing methodology can progressively refine and 

defend it. 

The basis of much of the criticism of grounded theory, as part of the general field of qualitative 

research, comes from the fact that it deals largely with words rather than numbers. Miles and 

Huberman ( 1 984) highlight this fact: 

A chronic problem of qualitative research is that it is done with words, not with 
numbers. Words are fatter than numbers, and usually have multiple meanings. This 
makes them harder to move around and work with. Worse still, most words are 
meaningless unless you look backward or forward to other words ... Numbers, by 
contrast, are usually less ambiguous and may be processed with more economy. 
Small wonder then that most researchers prefer working with numbers alone, or 
getting the words they collect translated into numbers as quickly as possible. 
(ibid:54) 

That there is a degree of validity to this criticism needs to be acknowledged, although care must 

be taken not to overstate the case. While words are indeed more unwieldy than numbers, and are 

often capable of a variety of equally appealing, and sometimes bewildering, interpretations, they 

do provide a richness and thickness of description which numbers do not. To this extent, any 

criticism of their use has to be weighed against the benefits that such use brings. Furthermore, 

even quantitative research procedures never entirely escape the influence of words. 



95 

Another major criticism frequently levelled at the grounded theory approach to research is that 

of its perceived subjectivity. Altricher and Posch ( 1989) refer to this as "inductive bias" and 

claim that those engaged in grounded theory place too heavy a reliance on the inductive 

approach to their activities; thus over estimating the extent to which they can be objective in 

their observations and analyses. In support of their criticism, these writers claim: 

Inductive arguments are neither logically valid ... nor are they supported by 
perception theory. The history of science also shows that even researchers who 
regard themselves as inductivists could not produce their results by relying solely 
on inductive inferences. (ibid:23) 

To be fair to the "discoverers" of grounded theory, it should be noted that, while induction plays 

a major part in their approach to research, it is not the whole part. As indicated earlier, Strauss 

(op. cit:93) clearly states that all three aspects of enquiry (induction, deduction, and verification) 

are essential elements of grounded theory research. 

A further related criticism of grounded theory, levelled by Altricher and Posch, concerns the use 

of relevant literature prior to engagement in the field of study. The "certain lack of credibility" 

of Glaser's statements on this topic (op. cit:93) finds support from these writers who "accuse" 

Glaser and Strauss of considerable vagueness in describing the theoretical input which a 

researcher brings to the research process. In voicing their concerns they declare: 

It seems necessary for the authors to play down the importance of theoretical input 
lest it might interfere with their emphasis on the generation of theory by induction. 
In contrast to this devaluation of preconceived theories we claim that the 
"perspective" of a researcher always contains theoretical elements (some of which 
he/she is not aware of). (op.cit:24) 

While it is most unlikely that neither Glaser nor Strauss would deny the latter part of this claim, 

the looseness of their statements on this aspect of their theory does not entirely absolve them 

from the basic thrust of this criticism. 

One further criticism of qualitative research generally, but with direct relevance to grounded 

theory particularly, concerns the appropriateness of the methods of analysis. Miles and 

Huberman ( 1984), in their analysis of qualitative data, while noting the attractiveness of 

qualitative data studies and the increasing popularity of the approach, point to some of the 

problems associated with it. In addition to being labour intensive and time consuming, heavily 

involved with the vagaries of language and subject to researcher bias, this form of research, they 
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suggest, also has difficulty in establishing the validity of the conclusions it reaches. As they 

express it: 

The most serious and central difficulty in the use of qualitative data is that methods 
of analysis are not well fonnulated. For quantitative data, there are clear 
conventions the researcher can use. But the analyst faced with a bank of qualitative 
data has very few guidelines for protection against self-delusion let alone for the 
presentation of unreliable or invalid conclusions to scientific or policy-making 
audiences. How can we be sure that an "earthy", "undeniable", "serendipitous" 
finding is not in fact wrong? (ibid: 1 6) 

The point is well made. In the absence of a body of agreed canons for qualitative analysis, the 

business of, "drawing conclusions and verifying their sturdiness" (loc. cit.) would indeed be 

problematic. However, in identifying this problem, the authors also suggest how it can be 

solved. They describe in detail, twelve tactics for generating meaning from qualitative data. 

These, ranging from counting, noting patterns and themes and making metaphors through to 

building a logical chain of evidence and making conceptual coherence, go some way to meeting 

the deficiencies they highlighted. 

The subsequent work of Strauss and Corbin ( 1990), in providing seven criteria for use in 

evaluating qualitative research, also contributes in this regard although it must be acknowledged 

that, for the persistent critics, it may not be enough. But then, given the nature of the material 

that qualitative research deals with, could it ever be otherwise? 

4.4 Design Of Study 

Seeking to generate a principle-based theory of organisational change, this study used a 

qualitative case study approach employing a modified grounded theory methodology. The 

choice of this particular methodology was made for three main reasons. First, it is more likely 

that qualitative rather than quantitative data would enable the research goals to be achieved. By 

taking a qualitative approach, it is possible to examine and reveal some of the more covert 

aspects of the change process that are not accessible to a quantitative approach. This so-called 

"softer" approach to the collection of data allows for a more rounded, in-depth and accurate 

picture of what actually happens in the process of organisational change. As Owens ( 1 995) has 

noted, a qualitative approach enables the researcher to, "see the 'real' world as those under 

study see it." (ibid:261) .  The result is a "thick description" (Geertz, 1975) rather than a, "spare 

description stripped of its contextual references in which the data originated." (Owens, loco cit. ) .  

By a "thick description", Geertz means one that is  full and which captures the complexities and 

nuances of the situation that it is describing. 



97 

Second, a case study design was chosen because it offered the best means of exploring, in depth, 

an example of a significant organisational change (op. cit:88). It was felt that the intricacies of 

the change process would be revealed and would provide insights into how it might best be 

managed. In seeking to derive a grounded theory of change, it was considered important to have 

such a theory firmly anchored in a real-life situation. A case study provided that basis. Practical 

considerations influenced the choice of the particular case study examined. The researcher's  

involvement, although not without its difficulties (Chapter Eight, p .  2 1 8), placed him in a 

special position to provide an inside-outside perspective of the events. The participants in the 

study were articulate and well able to consider the issues reflectively, the "stop-start" nature of 

the negotiations provided an excellent case for investigation and the prevalence of the world­

wide "merging phenomenon" suggested that an attempt to explore one such phenomenon in 

depth could have considerable practical value. 

Third, by following a grounded theory approach, with its emphasis on induction rather than 

deduction, the research is less subject to "tunnel vision" and much more likely to capture the 

true situation. Aspects which, in the more traditional "logical-deductive" approach, may either 

go unnoticed, or be considered irrelevant, are more likely to be considered. Further, in the 

absence of any hypotheses to test, the temptation to try, albeit unconsciously, to fit the data to 

the theory, is lessened considerably. 

In the following section, the "audit trail" (Guba & Lincoln, 1 98 1 ), or path to the development of 

this theory, is briefly traced. 

4.4.1 The Path To A Modified Grounded Theory 

The essence of grounded theory is that . the theorist enters the field of study with no pre­

conceived notion of what will be discovered, no formulated hypothesis to test. While this is the 

"theory" of the theory it must be recognised that absolute objectivity, (a "tabula rasa" 

engagement, as it were) even with the most honourable of intentions, is never completely 

possible. Even the most diligent "grounded theorists" bring with them their own personal 

ideologies and ways of viewing the world. This being the case, it is acknowledged that, while 

every effort has been made to counter this problem, by being as objective and open minded as 

possible, the present study is not immune to this potential research limitation. 

The following statement, in summary form, traces the path the present researcher followed in 

his journey to the development of a "modified grounded theory". 
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4.4. 1 . 1  Phase One 

In the initial data gathering phase of this study, July 1 997, the researcher interviewed 8 1  

members of the MUCE academic staff. Each was asked to indicate what they considered to be 

the three most important principles that change managers should follow in implementing any 

significant change in an institution or business organisation. They were also asked to indicate 

what they considered to be the one important principle most often neglected. It was made clear 

that the questions related to the process of change in general and were not directed at the change 

process in which the staff had been involved with the merger. 

At this point, the researcher (given the earlier caveat) had no view as to what the responses 

might be and simply recorded verbatim what the respondents said. The questions themselves 

were completely neutral and could in no reasonable way be construed to be biased or leading. 

An initial analysis of the data relating to the first question revealed four broad clusters of 

responses relating to: 

(i) the importance of change managers being aware of, and making clear to others, 
what the object of the change was; 

(ii) the necessity to communicate clearly with all those involved in the change; 

(iii) the importance of having regard for the personal worth of those who were being 
required to change; 

(iv) the need to engage in meaningful consultation with all those who would be 
affected by the change. 

These responses were then coded under the categories of vision, communication, valuing and 

consultation. 

Examples of these responses are presented in Table 1 .  



Table 1: Most Important Principles: Examples Of Interview Responses 

Vision 

Communication 

Valuing 

Consultation 

"Share their visionfrom the top to the bottom. ", "Make clear the 
rationale for the change. ", "Should be able to and should explain 
the pfzilosophy behind the change. " "Make clear and known the 
goal of the change. ", "Have a clear model of the process of the 
change. " Twenty five per cent of the responses were coded into 
this category. 

"Keep people informed with consistent and frequent 
communication. ", "Provide open communication. ", "Keep people 
informed about the change. ", "Ensure that there is effective 
communication so that people know what is happening. ", "Keep 
staff informed during the process. ". Twenty four per cent of 
responses were coded into this category. 

"Develop a mutual respect for the staff. ", "Make people feel, 
secure. ", "See that those affected by the change actually value 
some of the outcomes i.e. are not pawns in the process. ", "Treat 
people at the personal level and not disregard their personal 
concerns. ", "Ensure that people remain intact as people. " . Twenty 
three percent of responses were coded into this category. 

"Have effective consultation with current personnel. ", "Have 
genuine consultation. ", "Ensure that consultation does not just 
mean discussion but really takes notice of the input that is received 
i.e. is not just therapeutic. ", "Consult at all levels. Ensure that the 
consultation filters down to all levels. ", "Consult and share the 
vision for the change to build shared ownership. Consultation has 
to be real and not just an exercise. ". Twenty per cent of responses 
were coded into this category. 

99 

Together, these four categories, Vision, Communication, Valuing and Consultation, 

accounted for ninety two per cent of all the responses to this question. From the remainder of 

responses, no clear groupings emerged. 

4.4. 1 .2 Principles Most Often Neglected 

When the responses to this second question were analysed, the same four categories, although in 

slightly different order, again featured most prominently, accounting for 87% of all the 

responses. And, as with the responses to the first question, no other potential groupings were 

revealed. Examples of these responses are presented in Table 2. 



100 

Table 2: Principles Most Often Neglected: Examples Of Interview Responses 

Communication 

Valuing 

Consultation 

Vision 

"Do not communicate weLL. ", "Lack effective communication 
skiLLs. ", "Fail to communicate adequately. ", "Fail to inform 
people. ", "Fail to keep people up to speed with what is going on. ". 
29% of responses were coded into this category. 

"Have disregardfor personal considerations. ", "Disregard people 
as people and just consider them as units. ", "Fail to treat people 
as individuals and treat them at a personal level rather than at a 
structural level. ", "Neglect the human face and this leads to 
disillusionment. ". 29% of responses also were coded into this 
category. 

"Fail to engage in the consultation process. It is either a token 
gesture, or a fait accompli ', Le. people 's input is not taken into 
account. The consultation doesn 't really mean anything. ", "Show 
a complete lack of consultation. ", "Manipulate the consultation 
process to bring about a predetermined result; the outcomes are 
almost predestined. ", "Do not engage in real consultation. The 
caLL for consultation is a facade. ". Sixteen per cent of the 
responses were coded into this category. 

"Do not validate the change rationale weLL. ", "Don 't make clear 
the details of the vision that they have and the reasons for their 
position. ", "Do not explain fully the basis for the change. ", "Do I 
not speLL out clearly as they should the alternative vision, i.e. what i 
possibilities there are. ", "Do not foresee the wider consequences i 
and implications of the change. ", "Do not effectively convey the I 
reason for the change to the people being changed. ". Thirteen per ,' 

, 
cent of the responses were coded into this category. 

_ 

At this very early stage it seemed that four categories, Vision, Valuing, Communication and 

Consultation, might provide the starting point for the development of a modified grounded 

theory for effective organisational change. 

4.4. 1 .3 Phase Two 

During the last week of October 1997, Phase Two occurred with all staff of MUCE being 

invited to complete a questionnaire relating directly to the change process involved in the 

merger. (Appendix 4). Seventy-seven completed questionnaires were returned and these were 

then subject to an initial analysis. One question asked respondents specifically what principles 

of change they thought should be followed in bringing about change in an institution. An 

analysis of the responses to this question gave further confinnation of the importance of the 

categories highlighted in the original interviews: Vision, Valuing, Communication and 

Consultation. These categories again represented the most frequently cited responses. Fifty-two 
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responses were coded into the category of Vision, 45 into Communication, 44 into Value and 

43 into Consultation. Examples of these responses are presented in Table 3.  

Table 3: Most Important Principles: Questionnaire Responses 

Vision 

Valuing 

Communication 

Consultation 

"The clear aims and benefits for the merger to be shared by all. ", 
"First clearly establish a consensus for the organisation 's central 
'mission '. " ,  "Convey vision of change. ", "Clear vision for the 

future and even clearer envisioning of the steps by which that 
future can be reached. " 

"Tend to people and their needs - provide stability and security by 
clear statements of expectations. ", "Maintain a humane - people 
first - people matter approach. ", "Empowerment - no one should 
feel disempowered, undervalued or put upon because of change. ", 
"Appreciation of people 's talents, expertise, strengths. " 

"Communication-clear, honest, open communication is essential. ", 
"Adequate communication regarding what decisions have been 
made. ", "Clear and honest communication. ", "Excellent 
communication networks need to be established. ". 

"Genuine and meaningful consultation/dialogue. ", "Consultation 
and the processing of this. ", "Genuine consultation and 
dialogue. ", "Consultation whenever possible. " 

On the basis of these responses, the case for inclusion of these four categories as the nucleus of 

a grounded theory was considerably strengthened. 

In addition, two other groupings emerged as being significant. The importance of Timing was 

referred to 24 times and that of Trust nineteen times, both warranting further consideration in 

terms of a developing theory. Examples of these response are presented in Table 4. 

Table 4: Additional Important Principles: Questionnaire Responses 

Timing "An acceptance that change in structures can happen overnight 
but it takes years for people to adapt to the change. ", "Realising 
that change will/does take time- but allowing things to happen in 
small steps. ", "Change needs to occur at a pace that while it 
progresses forward it doesn 't leave participants winded. ", 
"Leadership keeps a clear sense of direction; paces moves to allow 

personnel to come on board thoughtfully and keep momentum. ". 

Trust "Openness, clarity and honesty. ", "Be honest. ", "Transparency of 
process. ", "Honesty. " "Trust and respect. ". 
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At this stage, the basis for a tentative theory was developing around the six categories of Vision, 

Valuing, Communication, Consultation, Timing and Trust. No other groupings were clearly 

discernible. In line with grounded theory procedure, an open mind was kept with respect to 

interrelationships and patterns that might be present in the data. The technique of memoing was 

used and the data collected gave direction for further analysis and categorisation. 

4.4. 1.4 Phase Three 

From September 1 997 through to May 1998, 3 1  structured interviews were conducted with key 

players involved in the merger. As well as being asked to identify the change principles that 

they considered should be applied in implementing an organisational change, such as the 

merger, those interviewed were asked a range of questions specifically concerning the merger. 

(Appendix 1 ) .  

An analysis of  these responses confirmed the importance attached to the six categories already 

revealed (Vision, Valuing, Communication, Consultation, Timing and Trust). In addition, 

the responses indicated that five more categories needed to be considered. Fifteen of the persons 

interviewed stressed the importance of understanding the Culture of an organisation, fourteen 

indicated that Compromise was a key factor, twelve underlined the importance of Commitment, 

eight cited Courage as being important and eight stressed the importance in organisational 

change of establishing Continuity between the change and what preceded it. 

While at this point in the research the outline of a grounded theory was beginning to emerge, 

note was taken of the need for a developing theory to be, "readily modifiable, based on ever­

emerging notions from more data." (Glaser, 1 978:2). Theoretical sampling was employed and 

the number of key players to be interviewed increased as the data revealed further lines of 

fruitful inquiry. 

4.4. 1.5 Phase Four 

During this period, through reference to the official records, and to the researcher's own 

recollections, a reyiew was made of the change process that was involved in the merger. This 

revealed that all of the eleven categories, identified so far as warranting further consideration for 

inclusion in a grounded theory, were in fact, relevant to the merger proceedings. 

At various times during the lengthy period of negotiation, aspects of all of these categories came 

into operation either to facilitate the merger process or, by their absence, to inhibit progress. 
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Careful examination of the data indicated that the employment of any additional coded 

categories was not necessary at this stage. 

4.4. 1 .6 Phase Five 

By May 1 998, an extensive review of relevant change literature had largely been completed. It 

showed that the eleven categories, tentatively identified in this study, appeared in the literature, 

with those relating to Vision, Valuing, Communication, Consultation, Trust and Culture 

receiving the most attention. In addition, the category of Consistency, expressed in various 

forms, received some attention and seemed worthy of further consideration. 

At this point, a tentative framework for a modified grounded theory was taking shape. These 

twelve categories, (Vision, Valuing, Communication, Consultation, Trust, Timing, 

Commitment, Courage, Continuity, Culture, Compromise, Consistency) appeared to offer a 

sound basis for the formulation of a grounded theory. From these categories, it seemed likely 

that the derivation could occur of useful principles for facilitating effective organisational 

change. 

It was at this point that the research procedure, outlined in Phase Five, departed slightly from 

customary grounded theory protocols. Rather than withhold examination of relevant literature 

until all data collection was completed, it was decided to advance this process by one step on the 

grounds that such a move might: 

(i) reveal further fruitful areas for data collection and 

(ii) provide timely insights into the direction and plausibility of the theory being 
generated. 

The description of this approach as a "modified grounded theory" acknowledges this variation. 

4.4. 1 . 7  Phase Six 

In September 1 998, the researcher participated in a research seminar at Massey University 

where his research project, to that point, was examined. As a result, a further principle, that of 

Chance and Serendipity, was identified as being worthy of consideration. 
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4.4. 1 .8  Phase Seven 

In October 1 998, a Questionnaire (Appendix 3) was sent to the key players seeking further data 

relevant to the merger in particular and organisational change generally. These persons were 

asked to comment on the validity of the reasons that they had given, during their interviews, for 

the failure of the initial phase of the merger negotiations and for the success of the resumed 

phase. They were also asked to identify the three most important principles they considered 

should guide those persons who have responsibility for bringing about a significant 

organisational change, such as a merger. In addition, they were invited to offer any other 

comments about the process of change, as related to the merger negotiations, or to 

organisational change generally. This return to an important source of data provided a very 

useful form of triangulation and helped clarify the patterns that were emerging. Of the 28 

Questionnaires which were distributed, 27 were returned for processing. 

4.4. 1 .9  Phase Eight 

With the collection of data completed, the researcher undertook a detailed examination of the 

assembled material. Through the progressive refinement of hypotheses, he identified ten 

principles (Chapter Nine) which provided the basis for his principle-based theory of 

organisational change. 

4.5 In Conclusion 

In this chapter, the research methodology adopted for this study has been described. The 

literature on qualitative research, case study and grounded theory has been reviewed and the 

path followed in the development of such a theory has been outlined. 

In the next chapter, the writer moves to the substantive data of his research. 
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CHAPTER FIVE 

The Merger: As The Records Reveal 

In this chapter, a summary is presented of the records relevant to the Palmerston North College 

of Education-Massey University merger negotiations. 

5.1 Antecedents To The Merger 

Most significant organisational changes do not suddenly appear from nowhere. They usually 

have a long, often private, gestation period. The case of "the merger" was no exception and the 

start of its gestation period can be traced back as far as 1 954, two years before the College of 

Education, then called a training college, was established, and over forty years before the 

"merger" itself came to fruition. 

In 1954, Pat Whitwell, with a recently completed MA in history and shortly to take up a 

position as Lecturer in History at Ardmore Training College, and Clem Hill, an Education 

Lecturer at Otago University, travelled together on the RMS Ruahine to the United Kingdom. 

Whitwell was on a British Council Scholarship to study the education system in England and 

Hill was on a scholarship to complete his Doctorate at the University of London. During the 

voyage they spent many hours talking about the future. A lot of their talk was about teacher 

education and where it should be heading. They both agreed that the resources that were going 

to be available inside the current organisations would be inadequate for the kinds of dreams they 

both had. It was a long voyage, made longer by an unscheduled detour to San Cristobal to repair 

an ailing engine, and there was ample time for their dreams to be clearly articulated. 

Ten years later, quite by chance, both Whitwell and Hill arrived at the same place, Palmerston 

North, with Whitwell taking over an institution, Palmerston North Training College, that was 

ripe and ready for change, and Hill establishing a department, the Massey University Education 

Department, that was being set up afresh following its recent separation from Victoria 

University. Both had a vision for teacher education that saw the professional expertise of the 
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practitioner underpinned by the academic insights of a discipline enriched scholar. It was not 

surprising that, as Whitwell recalls: 

Right from the very beginning we sought, from both sides of the river, to find ways 
of integrating what we were doing. I think it would be an exaggeration to say at the 
time we thought in terms of merger, but we probably, in a vague kind of way, 
thought this was the inevitable outcome. (Interview with WhitweU, 1 3  December 
1 997:3) 

The formal outcome of this search for integration was the development of the Bachelor of 

Education degree programme, beginning in 1970 and continuing to the present time. It was, 

Whitwell noted, through all sorts of devices set up inside the B.Ed. degree to integrate the 

programmes in both institutions, that, "We found ways of reinforcing the notion in our own 

heads, that we had a common destiny." (ibid.). 

In 1977, Whitwell prepared a paper, "Relations Between Teachers Colleges And Universities: A 

Teachers College Point Of View" (ibid: 1 977), in which he explored the historical relationship 

between colleges and universities and outlined possible forms that this relationship might take 

in the future. 

During the early eighties, the question of merging the Palmerston North College with Massey 

University had its first formal appearance, not as a result of something like the Whitwell-Hill 

educational vision, but as a result of teacher training resource difficulties the Government was 

experiencing. 

In 1982, the then Minister of Education, Hon. M. Wellington, considered that one option for 

solving the resource problem would be that of, "placing small teacher training units in close 

association with universities (expressly including Massey), whilst also retaining the larger 

colleges in Auckland, Wellington and Christchurch." (Openshaw 1996: 1 82). Reacting to this 

situation, the Principal of the College at the time ( 1 992), Mr I. Lovett, had a number of 

discussions with Dr Stewart, the Vice-Chancellor of Massey University, concerning the 

possibility and desirability of a College-Massey merger, although these discussions, "didn't 

quite reach the stage of requiring the approval of the Councils" (Correspondence from Lovett, 5 

March 1 998:2). In pursuance of this notion, Messrs Lovett and Stewart, along with the 

Chairman of the College Council, Mr Dearsly, and the Palmerston North City Mayor, Mr 

Elwood, travelled to Wellington and met with the Minister in an attempt to persuade him of the 

merits of a College-University merger. Openshaw ( 1 996) records: 



As it transpired, the delegation was unsuccessful because of the Minister's concern 
that the supply and certification of teachers should remain a government 
prerogative and under no circumstances be allowed to fall into the hands of a third 
party. (ibid: 182) 
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Earlier, the Director of Education, Mr W. Renwick, had come to Palmerston North, along with 

the Director of Teacher Education, Mr A. Forrest and Mr B. Kings, Assistant Secretary Tertiary, 

to meet with Dr Stewart, Mr Lovett and Mr Whitwell, who at that time was on the University 

Council. They had explored the implications of a merger of the two institutions and considered 

it could be seen as a viable option. But, as already indicated, it was not to be, although Lovett, 

looking back on the discussions, expressed the opinion that they did indeed, "come close to a 

merger." (Lovett correspondence, loco cit:4). 

Over the next few years the notion of a merger was not in the forefront of the minds of the 

senior executives of either the University or the College, although Forrest ( 1998) recollects that: 

During my time as Principal ( 1984-88) I had some informal discussion with Neil 
Waters (the new Massey Vice-Chancellor) and the buildings officer. .. (and) we 
concluded that a merger was not possible because factors like salary and status of 
staff could not easily be reconciled, specialist buildings such as (the) gymnasium 
and art facilities could not be provided on the Massey Campus etc. (Forrest, 
Correspondence:2) 

External events in New Zealand in the latter part of the 1980s, however, changed the situation 

dramatically and a climate was created that saw the possibility of tertiary institutions engaging 

in merger discussions become much more likely. 

On 10 May 1988, the Government released the Picot taskforce report, "Administering For 

Excellence", and followed this up in August of the same year with, ''Tomorrow's Schools: The 

Reform of Educational Administration in New Zealand", which set out the policy position the 

government had reached regarding the administration of education in the primary and secondary 

sectors. 

In February 1989, the Government released "Learning for Life", the Government's statement of 

intent for the organisation and delivery of post-compulsory education and training. This 

statement was based on the "Report of the Working Group on Post-Compulsory Education and 

Training", convened by Professor G. Hawke and presented to the Government in July 1988. In 
the "Learning for Life" publication, two particular intentions had special significance for 

Colleges of Education Section 3.7.2 indicated that, "Colleges of Education will be established as 
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independent institutions, free to stand alone or to amalgamate with other tertiary institutions 

such as universities or polytechnics." (Learning for Life 1 989:2 1 ). Section 3 .7 .7 stated that, 

"Qualifications for teaching may be offered by institutions other than colleges of education." 

(ibid:22). Both these intentions had a direct bearing on the tertiary merger scene. As Opens haw 

(op. cit.) observed: 

The spectre of competition from other providers made the College more willing to 
accept a closer institutional relationship, even at the risk of ultimately losing 
autonomy. Significantly, these developments came at a time when a financially 
strapped university was becoming more receptive to entrepreneurial ventures of its 
own, and when politicians had once again become convinced that amalgamations 
between tertiary institutions would bring about appreciable cost savings. (ibid: 1 84) 

The Education Amendment Act 1 990 confirmed these intentions and passed them into 

legislation, providing both the opportunity and the impetus for the College-Massey merger to 

become a reality. 

5.2 The Merger Negotiations: As The Records Reveal: Phase One: 1989-93 

5.2.1 1989 

On 25 October 1 989, Dr T. N. M. Waters, Vice-Chancellor of Massey University, Palmerston 

North, formally initiated the merger proceedings by writing to Mr B. Hennessey, Principal of 

the Palmerston North College of Education. In that letter (Appendix 5), he referred to his recent 

meeting with Mr Hennessey where they had, "discussed in very general terms the future 

relationship between the University and the College." (VC's letter: 25/1 0/89). He considered 

that it was time for some long-term thinking and included with his letter a paper, "Teacher 

Education In Palmerston North" representing the University'S views on the matter, which he 

invited Mr Hennessey to consider. He concluded with the following suggestion and invitation: 

If the College believes that we have a mutual responsibility and an opportunity to 
take some new steps I suggest that a Joint Committee should get down to details 
forthwith. If we cannot then make progress by about the end of the first term next 
year we will know that our goals and perceptions are not the same and that a 
combined approach probably will not work. 

If you feel that the above is worth pursuing I should be pleased to meet again with 
you to discuss it further in general terms. I should then like to see a joint group take 
up the matter. 

Yours sincerely 

T. N. M. Waters 
Vice-Chancellor 
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The response to this letter was positive. At a meeting of the College Council the following 

month (24 November 1989), the Chairman of the College Council, Professor Adams, (formerly 

the Dean of the Education Faculty, Massey University), tabled the Vice-Chancellor's letter and 

indicated that he had had a discussion with Dr Waters concerning the proposal. After some 

discussion, the College Principal, Mr Hennessey, suggested that a joint working party be set up 

to investigate the proposal. The following motion was put and carried. "That the Chairman and 

Principal be seconded to approve up to two other persons to form this working party to 

investigate the Massey proposal." (College Council minutes: 24111/89). 

It was emphasised by both the Council Chairman and the College Principal that, in taking this 

action, the Council was simply agreeing to discuss the matter of future relationships with the 

University. It was not agreeing to proceed with amalgamation itself. Discussion on the matter 

suggested that the chairperson of the working party would need to be of high quality and 

without vested interest. 

Following this meeting Professor Adams and Mr Hennessey appointed Mrs K. Broadley and Mr 

R. Dalzell to be the College representatives on the working party. The University appointed 

Professors G. Fraser, I. Snook and G. Malcolm to be their representatives. Mr Hennessey and 

Professor Snook were designated as Joint Chairpersons. 

Table 5: Summary Of Key Events 1989 

25 October Letter from Massey University VC to College Principal. 

24 November College Council agrees to formation of Working Party. 

5.2.2 1990 

The first meeting of the Working Party was held at 2.00pm Tuesday, 13 February 1990, at the 

Palmerston North College of Education. At this meeting, the need to examine the implications 

of any closer linkages between the two institutions was noted and there was general agreement, 

"that all parties would prefer the outcome of any discussions to move along quickly, and 

nothing would be gained in allowing matters to be drawn out." (Working Party notes: 13/2/90). 

Although no time frame was suggested, it was agreed that, "it should be shorter rather than 

longer." (ioc. cit. ) .  It was agreed, too, that the word "amalgamation" could be counter­

productive and that the term "closer educational relationships" (CER) would be more 

appropriate. Staff should be kept fully informed at all times. A regular time and fortnigbtly 
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schedule for future meetings was suggested, "in the hope of establishing some momentum to 

discussions." (loc. cit.). 

At its second meeting, 27 February 1990, those present at the meeting (Hennessey, Broadley, 

Snook and Malcolm) did not feel comfortable with the terms "merger" or "amalgamation" and 

considered other possible forms of association such as "federation", "coalition" or "union". It 

was agreed that two further working parties be established to identify the range of issues 

involved in staffing and funding matters. A statement should be issued indicating that the 

Working Party had agreed to explore the implications, for all parties, of forming a School of 

Education within the University. 

The Working Party then met with the two working parties it had established and agreed to 

establish a further group to consider programmes. The question of an appropriate name for the 

relationship being considered was again raised and the view was expressed that the words 

"merger" and "amalgamation" were not favoured because of their association with the business 

world. It was again emphasised that, if relative early progress was not made, then "these 

discussions would be an effective failure, and that either party is free to withdraw at any time 

from discussions." (Working Party notes: 1 3/3/90) . 

At its meeting on 22 May 1990, following meetings in March and April, the Working Party, by 

now known as the CER Joint Steering Committee, met with representatives of the Courses and 

Programmes Working Party and the Finance Working Party. The question of consultation with 

staff was raised and it was agreed that this needed to occur. 

At the June meeting of the Steering Committee, the question of a site for any new development 

was considered and it was agreed that, "The University could not accommodate a Teacher 

Education Division for at least 10 years on the Massey Campus" (Steering Committee notes: 

19/6/90) . It was suggested that it should be specified that teacher education would remain at the 

PNCE site. A time line was proposed at this meeting: "Staff forum 29 June, staff meetings July, 

a recommendation for Councils in August." (loc. cit. ). The question of the future of Subject 

Studies staff at the College, should new developments proceed, was raised. 

On 29 June 1 990, a staff forum was held at the College for staff from both institutions and on 3 

July 1 990, the Steering Committee met again and discussed the forum. Mr Hennessey expressed 

some surprise at the high degree of pessimism shown and it was agreed that, "the staff of both 

institutions should have more information to consider." (Steering Committee Notes: 3/7/90) . 



1 1 1  

Professor Fraser suggested that within a School of Education there would be room for a 

Division of Subject Studies. 

On 1 6  October 1 990, the Steering Committee met, with Dr Waters in attendance. Dr Waters 

commented on the questions that had been prepared for him by the College's Teaching Staff 

Advisory Committee. He pointed out the reasons behind CER and offered the view that 

Palmerston North would, "have more to offer education if both institutions were to combine" 

(Steering Committee notes: 1 6/ 1 0/90). Mr Hennessey believed, "the desire to amalgamate 

would bring about the enhancement of teacher education and protect the integrity of teacher 

education." (loc. cit.) .  The question of extending the membership of the Steering Committee to 

include the new Massey University Education Department Head of Department, Professor W. 

Tunmer, and the new Associate Principal of the College, Ms N. Bell, was raised but held until 

the next meeting. 

A special meeting of the Steering Committee was held on 1 9  October 1 990 and chaired by 

Professor Fraser. Here, Professor Fraser gave details of a meeting that had been called by the 

Ministry of Education and held on 1 2  October 1990 to discuss the implications of the new 

nursing complex planned for the Manawatu Polytechnic on the Hokowhitu campus, the campus 

then shared by the Polytechnic and the College. At the Ministry sponsored meeting, "University 

became aware that the possibility of exploring concentrating PNCE on site at Massey University 

was practical." (Steering Committee notes: 1 91 10/90). The possibility was raised for the first 

time, that, in return for vacating the Hokowhitu campus, the approved funding for the 

Polytechnic nursing complex could be made available to facilitate a College move to the 

Massey site. 

Professor Fraser informed the Steering Committee that, following the Ministry sponsored 

meeting, a further meeting of College, University and Polytechnic representatives was held at 

Massey on 1 7  October 1990. Present at this meeting were: Dr Waters, Professor Fraser, the 

Registrar of the University, Mr Tither, Mr Hogan, the Planning Officer of the University, the 

Chairman of the College Council, Professor Adams, the Principal of the College, Mr 

Hennessey, the Registrar of the College, Mr Wills, the Chairman of the Polytechnic Council, Dr 

Tapper, the Director of the Polytechnic, Mr Moltzen and the Associate Director of the 

Polytechnic, Mr Harris. This meeting considered the proposal to relocate the Palmerston North 

College of Education on to a Massey University site using funds already approved for the 

construction of the Polytechnic' s  new nursing block. Professor Fraser reported that, "all three 

institutions appeared to be positive about the proposal, bearing all considerations in mind." 

(Steering Committee notes: 1 91 1 0/90) and that a Memorandum of Understanding would need to 
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be prepared and forwarded to the Ministry for their analysis and further consideration. In his 

report, Professor Fraser stressed the speed with which events had occurred and the need, in the 

meantime, for maintaining strict confidence over the matter. 

Following Professor Fraser's report of the 1 7  October meeting, the Joint Steering Committee 

considered the implications of the discussions to which they had just been made privy. 

Disappointment was expressed over being called to a meeting not knowing the agenda, or who 

would be in the Chair, and the secretive discussions that had taken place. The role of the 

Steering Committee was questioned. There was a very strong desire to inform staff of both 

institutions of the recent events and to reassure them that, "no 'back room dealing' has taken 

place." (loc. cit. ). After considerable discussion it was agreed that a joint memorandum to both 

staffs would be produced, not giving details but simply letting them know that a group of 

representatives from both institutions had been meeting, with consideration being given to the 

relocati<;lfl of PNCE on the Massey campus, and that the Vice-Chancellor would be meeting 

staff on 1 November (loc. cit. ). 

Following this meeting, two separate memoranda were sent, to the staff of the College, by Mr 

Hennessey, on 19  October and to the staff of the University, by Professor Snook, on 23 October. 

These items outlined the recent meetings that had taken place and informed staff of the 

possibility that the College of Education might be re-sited on the Massey Campus. All staff 

were informed that the Steering Committee would be considering the implications of these 

developments after the Vice-Chancellor had met with the staff of both institutions on 1 

November 1 990. 

On 25 October 1990, a draft protocol in the form of a Memorandum of Understanding for the 

changes envisaged in the 17 October meeting, was sent by Professor Fraser to the Vice­

Chancellor, the Principal of the College and the Director of Manawatu Polytechnic, seeking 

their consideration and approval. On 7 November 1990, the College' s Teaching Staff Advisory 

Committee sent a memo to all College staff summarising the issues concerning CER and asking 

staff to support all proposed consultative procedures. 

The CER Joint Steering Committee met agam on 8 November 1990, and the role of the 

Committee was discussed. It was decided that: 

Responsibility still appeared to lie with the Steering Committee making a 
recommendation to Council based upon present knowledge and reports received 
from the various working parties and interested staff groups. (Steering Committee 
notes: 8/1 1/90) 
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Professor Fraser reported that the Memorandum of Understanding (Appendix 6) that he had sent 

to the chief executives of the University, College and Polytechnic, on 25 October 1990, had 

been sent to the Ministry for their consideration. He reported that a further meeting of the group 

representing the three tertiary institutions would be meeting with Ministry representatives again 

on 1 3  November to clarify the Ministry' s  position over the proposals contained in the 

Memorandum of Understanding. After further discussion, the following motion was passed: 

"On the basis of all the deterrninations, we resolve to recommend to our respective councils that 

a merger take place." (loc. cit.) .  

It was agreed that the Chairpersons would formulate the report to be sent to both councils. It 

was also suggested that the Committee should reconsider the augmentation of its membership as 

had been suggested at the previous meeting. 

On 16  November 1 990, following the meeting of the representatives of the Ministry and the 

three tertiary institutions on 1 3  November, the fourth and final draft of the Steering 

Committee's Report for the Councils of Massey University and Palmerston North College of 

Education was signed by the Joint Chairpersons of the CER Joint Steering Committee and sent 

to the respective Councils. The report (Appendix 7) indicated that the members of the Joint 

Steering Committee unanimously recommend that: 

(i) The Councils of Palmerston North College of Education and Massey 
University agree in principle to the amalgamation of the two institutions with 
effect from 1 January 1 992; and 

(ii) Relevant staff of both institutions be fully consulted about the detailed 
provisions arising from this proposal. (Steering Committee notes: 1 21219 1 )  

The College of Education Council met on 30 November 1990 and approved the two 

recommendations contained in the Joint Steering Committee's  report to the two councils. 



1 3  February 

1 9  June 

29 June 

1 2  October 

1 7  October 

1 9  October 

1 9  October 

23 October 

25 October 

8 November 

1 3  November 

30 November 

5.2.3 1991 

Table 6: Summary Of Key Events 1990 

First meeting of working party. 

Teacher education to remain at PNCE site. 

Staff forum held. 

Special meeting called by the Ministry to discuss site issues. 

Meeting of University, College and Polytechnic 
representatives to consider proposal to relocate PNCE on a 
Massey site. 

Special meeting of the Joint Steering Committee called 
and chaired by Professor Fraser. Details of Ministry 
meeting on 1 2  October and chief executives' meeting on 
17 October, given to the Committee. 

College staff informed of relocation proposal. 

University staff informed of relocation proposals. 

Draft copy of Memorandum of Understanding sent to chief 
executives of Massey, the College and the Polytechnic for 
consideration and amendment before being sent to the 
Ministry. 

Joint Steering Committee resolved to recommend to their 
respective councils that a merger take place. 

Further meeting of the Awatea Conference Group (College, 
University, Polytechnic and Ministry representatives). 

The College Council met and approved the recommendation 
of the Joint Steering Committee to agree in principle to 
amalgamation, subject to conditions. 

1 14 

The first meeting of the Joint Steering Committee (the "JSC") for 199 1  was held on 1 2  February 

when a copy of a memorandum from the Vice-Chancellor, dated 4 January 1 99 1  (Appendix 8), 

was received. This item advised that the Massey University Council resolved to agree in 

principle to the amalgamation of the two institutions from 1 January 1 992, and that relevant 

staff from both institutions should be fully consulted about detailed provisions. 

The composition of the Steering Committee was discussed and it was agreed that Professor 

Tunmer, from the Massey University Education Department, be invited to join the Committee 

and that the Committee membership be extended from its present number of seven to a 

maximum of twelve. The function of the Steering Committee was clarified. It was to be 

responsible for developing a plan and mechanism for the implementation of the 

recommendations relating to amalgamation. 
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On 26 February the Steering Committee had its second meeting for the year and welcomed to 

the meeting the new members: Professor Tunmer, Dr R. Nash and Ms J. Poskitt (Massey), Mrs 

M. Croxson and Mr D. Aitken (College). There was a discussion over the balance and 

composition of the Steering Committee. Concern was expressed that, "PNCE was represented 

by both CEO and the Chairman of Council, while Massey was without even a delegated 

representative of the Vice-Chancellor." (Steering Committee notes: 26/2/9 1 ) .  The College 

Council Chairman was absent from this meeting and the matter was postponed until the next 

meeting. It was also noted that, "The possibility of the Committee being unable to reach 

agreement on amalgamation/implementation would be conveyed to both Councils" (loc. cit.) .  

At its next meeting on 12 March 199 1 ,  the Chairman of the College Council' s  membership on 

the Steering Committee was raised and considered to be "perhaps anomalous" (Steering 

Committee notes: 1 2/3/9 1) .  Professor Fraser indicated that he had written to the Joint Chairmen 

and would raise the matter later. Three sub-committees were established: Programmes: R. 

Dalzell, R. Nash, W. Tunmer, D. Aitken. Resources: G. Fraser, B. Hennessey, G. Malcolm. 

Staffing: M. Croxson, J. Poskitt, I. Snook, K. Broadley. (Highlighted names indicate initial 

convenors.) It was noted that the question of the location on the university site of the new 

institution was "on hold". 

The next meeting of the Steering Committee was held on 26 March and the question of the 

membership of the Chairman of the College Council was again raised. At the previous meeting 

it was suggested that the composition of the Joint Steering Committee was anomalous because 

the Chairperson of the Palmerston North College of Education Council was on the Steering 

Committee while the Chairperson of the Massey University Council was not. The College 

Council Chairperson noted several additional anomalies in the composition of the Committee. 

R. Nash suggested that the matter be deferred to the next meeting of the Committee because the 

member of the Committee who raised the issue, G. Fraser, was not present (Steering Committee 

notes: 26/3/9 1 ). It was also recorded that B. Shaw and N. Bell had been added to the 

Programmes Sub-Committee and the terms of reference for that committee were: 

To examine the programmes now provided at Massey and PNCE and to prepare 
models of programme organisation and organisational structures for their delivery 
in the light of the forthcoming amalgamation between the two institutions. 
(Steering Committee notes: 26/3/9 1 )  

At its 9 April 1 99 1  meeting, the Steering Committee considered Draft Terms of  Reference, item 

one: 



To develop further the proposal agreed to in principle by the Councils of Massey 
University and the Palmerston North College of Education to amalgamate the two 
institutions with effect from 1 January 1 992, or as soon as practicable thereafter. 
(Steering Committee notes: 9/4/9 1 )  
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The question of membership of the Committee was again raised and the matter was discussed at 

length. Professor Fraser expressed concern over possible difficulties which may arise from 

perceived potential conflicts of interest regarding the membership of the Chairman of the 

Palmerston North College of Education Council (loc. cit.). It was recorded that, on this matter, 

"No decision was reached." (loc. cit. ). At its next meeting, on 23 April 1 99 1 ,  the current 

membership of the Working Party was reaffirmed and R. Nash was asked to liaise with D. 

Chapman of the College and bring to the next Steering Committee meeting, for discussion, a set 

of Principles of Amalgamation. 

Further meetings of the Steering Committee were held during May, June, and July, where 

reports were received from the Sub-Committees, Principles of Amalgamation (Appendix 9) 

were discussed and consideration was given to extending the membership of the Steering 

Committee to include Maori and student representatives. 

At its 1 6  July 1 99 1  meeting, the Steering Committee discussed a draft time frame for 

amalgamation, drawn up by the Joint Chairpersons. It was recorded that, "It appears that the 

date of 1 January 1992, for amalgamation to take effect will be unattainable." (Steering 

Committee notes: 16/7/9 1 ). It was also noted that Professor Tunmer would be on leave from 

August until December and that Mr B. Shaw would attend the Steering Committee meetings in 

his place. 

At the 30 July meeting of the Steering Committee, Mr Hennessey reported that he had had a 

profitable meeting with the Vice-Chancellor: 

who has accepted that while progress to date is satisfactory, the preliminary 
amalgamation date of 1 January 1 992 is unattainable. He further accepts that while 
any new entity will operate from a split-campus, it will be desirable that re-siting 
on the Massey campus take place as soon as possible. (Steering Committee 
minutes: 30/7/9 1 )  

The Committee also agreed to invite the Students Associations of both institutions to each 

nominate a representative to join the Steering Committee and for Professor Fraser, on behalf of 

the University, to invite appropriate Maori representation as tangata whenua (local people). 
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The Committee met twice in August. At the first of these meetings, the College Student 

representative, Ms L. Hughes, was welcomed, and at the second meeting, the Maori 

representative, Mrs Y. Marshall attended. Also, at this second meeting, an interim progress 

report from the Programmes Sub-Committee, outlining progress to date, was presented by Mr 

Shaw. ''This was very well received by the Steering Committee, and a wide-ranging discussion 

followed." (Steering Committee minutes: 27/8/91). 

The two September meetings of the Steering Committee were mainly concerned with receiving 

reports from the sub-committees. 

Two meetings of the Steering Committee were held during October. At the first meeting, 8 

October, Professor Adams indicated that the College Council would want to be sure that teacher 

education would be protected after the merger; Professor Fraser reported that, at a further 

meeting between the Polytechnic, the University, the College and the Ministry, it was made 

clear that there would be no extra money made available to allow a relocation of the College to 

a Massey site. At the second meeting, 22 October, the Programmes Sub-Committee presented 

its draft report, "Programmes, Qualifications and Departmental Structures in an Amalgamated 

Institution". (Appendix 10). The points raised during the lengthy discussions that followed 

included: 

• Why was there a separateness of the early childhood programmes? 

• Where are the moral and ethical aspects of Education recognised? 

• Some disappointment with the document - appears to model the existing PNCE programme 

with different names, and reflects the programmes currently taught at both institutions with 

little compromise. 

• Too little emphasis on subject studies, too much emphasis on school practice and the school 

curriculum - Where is the vision for the future i.e. mathematics, science and technology? Is 

there no place for a course on contextual studies? (Steering Committee minutes: 22/10/9 1). 

Members of the Programmes Sub-Committee responded to the points raised. It was resolved 

that the document be received and passed to interested groups for discussion and comment. 
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Following this meeting the Programmes Sub-Committee received a written response to their 

report (Appendix 1 1 ) from Professor Snook, Co-Chairperson of the lSC. Copies were sent to 

the Vice-Chancellor, the Principal of the College, the Acting Head of Massey University's 

Education Department and all members of the lSC. In this response, Professor Snook indicated 

that, as he had stated at the lSC meeting of 22 October, he was far from satisfied with the first 

draft Of the proposed B.Ed. Programme. He wrote: 

To my mind, there is only one good reason for amalgamation: to combine the 
resources of two institutions to provide an outstanding programme of teacher 
education. Something of that vision is contained in the original proposal sent by the 
Vice-Chancellor to the College Principal. I find the proposed programme gravely 
defective as a means to a new vision. (Memorandum to Programmes Sub­
Committee: 24 October 199 1)  

In response to Professor Snook's memorandum, the Vice-Chancellor wrote to Professors Fraser 

and Snook and Mr Hennessey (Appendix 1 2) intimating that he shared Professor Snook's vision 

and expressed dissatisfaction with the draft programme that had been presented to the lSC for 

consideration. He suggested that: 

If we really haven't got a vision for what could be accomplished we should end the 
discussions now and save further time and effort. I am not going to recommend to 
the University Council acceptance of the status quo relabelled. That the drafts 
coming forward have failed to grasp the opportunities which would be presented by 
amalgamation worries me greatly. I am very tempted to recommend that 
discussions end forthwith. Perhaps that is what is wanted by some. (Memorandum 
from the Vice-Chancellor to Professors Fraser, Snook and Mr Hennessey: 1 
November 1 99 1 )  

Three more meetings of the Steering Committee were held during the year. The two November 

meetings, 5th and 19th, were mainly concerned with receiving Sub-Committee reports. The 

Programmes Sub-Committee's draft report had been circulated to staff for comment and had 

been the subject of two staff meetings. 

At the last meeting of the year, 9 December 199 1 ,  reports from the three Sub-Committees were 

received. The Programmes Sub-Committee had met to consider the submissions it had received 

and indicated it would continue to do so early in the new year. Mr Hennessey reported that a 

proposal from Dr Tapper, Chair of the Polytechnic Council, concerning the possibility of 

obtaining funding to commence construction of a new building at the Massey campus, was not a 

viable option. It was agreed to continue meeting fortnightly in 1992 and it was noted that, when 

Professor Tunmer returned next year, Associate Professor Shaw would retain his membership of 

the lSC. 



1 2  February 

26 February 

12  March 

26 March 

9 April 

23 April 

1 6  July 

30 July 

22 October 

24 October 

1 November 

9 December 

Table 7: Summary Of Key Events 1991 

Advice received of Massey University Council's resolution to 
agree in principle to the amalgamation as from 1 January 
1992. 

Concern expressed over the balance/composition of the 
Steering Committee. 

Concern over the Chairman of the College Council being on 
the Steering Committee again raised. Three Sub-Committees 
established. 

The question of the membership on the Steering Committee of 
the Chairman of the College Council again raised. The matter 
deferred until the next meeting. 

The draft terms of reference for the Steering Committee 
considered. The question of the membership on the Steering 
Committee of the Chairman of the College Council again 
raised. The matter discussed at length. Recorded that no 
decision was reached on the matter. 

The current membership of the Steering Committee 
reaffirmed. Principles of amalgamation considered. 

Draft time frame for amalgamation drawn up. Date of 1 
January 1992, considered unattainable. 

Accepted that new entity would operate from a split-campus. 
Agreement to expand membership of Steering Committee to 
include student and Maori representatives. 

Programme Sub-Committee's draft report presented and 
responded to. 

Memorandum to Programmes Sub-Committee from Professor 
Snook expressing grave concern over the Sub-Committee's 
report. 

Memorandum from the Vice-Chancellor to Professors Fraser 
and Snook and Mr Hennessey expressing concern over the 
Programme Sub-Committee's report and raising the possibility 
of recommending that discussions cease forthwith. 

Final meeting for the year. Polytechnic proposal for obtaining 
funding to assist building on Massey campus not viable. 
·Steering Committee agreed to continue to meet fortnightly in 
1 992. 

1 1 9 
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5.2.4 1992 

The first meeting of the Steering Committee in 1 992 was held on 4 February. Dr J. Bums and 

Associate Professor J. Chapman were welcomed as the newly elected representatives of the 

Education Department, the term of office for the previous representatives having been 

completed. Members were invited to comment individually upon progress to date. "A full and 

wide-ranging discussion ensued." (Steering Committee minutes: 4/2/92) . 

Mr Hennessey suggested that the interest accumulating from the $ 1  million grant earlier 

received from the Ministry of Education be disbursed in order to contract a person to prepare a 

summary of progress to date . 

.It was agreed that the Joint Chairpersons, through the Assistant Vice-Chancellor, discuss with 

the Vice-Chancellor the suggestion that a facilitator be employed and that the Steering 

Committee go into recess. 

The next meeting on 3 March, considered a document (JSC 92/03) containing the reaction of 

Education Department staff to the Sub-Committee reports. A motion was framed but not put to 

the vote that, "the Steering Committee and its Sub-Committees continue to meet on the same 

basis as previously in order to consider information coming forward." The meeting discussed 

the terms of reference for a consultant, previously drafted by Professors Fraser, Snook and Mr 

Hennessey. Professor Tunmer reiterated the view that the Education Department did not support 

the notion of the JSC and its Sub-Committees going into recess, in favour of a "consultant" or 

"mediator" . 

A memo written by Professor Fraser, dated 26 February, was read by the Chair to the meeting. 

The memo confirmed: 

the Vice-Chancellor' s  support for the concept of engaging a consultant and 
building into the task an independent assessment of the financial resources required 
to consolidate any new entity on the University campus. In the memo Professor 
Fraser also indicated his own support of the initiative. (Steering Committee 
minutes: 3/3/92) 

The Committee was divided over the suggestion to employ a consultant. After further 

discussion, it was agreed that Associate Professor Chapman would inform the Education 

Department staff of the discussion that had taken place and a further meeting would be held in 

two weeks to enable him to report on the Education Department staff reaction. This agreement 
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was reached, "On the clear understanding that a decision i s  made at that time regarding the 

appointment of a consultant and the motion would remain on the table." (Steering Committee 

minutes: 3/3/92). 

On 17 March 1 992, Mr Hennessey reported to the Steering Committee on a meeting he had held 

the previous day at Massey University with the Education Department staff. He indicated, "It 

appeared that the only way progress could be made would be if compromises were offered by 

both sides." (Steering Committee notes: 1 7/3/92). 

Associate Professor Chapman stated that, "While the Education Department staff agreed with 

the reactivation of sub-committees, they still believed that the contracting of a consultant would 

be premature." (loc. cit.) .  Mrs Croxson said that the College staff would likely approve the 

employment of a consultant. 

Following further discussion, it became apparent that a compromise could not be reached and 

Mr Hennessey then suggested that the College, on its own, employ an "advisor" to meet its own 

needs with its "share" of the available funding. Professor Tunmer said he believed the 

Education Department staff felt they had not been sufficiently consulted to date and major 

issues still needed to be addressed from within the existing committees. This, he said, was their 

reason for not agreeing with the contracting of a consultant at this time (loc. cif.) .  He also 

suggested that the Education Department's  concern related to the amalgamation of a large 

institution with a small department. After lengthy discussion, it was agreed that: 

The sub-committees of the JSC would be reactivated and that the College would 
use the resources available to employ someone in an advisory capacity to develop 
papers to explore the implications for the College. It was also agreed that the JSC 
would continue to meet every four weeks. (loc. cit.) 

The JSC did not meet again until 15 October 1992, the Programmes Sub-Committee was the 

only Sub-Committee to meet and the College did not employ anyone in an advisory capacity to 

explore the implications for the College. 

Following the 17 March meeting of the JSC, numerous informal discussions were held between 

representatives of both the University and the College. As a result, a meeting of representatives 

of the JSC and its Working Parties was convened on 23 June 1992 and chaired by Professor 

Fraser. The Programmes Sub-Committee prepared a report for this meeting (Appendix 1 3) .  The 

meeting lasted four hours and comprised a plenary session followed by group discussions. 



Following are some of the major points, as recorded, from the plenary session: 

• Frustration from the College staff that the JSC has not "faced up" to the major issues. 
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• In hindsight, a permanent convenor of sub-committees would have been more effective and 

a different arrangement for chairing of the JSC would have been more appropriate. 

• The differences that have now emerged, particularly with focus of the Programme group, 

are ideological, based on how the people see differences relative to teaching. 

• The belief that there will not be a "coming together" of both institutions until they are on the 

Massey site. There seems not to be the will to do it. Uncertainty as to the physical location 

appears to be holding up any decision. 

• What is the solid rationale, the educational purpose, the vision? 

• There appears to be a distinct lack of goodwill or trust from one party to the other, and 

progress could not be made until this is resolved. 

(Minutes of meeting 23 June 1992). 

During the group seSSIon, discussion centred on the rationale for the amalgamation, the 

resources and the ownership of the negotiating process. The question arose whether the rationale 

should be influenced by how the project should be resourced, or should the rationale for the 

amalgamation be defined first and this then influence the required resources. It was agreed to 

hold a further meeting of this group. 

The second meeting of this expanded group was held on 1 7  September 1 992 and, again, was 

chaired by Professor Fraser. During this three hour meeting, discussion centred mainly on 

"rationale" and "resources". Mr Hennessey reported that the Polytechnic urgently needed 

confirmation of the College's  relocation on the Massey campus and that the Polytechnic had 

indicated they would be prepared to assist in this relocation by providing a lump sum and 

additional annual financial assistance. Mr Hennessey also stated that: 

He believed any move by the Education Department to the Hokowhitu campus had 
been ruled out, for a number of reasons, and the siting of any new entity could 
realistically only be considered at the Massey site. If this is not possible then other 
options for a closer working relationship between the two institutions could be 
examined. (Minutes of meeting: 17 September 1 992) 
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Mr Hennessey advised the meeting of a proposal, prepared as a result of a meeting he had had 

the previous week with Mr Wills, from the College, and Professors Fraser and Snook, from the 

University. The proposal was: 

To commission an outside consultant to prepare an impact report, defining the 
financial and human implications in the establishment of a purpose-built facility on 
the Massey campus, to accommodate the activities undertaken by the College and 
those of the Massey Education Department. (loc. cit. ) 

It was reported that the suggestion of an impact report was supported by the Chair of the 

College Council (Professor Adams) and, subject to the meeting's consideration, by the Vice­

Chancellor. The meeting unanimously agreed to invite an independent consultant to prepare 

such a report. It was also agreed that the JSC should reconvene as soon as possible. 

The day following the meeting, the local daily newspaper, The Manawatu Evening Standard, 

headlined a report stating, "Massey-Teachers' College merger talks stall" (Appendix 14) in 

which it quoted a College Council member, Mr Bruce Beetham, in a report to the Manawatu­

Wanganui Regional Council, as saying that the merger discussions had been sporadic and, 

despite early progress, had stalled due more to reservations on the part of the University than the 

College. In the same news item, Mr Moltzen, the Manawatu Polytechnic Chief Executive 

Officer, was reported as saying that, if the negotiations had stalled, he would be bitterly 

disappointed. The Polytechnic, he was reported as saying, had stood by through 22 months of 

stalling and, if this was another stall, then the Polytechnic might just have to get on with what 

was best for itself. 

On 2 1  September, Mr Hennessey sent a memo to all College staff saying, "By now, most staff 

will have read, or at least heard about the attached article (Appendix 14) which was published in 

the Evening Standard on Friday, 1 8  September. Now for what is really happening." (Memo 

from B. Hennessey to College Staff: 2 1/9/92, Appendix 15). 

He went on to report that: 

the Joint Steering Committee and the members of the various working groups met 
on Thursday, 1 7  September and unanimously agreed to invite an independent 
consultant to prepare an environmental impact report to assess the financial 
feasibility of relocating the College and the Massey Education Department in a 
new purpose-built facility on the Massey Campus. The terms of reference for this 
report will be drawn up and considered by the JSC shortly. (loc. cit. ) 
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He reported that the amalgamation option, which meant relocating the University 's  Education 

Department on the Hokowhitu campus, was no longer being considered. He also indicated that 

the Chief Executive of the Manawatu Polytechnic had assured him of his full co-operation in 

providing financial information relating to any proposal for the Polytechnic to buy College 

buildings, should an amalgamation proceed. 

The JSC reconvened on 1 5  October 1 992 with Professor Snook in the Chair. The composition 

of the working parties' sub-committees, programmes, resources, staffing and structure, were 

discussed. A document entitled "School of Education - Proposed Brief for Consultants" 

(Appendix 1 6) drafted by Professor Fraser and Mr Hogan, was tabled and endorsed. 

It was agreed that the Committee approve the terms of reference, and that the Resources 

Committee explore them further with Graham McNally of Deloitte, Ross, Tohmatsu. It was 

further agreed to aim for Monday, 14  December 1 992, for the consultant' s  report. Mr 

Hennessey advised that he would refer the document to the Chief Executive of Manawatu 

Polytechnic for his information (Steering Committee minutes: 1 51 10/92). It was also agreed that 

the membership of the Committee be augmented by Ms N.  Bell and Associate Professor Shaw. 

On 27 October, at a special meeting, "which occupied almost three angry hours" (Faxed memo 

to B .  Hennessey from 1. Snook: 29/ 10/92), the Steering Committee agreed to invite the 

University and College Councils: 

(i) to re-affirm their commitment to an amalgamation of the two institutions; and 

(ii) to express their full support for the JSC's intention to continue planning for a site on the 
Massey Campus. 

Professor Snook and Mr Hennessey were charged to produce a report for both Councils, 

incorporating this invitation (Appendix 1 7) .  

In a memorandum to the Joint Chairpersons of the Steering Committee, dated 3 December 1 992, 

the Vice-Chancellor indicated that the University Council had adopted their recommendation 

and had asked him to report to its first meeting in 1 993 on the possibility of an amalgamation 

being quickly concluded (Appendix 1 8) .  

The JSC met for the final time in 1 992 on 15  December. Resolutions from the Standing 

Committee of the University Council and College Council were circulated. The University 
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Council accepted the recommendation from the JSC to (i) re-affirm commitment to 

amalgamation of the two institutions; and (ii) support planning for a site on the Massey 

Campus. The College Council re-affirmed nt.el est, in principle, in seeking closer educational 

relationship with the University, on the pre-condition that any such relationship must be for 

sound professional and educational reasons (Appendix 19) .  

In his 3 December memorandum, the Vice-Chancellor indicated that the time taken for the 

negotiations was a concern. He stated: 

My own view is that if we cannot say by the beginning of March what the outcome 
is to be we should waste no more time on the matter. We have already spent three 
years discussing the topic and I do not believe that we should spend yet another 
twelve months. The matter is probably now one of leadership by the governing 
bodies rather than another long period of discussion. (Letter from the Vice­
Chancellor: 3/12192) 

After wide-ranging discussion, it was agreed: 

that the proposal to employ an independent consultant to conduct a feasibility study 
proceed. This will be based on the terms of reference previously agreed to on 1 5  
October, and the report should be available as early as possible in 1993. (Steering 
Committee minutes: 151 12192) 

It was also agreed that the sub-committees would not reconvene until after receipt of the 

consultant' s  report. 



4 February 

3 March 

1 7  March 

23 June 

1 7  September 

1 8  September 

1 5  October 

27 October 

3 December 

1 5  December 

5.2.5 1993 

Table 8: Summary Of Key Events 1992 

First meeting for the year of the JSc. New Massey 
representatives welcomed and full discussion on progress to 
date. Employment of a consultant suggested. 

The Committee divided over the suggestion to employ a 
consultant and for the JSC to go into recess. 

Agreement reached to reactivate the JSC's sub-committees 
but no agreement reached over employing a consultant. The 
College to employ its own consultant to act in an advisory 
capacity exploring implications for the College. 

Meeting of expanded group, consisting of JSC and Sub­
Committee members. Chaired by Professor Fraser; lasted four 
hours. Many points raised concerning rationale for the 
amalgamation, resources and ownership of the negotiating 
process. 

Further meeting of expanded group again chaired by Professor 
Fraser. Discussion centred on "rationale" and "resources". 
Proposal to engage outside consultant accepted. Agreement 
for JSC to reconvene as soon as possible. 

Media report of stalled merger talks. 

JSC reconvened. Brief for Consultants tabled and endorsed. 
Resource Sub-Committee to consult with McNally of Deloitte, 
Ross, Tohmatsu. Aim to have consultant's report by 14 
December 1992. 

Special meeting of the JSc. Both Councils invited to re-affirm 
their commitment to the amalgamation. Professor Snook and 
Mr Hennessey deputed to write a report for both Councils. 

Memorandum from Vice-Chancellor expressing concern over 
time taken for the negotiations. 

Final meeting for the year of the JSC. The University Council 
reaffirmed its commitment to amalgamation. The College 
Council reaffirmed its interest in principle in seeking closer 
educational relationships. 
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The JSC did not meet again until its final meeting on 1 5  June 1 993. From the beginning of the 

year until that time, numerous informal and often confidential meetings were held between 

senior members of the College, the Polytechnic, the University and with G. McNally of 

Deloitte, Ross, Tohmatsu. The College Council met on 1 6  April and considered the process that 



127 

had been followed in the commissioning of the Deloitte, Ross, Tohmatsu report. Council 

minutes record that: 

Professor Snook, as Joint chair of the Steering Committee, advised the meeting that 
Deloitte, Ross, Tohmatsu have not formally been given a contract and no report has 
been formally commissioned through the JSC. He further reported that the JSC has 
not participated in any negotiations with Deloittes. (College Council minutes: 
1 6/4/93) 

After full discussion, the Council indicated that it supported the action of the Principal in regard 

to the preparation of the report by Deloitte, Ross, Tohmatsu and asked that the report be 

completed as soon as possible and presented to the Council.  It also apologised to the JSC for, 

"any unacceptable administrative procedures that may have occurred during the commissioning 

of the report." (College Council minutes: 1 6/4/93). The following day, this aspect of the 

Council' s meeting was reported in the local daily newspaper, The Manawatu Evening Standard 

(Appendix 20). 

The JSC's  final meeting, on 1 5  June 1 993, was chaired by Professor Fraser who briefly back­

grounded events since the Vice-Chancellor' s letter of 25 October 1989. Copies of the Executive 

Summary of the consultant' s  report, Financial Implications of Merger between the College of 

Education and Massey University, were distributed. The report indicated that there would be 

insufficient funds available from the two institutions to construct a purpose-built facility on the 

Massey University Campus. The following resolution was put to the meeting and passed: 

That the two Councils be informed that the Joint Steering Committee has been 
unable to negotiate solutions to the practical problems associated with 
implementing the earlier decision of the Councils to approve the amalgamation in 
principle. 

Accordingly, the Joint Steering Committee recommends to the Chief Executive 
Officers that the respective Councils approve: 

(i) the cessation of the Joint Steering Committee's deliberations; and 

(ii) the disestablishment of the Joint Steering Committee; 

it being understood that the earl ier approval in principle would lapse because the 
deadline for its implementation has passed; and that either institution is free to 
initiate a new proposal for changing the relationship between the University and 
the College, at such time as either institution deems appropriate. 

(Steering Committee minutes: 1 5/6/93) 
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The College Council met on 18 June 1 993 and accepted the JSC recommendation to cease the 

amalgamation negotiations. The University Council met on 23 July 1993 and also accepted the 

JSe's  recommendation. That same day, a media release was distributed outlining the decisions 

taken by both Councils (Appendix  2 1 )  and this was reported in The Manawatu Evening 

Standard the following day (Appendix 22). 

January-April 

1 6  April 

1 5  June 

1 8  June 

23 July 

23 July 

Table 9: Summary Of Key Events 1993 

Informal and confidential meetings held by senior members of 
the College and the University and with the Consultant from 
Deloitte, Ross Tohmatsu. 

I 

College Council met. Procedure for corrnrusslOning the 
Deloitte, Ross, Tohmatsu report questioned. The Principal' s  I actions supported and an apology extended to the JSc. 

I 
The JSC met for the last time, acknowledged inability to I 
successfully negotiate the previously agreed-in-principle I 
amalgamation and recommended its own disestablishment. I 

The College Council accepted the JSC recommendation. 

The University Council accepted the JSC recommendation. 

Media release announced abandonment of amalgamation 
plans. 

I i 

With the acceptance, by both Councils, of the JSC's recommendation, the amalgamation 

negotiations came to an end. The discussions, which had taken place over a period of almost 

three years, had been unable to convert the agreement in principle to an agreement in fact and as 

a result the amalgamation plans were abandoned. 

5.3 The Merger Negotiations: As The Records Reveal : Phase Two: 1994-96 

5.3.1 1994 

Negotiations for a merger between the two institutions resumed in August 1 994, approximately 

one year after the initial negotiations were formally ended with the media release of 23 July 

1993. 

On 27 August 1994, The Manawatu Evening Standard contained the following headline, 

"College-University link-up raised again." (Appendix 23). 
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The report announced that, "The Palmerston North College of Education and Massey University 

are again considering joining forces - a year after previous amalgamation plans were 

abandoned." (Evening Standard, 27 August 1994). 

It said that the College of Education Council discussed this proposal, "behind cIo!. 0, 1 doors at its 

bi-monthly meeting on Thursday." and that, "Though College Principal Bryan Hennessey and 

Massey officials have also held discussions, the plans are being kept secret at this stage." (loc. 

cit. ) .  It also suggested that, earlier in the month, Mr Hennessey and the Massey Vice­

Chancellor, Neil Waters, had made a joint approach to the Minister of Education, Dr 

Lockwood-Smith, asking him to support the Polytechnic's bid to shift from the Hokowhitu 

campus. 

The report proved to be accurate and two days later the Principal of the College issued a 

memorandum for all College staff (Appendix 24) in which he confirmed that there would soon 

be a resumption of consultations between the College and Massey University concerning the 

future relationship between the two institutions. He also confirmed that he and the new College 

Council Chairman, Mr Bruce Beetham, had held preliminary discussions with the Massey 

University Chancellor and Vice-Chancellor. He advised that, with the full support of the 

College Council, it had been agreed there would be further meetings. These would be scheduled 

in the near future and those involved would be himself, the Vice Principal and the Registrar of 

the College, and Professors Fraser and Tunmer from Massey. It was hoped that a set of 

recommendations would be presented to both councils by the end of the year. 

The first meeting of the new Working Party, Mr Hennessey, Mr Dalzell, Professors Fraser and 

Tunmer, with Mr Wills and Mr Carroll in attendance, was held at Massey on Wednesday, 7 

September 1994. "It was proposed that a definitive report to the respective ruling bodies should 

be submitted as soon as practicable and certainly no later than the end of 1994." (Working Party 

notes, 7 September 1994: 1) .  The name "Massey College of Education" was suggested and it 

was noted that, "The amalgamation offered new windows of opportunity which each institution 

individually could not have seized upon." (loc. cit:3). It was considered not feasible that the 

College relocate to Massey in the foreseeable future but that the Faculty of Education might 

relocate to the Hokowhitu campus, provided the Polytechnic moved site. 

Meetings of the Working Party in September agreed that "merger" rather than "amalgamation" 

would be used to describe the project (Working Party notes, 1 6  September 1994: 1) and 

considered the "macro structure" of the new entity. 
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During October, the Working Party continued preparations for the drafting of a report to both 

councils. At its 3 1  October meeting, it considered the structures necessary for managing the 

administration of the new entity, the appropriate staffing policies and arrangements for the 

Polytechnic' s  continued residence on the Hokowhitu site. Of the Polytechnic question, it was 

decided that: 

The report would need to foster the Polytechnic's opportunity to relocate. The 
Hokowhitu campus should no longer accommodate the Polytechnic, and that the 
College and Massey University will support the Polytechnic in its endeavours to 
shift by lobbying local and central government. The possibility of financial 
assistance should also be explored. (Working Party notes :  3 1  October 1 994:2) 

The same meeting agreed to, "continue with the current policy of making public statements only 

when, and as necessary. A more comprehensive publicity exercise will await the decision from 

the Councils to proceed. The report is to be ready by 20 November 1 994." (ibid:4). 

By 20 November, the report was not ready and on 28 November the College Registrar, Mr 

Wills, in a memo to Mr Hennessey, indicated that, following informal meetings with Professor 

Fraser and Mr Carroll, it had become clear that there was insufficient documentation and detail 

yet available to provide a report of any substance. It was recommended and agreed that the 

presentation of the Report be postponed until the March meeting of the Councils and Mr Wills 

and Mr Carroll, under the direction of the Working Party, continue the report's preparation. 

27 August 

7 September 

28 November 

5.3.2 1995 

Table 10: Summary Of Key Events 1994 

Merger negotiations resumed. 

First meeting of Working Party. Work on Report for Councils 
commenced. 

Report delayed until March 1 995. 

On 7 March 1 995, the Working Party sent copies of the completed report to the Chairman of the 

College Council and to the Chancellor of the University, expressing the hope that both councils 

would, "be able to reach a decision on the proposal in the not too distant future ." (Working 

Party letter to Mr Beetham, 7 March 1 995). This hope was fulfilled. 
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The Councils of both institutions met separately on Friday, 1 7  March and tabled the report. At 

their respective meetings on 2 1  April, both Councils approved the report and the Memorandum 

of Agreement that accompanied it. They agreed to the merging of the Palmerston North College 

of Education with Massey University in order to establish the Massey University College of 

Education, effective from 1 January 1 996. The decision to merge was reported widely by the 

news media the following day and on 24 April The Manawatu Evening Standard editorial 

commended the decision (Appendix 25). At a special ceremony at Massey University on 1 5  

May 1 995, the Memorandum of Agreement (Appendix 26) was signed by Mr Beetham and Mr 

Hennessey for the College and by Justice Williams and Dr Waters for the University. 

As recommended by the Memorandum of Agreement and approved by both Councils, a Merger 

Implementation Group was established. Members were Professors Fraser and Tunmer and Mrs 

M. Thomson (Massey University) and Messrs Hennessey, Dalzell and Ms Carter (Palmerston 

North College of Education) with Mr H. Wills (Palmerston North College of Education) and 

Mr M. Carroll (Massey University) in attendance as Project Co-ordinators. The function of this 

group was to oversee the implementation of the Memorandum of Agreement and the Report, A 

ProposaL to Merge, to effect the merger of the Palmerston North College of Education and 

Massey University. 

At its first meeting on 29 May 1995, the Merger Implementation Group (MIG), reviewed the 

merger to date, noted that the Chairman of the College Council had written to the Minister of 

Education seeking disestablishment of the College Council and listed and prioritised merger 

tasks to be completed. The Project Co-ordinators were charged with producing a bi-monthly 

report to the Councils of Massey University and the Palmerston North College of Education 

(Inaugural Report, Appendix 27) and a Merger Newsletter (First Issue Appendix 28), to ensure 

staff were kept fully informed of the merger progress.  Following this meeting, the MIG met 

frequently, generally at fortnightly or three weekly intervals, with its final meeting on 27 

November 1995. During this time, Mrs K. Broadley, was added to the MIG, and several 

working groups (e.g. Library, Human Resources, Corporate Identity and Communications, 

Research) were formed to attend to details for the successful implementation of the merger. 

As well as dealing with a variety of implementation matters and overseeing the actions of all the 

working groups, the MIG was faced with the issue of the appropriate visual identity for the new 

College. 

The issue surfaced in September and was still unresolved by November, when the MIG 

concluded its activities for the year. The Massey Education Faculty Dean, Professor Tunmer, 
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felt that the visual identity of the new College, on all stationery materials, should not be as 

proposed, "Massey University College of Education", but simply "Massey University" . This, he 

maintained, was standard practice in all universities. In a memorandum to the Merger 

Implementation Group, on 2 October 1995, with a copy to the Vice-Chancellor, he declared: 

To my astonishment the suggestion has been made that the words in the expression 
"Massey University College of Education" are inseparable and must appear in a 
single line. That is simply not true. Nowhere in the Memorandum of Agreement is 
such a restriction stated or even implied. In any event, it would look very odd 
indeed to have "Massey University" appear on one line and "Massey University 
College of Education" on another. People might begin to think that we have been 
breathing too much insecticide. (Memorandum to MIG: 2 October 1995) 

In a further memorandum, 1 6  October 1995, this time to the Vice-Chancellor, as Chair of the 

Visual Identity Committee, and to the Academic Staff of the Faculty of Education, the Dean 

gave some indication of the underlying cause of his concern when he said: 

Whether we like it or not, the use of the word "college" instead of "faculty" will 
give rise to the perception that the activities in which we are engaged do not 
warrant our being cal led a faculty. Staff and students alike will think that we are 
little more than a traditional college of education that is loosely connected with a 
university. (Memorandum to the Vice-Chancellor and the Academic Staff of the 
Faculty of Education: 16  October 1995) 

For the College "Miss Carter pointed out that from a College of Education perspective it was 

important to retain the profile of the name within the established Educational Community." 

(Notes from MIG meeting, 9 October 1995) and that to do this it was necessary that the words 

"College of Education" be aligned directly with the words "Massey University". 

The matter was the subject of a number of meetings and numerous memoranda culminating in a 

memorandum from Professor Tunmer, the Dean of the Education Faculty, to the Vice­

Chancellor. In this memorandum Professor Tunmer informed the Vice-Chancellor that the 

academic and general staff of the faculty did not intend to comply with a directive from the 

MIG Joint Co-ordinators to replace their current stationery with that which had been newly 

developed (memorandum from Professor Tunmer to Vice-Chancellor Sir Neil Waters, 1 5  

November 1 995). 

In reply, the Vice-Chancellor noted the direct challenge that the memorandum had contained 

and encouraged Professor Tunmer and his faculty to give the merger the academic leadership 

that it would need and to seize the opportunity that it presented. He told the Dean: 



I have been taking the concerns expressed by you and the Faculty very seriously 
and have looked into the matter of signage with some care. I cannot help coming to 
the conclusion that it is camouflaging deeper concerns . . .  Lastly, I note that you and 
your staff do not intend to comply with the directive on the replacement stationery, 
business cards and so on. I regret the direct challenge which puts me immediately 
on the spot with the implication that if I do nothing I have no authority and if I 
respond in kind we, who should be allies in this whole matter, are in a dispute from 
which neither of us will fmd it easy to withdraw. This is not a good way of 
proceeding. I am merely going to note your statement and repeat the view I have 
earlier given you that I do not believe that the whole matter of signage is one of 
particular moment. (Memorandum to the Dean from the Vice-Chancellor: 23 
November 1 995) 
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The same day a memorandum to Ms Staines, the Director of the Massey University Information 

Centre, from Mr Carroll, on behalf of the MIG, indicated that: 

The decision regarding the visual identity for the Massey University College of 
Education is currently in abeyance while further consultation takes place. 
Accordingly, there is no authority to proceed with printing of new stationery 
materials at this time. (Memorandum to K. Staines from Mr Carroll, 23 November 
1 995) 

At the last MIG meeting for 1 995, on 27 November, Associate Professor Codd was welcomed 

as an additional member of the group and lengthy discussion on the issue of the visual identity 

of the new Col lege took place. Professor Codd provided the MIG with his view of the Education 

Faculty perspective on the merger process to date. He indicated that the Faculty did not feel it 

had been well represented on the MIG, it had not been mentioned in the media announcement of 

the merger or in the Memorandum of Agreement and accompanying report and it had conceded 

its name and campus location as a result of the merger. "The issue of the visual identity was not 

to do with the design per se, but rather to do with the fear of losing perceived parity of status 

with other Faculties." (Notes from the MIG meeting of27 November 1995). 

It was decided that Mrs Thomson would liaise with the parties concerned to explore the 

potential for reaching consensus regarding the visual identity for the Massey University College 

of Education (MUCE). 

The MIG had not been intended as a long-term management group and it would cease to exist 

on 3 1  December 1 995. The merger implementation role would then be assigned to Mr 
Hennessey and Professor Tunmer, with authority to reconvene the MIG for monitoring 

purposes, if required. The meeting concluded with Professor Fraser thanking all members of the 

group for their contributions and predicting a fine future for the merged institutions. On behalf 
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of the MIG members, Professor Tunmer thanked Professor Fraser and Mr Hennessey for 

chairing the meetings. 

Two other closely related matters attracted the serious attention of the senior executives of the 

two institutions during this 1 995 post-agreement period. The first concerned the question of the 

appropriate procedure for the disestablishment of the Palmerston North College of Education. 

On 18 May 1995, following the signing of the Memorandum of Agreement, Mr Beetham, the 

Chairman of the Palmerston North College of Education Council, wrote to the Minister of 

Education, The Hon. Lockwood Smith, requesting that he take the steps, as required by the 

Education Amendment Act of 1 990, to disestabl ish the Palmerston North College of Education 

and incorporate it with Massey University. Both the Chancellor and the Vice-Chancellor argued 

that disestabl ishment was not required by the Act and could be handled under Section 1 93 

which gives the power to councils under sub-section (2e) to agree to the amalgamation with any 

other institution. The Minister was not persuaded and the disestabl ishment of the Palmerston 

North College of Education was set in train. 

On 8 September, the Vice-Chancellor, Dr Waters, and the Principal of the Col lege, Mr 

Hennessey, wrote to the Minister noting that the issue of the procedure to be used to effect the 

amalgamation of the two institutions was still  the subject of a legal opinion from the Crown 

Law Office. They respectfully requested that, when making his final determination as to the 

procedure under which the amalgamation was to take place, he: 

very seriously consider eschewing the option of public consultation. The delay that 
such consultation would inevitably cause would, quite apart from the opportunity it 
provides for re- l itigation of the matter, seriously affect the positive momentum for 
the amalgamation that has now been achieved. (Letter to the Minister of Education: 
8 September 1995) 

The Minister was not convinced and did not agree to eschew the option of public consultation. 

In reply to Dr Water's and Mr Hennessey's letter, he declared that he was required, by the 

provisions of Section 1 64 (5) of the Education Act 1 989, to invite written public submissions 

concerning the proposed merger and that, "There is no provision in the legislation granting me 

discretion as to whether or not this process should be undertaken. The provisions of section 1 64 

(5) must be fol lowed." (Letter from the Minister: 3 October 1 995). 
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The Minister added that he intended the process to be undertaken with some expediency so that 

the amalgamation could take effect from 1 January 1 996. 

The second closely related matter concerned the very late response by the Manawatu 

Polytechnic to the Minister's call for submissions relevant to the intended merger of Massey 

University and the Palmerston North College of Education. 

On 10 November 1 995, the Manawatu Polytechnic responded to an extended deadline for the 

Minister' s call for submissions by proposing that the Massey University College of Education 

move to the Massey University campus and that the Minister provide the Polytechnic with 

funding to purchase the Palmerston North College of Education' s interest on the Hokowhitu 

campus. The Polytechnic claimed that this course of action represented the most cost effective 

use of national resources . The Chairman of the College Council, Mr Beetham, reacted angrily to 

this development. In a press statement the following day (Appendix 29), he declared, "We have 

tried to be of assistance to the Polytech with its problems, but we are staying put and not going 

anywhere else." (Press statement for The Manawatu Evening Standard, 1 1  November 1 995) . He 

added that, if the Polytechnic, had decided that it was not possible for them to move to a central 

city site, that was disappointing. The College would just have to get on and use its own capital 

reserves for urgently needed additions to the campus and, it would unfortunately not be in a 

position to assist, by the purchase of any of the Polytechnic' s  facilities, its move to a 

consolidated site later on. 

The following Monday, Mr Beetham wrote to the Minister of Education expressing his 

considerable displeasure with the Polytechnic at this, "just decided change of tack in its late 

submission" (Letter to the Minister, 1 3  November 1 995, Appendix 30). He enjoined the 

Minister to recover the Polytechnic funding that was removed in 1990 in order to facilitate the 

Polytechnic' s relocation to a central city site. Two weeks later, the Acting Chief Executive of 

the Polytechnic. Mr McElroy, followed his institution' s  proposal with a letter to the Minister 

requesting that the Government delay its decision on the matter of the merger and commission 

an independent report into the cost effectiveness of relocating the College to the Massey 

University site. 

The College Council met on 1 December 1995 and expressed considerable concern over the 

Polytechnic's proposal that the College should be relocated from the Hokowhitu site. The 

Council Chairman, Mr Beetham, wrote to the Minister the same day conveying the Council's 

concern and reporting that it had been unanimously agreed that, "In the light of the current 
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developments this Council must now reconsider its continued commitment to the merger." 

(Letter to the Minister, 1 December 1995). 

The Minister's final communication for the year was a letter dated 12 December 1 995 in which 

he indicated that he had: 

advised Cabinet not to proceed, in the meantime, with the proposal to recommend 
to the Governor-General that an Order in Council be made to disestablish the 
Palmerston North College of Education and incorporate it with Massey University. 
(Appendix 3 1 )  

He expressed his intention to arrange for a meeting, early in 1996, of all parties directly affected 

by the merger proposal. ''The purpose of this meeting would be to consider issues of concern 

regarding the future provision of tertiary education in the Manawatu." (Letter from the Minister 

of Education, 1 2  December 1995). A week later the teaching and general staff of the Education 

Departments at Massey wrote to the Minister, the in-coming Vice-Chancellor, Dr McWha, and 

the Dean of Education, Professor Tunmer, advancing an educational rationale for locating the 

Massey University College of Education on the Massey site. They expressed the view that the 

interests of all education students would best be served by the development of a new entity on 

the Massey Campus and concluded: 

Staff urge that priority now be given to the educational reasons for siting the 
University College of Education on the main Massey campus. It would avoid the 
duplication of expensive facilities; cut down wasteful travel time for many 
hundreds of people and above all, would enable the creation of a new culture for 
teacher education combining the College's  applied approach with the University' s  
focus on scholarship. (Letter dated 21 December 1 995) 

On the same day, the out-going Vice-Chancellor, Dr Waters, sent a memorandum to Mr 

Hennessey and Professors Fraser and Tunmer indicating that, in view of the Minister' s decision 

not to proceed for the moment with the merger, he was reinstating the Merger Implementation 

Group. 



2 1  April 

1 5  May 

1 0  November 

27 November 

1 2  December 

2 1  December 

5.3.3 1996 

Table 11: Summary Of Key Events 1995 

Both Councils approved Report and the Memorandum of 
Agreement. 

The Memorandum of Agreement signed. The Merger 
Implementation Group established and commenced activities. 

The Manawatu Polytechnic submitted objection to the merger. 

The MIG met for the last time in 1 995. 

Letter from the Minister of Education indicating he was 
withholding support for the merger. 

The Vice-Chancellor indicated that the MIG would be 
reinstated. 
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The reinstated MIG met for the first time on 30 January 1 996, with the new Vice-Chancellor, Dr 

McWha, in the Chair. A draft report to the Councils of both institutions, indicating that the 

College and the University were in full agreement that the merger should proceed and that the 

main area of debate concerned the optimal physical organisation of the Massey University 

College of Education was considered. It was agreed that an immediate objective should be the 

formalising of the "campus share" arrangements with the Polytechnic. The meeting agreed that 

it should be made clear that, in the light of changing circumstances over the last twelve months, 

the merger was not predicated upon the exclusive use of the Hokowhitu campus by the Massey 

University College of Education and any suggestions that this is the case should be withdrawn. 

The meeting agreed that the Councils of the College and the University should enter into 

discussions with the Polytechnic with a view to resolving alleged site issues. 

The meeting of which the Minister of Education had spoken in December took place on 27 

February 1 996. Present were the Minister and his advisors, the College Council Chairman, the 

College Principal, the University Chancellor, the Vice-Chancellor, the Chairman of the 

Polytechnic Council and its Chief Executive Officer. In a memorandum to all members of the 

College Counci l  and to all members of the College staff, dated 4 March 1996, Mr Hennessey 

referred to this meeting and stated that: 



As a result of that meeting and in order to facilitate ministerial consent to the 
merger, the Standing Committees of both the University and College Councils have 
now passed resolutions which have been forwarded to the Government and the new 
Minister of Education. I am hopeful that some progress towards resolving the 
Polytechnic' s  objections will be achieved soon. (Letter from the College Principal: 
4 March 1 996) 
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Early in April ,  the MIG issued a Summary Position Paper (Appendix 32) which set out the 

stated basis of the legal injunction contemplated by the Polytechnic to prevent the merger from 

proceeding. The three objections the Polytechnic put forward related to site issues and were :  

1 .  The consultation process provided insufficient time. 

2. The merger proposal allegedly assumed exclusive use of the Hokowhitu Campus. 

3. The use of the existing and future capital could be better used in the national interest. 

The MIG felt that, on the basis of the information available to them, the fIrst concern had been 

addressed by the Minister delaying his decision to recommend the Order-in-Council. The 

second concern, they felt, had been resolved by the Councils of the College and the University 

withdrawing and proposal to seek exclusive occupation of the Hokowhitu Campus. They were 

not persuaded that the third objection was credible. 

On 4 April 1 996, Professor Fraser, Messrs Hennessey, Wills and Carroll met in Wellington with 

the new Minister of Education, Hon Wyatt Creech, and discussed with him the steps the 

Polytechnic had taken to delay the merger. After considerable discussion, it was agreed that, 

with the leadership and support of the Minister, a meeting of the Chief Executives of the three 

institutions involved would be convened in Palmerston North the following week. The Minister 

indicated that, in the meantime, he would meet again with the Polytechnic representatives. 

As planned, the meeting of the Chief Executives of the three institutions, Dc McWha, Mr 

Hennessey and Mr McElroy, was held in Palmerston North the following week on 1 1  April, 

with Mr Gill, Acting Secretary for Education, chairing the meeting and Mr Connell, from the 

Ministry of Education, in attendance. Recent documents were tabled presenting respective 

positions. While Mr McElroy saw the Hokowhitu site as the Polytechnic's second best option, 

preferring a central city position for its primary campus, he tabled a proposal that would see the 

Polytechnic progressively take possession of facilities currently occupied by the College of 

Education with the College of Education relocating to new accommodation at the end of the 

Hokowhitu site on the current sports fIelds. Following considerable discussion, it was agreed 

that the building programme envisaged would be very unlikely to be viable. 
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Dr McWha indicated that, should the Polytechnic move off the Hokowhitu site, the University 

was prepared to consider the purchase of vacated buildings but was not desperate to do so. Any 

site scenario should be cost neutral for the University. The meeting concluded with Mr Gill 

recommending that: 

A sound business case be prepared by Price Waterhouse to enable the Minister to 
seek a capital injection from government. This would leave the College of 
Education exclusive use of the Hokowhitu site and provide for the establishment of 
a new campus by Manawatu Polytechnic on an as yet unknown site. Massey 
University would consider the purchase of Manawatu Polytechnic's assets on the 
Hokowhitu site at current valuation. This process would necessitate a capital 
injection from the Crown to meet the depreciated replacement cost to the 
Polytechnic. (Notes of meeting between the Acting Secretary of Education and the 
Massey University Vice-Chancellor and the CEOs of the Palmerston North College 
of Education and the Ma!1awatu Polytechnic: 1 1  April 1996) 

Eleven days later, on 22 April, the Principal of the College, Mr Hennessey, and Professor 

Fraser, acting for the University, wrote to the Minister of Education bringing to his attention 

some of the pressures arising from the delays in approving the merger. By way of reply came a 

press statement on 30 April indicating that: 

Education Minister Wyatt Creech announced today he now intended to seek 
Cabinet approval to allow the merger of the Palmerston North College of 
Education and Massey University to proceed. The Manawatu Polytechnic, which 
shares the Hokowhitu Campus with the Palmerston North College of Education, 
had expressed some concerns relating to the future development of this property. "I 
have had discussions with all the parties involved. I appreciate the co-operation of 
the various parties. It showed common-sense and a commitment to achieve the best 
solution for education in Palmerston North. I am very pleased that a constructive 
agreed position to advance a proposal which will be a positive move for the 
"Knowledge City" of New Zealand, has been achieved." said the Minister. (Press 
Statement from the Minister of Education: 30 April 1996) 

A press release, the same day, from the Vice-Chancellor and the Principal of the College, 

expressed delight at the Minister' s announcement and appreciation for his co-operation and 

support in seeking the necessary government approval. This approval was granted by the 

Cabinet on 6 May 1996, with the merger becoming effective from 1 June 1996. An Order-in­

Council (Appendix 33) was signed giving effect to this decision and the MIG published a 

Merger Update (Appendix 34) giving a brief background to the merger, an account of the 

announcement and reaction to it. 

On 8 May, the MIG met for the last time before the College was disestablished and the Massey 

University College of Education was to come into being. The meeting was chaired by the Vice-



140 

Chancellor, Dr McWha, and attended to a variety of matters concerning the administration of 

the new College. Action over the visual identity of the new college was agreed upon: 

The Faculty would continue to use its own identity, with the change from the word 
"Faculty" to the word "College", after 1 June 1 996 and PNCE would adopt the new 
identity. Therefore after 1 June 1996 there would be two identities for MUCE in 
existence. This situation to be reviewed in two to three months. It was noted that 
this is not an ideal but a pragmatic solution. (Notes from MIG meeting: S May 
1 996) 

Professor Fraser thanked the Vice-Chancellor on behalf of the group for his leadership and 

guidance to achieve the merger. Dr McWha thanked the group for the important role they had 

played in overseeing the merger and congratulated them on the outcome. The meeting closed at 

5. 1 5  p.m. 

Table 12: Summary Of Key Events 1996 

30 January The reinstated MIG met for the first time in 1 996. 

27 February Meeting with the Minister of Education. 

1 1  April Meeting of the three executives of Massey, the College and 
Manawatu Polytechnic with Education Ministry officials. 

30 April Press statement from the Minister of Education indicating his 
agreement to seek approval for the merger to proceed. 

6 May Cabinet approval granted for the merger to proceed. 

S May MIG met for the last time. 

1 June The merger became effective. 

In this chapter a summary of the records relevant to the Palmerston North College of 

Education-Massey University merger has been presented. The summary is designed to serve a 

two-fold purpose. First, it provides the context from within which this study can be viewed, and 

second, it provides a basis for the investigation that is reported in subsequent chapters. 

In the next chapter a summary of the key players' perspectives on the merger is reported. 
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CHAPTER SIX 

The Merger: As The Key Players Saw It 

In the previous chapter, a summary of the records relevant to the Palmerston North College of 

Education-Massey University merger negotiations was presented. In this chapter, the 

perspective of those closely involved in negotiations, the "key players", is presented. ! 

During a period of nine months from September 1 997 to May 1 998, thirty-one persons closely 

involved in the merger negotiations were interviewed. The interviews were audio-recorded, 

transcribed and made available for the interviewees to edit. Eleven focus questions, related to 

the merger (Appendix 1 ), provided the structure for the interviews, which ranged in length from 

twenty-five to fifty-five minutes. Those people interviewed (Appendix 2) represented almost all 

those directly involved in the negotiations ; only five people being unavailable for interview. 

In October 1 998, these interviews were followed with a questionnaire sent to the key players 

who had been interviewed. The questionnaire (Appendix 3) sought confinnation of the reasons 

advanced in the interviews for the failure of the initial phase of the merger negotiations and for 

the success of the resumed phase. It also asked the key players what they considered to be the 

three most important principles that should guide those persons who have responsibility for 

bringing about a significant organisational change, such as a merger. Further comments were 

also invited concerning the merger negotiations and organisational change generally. 

This chapter, in providing a context of personal perspectives, brings with it the difficulty of 

determining the accuracy, or otherwise, of the infonnation presented. It is clearly the case that 

some views may be more correct than others and some respondents would have been in a better 

position to comment than others. In addition, a strictly numerical count of the views expressed 

would not necessarily reveal the relative significance of these views. The researcher 

acknowledges these problems and has taken them into account in his interpretation of this data 

! In the notation used to identify the source of statements, "KP" refers to "key players", "M" indicates a 
Massey University respondent, "C" indicates a Palmerston North College of Education respondent and 
the numeral indicates which respondent is being quoted. 
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in Chapter Eight, The Merger Story. His position as both a participant and an observer of the 

merger negotiations has assisted him in this process. 

6.1 Interview Data 

6.1.1 Response To Focus Questions 

6.1.1.1 Question One 

What do you understand to have been the reasons for the merger, both the stated 
and un stated reasons? 

(a) Reasons For The Merger 

(i) Stated Reasons 

From the responses to this question, two major groupings of reasons emerged: those which 

could be broadly described as professional-academic and those which could be represented as 

strategic-financial. 

(ii) Stated Professional-Academic Reasons 

The reasons recalled here pointed to the professional and academic benefits it was thought 

would accrue as a result of the individual strengths of both institutions being combined. The 

term "synergy" was frequently used to indicate that the whole would be more than the sum of 

the parts and that a combined approach to teacher education, and education generally, would 

benefit all those involved. As one key player put it: 

The major reason in my mind was to amalgamate the synergies in terms of the 
College of Education 's direction in relation to education from the practical 
perspective with the academic qualifications, the greater academic qualifications 
which are available through Massey University, so that what you ended up with at 
the end of the day was a better product which lost none of the practical synergies 
but gained the more intense academic direction. (KPC3 l )  

The move was seen as one that would help secure quality education for teachers i n  New 

Zealand. Merging was seen as providing the opportunity to strengthen the professionalism and 

expertise of both institutions; thereby facilitating the generation of new knowledge through 

scholarship, research and practice. The College of Education and the Education Faculty were 

seen by one respondent as two complementary halves of teacher education, "and just seemed a 

natural fit " (KPM 1 6).  
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A number of particular benefits were recalled. It had been felt by many that the merger would 

improve the status of the teaching profession by having teacher education located within a 

university context. The students would benefit from more broadly based education and the staff 

of both institutions would be advantaged as well .  The College staff would have the opportunity 

to upgrade their qualifications and to engage in research activities while the Faculty staff would 

have the opportunity to sharpen their teaching skills and become more involved in teacher 

education programmes. 

The move was also seen as allowing a greater integration of undergraduate and graduate 

programmes with the perceived overall result being beneficial both to the University itself and 

to the region that it served. A "centre of excellence" had been envisaged as the practical 

outcome of the merger proposal and was recalled by several respondents as the logical 

development of a relationship that had existed for more than two decades. "We were in fact 

legitimising a relationship that had gone on for a long time " (KPC7). "To cement the 

relationship which had been in place since 1970-71. " (KPC9). One respondent felt there had 

been a long history of collaboration between the two institutions, and, "the logical outcome of 

which would have been some sort of more formal relationship than that which existed. " 

(KPM l O). 

Overall, there was a high level of agreement as to what had been the stated professionaI­

academic reasons advanced for the merger at the time the negotiations commenced. The merger 

was seen as a logical organisational move that would enhance the quality of the academic and 

professional programmes currently offered separately by the two institutions. 

(iii) Stated Strategic-Financial Reasons 

The recalled strategic-financial reasons related directly to the concern expressed over the future 

financial viability of the College of Education. This, combined with the pressures on the 

University in the face of projected diminishing student numbers, provided an environment 

where the possibility of a merger of the two institutions was attractive to both parties. 

For some time, there had been rumours of the government's  intention to "rationalise" the 

provision of teacher education and these brought with them the very strong perception that the 

College might well be in for the closure it had narrowly avoided more than a decade previously. 

The University concern, though not publicised greatly, was that any decline in enrolments 

would have major financial implications in the future. "/ think they (the University) were aware 

their Palmerston North campus was not growing and the trends show that it would not grow in 
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the future. " (KPC20). This awareness provided an added reason for a merger being 

contemplated. The stated strategic-financial reasons for the merger offered a reasonable degree 

of credibility. One key player recalled that the rumour suggesting the College might be closed 

by unilateral government action led to a College attitude of, "Let 's do it before it is done to us. " 

(KPC3). Another suggested the University 's  enrolment concerns led them to embrace the 

perceived, "economies of scale by bringing the two (institutions) together. " (KPC2). 

Another key player suggested that putting together the expertise, the potency, the facilities and 

the personnel of both institutions would provide a concentration of assets and people that would 

serve to protect them from an increasingly competitive and possibly dangerous environment. He 

also cited mutual academic benefits as an important reason for entertaining a merger; declaring: 

I thought that another good reason was that putting the two institutions together 
would benefit both the University and the College. It was, so to speak, a two-way 
street. The College had Music, Art and Physical Education. The University had 
Sports Coaching and Management but we didn 't have Art. We didn 't have much in 
the way of Music. I must admit - again at a personal level, I was enormously 
excited about the idea of adding to what I called the academic profile. (KPM 1 3) 

Overall there seemed to be the feeling that: 

For long term survival, probably of both groups, their chances of surviving and 
being successful, if you like, as a business, were probably greater if they were 
working as a single unit rather than working as two separate entities. (KPM 17)  

(iv) Unstated Reasons 

Seeking to have respondents state that which had been unstated, the researcher was aware he 

was entering dangerous territory. He did so, however, on the grounds that whatever the key 

players believed, whether it was true or not, would have had a significant influence on their 

involvement in the merger negotiations. It was considered important, therefore, to try to uncover 

what they believed were the unstated, "real" reasons, for the move toward merging. As with the 

stated reasons the un stated ones advanced by the key players fall into the same two categories, 

professional-academic and strategic-financial, but with the latter grouping receiving much 

greater attention than the former. 

(v) Unstated Professional-Academic Reasons 

A number of key players suggested that there was a sizeable body of opinion amongst the 

Education Faculty staff that, over the years, the Faculty had actually lost control of the Bachelor 
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of Education degree and this, "Had gone to the point where it was time the University exerted 

much more controL over its own degree. " (KPM l O).  Though never publicly stated, it was 

considered to be one reason why a merger with the College had some appeal . The B .Ed. degree 

history shows that, from a very tightly University-controlled programme in the early nineteen 

seventies, the situation had changed markedly. By the time of the proposed merger, 

approximately two-thirds of the programme was controlled by College personnel. This clearly 

concerned a number of people in the Faculty and led them to consider how their belief that, 

"Teacher education ought to be in the University ",  (KPC5) might be given practical expression. 

Merging with the College offered a convenient solution to this question. 

Another unstated, but related, reason for the merger concerned the quality of the teacher 

education programme that was being offered by the College. It was seen by some Faculty staff 

as insufficiently substantial; requiring a much greater theoretical and research based input which 

only the University could supply. As one key player expressed it, "I suspect there were some 

peopLe who believed, from within the University, that they couLd provide teacher education of a 

higher quality than what the College was providing. " (KPC2). Although never explicitly stated, 

this view was seen by some key players to have had some currency and influence on the merger 

and pre-merger activities. 

(vi) Unstated Strategic-FinanciaL Reasons 

The views expressed here by the key players suggest that the strategic and financial reasons, 

openly stated as reasons for the merger, were only part of a much wider scheme and did not 

reveal the full intentions of the University. " We were just the first stage in their overall 

strategic pLan. " (KPC I4) .  In this view, the University was seen to be driven by a fiscal 

imperative designed to facilitate its goal of becoming a leading national and international 

educational provider. Merging with a financially robust College was seen to be a useful step 

along this path. The strength of this view, held by both University and College key players, is 

revealed by the frequent reference to the perception that the University was engaged in "empire 

building" and that this, rather than any stated educational reasons, was the driving force behind 

its desire to merge with the College. 

One key player saw Massey University as an institution that was, "interested in getting bigger 

and grander and aLL that sort of thing " (KPM22), while another believed that Massey's  motives 

for wanting to merge, "had to do more with institutionaL and capitaL acquisition than they did to 

do with the question of how we are going to do something that wiLL enhance the quaLity of 

education in this country " (KPM29). A third person had a similar view: 



Oh absolutely. I mean there 's no doubt in my mind that the commercial reasons 
were the real agenda. We started on the right foot to look at it from a professional 
point of view and then, later during the negotiations, commercial reasons over took 
that. " (KPC9) 
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While some of the key players spoke only of hearing rumours concerning Massey's designs on, 

"capturing the educational process ", (KPC3 1 )  others were not convinced that this was a factor 

in Massey' s  merger overtures, "I hesitate to say there was any empire building " (KPM26) . 

There was clearly a widespread and persistent perception that this was the case. Whether it was 

true or not is largely a matter for speculation. That it existed is a matter of record. 

Yip. In my view there was an underlying reason and it had to do with capital 
acquisition. There was as much concern about expanding the resource base of the 
University and in many respects I think that that was driving the merger, as any 
clearly conceptualised view about what teacher education might be. That may 
appear to be a somewhat cynical interpretation but as I think back on it I cannot 
recall at any point any of the key players clearly articulating the mission of the new 
institution and attempting to operationalise that in a way that identified that 
mission as being different from the mission of the existing College or the existing 
University Faculty. (KPM29) 

The belief that unstated political reasons, national and local, were behind the proposed merger 

was expressed. There were serious concerns over what central government envisaged for the 

future of tertiary institutions. "At the time there was clearly political pressure for larger 

organisations - cheaper. As a small tertiary education institution, which a teachers college is, 

we were certainly vulnerable to political pressure " (KPC I l ) . Allied to this was the uncertainty 

over the capital charging regime that had been mooted in government circles for some time and 

its effect on the two institutions if they remained as separate entities. One key player was in no 

doubt as to the likely outcome of such a move. "I thought then and still think, that the 

government, in the back of their minds, had a view to privatisation " (KPM 15) .  A number of 

others shared this sentiment. 

Locally, it was important for the city of Palmerston North, and the wider Manawatu region, that 

a strong teacher education presence be retained. If the College of Education was to become a 

victim of government retrenchment policy, then the region as a whole would suffer, both 

educationally and economically. To forestall such an eventuality to merge the two institutions 

was seen as a sensible pre-emptive step to take. 

One key player summed up the political implications by suggesting that, "The political 

components in the end, I think, were probably more important than any stated educational 
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rationale. " (KPM21). In public debate, such factors received considerably less 

acknowledgement than they did in private. 

6.1.1.2 Question Two 

To what extent do you believe that these reasons were sound? 

(a) Soundness Of Reasons 

Not surprisingly, there was widespread support for the professional-academic reasons for the 

merger. While some respondents were not convinced that the reasons given were necessarily the 

real ones or that the projected benefits would actually eventuate, twenty three did believe that, 

as reasons, they were sound. It seemed to most key players that, at least in theory, a joint effort 

by two complementary institutions would be capable of a superior result than if the two 

remained separate and in possible competition. "I personally did (think the reasons were sound). 

I thought it was inevitable at some point. It just made good sense for that parallel development 

to come together for the benefit of the students. " (KPC9). 

While the majority of respondents agreed that the strategic-financial reasons were sound, a 

small number (three), were not entirely convinced that this was so. They questioned the 

soundness of the "survival" argument and felt that a stand-alone College of Education could 

have retained its viability. Such a view was expressed by one College key player when he 

suggested that the College leadership did not have the courage and depth of personal philosophy 

to go it alone as a degree granting institution; and he believed that, "At the time and for some 

time after the merger, I thought we should have gone it alone. " (KPC30). 

Some support was evident for the unstated professional-academic reason that the University 

would lose partial control of the B .Ed. degree but there was little acknowledgement for the 

suggestion that lack of substance of the college programme was a sound reason for merging. 

While there seemed to be some implicit criticism of what was perceived by a number of key 

players as Massey's  engagement in an "empire building" exercise, there was general agreement 

that its move to safeguard its position in the educational market was a justifiable move to make. 

A number of respondents predicted that, "The amount of 'business ' coming from throughout 

New Zealand was going to be significantly reduced over time " (KPC2) and, on that basis, 

Massey' s  expansionary mode was justified. 



6.1.1.3 Question Three 

The merger discussions came to a halt in 1993. What do you believe were the 
reasons for this interruption? 

(a) Reasons For The Interruption Of The Discussions 
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A wide variety of reasons were advanced by the key players to account for the fact that the 

discussions, which had commenced in 1989, came to a halt in 1 993. For coherence of 

presentation, these reasons have been grouped under the following three headings: Process 

Flaws, People Flaws, Precipitating Events. 

(i) Process Flaws 

• Committee Composition 

Seven of the key players, with the advantage of hindsight, believed that the composition of the 

Joint Steering Committee was one of the underlying reasons for the eventual failure of the first 

phase of the merger negotiations. This view saw the presence of the College Council Chairman 

on the Steering Committee as being inappropriate. Committee membership was the subject of 

much unresolved discussion for six consecutive meetings of the JSC during the early months of 

199 1  and, again, came to the fore at a special meeting of the JSC on 27 October 1992 when 

demands from a Massey representative were made for the removal of the College Council 

Chairman from the Steering Committee. One key player represented this view when he recalled: 

There were persons in the discussions who should not have been there. For 
example, the Chairman of the College Council. I think that his membership of the 
discussion group was inappropriate. The Chancellor of our Council wasn 't 
present. I don 't see why the College Chairman should have been there . . .  In other 
words the composition of the Committee was not quite right for the task, in my 
view. Maybe the Terms of Reference of the Committee were somewhat flawed. 
(KPM 1 3) 

While this was not the view of the College members of the Committee, nor of all the Massey 

members, it was seen to have a negative effect on the discussions. 

I think that event (the challenge to the presence on the Steering Committee of the 
College Council Chairman) did not create terribly much goodwill and I think 
contributed to the general attitude of dismay that was creeping into the 
negotiations. " (KPeS) 
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Closely related to the perceived problem of Committee structure was what was seen as a 

committee leadership difficulty. One key player was quite emphatic about this. "There was a 

leadership problem and there was lack of direction, lack of purpose. " (KPM27). Another 

believed that, "As the negotiations staggered on the lack of political will all round, grew. " 

(KPC5) .  

A structural reason for this difficulty, seen by at least one key player, was the joint-chairing 

provision for the Steering Committee. Under this arrangement, the meetings of the Steering 

Committee were chaired alternatively by the two chairpersons, the Principal of the College and 

the Dean of the Education Faculty. The potential was there for matters to fall between their 

individual areas of responsibility with a consequent loss in the momentum of the negotiations. It 

may be significant that the Steering Committee, as constituted, met on 17 March 1 992 but did 

not meet on its own again until 1 5  October 1 992. On 23 June 1 992, in an effort to revive the 

flagging negotiations, a meeting of the Steering Committee and all members of its Working 

Parties, was held and chaired by the Assistant Vice-Chancellor Academic, and not by one of the 

two designated Chairpersons. He also chaired the second meeting of this expanded group on 17 

September 1 992. I t  wasn't until the Steering Committee, on its own, reconvened on 1 5  October 

1992, that one of the designated Chairpersons again presided. 

• Vision Articulation 

Three key players believed that some of the Steering Committee' s  difficulties arose because 

there was no clearly articulated and shared vision on which to focus their deliberations. 

One key player described the activities of the Steering Committee as being a, "much more sort 

of nuts and bolts and a piece of number eight fencing wire approach " (KPM26) attributing this 

to the fact that they had no real sense of vision to guide them. Another claimed that, "In the 

view of many of us, myself included, there was never really a fully articulated, well reasoned 

educational rationale presented. " (KPM2 1) .  This was seen to be counter-productive. 

Commenting on this situation, and perhaps explaining the Committee's difficulty in establishing 

a vision to guide their actions, one key player noted that there was an element of unreality about 

the word "vision" itself. This person declared: 

Vision is a very horrid word actually. I don 't like the word because I think it can be 
used in a weasely sense and you can finish up with making considerable and 
lengthy statements that actually mean nothing at all. (KPC 1 1 ) 
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With the benefit of hindsight, seven key players believed that the consultation policy the 

Steering Committee adopted imposed serious limitations on their ability to produce a speedy 

and acceptable resolution of the numerous problems facing them. 

When the Steering Committee was formed in 1989, there were seven members, growing to 

seventeen by mid- 1992. In addition, a number of sub-committees were formed and these met 

(some very frequently) over a lengthy period of time. During 199 1 ,  the Programmes Sub­

Committee, for example, met as a Committee more than twenty times. Staff Forums were also 

held and members of the Committee met formally and informally with large numbers of staff 

from both institutions. This network of consultation caused an inevitable slowing down of the 

whole negotiating process, a process that became so democratised and inclusive that it was 

difficult for the Committee to feel it was making progress. One key player (KPM24) observed, 

the Steering Committee got into a highly democratic consultation notion which, on reflection, 

he felt was probably not good for a negotiating team. This view was echoed by another key 

player. "There was such a strong wish to be participatory, inclusive and democratic about it all 

that it took over. In some respects though it got so damned democratic, so inclusive, that 

everybody 's brainsfell out. " (KPM 1 3) .  

The problem was identified by another key player as the result of having, "startedfrom what we 

now recognise was the wrong premise. . .  we started from the bottom and tried to work up. " 

(KPM 1 6) .  What should have happened, he maintained, was what did happen in the second 

phase of the negotiations, where a largely top-down approach was taken. 

• Over-Concern With Detail 

Partly as a consequence of the overly democratic consultation process, the deliberations of the 

Committee were seen, in retrospect, to have become immersed in detail .  

Four key players recalled long negotiations where an extraordinary amount of fine detail was 

examined. By concentrating on this detail, the "big picture" had been overlooked so that the 

whole process, "justfoundered on minutiae " (KPM 16). 

lfyou 're not careful the details can trip up the whole process because people get 
wrapped up in them and they start not trusting one another and then you 're in 
trouble. I think in 1993 things started to get difficult over details . . .  They (the key 
players) felt that they were getting nowhere, getting tied up on minute detail and 
people were losing sight of the main vision, getting tied up in, well, relative trivia. 
(KPM4) 
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There was a significant difference of opinion concerning what the major focus of the 

discussions should be. One thought that the key to a successful merger was the establishment of 

a bold and innovative programme that would make the best of what each institution had to offer 

and would set the direction for at least the next decade. Another believed that the focus should 

be on getting appropriate structures in place, rather than on the programme details that would 

operate within those structures. 

The essence of this disagreement is expressed by the following recollection from one of the 

parties involved. 

There were certainly differences over programmes. I know ( . .  .) had some very 
strong views on programmes. I believe he expressed a view that there needed to be 
greater change in the programmes before he would be satisfied with proceeding. I 
had a somewhat different view on that which I made fairly clear. I thought greater 
emphasis should be on getting the structures for change correct than worrying so 
much about programmes because even if you agree on programmes and people 
didn 't like it they 'd go back and change it after the fact. (KPM6) 

These differences clearly had an inhibiting effect on the progress of the discussions with the 

fai lure to reconcile them having a considerable bearing on the ultimate collapse of the 

negotiations in 1 993. 

• Agreement In Principle 

In November 1 990, just over a year after merger discussions had begun, the Councils of both the 

University and the College agreed in principle to the amalgamation of the two institutions as 

from 1 January 1992. Exactly what this agreement in principle meant in practice was never spelt 

out in detail and, as a consequence, the agreement was viewed by some as a serious flaw in the 

merger process: 

They (the Councils) agreed in principle but I think that it wasn 't binding enough to 
make people go off and do it . . .  Where it's still not a final thing you can actually 
stall it by all . . .  sorts of things . . .  You can debate things to death if you really want 
to. (KPM I 2) 

There was no sense of urgency at all with it (the discussions). It was something, oh 
yeah, it might be quite a good idea, and we really had plenty of time associated 
with that and so, let 's not sort of rush it, kind of thing. I think that was the kind of 
thing that was in the air at the time. (KPM28) 
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Reference to the merger records shows that, while the original intention was for merger 

explorations to proceed with alacrity (the Vice-Chancellor's 25 October 1 989 letter, initiating 

the discussions, suggested the end of the first term 1 990 as an initial decision time) and 

milestones of a sort were set at various times during the negotiations ,  they were often uplifted 

with relative ease and replanted further along the merger highway. Some key players felt it was 

the Councils' "agreement in principle" that contributed to this state of affairs. A "bolt hole", so 

to speak, had been created and, when the going "got tough" the bolt hole provided welcome 

respite. 

(ii) PeopLe FLaws 

• Personality Conflicts 

Eleven players expressed repeatedly, and in a variety of ways, their belief that personality 

differences provided a major obstacle to the success of the merger negotiations. One (KPM 1 )  

simply said that personalities were not managed very well while another (KPC2) suggested that 

personal relationships became very strained, and, in some cases, were severed permanently. 

"There was, if you will, a chemistry that wasn 't quite right. " (KPM I 3) "There were some 

personality problems around that time too which were not helpfuL and it aLL just . . .  shows what 

can go wrong if the chemicaL interactions between individuaLs invoLved are sort of not working 

properLy. " (KPM4). 

One key player observed similar problems but was somewhat mystified by what actually 

occurred: 

I never thought it was going to be a smooth process but I think eventuaLLy it got to 
the point where some of the key pLayers got miffed in there. I believe somebody got 
miffed with somebody eLse . . .  and that egos got in the way . . .  and that certain peopLe 
feLL out. I have no idea why but my perception was that it became a personality 
issue . . .  somebody feLL out with somebody else and they just dug their toes in and the 
whole thing ground to a halt. (KPC9) 

The situation, as perceived by many of those directly involved, is summed up by the following 

observation: 

There 's the whole question of personalities. It's funny how these sorts of things, 
which ought to be driven by professionalism and business and sort of lofty 
principLes, actuaLLy depend so much on personaLities and peopLe getting together 
and trusting one another. So what am I saying? I think personaLities had an awfuL 
lot to do with it, more than substance. (KPM4) 



• Historical Antagonisms 

1 53 

Two key players guardedly suggested that collegial conflicts, pre-dating the merger 

negotiations, were more relevant to the negotiation difficulties than personality differences. 

Certain long-standing academic rivalries, together with dissimilar world views, caused several 

of the key players to have great difficulty in relating to one another in an objective and 

emotionally neutral fashion. This had a decidedly negative influence on the progress of the 

negotiations. While persons with this view were reluctant to elaborate, one key player indicated 

that, "There was a bit of personal agenda going on " (KPC7). Another respondent was more 

forthcoming, "What seemed to me to happen was that the undercurrent of definitions that 

people really had about each other and really had about what was going on . . .  really masked a 

whole lot ofpossible antipathy between the parties. " (KPM I 3). 

• Culture Differences 

Fifteen key players saw the differences existing between the cultures of the two institutions as 

contributing to the failure of the first phase of the negotiations .  They felt that, in the minds of 

some of their colleagues, stereotypical views persisted concerning the relative worth of the 

cultures of the two institutions. The College staff, with their focus on the practical concerns of 

the "teaching trade", were seen by some University staff as inferior to their University 

counterparts, who, with their engagement in more erudite and academic matters were deserving 

of much greater respect. In a similar manner, some College staff viewed their University 

counterparts as being out of touch with the real world and guilty of a "degree of arrogance " 

(KPC5) that was inimical to productive and frank debate. Neither of these views was seen to be 

very helpful. The following observation sums up this state of affairs. 

Oh there 'd always been suspicions about motives for wanting to merge and I 
suspect these were mutual and reciprocal. I suspect the Faculty at the University 
were suspicious of why this might want to happen and perhaps entertained some 
notions about the quality of the staff at the College of Education. I don 't know how 
widely shared that view was. I know at the College of Education there was a lot of 
suspicion about the Faculty at Massey. That had to do with what was perceived to 
be arrogance and a lack of understanding of grassroots requirements and needs. 
So there were those kinds of factors operating underneath the whole process to 
undermine it. (KPM29) 

• Reluctance To Compromise 

Looking back at the negotiations, nine key players conceded that a general unwillingness to 

compromise was a feature of many of the discussions. This unwillingness reflected some 
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entrenched positions held by both University and College participants. According to one key 

player, "There was a contingent of people at Massey who I think had their faces quite strongly 

set against the merger. When I say Massey I mean the Education Department at Massey. " 

(KPC5) .  Another recalled that, at the Working Party level, "There was considerable opposition 

to the merger from some staffin the University Faculty of Education though not, I would like to 

stress, from the Dean of the Faculty at the time. " (KPM I S) .  

This intransigence was not confined to Massey staff, with one College key player noting that, 

"There was a very strong majority (of College staff) opposition to the merger at the point that it 

collapsed. . .  If it hadn 't regenerated they wouldn 't have been fussed at all. They were quite 

happy to let it fade. " (KPC9) . When it came to specific issues, "Both camps had strongly held 

views that they weren 't prepared to compromise and I guess in a sense it was a stalemate. " 

(KPMS). "It was fine as long as it meant somebody else 's programme, or part of the 

programme was changing, not theirs. " (KPC3). 

One key player felt that the playing of power games was a factor inhibiting genuine compromise 

while another diagnosed the large number of people involved as a contributing factor. "There 

were too many cooks in the kitchen who all had strongly held views which had their own 

validity . . .  (and) there wasn 't a mechanism or a forum for ensuing objective mediation between 

these strong sets of views. " (KPMI ) . 

Reflecting on the nature of negotiations and the need to compromise one key player had this to 

say: 

It seemed to me the essence of negotiations is that both want, more or less, the 
same outcome, amalgamation, but both have different visions of it, or slightly 
different visions of it. And the negotiations consist of us conceding something and 
you conceding something in return. I don 't believe that ever happened. (KPM24) 

• Questionable Commitment 

Although assessing the level of commitment that particular actions imply is a perilous pastime, 

seven key players were prepared to suggest that, in certain aspects of the negotiations, the level 

of commitment which was displayed was less than helpful. One recalled, "I must acknowledge 

that there were times earlier when I thought there was really a need for someone at the top to 

say more clearly that this matter should be proceeded with because we were left floundering a 

lot I think. " (KPM l S). Another questioned whether the Massey leadership was really committed 

to the merger while a further one believed that: 



There was some feeling from the University staff, the Education Faculty, that the 
University administration was not really committed to this (the Massey site for the 
new institution) and so that basically was that. It (the merger) was called off. 
(KPM l O) 
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In defence of this perceived lack of commitment to the task, one key player offered the 

suggestion that, "I think it was too hard. I don 't think either party understood how difficult it is 

to merge institutions with different (cultures), coming from different directions. " (KPM26). 

• Loss Of Trust 

The literature suggests that the establishment of unequivocal trust between negotiating parties is 

a necessary pre-requisite for the negotiations to have a reasonable prospect of success. (Chapter 

Two, pp. 36-38). In the first phase of the merger negotiations, in the minds of at least six key 

players, this pre-requisite was never satisfactorily established. One key player, convinced that 

this was the case, recollected, 'fairly early on I got the impression that the College people, most 

of them, were not negotiating in good faith. They did not want the merger, they were opposed to 

it and took every opportunity, I think, to slow it down, to stymie it. " (KPM24) . 

This view, justified or not, clearly contributed to an atmosphere of mistrust, an atmosphere that 

had much to do with the final collapse of the first round of negotiations. 

Another key player' s view was that, "There was what appeared to be an underlying lack of 

trust and respect for each other that bubbled to the surface from time to time, especially when 

things became tense. " (KPM I 3). He felt that a condition he termed "pluralistic ignorance" 

existed where people thought they knew accurately what others were thinking but, in fact, were 

quite often wrong. This environment provided favourable conditions for a sense of mistrust to 

develop and flourish. 

(iii) Precipitating Events 

Along with the Process Flaws and the People Flaws, already identified, the key players cited 

several significant events which seemed to act as catalysts to precipitate the decision to finally 

abandon the negotiations. Two events in particular received considerable comment. The fust 

related to the response the Programmes Sub-Committee 's  Draft Report received when it was 

first presented to the Steering Committee on 22 October 1 99 1 .  The second event concerned the 

preparation and presentation of an independent consultant's report (the Deloitte, Ross, 
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Tohmatsu Report) which examined the feasibility of siting an amalgamated college on the main 

Massey Turitea ca:mpus. 

• Response To The Programmes Sub-Committee's Draft Report 

The Programmes Sub-Committee was fonned in March 199 1  and presented its Draft Report to 

the Steering Committee on 22 October 1 99 1 .  A lengthy discussed ensued, during which a large 

number of questions were asked and criticisms were offered. The Dean of the Faculty, who was 

chairing the meeting, indicated that he was far from satisfied with the proposed B .Ed. 

programme contained in the Draft Report. It was resolved that the document be received and 

passed to interest groups for discussion and comment. 

In a memorandum to the Programmes Sub-Committee dated 24 October 199 1 ,  a copy of which 

went to the Vice-Chancellor, the Dean provided details of his dissatisfaction. He said he found 

the proposed programme gravely deficient as a means to a new vision. He would want to see a 

much more exciting programme (or at least the ground-work of such a programme and a 

mechanism for securing it) before being able to support amalgamation. 

Five key players were adamant that this response by the Dean was a crucial factor in bringing 

the first phase of the merger negotiations to a halt. One recalled that, "As well as the existing 

climate of opinion there were certain precipitating incidents that set the process back. The one 

that sticks in my mind as the predominant one was the reaction to the deliberations of the 

Programmes Committee. " (KPC5). 

The same key player believed the Dean's  negative reaction to the document was conveyed to 

the Vice-Chancellor, "who then declared that if this was the best that could be done then the 

University would consider unilaterally withdrawing from the negotiations . . . (KPC5). 

A similar view was expressed more forcefully: 

My recollection is that back in the early days it was the singular action of the Dean 
at a particular point that caused the merger to break down. I know for my part that 
my view was that that action was capricious at a point when we could have made 
the merger work . . .  it could have happened five years earlier . . .  And I thought it was 
a tragedy frankly because had the decision to proceed been taken at that point we 
would have had a merged institution and it would have been functioning 
harmoniously. (KPM29) 
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A further key player believed that the Programmes Sub-Committee had worked long and 

progressively towards some sort of resolution of the two sets of interests. He thought that the 

Dean's  reaction to the Draft Report was a crucial event leading to the demise of the 

negotiations. Of the Report's fate he said: 

It was absolutely and dramatically blown out of the water by the author of the 
original proposal. . .  and I remember that there was a bit of shock-horror about this. 
In fact I think this debate even went to the Vice-Chancellor as well, at that point. 
There was a lot of disappointment and upset . . .  there was a lot of disillusionment 
and people wondered whether it was ever going to be possible to get a, you know, a 
combined, unified view. (KPM lO) 

The intensity of these recollections highlights the significance attached to this particular 

incident. For some key players it created a crucial impediment to a successful conclusion to the 

negotiations. One key player offered a generous "best view" of the situation by suggesting that, 

HI think there were some misunderstandings that occurred. " (KPM28). 

• The Deloitte, Ross, Tohmatsu Consultant's Report 

Twelve key players pointed to the preparation and release of this report as the other crucial 

precipitating factor that led to the cessation of Phase One of the merger negotiations. 

At the Steering Committee' s  first 1 992 meeting on 4 February, the suggestion was made that a 

consultant be engaged to make an independent assessment of the financial resources required to 

consolidate any new entity on the main Massey Campus (Turitea). The Education Faculty 

opposed this proposal on the grounds that such a move was premature, and continued to do so at 

the two subsequent Committee meetings in March. The proposal was not revisited again until an 

expanded Steering Committee met on 17 September 1 992. The proposal was considered but not 

endorsed. At its 1 5  October 1992 meeting, the Committee did endorse it and the Resources Sub­

Committee was charged with the task of exploring the Terms of Reference with Graham 

McNally of Deloitte, Ross and Tohmatsu with the aim of having a consultant' s report completed 

by Monday, 14 December 1992. 

At a special Steering Committee meeting on 27 October 1 992, "which occupied almost three 

angry hours" (Chapter Five, p. 1 24), the consultant proposal was further debated. Concerns 

were raised by the Mas�ey representatives over reports that the College was considering the 

possibility of purchasing the Polytechnic's share of the Hokowhitu site; thus negating a move to 

the main Massey Campus. 
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"After a wide-ranging discussion" (Steering Committee minutes 1 5/ 12/92) at its final meeting 

for the year, on 1 5  December 1992, it was finally agreed that the proposal should proceed to 

employ an independent consultant to conduct a feasibility study concerning consolidation of the 

new entity on the main Massey campus. The report was to be based on the Terms of Reference 

previously decided at the 15 October 1992 meeting and it was to be available as early as 

possible in 1 993.  It wasn' t  until 1 5  June 1993, however, that the Report was completed and 

presented to the Steering Committee. Its conclusion was that there would be insufficient funds 

available from the two institutions to construct a purpose-built facility on the Massey University 

Campus. Acting on this finding, the Steering Committee informed the respective Councils that 

they had been unable to negotiate solutions to the practical problems associated with the merger 

and recommended the cessation of their deliberations and the disestablishment of their 

Committee. Both Councils accepted this recommendation and, on 24 July 1993, a media release 

announced this outcome. 

It was this sequence of events and the final presentation of the Deloitte, Ross, Tohmatsu Report, 

that was regarded by many key players as the second major factor precipitating the collapse of 

the negotiations. 

The basic thrust of almost all the recollections is that the Deloittes Report, that "infamous 

situation of the Deloitte, Tohmatsu study" as one person called it, did not reflect the realities of 

the situation. The Report was not what it appeared to be. Rather, it was a post hoc move to give 

some credence to what had already been covertly and unilaterally decided by one of the 

negotiating parties. Therefore, the negotiations were well and truly moribund some time before 

the notion of employing a consultant had been considered and the charade of employing a 

consultant was simply a convenient way of putting an end to the matter. One key player 

commented, "I think the consultant's report that was commissioned and came up with some of 

the economics was seized upon as a convenient excuse for not proceeding with the 

negotiations. " (KPC5). 

Another said: 

It always seemed to me as if the site argument was just a tactful way of calling the 
whole thing to a halt rather than have a personal difference of opinion brought out, 
so that it didn 't appear to be professional rivalry or professional stupidity, or 
whatever. (KPC7) 
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The view of the University people, according to one University key player, was that the 

Deloitte ' s  Report was: 

a set up for the Principal particularly, who was leading the College delegation, to 
simply escape. That's not the right word, to withdraw, from the negotiations to 
merge and that this consultant, that had to be whipped up from somewhere, was 
sympathetic already, or had been briefed largely on one view and had produced a 
report which was consistent with the view. And that was that. If the merger was not 
going to take place on the Hokowhitu Campus, then it wasn 't going to proceed at 
all and when the report actually said that it wasn 't feasible to do it at Massey, then 
it stopped. (KPM 1 0) 

A more charitable construction was offered by another University key player: 

I think the Deloitte 's group was instructed to look at the full loaf rather than the 
partial loaf whereas there might have been some on the other side of the river who 
would have been prepared for a partial loaf with some hope for developing further 
things in time. (KPM6) 

Much more direct and succinct was this response, "The Report: a load of old cobblers. " 

(KPM22). Feelings ran high over this situation. One key player, very closely involved, insisted 

that approval for the Report had never been given by the Steering Committee. He firmly 

believed that in the Report itself: 

The figures were consciously and dishonestly manipulated so that it would look as 
if it was financially impossible and I think that certainly from that point, but I think 
in retrospect anyway, a good bit earlier, the amalgamation was doomed because 
you didn 't have two equal partners negotiating in goodfaith. (KPM24) 

Another maintained that, "The Report was severely flawed from an economist, accounting point 

of view. The data was heavily flawed. " (KPM2 1)  and yet another was quite unrestrained in his 

criticism of the Report: 

I was extremely disappointed with the outcome of the Deloitte ' s report. I think 
(thought) it was sloppily done when I read it. There were loopholes in it and these 
were obvious. How can I put it? Escalations of cost and duplications that any 
careful examination would have revealed. You could have driven a truck though it 
and it seemed to me that it was an orchestrated attempt to undermine the 
possibility that we might actually have a new building relocated on the University. 
(KPM29) 

The important role of this "infamous Report" in precipitating the collapse of the first phase of 

the merger negotiations was accepted by both College and University representatives. As one 
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key player summed it up, "It had a sort of surreal quality about it. Eventually the discussions 

ground to a halt. Further progress seemed impossible. " (KPM 1 3). 

Table 13: Reasons For The 1993 Halt In Negotiations 

Process flaws 

People flaws 

Committee composition 

Committee leadership 

Vision articulation 

Consultation policy 

Over-concern with detail 

Major focus 

Agreement in principle 

Personality conflicts 

Historical antagonisms 

Culture differences 

Reluctance to compromise 

Questionable commitment 

Loss of trust 

Precipitating events Response to the Programmes Sub-Committee's  report 

The Deloitte, Ross, Tohmatsu consultant's report 

6.1.1.4 Question Four 

Why, do you believe, the negotiations resumed in 1994? 

(a) Reasons For Resumption Of Negotiations In 1994 

I 

To all but four of the key players, the reasons for the merger negotiations resuming were unclear 

and largely a matter for speculation. "It (the resumption) came out of the blue . . .  It was an 

absolute mystery to us. " (KPM21) .  The solution to this mystery was revealed during the course 

of this research when four particular key players were interviewed separately. Their 

recollections pointed to one significant and chance event that occurred almost a year after the 

first phase of the negotiations had eventually, "ground to a halt. " (KPM 13) .  

The catalyst for the resumption of negotiations, it transpired, was a "coffee cup" meeting that 

took place in the Robert Harris Cafe in Palmerston North in May 1994. During a break in the 
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annual Massey University graduation ceremonies, four semor University members of the 

official party (Pro-Chancellor Rockell; Professor Fraser, Assistant Vice-Chancellor Academic; 

Mrs M.  Croxson, a University Council member and also a College staff member; and Professor 

Watson, Principal of the University' s  Auckland Albany Campus) went to this cafe for a cup of 

coffee. Conversation turned to the failed merger talks and the opinion was expressed that it was 

regrettable that the two institutions had not been able to merge. After further discussion, it was 

agreed that the merger proposal should not be allowed to die and one of the group indicated that 

he was prepared, "to give it one more go. " (KPM 1 3) .  

This, he did. For reasons not made clear at the time, or subsequently, but possibly as some key 

players have suggested, because of the political environment at the time, his approach received 

an immediate and positive response from senior officials of both the College and the University 

and, within a very short time, the negotiations resumed. All four "coffee cup" colleagues testify 

to the general accuracy of this account. 

6.1.1.5 Question Five) 

What do you believe were the reasons for the success of the resumed negotiations? 

(a) Reasons For The Success Of The Resumed Negotiations 

The key players' responses to this question showed a much greater degree of agreement than to 

the question concerning reasons for the failure of the initial negotiations. The reasons can be 

grouped in two categories: Process Reasons and People Reasons. 

(iJ Process Reasons 

In terms of the process model followed to expedite these negotiations, fourteen key players were 

quite clear that it was a "top-down" model ;  a view expressed unequivocally in a variety of often 

colourful ways: 

I It  needs to be noted here that "success" in  the context of this question and this study, is  taken to be the 
formal merging of the College with the University on I June 1 996, following the Government's 6 May 
1996, Order-in-Council, giving legislative approval for it to proceed. Examination of the implementation 
phase of the merger, post 1 June 1996, and what may constitute success in that phase, is outside the scope 
of this particular research although in Chapter 10 some suggestions are made as to future lines of study 
that might be profitable. 



The model then followed was a merger by decree which served to get things 
underway again. I think the lengthy, protracted and complicated Committee 
processes that we had been through earlier did not commend themselves again for 
any further use in the process of attempting a merger. (KPCS) . 

It was more by administrative fiat than anything else. I think the decision was made 
at the level of the Vice-Chancellor, or at the level of the two Councils, that a 
merger was a good thing to do so the decision to merge was made as much by 
executive decree as any other way. (KPM29) 
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A further key player very closely involved in the resumed negotiations, supported this view. 

"We decided that the appropriate means of moving on it was to start at the top and move 

down . . . . . .  the broad approval and the formal approval through the Memorandum of Agreement 

were (was) a top-down approach. " (KPM I 6). 

Others recalled, "They (the Senior College and University officials) decided to take the bit 

between the teeth and drove it. " (KPM 1 S). The Vice-Chancellor and the Principal, "Decided on 

a top-down approach rather than re-work the old model hoping for a 'bottom-up ' approach. " 

(KPC2). This "top-down" approach contrasted markedly with the "bottom-up" approach of the 

first phase of negotiations. 

Because of this decision to favour a "top-down" model, the size of the negotiating team was 

reduced markedly. Whereas, in Phase One, there had eventually been seventeen members of the 

Joint Steering Committee, in Phase Two, the Working Party consisted of four people, with two 

other people in attendance as Project Co-Ordinators. This reduction in size enabled the group to 

proceed much more rapidly with their task. 

A distinguishing feature of the process, second time round, was that it, "Didn 't get bogged 

down in detail. " (KPM I 2). During the first round, considerable time and effort had been spent 

trying to get agreement on fine detail. This counter-productive activity was avoided, second 

time round, by eliminating the necessity for agreement on the details of the programme. 

"Programmes would not be a precondition. Well, that fitted with my view. I 'd always argued 

that before, that those could evolve. What was more important was setting up the procedures for 

change. " (KPM6). 

(ii) People Reasons 

Nine of the key players suggested that one of the reasons for the success of the second phase of 

the negotiations was that there had been a, "change of players " (KPM6) involved in the 
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negotiations. "Some of the leaders had moved on at that stage, " (KPM 1) and a different 

chemistry resulted. The Chairman of the College Council, did not seek reappointment to the 

Council and had been replaced. The Dean of the University Education Faculty retired from the 

University, although still being on the College Council, and had been replaced by a new Dean. 

The change in personnel was seen as a very important factor in the success of the negotiations, 

with the involvement of the new College Council Chairman being perceived by five key players 

as particularly significant. One key player suggested that, with the appointment of the new 

chairman, a different atmosphere prevailed where, "There was a meeting of the minds at the 

level that they had had a meeting of minds in 1982 " (KPM27).z Another respondent, noting the 

influence of the new College Council Chairman in reactivating the merger discussions said, "1 

think the action taken by (the new chairman), and I presume it came from him, was an inspired 

action. I think it was expedient, pragmatic and practical in the light of all the impracticalities 

we had experienced before. " (KPC5) . 

A third key player, who was very clear about the overall impact that the new Chairman. had on 

the negotiation proceedings, strongly supported this view: 

I 've no doubt in my mind that (the new chairman) was certainly a catalyst towards 
moving it (the negotiations) in a very pragmatic way and he was also a person who 
was able to understand the overall principle of the issue and regard that as being 
supreme and that by hook or by crook we would be able to work our way through 
the machinations and he drove that and he drove that very well indeed and he was 
an excellent voice on the Massey Council. (KPC3 1) 

As well as a change of some personnel, ten key players recalled a very different level of 

commitment being exhibited. One spoke of a meeting between the Chancellor and Vice­

Chancellor of the University and the College Principal and College Council Chairman, in mid-

1994, where, over dinner, they discussed the reactivated merger proposal. Their shared 

enthusiasm for the notion signalled their, "commitment right from the outset. " (KPM I 6). This 

commitment was seen to be another important factor contributing to the ultimate success of the 

negotiations. Commenting on this, one key player observed: 

Well I think there were personal commitments. The person who was leading the 
charge from the University side . . .  had been very disappointed with the fact that the 
merger hadn 't proceeded . . .  But he didn 't really give the ball game away. He felt it 
was time to just back off and let things cool down and then try to have another go . . .  
Three years on I think the commitment being made by the University that they 

2 This is a reference to discussions at that time between the University and the College about the 
possibility of merging. (Chapter Five, p. 106). 



wanted the merger to go ahead and they 'd also taken the, if you like, the bull by the 
horns to say that the College was going to be on the Hokowhitu Campus, which 
may have been a concession to the College, I don 't know. I don 't know what the 
background was but it forced the Faculty to be prepared to move. (KPM27) 
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Another recalled that, "Before agreeing to re-open negotiations we had to be confident that the 

outcome would be a successful merger. We couldn 't afford to embark down the track again and 

have itfall over a second time. " (KPC2). 

It was this general attitude, combined with the new College Council Chairman' s  drive, "I do 

know (the Chairman) was very, very keen on the merger" (KPC7), that led to what many of the 

key players saw as a markedly increased commitment to bringing about a successful conclusion 

to the merger negotiations. A greater sense of urgency was seen to characterise the proceedings. 

"Somehow all gelled together and that when negotiations started up again there was a different 

urgency about them than there had been previously. " (KPC9). Similarly: 

The Merger Implementation Group was somewhat more focused; eyes of both 
Councils were on it. Possibly staff in the two institutions were also beginning to 
recognise that there could be fateful consequences from not taking the opportunity 
and getting it right. (KPM I 3).  

Another "People" feature of the second phase was the increased amount of compromise 

between the two parties. Not withstanding the imposed nature of the process, even possibly 

because of it, there was an apparent and greater willingness by all representatives to accede to 

other points of view. 

There was a heck of a lot of give and take on both sides to get it to the point where 
this group, the group here (the Massey Faculty) agreed to actually move across to 
Hokowhitu. But equally the group at Hokowhitu made some very profound 
compromises as well. (KPM28) 

A reason advanced for the success of the second phase of the negotiations, one which does not 

fall within the categories of either Process or People, relates to the factor of chance, where 

conditions which, at least ostensibly, are largely outside the direct control of those who are 

affected by them, are acknowledged. One key player, with the element of chance in mind, 

stated: "Serendipity's got a good bit to do with it. " (KPM26). In this view not all outcomes 

resulted from judicious planning and wise decision making. Chance and serendipity played their 

part as well .  



Table 14: Reasons For The Success or The Resumed Negotiations 

Process reasons Top-down management model 

Small working party 

A voided over-concem with detail 

People reasons Change of personnel 

Increased commitment 

Increased compromise 

Other reasons The operation of chance 

6.1.1.6 Question Six 

What was your vision for the merger? 

(a) Vision For The Merger 
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This question invited the key players to explain what they understood by a "vision" and to 

describe the particular vision they had for the merger. Responses to this invitation evoked a 

wide variety of views. A large number described a new entity which would provide an exciting 

and innovative programme, bringing together the best of the College's teaching culture and the 

best of the University's research culture. 

So my vision was of teacher education fully integrated within a university ethos, 
fully committed to research as well as a professional focus and I just believed it 
could, with goodwill on both sides, bring about a greatly enhanced profession and 
sense of professionalism. So that was my vision. (KPM24) 

One key player saw a: 

Magnificent campus, purpose-built facilities, bringing together the professional 
and the academic; the opportunity to create a real little empire with its own image. 
The Department of Education (the Faculty) had distanced itself from its 
fundamental educational roots, schools and teaching, and I thought this might 
bring them back to reality. (KPC5) 

Resulting from this exciting new programme, one respondent, "Wanted to see a dynamic 

expansion of curriculum . . .  I wanted to see highly motivated trained teachers coming out " 

(KPM 1 5), while another's vision was, "To have students graduating with a degree and that 

degree providing a greater degree of portability in terms of other occupational choices. " 

(KPC2). One key player hoped for, "a higher professional status for teachers through a degree 

level qualification. " (KPM 18) .  Another respondent trusted that the College's  record in dealing 
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with Maori issues and Maori people, "would bring a very much needed boost to Massey 's 

understanding of it. " (KPM26). 

B lending both staff and student cultures of the two institutions was featured in a number of 

visions. It was hoped that the two separate institutions would become one and would start, 

"looking through similar eyes " (KPM 12), although it was acknowledged that it would take 

years for this to happen, "because you are merging two cultures with their own identity and that 

doesn 't happen overnight" (ioc. cit. ). 

Referring specifically to the value of students with different vocational aspirations having closer 

association as a result of the merger, one respondent expressed faith in what he termed, "the 

washing machine effect" (KPM25) . This process, where they rubbed shoulders on a daily basis, 

he envisaged as giving the students a much broader perspective from which to approach their 

studies and their future occupations. One key player sounded a warning note for College staff 

who had any unrealistic ideas about the degree of autonomy they could expect to retain in the 

merged institution. 

My vision for the merger was that assimilation would take place quickly and 
effectively and that the feeling of the College would be lost in the Massey identity. 
It was impossible for the reverse to take place and practically speaking I believe 
impossible for the College to maintain any form of independence and the sooner 
the assimilation took place the better it would be. (KPC3 1) 

Other visions could be broadly termed "political" in nature. 

Overall my vision was to secure teacher education and tertiary education for 
Palmerston North and Manawatu and I thought this (i.e. the merger) was, you 
know, a helpful way of going about that. That together we would be stronger than 
separately. (KPM4) 

A similar view was, "that the merger would confirm the existence of the College and abolish 

any risk of it being disestablished by central government. " (KPC l l ) .  Another respondent saw, 

"That the College of Education would become the leading teacher education provider within 

the country. Not the biggest but the best. " (KPC20). Again : 

I think what we would like to see is MUCE (Massey University College of 
Education) being recognised as the leading education, teaching and research 
grouping within New Zealand. To be recognised by everybody in New Zealand 
working in the field as the sort of lead organisation and to have an international 
reputation as well so that people overseas, if they 're looking for exciting and 
innovative aspects of teacher education and education in general, would look 
towards this particular College. (KPM 17) 
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It is interesting to note that a number of key players professed (confessed !) to not having a 

vision for the merger, "[ didn 't really have a vision. I was just a worker in the ranks " (KPC3), 

"[ didn 't have a very specific vision myselffor exactly what could be done for teacher training. " 

(KPM4), only one key player saw vision as having a process, as well as a product, component. 

For her, vision asked two questions: What are you aiming for and how do you envisage getting 

there? She expressed it this way: 

It 's, [ suppose, what it 's the vision to what it actually wants to achieve and how its 
going to achieve it. And [ think both of those things, [ think, go hand in hand. I 
think you can 't just sort of set yourself up to work as one group of people without 
knowing where you 're heading for. On the other hand you 're not really going to 
achieve what you 're heading for until you 've worked pretty hard on some of those 
nuts and bolts, the process to begin with. (KPC23) 

6.1.1.7 Question Seven 

What criteria would you believe appropriate for judging the success of the merger, 
both in the short and longer term? 

(a) Criteria For Judging The Success Of The Merger 

In the context of this question "success" referred to the implementation phase of the merger. 

"Short term success" was defined as that relating to the first five years of the merger with "long 

term success" referring to that of the ensuing years. 

Many of the respondents felt that this would not be easy to judge, particularly "short term" 

success. Even in the long term, with the benefit of history, it would not be easy to obtain truly 

objective measures of success. Even so, they willingly offered their opinions as to criteria that 

would be germane to the task. These are presented under the two broad headings of: Process 

Criteria and Product Criteria, the former loosely encompassing the operational aspect of the 

merger, and the latter the outcome of the operations. 

(i) Process Criteria 

The major process criterion suggested related to the steps taken to ensure the high quality of the 

programme provided by the new College. According to most of the key players, this would be 

established by asking such questions as: Are the programmes being made relevant to the 

changing needs of society? Is a producti ve balance of theory and practice being provided in the 

programmes? Are the programmes innovative and forward looking? 
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For one respondent a useful indication that this quality criterion had been met would be the 

presence of, "New, perhaps innovative programmes different from the ones we have now, that 

more explicitly embody contemporary developments from experience in research. " (KPM29). 

Frequent mention was made of the extent to which the formerly separate groups of staff would 

be able to work together as one. If the former College and Faculty staff were working 

collegially and productively together, then this criterion would have been satisfied. One key 

player pictured it as :  

The two former lots of staff would be thoroughly integrated, trusting each other, 
sharing pretty much common views, which doesn 't mean that you have to agree on 
everything, but pretty much sharing a common vision if you like, common views of 
what it is. That they would be socially integrated as well as intellectually 
integrated. That there wouldn 't still be "They 're the College people and they 're the 
Massey lot. (KPM24) 

Conditions of success for which another respondent would be looking included, "a clear 

indication if the merger was generating a new amalgam from what both the parties brought to 

the merger. " (KPM13). While commending the application of this criterion, one respondent 

noted, "I don 't have any utopian visions of about how that might be. There will always be 

difficulties and problems. " (KP29). 

Also considered an important criterion of success was the necessity for a high level of morale 

amongst the staff. They would be genuinely enthusiastic and would display energy and sincere 

commitment. Their enthusiasm would "rub off' on their students who, in turn, would be 

enthusiastic and satisfied with the programmes they received. 

(ii) Product Criteria 

Two main product criteria were suggested by the key players. The first related to the perceived 

quality of the graduates from the programmes and the second to the research outputs of the staff. 

This was summed up briefly by one respondent who said the criterion for judging success was 

simply, "the reputation thing " (KPC5). This was stated in more detail by another person who 

felt that: 

In the short term I guess you 're going to have to use perceptions. It 's very difficult 
to get quantitative measures for some of these things. You 're going to have to use 
perceptions that, say the people in the Ministry have, the people in the schools 
have, and probably people in other Colleges of Education around the country. Now 
how you measure that, is one of those (things) where you sort of have to look for a 



little basket of measures, like, how often do people in the College get invited to 
speak at conferences or in a forum that's being organised, or whatever. If our 
people are sought after then you know that they must be doing something 
interesting and unusual. And to what extent is the Ministry willing to let contracts 
to our people. And to what extent do the schools come in pursuit of our College 
whenever they want certain things. (KPM 17) 
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One key player suggested that the number and quality of pe�sons wanting to come to study or 

teach at the new College would be a useful criterion to consider. He would: 

Look to see if the new College of Education was a favoured institution for people 
enrolling for the teaching profession. In other words, whether it was seen as a 
reputable organisation. And I'd look to see if it had an international focus or 
attraction as well. Great universities are always known to be great when people 
clamber to get into them. (KPM4) 

One conclusion was: "At the end of the day the criterion for success is, 'What's the product 

you 're turning out at the end? ' If the product you 're turning out at the end, after a reasonable 

period of time, is excellent, then it's worked. " (KPC3 l) .  

The College's  research programme was the focus of  the other nominated relevant product 

criterion. The work of newly established research teams receiving national and international 

recognition would be a strong indicator that, at least in this aspect of operation, the merger was 

a clear success. 

6.1.1.8 Question Eight 

What do you consider to be the change principles that should be applied to the 
process of change involved in an organisational change such as a merger? 

(a) Change Principles That Should be Applied 

Responses to this question have been grouped under the following eleven headings that emerged 

as best revealing what the key players were saying: Vision, Valuing, Communication, 

Consultation, Continuity, Culture, Commitment, Courage, Compromise, Timing, Trust . These 

categories were identified by using the constant comparative method of data analysis (Merriam, 

1 998). Through a process of progressive inspection and reflection, the responses were examined 

to determine similarities and differences and then grouped together on similar dimensions. 

These groupings were tentatively given a name and, after further consideration and 

modification, they were confirmed as the categories most accurately reflecting the data. 



(i) Vision 
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The importance of having a clear vision to guide any organisational change was highlighted in a 

variety of ways by nineteen of the key players. Very succinctly one said: " You have to have a 

very clear vision of where you are going. " (KPC2). A second person pointed out the need to 

think through this vision before trying to implement it, "People managing change have to have 

a very firm idea before they begin of what they are on about. " (KPC9). Another respondent 

suggested the need to keep restating the vision in a variety of ways, offering the opinion that the 

failure to do this was one of the weaknesses in the merger negotiations. 

Well you really want to know why you 're doing it. So that is why the vision is 
important. So that 's why I think you keep repeating the vision in various formats, in 
styles, in ways, in forums and groups so the vision, you keeping coming back to. 
That 's why I felt so hungry for that. We lost that at certain points . . .  I see that (the 
lack of restatement of the vision) as a major problem in the whole thing. People got 
hung up on details around them rather than the big picture. (KPM25) 

A number of the key players saw the process aspect of vision as being as important as the 

product. "Well, I think in terms of processes and procedures. Ideally you should look at what 

the new process should be before you actually do it" (KP12), " You have to look at how (the 

intended action) is to be done " (KPC9). Speaking of these two aspects of vision, one person 

said: 

Both of those things, I think, go hand in hand. I think you can 't just sort of set 
yourself up to work as one group of people without knowing where you 're heading 
for. On the other hand you 're not really going to achieve what you 're heading for 
until you 've worked pretty hard on some of those nuts and bolts, the process to 
begin with. (KPC23) 

Others stressed the need to be very clear about the vision and to consult wisely with those who 

are involved. "Try, as far as possible, to gain clarity of definition and purpose through 

processes of careful analysis and discussion. Not to the point though of democracy through 

exhaustion. " (KPM I3) .  

Many key players emphasised the need to ensure that the vision is  a shared one, although they 

were aware of the practical limits to which this sharing should extend. "Try to get as many 

people in the same canoe as possible, or at least in canoes that are going in the same 

direction. " (KPM2 1) but realise that, " You 'll never get everybody on board. " (KPM26) . 

Effective communication was seen as very important in this "crew recruitment" task. 
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One key player noted the importance of developing a vision that gave firm direction but which 

was not so rigid that it could not accommodate any unforeseen and compelling circumstances. 

He used the metaphor of a shell to describe the formulation of a vision for change. The shell sets 

the broad outer limits but within it, " You set up structures that allow for development within 

that shell. " (KPC30). 

For many, the leader's role in establishing a vision was vital . "You 've got to have a leader who 

has said 'I believe in this vision and this is what we 're going to do. ' The second task to that is, if 

you like, to bring the troops along behind him " (KPM27). "It (leadership) can 't impose a 

vision . . .  it has to be shared. " (KPC30). One respondent indicated what should be done if the 

leaders' best efforts to develop a shared vision fel l  on barren ground. 

They (those leading the change) have to develop the philosophy. They have to 
develop their vision and they have to work from a human resource point of view to 
bring on board all those people who are responsible for delivering the education 
product and they have to enable those people to buy into the new philosophy and 
vision and if they can 't they have to be ruthless in terms of getting rid of the people 
who are not prepared to work on that basis. (KPC3 1 )  

(ii) VaLuing 

Twenty one key players expressed the belief that all persons need to be valued, and their 

personal concerns taken into account if change is to be successful .  This belief was expressed in 

a variety of statements: "I think there needs to be more attention to the people thing . . .  You must 

take account of the staff and how important they are in the process. " (KPM8) . "I think it 's 

people having their voice heard, having their views respected, having their opinions respected. 

that 's probably a critical factor. " (KPM2 1) .  

It is important in the process to go out of the way to show respect for individuaLs . . .  
Where you have a demoralised staff, or people who feel they 've been pushed aside, 
or not considered, no personal ownership or ego involvement in what's happening, 
that sometimes can never be changed and that's a risk. (KPM6) 

With specific reference to the merger, one key player noted a deficiency in attending to the 

principle of valuing. "/ go back to my understanding that people were going to be important in 

the merger. / don 't think that really happened. / think that staff in some ways became second to 

another principle, to get it merged as soon as possible. " (KPC20) . 

Another key player was of the opinion that the later Massey University-Wellington Polytechnic 

merger had been more successful, "Because we 've been a bit more sensitive to the concerns of 
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people . . .  I think we 've been a lot more successful in addressing the human relations problems. " 

(KPM I 6) .  

This regard for the "people" side of the process was summarised by one key player who 

declared: 

If we want to facilitate positive change or development, however we want to put it, 
then I think we have to value things that people do well and their points of view. 
We have to take those into account and give them opportunities to express their 
points of view but also to challenge them to work constructively and positively to 
resolve differences and forge a way ahead. (KPM29) 

(iii) Communication 

The need for effective communication was stressed by nineteen key players as a vital aspect of 

all change processes. As one respondent expressed it, when asked what was important in 

bringing about change in an organisation, "Communication. Communication. Communication. 

I 've said this for twenty years . . .  You need to keep people informed while all this survival process 

is going on. " (KPC7). Others said: "People need to be well informed of what's happening at all 

sorts of levels. " (KPM8), and, "Keep talking. Keep communications open. " (KPM I 2). 

Of the merger negotiations themselves, one key player confessed that: 

With the benefit of hindsight I would now say that I probably assumed more people 
knew more about what was going on than actually did. Dealing with a lot of issues 
every day just became bread and butter to you. But then other people picked up 
snippets and those snippets quickly turned to rumour and the rumours became 
facts. So it 's regular communication with those involved that 's so important. 
(KPC2) 

(iv) Consultation 

The business of consultation means much more than, as one key player put it, "Just talking to 

somebody about something. " (KPM6). It takes the process of communication one step further 

by involving, not only an exchange of information but also, and very importantly, a 

predisposition to modify or enrich that exchange by actively seeking input from other sources. 

Twenty five key players saw such consultation as an important part of the change process. They 

emphasised the need for the consultation to be, and to be taken to be, genuine and they sounded 

a warning note about any consultation that was excessive and inappropriate. One said that those 
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leading a change must be, "very careful to consult people and do their best to take people with 

them, " (KPM4) while another saw that effective leadership and management is, "leadership 

and management by consensus, by consultation and through systematic data gathering. " 

(KPM29). The need for the consultation to be genuine, if support for the change is to be 

developed, is expressed here, "When people believe they have been listened to in a genuine way 

and with sincerity, that they have been understood, that their views are respected, / think when 

that happens an unpopular decision is palatable. " (KPM2 1) .  

As well as highlighting the importance of appropriate consultation, a number of  respondents 

issued a caution about its inappropriate employment. "The danger when you want to have 

consultation is that you can bleed the process to death, which is probably what we did with the 

Joint Steering Committee. " (KPM2 1) .  This danger was graphically reported by one key player 

who recalled that, on his arrival as a staff member at Massey, he was warned, " You can bring 

everything to a screeching halt here by uttering one phrase - '/ was not consulted! ' "  (KPM6). 

For most key players, knowing when to consult and when to bring consultation to a conclusion 

was a critical factor. "The principles of consultative process are appropriate at some time ", 

(KPM 10) but at other times, "the principle of the quantum leap " (loc. cit. ) is the one to follow. 

(v) Continuity 

A smaller number (seven) of key players emphasised the place of continuity In any 

organisational change. They pointed out the need to maintain a link with the past while, at the 

same time, not allowing it to become a brake on the future. The difficulty is to tread the fine line 

between these two extremes, " We have to salute the history, the individual histories, but move 

on into a more integratedfuture and all that that implies. " (KPM25) .  

Suggestions as to how this balance might best achieved were offered. One person warned, "If 

you just want to come and ignore everyone and think everyone knows nothing and start from 

scratch, well you take a big risk. " (KPM3).  Another person suggested that leaders, or change 

managers, should: 

Start with a very clear analysis of the current situation. / think the notion of just 
launching out into the deep and trying a new way is always a mistake. / think you 
say, we 've had this going, it's got its problems no doubt, but it 's got its success and 
good points. Let 's get them clear and let 's hold on to what is good and then let's 
start to tinker with the things that are not so good. (KPM24) 
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A much more forceful approach was advocated by a key player who believed that, while 

continuity was important, it shouldn' t  hold you back. " You can take from the old, only when it's 

absolutely beneficial, otherwise you do live in the past. You continue to say, that 's the way we 

did it. That's the way we will continue to do it. 11 (KPC3 1) .  

More of  a middle position was taken by  another key player, with particular reference to the 

merger: 

Well I think you have to have a basic stance respecting what existed before in its 
widest sense. That doesn 't mean that it's not appropriate to change some of that, 
but respecting it because people, staff and students, have had huge investments in 
those things that have happened before . . .  I do think you have to keep that respect 
for history but acknowledgement of the future. (KPC3) 

(vi) Culture 

The importance of recognising the culture of organisations is well documented in the literature 

on change. (Chapter Two, pp. 26-32). Key players (fourteen) also acknowledged this 

importance in their responses. One respondent emphasised the value of making explicit the 

nature of the organisation' s  culture so that, while the playing field may not necessarily be level, 

at least it is marked out: 

What defines culture is the way we act towards each other, the assumptions that we 
make, the beliefs that we have and the values to which we subscribe. So you 've got 
to get those out on the table. And you 've got to get them out if for no other reason 
than to dispel misunderstandings and myths or stereotypes. (KPM29) 

Another respondent observed that, ''It 's as important to attend to what is not said as it is to 

what is said. And that's a kind of culture specific thing ", (KPM6) while another offered a word 

of warning to leaders coming into an organisation from the outside and attempting to bring 

about any major change: 

There 's always a risk when you come infram the outside that you impose your own 
value systems and your own cultural experience on it (the change) and sensible 
people keep their head down and learn about that. (KPM26) 

Referring to the merger, one key player made the point that, ''It's important that the two parties 

understand the cultures, and I 'm not quite sure that the culture of the College at the time, was 

fully realised. " (KPC20). 



(vii) Commitment 
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Commitment featured as an important element in the change process for eleven of the key 

players. In the merger process the equivocal nature of commitment in the first phase, and the 

unequivocal demonstration of it in the second, were seen as significant factors contributing to 

the different outcomes. 

The necessity for commitment was highlighted by one key player, "I think without commitment 

you have a flawed organisation and to get commitment you need some degree of involvement 

and mutual agreement about whatever's going on. " (KPC5). The same person added that it is 

very hard for someone to give commitment to something which they don' t  feel they own or to 

which they don't  belong. Another emphasised that commitment doesn't come without a cost, 

"Time and the effort and commitment . . .  they 're all part of the quantum of energy that is needed 

to bring people to the task, whatever their other jobs were. " (KPM 1 3).  What is needed is, 

"Somebody who 's whole-heartedly committed to it. Not just emotionally but in terms of time 

and energy. " (KPM26) . Two other respondents offered commitment advice to those responsible 

for leading a change. "Start with commitment at the top and work down to the finer detail later 

on. " (KPM 1 6) .  "I think the key is to get 'buy in ' from the senior executives. " (KPM28). A third 

person warned, "If you don 't have leadership from the top you can 't generate it from the grass 

roots. It 's not possible. " (KPC30). 

(viii) Courage 

Courage was an essential ingredient in the change process, SIX key players said. Without 

courage, when the situation became difficult, commitment was likely to evaporate . Often, in 

change situations, difficult decisions have to be faced and fortitude is required if they are to be 

made effectively. One key player emphasised this point by saying, "I think also in the final 

analysis they (the leaders) have got to be quite firm about where they 're going and to actually 

go there and do it, within the first two years. " (KPM4). Another person felt that leaders should 

have the courage to outline their intentions explicitly. "I think the principle has to be 'Let 's be 

hard nosed about how we draw this up. Don 't try to underestimate it. Tell it like it is. ' "  

(KPM 1 3) .  

"Leaders ", said one, "need to have the courage to make decisions, whether they are popular or 

unpopular ", (KPM27). They need to be able to manage the change process in times of 

difficulty, "So that it doesn 't spin out of hand when the going gets tough or the differences are 

starting to be accentuated. " (KPI4), said another. 



(ix) Compromise 
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One of the factors, in the abandoned first phase of the merger negotiations, was the reluctance of 

many key players to compromise. In listing the principles that should be followed when 

effecting an organisational change, they pointed to the importance of this compromise element. 

One key player spoke of the "give and take" required for any negotiations to be productive. "It 

may mean that you know that there may have to be changes made from one side to the other 

side, or both sides of the merger, as it were. " (KPM I 2) .  Another respondent felt that a key 

feature of compromise, when "giving and taking", was not to give away aspects of the situation 

that were essential to one' s own position. "I think to be intelligent is to adapt, to try and make 

the best possible use you can of the resources and opportunities available without forfeiting 

really fundamental things. " (KPM 1 3). 

(x) Timing 

Sixteen key players said much about timing. When to act and when not to, when to proceed, at 

what speed and when to pause, or to call a halt, were all seen as important aspects. 

Speaking of the concept of readiness, one key player believed that, in organisational change, it 

is important to, "factor that (readiness) into your implementation plan. " (KPM25). With 

specific reference to the merger, this person recalled that, while some changes could be initiated 

straightaway, others, "were too delicate . . .  too delicate even to start on and yet they needed to be 

started on but we eventually said, no just leave it. " (loc. cit. ). Others highlighted the need to 

adapt the pace of change to the particular circumstances of each change situation. On the one 

hand, when there are massive changes occurring at many levels and simultaneously, "It 's often 

necessary to respond very quickly or just get left in the dust " (KPM6). On the other hand, if 

you, "just ram through change very quickly " (loc. cit. ) you are likely to switch people off and 

lose both their respect and their cooperation. 

As an aid to getting the timing aspect right, one key player advocated the judicious use of 

milestones. He suggested that it was important to have a realistic time frame and within this to, 

"Set some milestones to be achieved and a time frame for these milestones. " (KPM 1 3) .  In l ight 

of the difficulty the Joint Steering Committee had in keeping faith with their projected time 

lines during the first phase of the merger negotiations, this reminder is particularly apposite. 

Reflecting on his experience, one key player said: 



It seems to me in change processes you either get people who go at it like a bull at 
a gate and the new Chief Executive comes in today and tomorrow half the staff are 
fired. The whole structure is turned upside down. In other words you clean it all 
out and start again. Or else people come in and they spend a year getting some 
feeling for what it 's like and then they try to bring about change and find that 
really they 've lost momentum and it 's too late and they can 't do it. And they spend 
the next five to ten years wondering why they got into this sort of situation. (KPM4) 

Both of these extremes need to be avoided. 

(xi) Trust 
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Directly, and indirectly, key players emphasised that, underpinning successful change, there 

needs to exist a state of trust between all players. One person pointed out the responsibilities of 

leaders in respect of this .  

It is important that the leaders in both institutions are open with one another and 
to feel they can be frank with one another . . .  but these things can be pretty tricky 
and a lot depends on personalities. So I think establishing a pretty good base of 
understanding and trust at that top level before one gets too far down the track is 
probably really very important. And I suppose the further you can push that down 
into the organisation the better. (KPM4) 

Another respondent pointed out that trust was facilitated by a high degree of openness on the 

part of those leading the change, "There is no respect for leadership if you don 't have complete 

open communication and accountability and transparency in what you are doing. " (KPC7). 

One key player was aware that, while openness was an important basis for trust, there were 

occasions when external factors placed constraints on what leaders were free to reveal at any 

particular time. "Occasionally there 's sensitive information etc. and that can be the reason for 

decisions being made autocratically. But that should be the exception rather than the rule. " 

(KPMS). Openness, one key player maintained, along with a largely democratic style by those 

leading change, was essential if trust was to prevail and productive change was to result. "The 

only principle I think would probably work, and goodness I don 't want to set myself upon a limb 

here, is openness . . .  You know, the problem with autocracy is you set yourself up in an 

adversarial position against all comers. " (KPC30). He also felt that trust must be mutual and he 

suggested that, by, "putting people in charge who enjoy the respect and confidence of their 

colleagues and making them accountable, " (loc. cit. ) leaders were far more likely to gain a 

positive response to their change efforts. When people feel they are trusted then they more often 

than not uphold that trust. 
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Table 15: Important Principles Of Change 

Vision 

Valuing 

Communication 

Consultation 

Continuity 

Culture 

Commitment 

Courage 

Compromise 

Timing 

Trust 

What barriers to the success of the merger do you consider need to be addressed? 

(a) Barriers To The Success Of The Merger 
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The areas of concern signalled by key players in response to  this question fit into four broad 

groupings: Policy Barriers, Resource Barriers, Process Barriers and People Barriers, the last 

being by far the most frequently cited area of concern. 

(i) Policy Barriers 

Policy decisions by the government were seen by a number of key players as possible barriers to 

the future success of the merger. They were concerned that the government' s  free market, 

competitive ideology would have direct adverse effects on the University' s  operation and 

impact, and, negatively, on the outcome of the merger. One person expressed this concern by 

highlighting the limitation of a competitive philosophy when related to things cultural and 

educational: 

External barriers are, I think . . .  the enormous weight that people are placing, 
rightly or wrongly, on competition and I 've argued (in) a number of places that 
whatever competition might be like when you 're selling goods it 's not very good 
for cultural and educational things . . .  so with all these organisations, universities 
and other colleges and private agencies all trying to compete for education 
students this seems to have placed enormous restrictions on what can be done in 
the merger. (KPM24) 
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This view received support from another key player who added that the government's  shifting 

policies for teacher training and teacher supply had created, "a very turbulent environment" ,  

(KPM 13) which was not at all conducive to a productive merger outcome. A consistent 

government education policy, focusing on co-operation, not competition, was seen to be a more 

supportive environment in which the merger could flourish. 

(ii) Resource Barriers 

Inadequate resourcing was seen as another factor likely to restrict the success of the merger. "Of 

course if the resources are not sufficient, well that could stymie a lot. " (KPM 1 8). A likely side 

effect of a lack of resources was expressed this way, "Whenever you get a squeeze on finance 

you get a squeeze and a reprioritisation of effort all the way down and that often shifts the 

professional matters out to the edge until you have solved the main survival problem. " (KPC7). 

The importance of adequate financing was taken up by another key player who declared, "Of 

course finances can be a barrier" (KPM4). He went on to suggest that, had the College been 

carrying a large debt, the University would have thought very hard about merging. Instead the 

College brought to the merger a substantial dowry and the merger went ahead. Of concern to 

another player was the fate that had befallen this dowry. He understood that the considerable 

financial resource the College had brought to the merger would be retained in some form of 

"ring-fenced-budget" so that it would be used specifically to combat any resource difficulties 

that teacher education might face in the merged institution. That this did not appear to have 

happened caused him to enquire and comment: 

Whatever happened to the ring fencing of funding for this particular institution ? . . . I 
was interested to see how fast ring-fencing fell over and funding was subsumed and 
surprise, surprise, the Massey Council even found they had a surplus last year! 
(KPC9) 

(iii) Process Barriers 

Key players cited process barriers such as lack of effective communication channels, inadequate 

consultation procedures and leadership support, and inappropriate pacing of the change, as 

likely problem areas . "To facilitate the merger process mass communication needs to be right 

up there . . .  The communication needs to keep going all the time so that you can prevent some of 

the rumours because, before you know it, the rumour becomes fact. " (KPM I ). 
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If lack of consultation was not to become a barrier then, "The absence of structures to involve 

people " (KPM22) and the, "Need to find a way of investing more time in the concerns of the 

staff and giving them opportunities to make comments " (KPM 1 )  should be carefully considered. 

Consultation should be genuine. Leaders of change should scrupulously avoid, "pretending to 

consult people and yet making an autocratic decision anyway. " (KPMS). 

With respect to the timing of the changes involved in the merger development there was a clear 

message to be careful to proceed at a pace that doesn' t  over stretch all those involved and to 

realise that real change takes time to achieve. "People have to remember that we always said it 

was going to take time you know because of the evolutionary process. . .  You can 't make a 

merger happen in one year. It's crazy to even think you could. " (KPM l) .  

One key player stressed the need for leaders to be perceived as genuinely supportive of al l those 

being faced with the challenge of change. "The motions seem to be being gone through, but in 

terms of the actions that are followed up there seems to be a mismatch, or that 's perceived by 

most people as being the case " (KPMS). 

(iv) People Barriers 

One of the main "people" barriers to the success of the merger, offered by the key players, 

centred on the difficulty of bringing together the "cultures" of the two formerly separate 

institutions . .  In general terms, the staff of the former Faculty had a strong focus on research 

while the staff of the former College had a prime concern with teaching. This different 

emphasis, and the different environments within which each staff group worked, created two 

distinct academic cultures. In the eyes of many of the key players, this difference presented a 

very real barrier to the success of the merger. As one put it: 

The two groups had quite significantly different working practices; everything from 
holiday arrangements through to workload and planning. And I think. . .  that 
probably represented one of the barriers 'cos it was very hard to get past some of 
the issues. (KPM 1 7) 

In order to remove this barrier, one key player suggested that staff would have to learn to work 

together to, "feel that they do operate as a team and not what used to be two different teams " 

(KPC2) . They would have to create an atmosphere of mutual respect where feelings of 

superiority or inferiority were entirely absent. To ensure that this would actually happen, all 

concerned must be prepared to compromise and be genuinely committed to making the merger 
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work. The problem was to create a climate in which territories could be negotiated happily 

because it was a "plus-plus" negotiation arena where both groups felt satisfied with the 

outcome. As one key player viewed the situation: 

I think if the merger is going to succeed it will only succeed because the people 
who are part of it genuinely want it to succeed and are prepared to shift the way 
they think about things in order to do it . . .  The paradigmatic shift has got to come 
from both the Faculty people andfrom the College people. (KPM 13) 

As well as the particular difficulties arising from the "clash of cultures", key players also 

mentioned the general problem of, "Resistance to change per se " (KPM2 1), where groups or 

individuals are, at least initially, adamantly resistant to change of any sort. One key player 

highlighted this problem at some length: 

The barriers to the success of any change I think are people. Not in the sense that 
people are automatically against a new direction, but people become uneasy and 
concerned for their own position when the status quo is upset and disrupted. So I 
think that people are the biggest barrier, which means you 've really got to handle 
the people particularly well and especially that's true in a professional 
organisation like an educational institution where people are no fools. They 're all 
trained and articulate. They deserve to know what is going on. They can 
understand what's going on. They should be told what's going on. So I think people 
are the barriers because they are distrustful of change. They are concerned for 
their own position. (KPM4) 

One key player made the telling observation that, because people become emotionally attached 

to the traditional ways of  operating in an institution, rel inquishing these ways represents a major 

hurdle. Another respondent pointed out that, in a change situation, people tend to say, " Well this 

is what happens to me and I 've always done it this way and I always want to keep doing it this 

way " (KPM 1 2).  The same person concluded: 

Well the biggest one (barrier) in these sort of things I always think, are human 
barriers, in actual fact, because people have actually got entrenched in their ways 
and there is always room for people to drag their feet on both sides of the, 
whatever the merger is. (ibid.) 

Compounding this general attitudinal difficulty is a specific one that has an historical basis. 

According to one key player, this related to the way in which the staff of the formerly separate 

institutions regarded each other. It was his belief that: 



There are residual attitudes left over within the University, probably within the 
College, that will lead to initial difficulties in arriving at a trust situation. I believe 
there 's always been a measure of contempt, I don 't think that's too strong a word, 
that existed in the minds of some of the academics at Massey, for professional 
teacher education and for the profession of teacher education. That probably 
remains. I believe there 's a measure of distrust in the minds of the professionals at 
the College for the academics and the way they play their games. I do believe that 
one of the barriers is going to be the unfamiliarity of the College staff with the 
academic talk game. (KPC5) 
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One of the key players however, saw things quite differently and responded much more 

positively than most. When asked what barriers he thought might exist to prevent the success of 

the merger he replied, "None. And I don 't regard any sort of little ones of concern or 

controversy as being at all important or worthy of consideration. " (KPC3 1) .  

6.1.1.10 Question Ten 

How apt do you think the term "merger" is as a description of the organisational 
change we' re talking about? 

(a) Aptness Of The Term ''Merger'' 

A number of key players were at ease with the term "merger", "In the long run it (the name) 

may not matter very much " (KPM lO), "Merger. No, it's not ideal but it 's better than 

amalgamation, I think. " (KPM8), "I can 't think of a better one (word). " (KPC9). Others 

considered that the disestablishment of the College and its incorporation into the University 

would, indeed, be more accurately described as a takeover. Some expressed this view forcefully. 

"There is no way that this has been a merger" (KPC20), "No, there 's no doubt in my mind that 

takeover is the word, the description I would use. " (KPC9). Others were more relaxed, "It was 

a takeover, totally, but it was a willing takeover. It wasn 't a hostile takeover. " (KPC3 1) .  

This difference of  opinion and the difficulty of finding the right descriptor, "Words are slippery 

things despite what any dictionary may say and people have their own connotations of them " 

(KPM 1 8), was well expressed by one key player who suggested that a different approach to the 

situation may have been more helpful: 

No, I don 't think it's (merger) is a good description and it 's reflected in the kind of 
cynicism, or the comments, let 's retract the word cynicism, that people worry that 
it 's not so much a merger but a takeover. The University taking over the College of 
Education. It's more like assimilation. I don 't know what might have been a good 
term. Perhaps it might have been better had we addressed the problem, or the topic 
or whatever, less as a matter of a merger or amalgamation and more as an 
enterprise that might bring together two groups of people in the interests of 
devising exciting and innovative educational programmes. (KPM29) 



1 83 

It is interesting to note here the problem that the Steering Committee had in agreeing upon a 

tenn to describe the reorganisation they had been charged to effect. Initially, they steered away 

from the tenn "merger" and instead described their activities as the pursuance of "CER" (Closer 

Educational Relationships). After some time, the tenn "merger" came into favour, the earlier 

objections to it having faded from the Committee' s  collective memory. 

6.1.1.11 Question Eleven 

If you are in a position to make a judgement, how effective, up to the present time, 
do you consider the process of change has been in giving effect to the merger? 

(a) Effectiveness Of The Process Of Change 

As this question fell outside the redefined parameters of this study, the responses to it are not 

reported here. However, should the suggestions made in Chapter Ten, concerning further 

research, be taken up, this data could be made available to the researcher or researchers 

involved. This material could be useful in providing reactions to the early stage of the 

implementation phase of the merger. 

6.2 Questionnaire Data 

As a means of providing a validity check on the data obtained from the key players ' interviews, 

a follow-up questionnaire was sent to all the key players who had been interviewed. The 

questionnaire (Appendix 3), sent in mid-October 1 998 to twenty-eight key players who had 

been closely involved in the merger negotiations and who had been interviewed during the 

previous twelve months, consisted of two questions and an invitation to make any further 

comments about the process of change as it related to the merger negotiations, or to 

organisational change generally. Twenty-seven replies were received. 

First, the key players were asked to indicate if they agreed, disagreed, or were not in a position 

to respond, to ten reasons suggested during their earlier interviews for the initial failure of the 

negotiations (Part A) and to another ten reasons suggested for their subsequent success (Part B). 

Second, the key players were asked what they considered to be the three most important 

principles that should guide those persons who have the responsibility for bringing about a 

significant organisational change, such as a merger. 
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6.2.1 Question One 

6.2. 1 .1  Part A: Reasons For Failure O/ The Negotiations 

Responses to Part A of the first question, reasons for initial failure of the negotiations, are 

presented below in Table 16 .  

Note: No question was responded to by all key players . 

Table 16: Reasons For Failure Of Negotiations 

A N D I 
I 

1. Major differences in the College and the University cultures. 1 9  3 3 I 
I 

2. A lack of shared vision for the new organisation. 1 8  4 2 

3. An unwillingness by both groups to compromise. 1 6  6 3 

4. A breakdown of trust between the College representatives and 1 5  5 4 
the University representatives. 

5. A clash of personalities restricting objective discussion. 1 0  1 0  5 

6. A feeling that contributions from both groups were not 10  10  5 
equally valued. 

7. A lack of firm commitment to the merger by the University 9 1 0  6 
representati ves. 

8. An over emphasis on consultation with all interested parties. 9 4 1 2  

/ 9. A lack of firm commitment to the merger by the College 7 1 0  7 
representatives. I I I , 

i I 
1 5  3 10. The proposed new programme presented by the Programmes ' 5 

Sub-Committee was not sufficientl y innovative. 

Key: A= Agree N= Not in a position to respond D= Disagree 

These responses provide an indication of the overall weighting which the key players 

collectively gave to some of the reasons suggested in the individual interviews for the failure of 

the first phase of the negotiations . A clear majority of respondents agreed on the important 

reasons for this initial failure: culture differences between the College and the University, a lack 

of a shared vision for the new organisation, an unwillingness of both groups to compromise, and 

a breakdown of trust between the College and University representatives. 
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A smaller number (ten) agreed that a clash of personalities or a feeling that contributions from 

both groups were not equally valued, were important reasons. 

Four other reasons that had earlier been advanced: over emphasis on consultation, a lack of a 

firm commitment by both the College and University representatives and the proposed new 

programme not being sufficiently innovative received less support. 

Four key players indicated that they had difficulty in commenting on some of the statements 

which, they felt, were too generalised to be able to elicit an accurate response . HI have tried to 

respond to these statements, but find them rather too broad (inclusive of various assumptions) 

to do with any real validity. " (KPM22). ''I'm not sure how consistent my short answers are - for 

one or two I wanted to make a qualifier (e.g. re statement 9), sometimes the small group would 

compromise (e.g. Programmes Committee) but the other participants would refuse to 

compromise. " (KPM l O). Two responses were accompanied by several pages of additional 

comments making absolutely clear what those key players' views were. 

6.2. 1.2 Part B: Reasons For Success Of The Negotiations 

Responses to Part B of the first question, the reasons for the success of the second phase of the 

negotiations, are presented in Table 17 .  



Table 17: Reasons For Success Of Negotiations 

1 .  The negotiations were conducted with a greater sense of 
urgency. 

2. The earlier phase had laid a foundation for successful 
resolution of remaining differences. 

3. A less participative management style facilitated more rapid 
decision making. 

4. With the resolution of the site question the commitment by the 
College to the merger was strengthened. 

5. A clearer vision of the process to be followed was agreed. 

6. Changes in the membership of the negotiating team brought a 
stronger commitment to the merger. 

7. Staff from both institutions had become more accepting of the 
merger. 

8. The length of time between the two phases allowed distrust to 
dissipate somewhat. 

9. A greater appreciation of the different cultures of the two 
institutions had developed. 

10. Both groups had developed a greater mutual respect for the 
contributions each had to make. 

A 

1 9  

1 5  

1 4  

14 

14 

1 3  

1 1  

1 0  

8 

8 

Key: A= Agree N= Not in a position to respond D= Disagree 
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N D 

4 1 

2 7 

7 2 

5 5 

4 6 

5 6 

5 7 

4 1 0  

6 9 

6 9 

These responses show that a clear majority of key players considered seven of the ten 

statements presented an accurate picture of the reasons for the success of the resumed phase of 

the negotiations. All but one of the respondents, who felt that they were in a position to respond, 

agreed that the sense of urgency that accompanied the negotiations was an important factor 

leading to the success of the negotiations. Most respondents also agreed that, in the second 

phase of the negotiations, a clearer vision, a less participative management style, the resolution 

of the site question, changes in the membership of the negotiating team and a greater acceptance 

of the idea of merging, were all important. 
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Key players were evenly divided in their responses to the other three statements: the length of 

time between the two negotiating periods, a greater appreciation of the different cultures of the 

two institutions and a greater mutual respect between the negotiating parties. 

The responses to these questions largely confirm the opinions earlier expressed by the key 

players as to the reasons for the different outcome of the two phases of the merger negotiations. 

They also emphasise the complexity of the negotiation situation and the multiplicity of 

perceived causal factors leading to either failure or success. 

6.2.2 Question Two 

6.2.2. 1 Most Important Principles 

Question two asked key players what they considered to be the three most important principles 

that should guide those persons responsible for bringing about a significant organisational 

change, such as a merger. 

A summary of these responses, using the categories already employed in this chapter, are 

presented in Table 1 8 . 

Table 18: Most Important Principles 

Principles 
No. Of 

Responses 

Vision 3 1  

Valuing 1 2  

Consultation 1 1  

Timing 6 

Commitment 6 

Trust 6 

Communication 5 

Compromise 2 

Other 2 
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From the eighty-one principles suggested, the principle of vision was the one most frequently 

cited and this accounted for almost one-third of the responses. This principle found expression 

in a variety of ways. One key player said that, in terms of establishing a vision, what was 

required was a, "Rigorous analysis of issues/problems - sound out data - to generate a clear 

vision. " (KPM29). Another person spoke of the need to, "Communicate (the) vision to the 

wider community " (KPM l O), while a third respondent gave a very comprehensive picture of 

what he believed vision should encompass: 

The vision for change must be clearly understood. It must be initiated for all the 
good reasons, researched, scoped and planned. The outcome of any "vision for 
change " should be positive, productive and advantageous for staff, for students 
and must meet any financial implications that would have impeded the progress or 
viability of any of the merging parties. (KPC20) 

The next two most highty rated principles were those relating to valuing and consultation. 

Respondents who considered that the valuing principle was significant felt this meant making 

sure, "that the interests of all parties are respected and, as far as possible, catered for" 

(KPM24), and ensuring that, "the effects on people who will be affected by the merger, are 

thoroughly assessed on the basis offairness. " (KPC l l ) .  In allowing for those people who had 

difficulty adjusting to the change, one key player suggested that the application of the valuing 

principle would ensure that, "Wriggle room is available to those, who cannot come on board, to 

still make a contribution. "  (KPC 14) . 

Highlighting the importance of consultation, the necessity to, "Try to take all, or most staff 

along at every stage " (KPM24) was noted, along with making evident, through consultation at a 

personal level, that, "no one will be trampled over, even though not everyone will get what they 

want. " (KPM20) . 

The next most frequently cited principles (trust, timing and commitment) received equal 

recognition, with communication receiving similar but slightly less attention. Speaking of trust, 

one key player pointed out that, "Personal and sectional views, interests and agendas, must not 

intrude " (KPM4). Another person indicated that it was necessary, "That those at the top have 

faith and confidence in each other" (KPC4), while a third key player declared, 

"Building/establishing trust is critical. . .  going through the motions of consulting people, while 

having a predetermined strategy in mind, does not build co-operation or trust. " (KPM8). 

One key player, speaking of timing, suggested that those at the top should use their authority to, 

"Move quickly, or at least steadily towards the merger . . .  i.e. expedite decisively " (KPM l O). 
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Another person believed it was necessary to, "Act decisively and quickly so that rumours get 

quashed and details get decided i.e. move on past the festering. " (KPC3). A contrary view was 

expressed by another respondent who felt it was important that there was, "A recognition that 

major organisational change will take time (years) and having a plan and strategy for 

managing andfacilitating change is necessary. " (KPM21) .  

Commitment, one key player said, required that, "All parties in any merger must have a shared 

commitment to its success " (KPC20), while another recommended, "A 'top down ' approach i.e. 

a commitment to merge by the governing bodies of the institutions unless insuperable obstacles 

are later found to arise. " (KPM I 6) .  

The importance of communication brought forth responses such as, "Communicate as openly as 

possible with the affected parties i.e. give out information. " (KPC3), "Consult and 

communicate among all of the identified interested parties. " (KPM 1 3). and, "Communicate 

fully and with sensitivity. " (KPC7). 

The remaining change principle suggested that compromise involved a, "Readiness to change 

and to accept change and difference, diversity. " (KPM26). 

Of the eighty-one responses to this question, two responses did not seem to fit into the category 

of principles. One, advocating the, "selection of key people to implement and pursue the 

organisational changes with the aid of professional change-maker or advisors, as necessary " 

(KPM27), seemed more of a strategy to adopt rather than a principle to follow. The other, "The 

interest of students and of the country and the advancement of education are paramount " 

(KPM4), seemed more a statement of faith than a principle. 

6.2.3 Further Comments 

The third part of the Questionnaire invited respondents to make any other comments they 

wished about the process of change in relation either to the merger negotiations or to 

organisational change generally.  Fourteen people responded to this invitation and, in doing so, 

either they elaborated on the principles they had cited or made some encouraging comments to 

the researcher concerning the outcome of his research. No further explanation is provided, 

therefore, on "other comments". 
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In this chapter, the key players' recollections and beliefs about the negotiation phase of the 

merger have been presented. Responses have been recorded to the eleven focus questions asked 

during the interviews and to the follow-up questionnaire sent to key players. 

The following chapter presents the staff perspective on aspects of the merger. 
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CHAPTER SEVEN 

The Merger: As The Staff Tell It 

In this chapter two, sets of staff responses are reported and discussed. In the first set, responses 

are from interviews conducted with eighty-one academic staff, sixty from the former College 

staff and twenty-one from the former Education Faculty. The group was broadly representative 

of the academic staff from both sectors with over half the total academic staff population being 

interviewed in July 1 997, as a prelude to the main data collection exercise. Staff were asked the 

following two questions: 

(i) What do you consider to be the three most important principles that change managers 
should follow in attempting to bring about a significant organisational change? 

(ii) What principle do you consider is generally most often overlooked? 

It was made clear to the staff that these questions referred to their OpInIOn concernmg 

organisational change generally and were not directed specifically to the merger. The questions 

were open ended with no prompts given. A principle was defined as, "A guiding ,idea that 

informs judgement and action." 

The second set of responses reported were from a questionnaire (Appendix 4) completed by 

both general and academic staff in October 1 997, just over a year after the merger had been 

approved. From an equivalent full time staff of 205 ( 135 academic, 70 general) ,  59 academic 

staff (44%) and 1 8  general staff (26%), responded to the questionnaire giving an overall 

response rate of 38%. (The major adjustment difficulties staff reported experiencing at the time 

appear to have been an important factor in the relatively low response rate.) 

Some of the academic staff responding to the questionnaire also took part in the staff interviews. 

The questionnaire mainly sought staff perceptions of the reasons for the merger and the process 

of change involved. With a refinement of the parameters of this study, reporting of responses 

has been confined mainly to events that occurred before and up to 1 June 1996. 
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The responses provided a clear-cut pattern to the question "What do you consider to be the three 

most important principles that change managers should follow in attempting to bring about a 

significant organisational change?" Four particular principles readily identified themselves as 

those considered most important, well ahead of seven others. Principles cited only once, and not 

falling within the range of the categories that emerged, were given the classification of "Other". 

There were 25 such responses. 

To arrive at these categories of principles, the researcher followed a grounded theory approach. 

He had no preconceived notion of what these categories might be and simply listed all the 

responses and then progressively grouped them according to the comrnonalities that appeared. 

Eleven specific and one general category resulted from this procedure. Table 1 9  presents all 330 

responses and this is followed by an explanation (with examples) of each principle. 

1. 

2. 

3. 

4. 

5. 

6. 

7. 

8. 

9. 

Table 19: The Three Most Important Principles 

Vision: a clear vision needs to be enunciated and shared. 

Communication: there need to be appropriate channels of 
communication established and maintained. 

Valuing: all persons need to be valued and respected as 
individuals in their own right. 

Consultation: genuine and relevant consultation needs to 
occur. 

Timing: the importance of appropriate timing needs to be 
recognised and attended to. 

Continuity: recognition needs to be gIven to the 
antecedents of the change. 

Trust: As a basis for change in an organisation a climate of 
trust needs to be developed and maintained. 

Culture: the importance of organisational culture needs to 
be recognised and attended to. 

Commitment: a high level of commitment to the change 
needs to be maintained. 

Responses 

7 1  

66 

63 

56 

1 3  

1 0  

9 

6 

5 
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Table 19: The Three Most Important Principles 

Responses 

10. Consistency: a high level of consistency between words 4 
and actions needs to be displayed. 

11.  Courage: courage in the face of opposition to the change 2 
needs to be exercised. 

12. Other: principles referred to only once. 25 

TOTAL 330 

7. 1. 1 . 1  Vision 

Expressing their views on the importance of articulating a clear vision for the new organisation, 

staff said such things as: 

Ensure that the decision to change is made on the basis of clear principles. 

Share the vision from the top to the bottom. 

Present a clear understanding and knowledge of the long-term pLan for those 
invoLved to see. 

Give honest projections for the immediate and medium termfuture. 

Bring peopLe on board by using an effective information process e.g. a brief 
abstract of the direction of the change, the projected end result. ExpLain and 
declare the vision briefly. 

Have a clear model of the process of change. 

Make clear the vision showing the move from "what" to "what". 

Staff made clear the need for a vision to be soundly based, to be shared with all those who are to 

be involved and to express, in some detail, both the means by which the vision is to be achieved 

and the final shape it is likely to take. 

7. 1. 1 .2 Communication 

Pertinent observations regarding communication included: 

Ensure that there is effective communication. This is critical. People need to be 
informed of the process that is to be followed. They are quite happy with an 
autocratic process as Long as they are fully informed of the process across a 
reasonabLe time line. 



Ensure a strong input of communication once a change is required. Time should be 
made for forums so that there is not just top down communication. There is a lot of 
institutional grieving involved in change. 

Keep people fully informed throughout the change period. 

Give people advanced warning about the change. The little seemingly unimportant 
things need to be taken into account. 

Build in measures to ensure that if things are not working quite right the people 
involved need to know the "chain of command", where to go so that the problem 
can be addressed. 
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There is recognition in these responses that change invariably creates stress and that there are 

many important facets of communication to attend to in any change process. Staff placed high 

priority on the need for all involved in change to be kept fully informed about what was 

happening and what was likely to happen. 

7. 1 . 1 .3 Valuing 

Persons involved in the change need to be valued as more than "change units" submissively 

available for unilateral deployment in a master change plan. Staff required change managers to 

recognise, respect and value the role of each person involved, however minor that role may be. 

Their responses emphasised the importance of attending to the emotional as well as the physical 

needs of those being affected by the organisational change. The following responses sample 

these views: 

Develop a mutual respect with the staff 

Ensure that the people in the institution are comfortable with the change or have 
the opportunity to leave in a dignified manner. 

Treat people carefully. Be aware of how difficult change is for people who have to 
change. 

See that those affected by the change actually value some of the outcomes i. e. are 
not just pawns in the process. 

Treat people at the personal level and do not disregard their personal concerns. 

Create an attitude where all opinions andfeelings matter. 

Put in place mechanisms to minimise personal anguish. 

Ensure that people remain intact as people. 

Recognise that any change is essentially a change of people and not of structures. 
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7. 1. 1.4 Consultation 

The consultation principle features strongly in the responses. Staff emphasised the need for 

consultation, genuine consultation: 

Seek ideas/opinions from those involved in the change and be prepared to listen. 

Make sure that people feel that their voices are heard. 

Encourage open collaboration and not lip service. 

Provide opportunities for meaningful exchange of views. Real consultation. 
Genuine consultation. 

Ensure that consultation does not just mean discussion but really takes notice of 
the input that is received i.e. is not just therapeutic. 

Engage in real consultation. It counts. Not just the process. But there is only a 
place for consultation if there is a possibility that the consultation will change 
things. If there is not this chance then just tell people and save a lot of angst. 

Staff were wary of consultation as one-way communication masquerading under a different 

name. It was seen as a two-way process involving the "consulters" and the "consultees" where 

the input from the "consultees" was carefully considered and, where appropriate, acted upon. 

Lesser priorities advanced by staff were the principles of timing, continuity and trust. 

7. 1 . 1.5 Timing 

Application of the timing principle evoked contradictory responses. The majority of staff cited 

the importance of timing. Seven respondents advocated a measured approach to change: 

Allow time for the change to take place. 

Ease into change so the workers are not put under stress. The less stress as 
possible. 

Do not do things in a hurry. Consultation will take time. 

Do nothing for six months while they listen. 

A smaller group of four, however, took the opposite view. 

Press ahead with a working consensus. 
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Do all the change in the first year. Do not wait to settle in. 

It should not be allowed to linger and fester. 

Such conflicting advice highlights the individuality of each situation. Staff responses indicate 

that the timing element of any change is essentially a situation ally specific matter. One situation 

may require a cautious approach, while, in another, something more revolutionary may be 

needed. These responses suggest that the application of a timing principle, rather than a timing 

prescription, is appropriate. 

7. 1 . 1 .6  Continuity 

Referring to the need to link the projected future with the established present and the historical 

past, staff recognised the benefits of working with, rather than against, what has gone before. 

While, by definition, any change involves some departure from what has previously been the 

case, this principle highlights the value of retaining what has proved of worth and incorporating 

it within the new directions and new operations. Staff advise: 

Acknowledge the history of the institution. Don 't wipe the slate clean. 

Examine what has happened prior to the change i.e. consider the environment 
prior to the change. 

Always gather data which documents how things are working before the chan$e, 
especially those things which are working well. 

Don 't throw the baby out with the bath water. Good things that have happened 
before should not be lost. 

To take this metaphor further the staff seem to suggest: "At least give the baby a wash before 

deciding whether or not to throw it out!". 

7. 1 . 1 . 7  Trust 

A high premium was placed on the trustworthiness of those leading any change. The concern of 

staff was that those responsible for leading change must be absolutely honest and open in all 

their dealings. A display of these attributes was seen as providing a sound foundation upon 

which trust could develop. 

Display integrity. 

Follow the principle of being open. 



197 

Be honest in giving reasons for change. 

Be transparent and open. 

It should be realised by all those involved in a significant organisational change that trust is a 

"two-way highway" and not a "one-way street". For a trusting climate to prevail, mutual trust 

must exist between the leaders and the led. Both have the responsibility to act in a manner 

which is conducive to open and honest exchange of information and intentions. Being 

trustworthy is not the exclusive responsibility of the leaders of change. It is shared with those 

being led. It also needs to be appreciated that, sometimes, leaders of change may be constrained, 

for commercially sensitive or strategic reasons, in what they can divulge at particular stages of 

the change process. Only when a healthy climate of trust is present can this be accepted without 

a degree of cynicism or suspicion quickly developing. 

From the remainder of the staff responses the four principles of culture, commitment, 

consistency and courage emerged as identifiable groupings. 

7. 1 .1.8 Culture 

Attending to the particular requirements of the various cultures present during an organisational 

change was identified as important. Staff indicated that it is necessary to: 

Have respect for established mores. 

Attend to new cultures, the way the new situation will operate, values, beliefs, aims 
as different from the original. 

Appreciate the differences in culture. 

Understand that while change is often seen as first a change of "outer structure " 
and then a change of "inner principles " this order needs to be reversed. The focus 
on structure is safe but it doesn 't act as a guardian for the values of the institution. 

Understand the cognitions of those involved i.e. what the people believe. Change is 
about values. To be successful change has to address what we believe, a core set of 
values. They, the change agents, need to articulate and come in tune with the 
values and principles of those involved in the change. 

These statements acknowledge the crucial importance of understanding the various "cultures" 

present in any organisation before attempts are made to change them. 



7. 1 . 1 .9  Commitment 

Commitment, in change, must be displayed by staff as well as leaders. 

Have staff see the wider benefits of the change in order to gain their commitment. 

Convince staff of the need to change. 

Ensure that there is a shared vision with those affected by the change. This can be 
arrived at by imposition or by democratic means, but once it has been developed 
the people need to be committed to it. 
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Two interesting questions are raised by this last comment. If a vision is imposed upon people: 

(i) Can it be said that it is truly a "shared" vision? (ii) Is it likely that staff will readily become 

committed to it? The literature on these points suggests that the answers in both cases are likely 

to be in the negative (e.g. Bennis, 1 997; Covey, 1992; Fullan, 1993; Hensey, 1 995; Whitaker, 

1993). 

7. 1. 1 . 10 Consistency 

Staff responses indicated the need for change leaders to be consistent in their actions and to 

display appropriate courage to see a change through to its completion. They suggested that if 

leaders did this and confronted difficulties with steady resolve, then the prospect of committed 

support from their followers is likely to be greatly increased. Respondents indicated that change 

leaders need to: 

Have courage to do what slhe believes in so that it will be done properly. 

Display consistency between the principles and the action to match. 

Be consistent and continuous in their exchange of information with those involved 
in the change. 

Ensure that action actuaLLy follows announcements. if there is going to be a change 
then let there be a change. 

7.1.2 Principles Most Often Neglected 

Table 20 sets out the responses of staff to the question: 

Of the important principles that you believe change managers should follow in any 
significant organisational change which one do you think is most often neglected? 
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Table 20: Principles Most Often Neglected 

Responses i 
i 

1. Valuing: all persons need to be valued and respected as 3 1  I 
individuals in their own right. 

2. Communication: there need to be appropriate channels of 3 1  I communication established and maintained. 

3. Consultation: genuine and relevant consultation needs to 1 7  
occur. 

4. Vision: a clear vision needs to be enunciated and shared. 1 4  

5. Trust: as a basis for change in an organisation a climate of 4 I 
trust needs to be developed and maintained. 

6. Consistency: a high level of consistency between words 3 
and actions needs to be displayed. 

7. Other: principles referred to only once. 6 
I 

I TOTAL 106 

The clear picture emerging from these responses illustrates the widely held staff view that the 

four principles they ranked as the most important for change managers to follow when 

introducing significant organisational change are the same ones that are most often overlooked. 

The two most serious omissions, of which staff consider change managers to be guilty, were the 

valuing and communication principles. 

7. 1.2. 1 Valuing 

Staff believed that change managers: 

Show a lack of sensitivity to people 's positions. They devalue people 's 
qualifications. 

Do not take into account other people 's views. 

Make people feel disempowered. 

Ignore the principle of people. They are too caught up In the bureaucracy of 
change. 

Fail to take into account people 's psychological well being. 

Neglect the humanface and this leads to disillusionment. 

Create a sense of alienation. They fail to recognise the personal elements involved 
in change. 
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The depth of feeling revealed by these statements, if widespread in a particular change situation, 

would be counter productive to the whole enterprise. Given the emphasis that change literature 

(e.g. Covey, 1 997; Kanter, 1 983; Marks, 1998; Peters and Waterman, 1 984; Ramsay, 1993) 

places on the importance for change managers to consider seriously the feelings of all 

participants in an organisational change, it is surprising that such advice is, or is perceived to be, 

so widely ignored. 

7. 1.2.2 Communication 

Equally neglected was the communication principle. With so much said about the necessity to 

communicate frequently, clearly and openly, especially during a period of organisational 

change, it comes as a challenge to understand why staff felt that, in so many cases, this did not 

appear to happen. 

In quite unambiguous fashion, staff described the situation as they saw it. Change managers : 

Fail to acknowledge the uncertainty of change. They fail to disseminate the 
information that is necessary to help remove much of this uncertainty. 

They have poor communication skills. They leave gaps in the provision of 
information. 

Show a lack of the need for communication and a lack of concern for the people 
"down the track ". 

Do not communicate clearly. People are not kept informed and as a result they 
form their own opinions and this immediately breeds negativity, a sort of chaos. 

One possible explanation for this perceived reluctance of change managers to communicate 

effectively with their staff relates to a degree of insecurity and lack of skill change managers 

may have in dealing with the resistance that emerges with most significant change in an 

organisation. By keeping a tight control on information flow, they may believe that they can 

dictate the direction of the change process and can suppress any potential resistance. Change 

literature (e.g. Kirkpatrick, 1993; Kotter, 1979; McLaughlin, 1 985; Peters and Waterman, 1984) 

and totalitarian media machines register the folly of this approach. 

7. 1.2.3 Consultation 

Consultation may be seen as a sub-set of communication and, as such, its neglect by change 

managers accentuates their perceived inadequacies in dealing with staff. Closely associated with 

the process of consultation is the question of empowerment and the promotion of a feeling of 
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personal worth. The critical importance staff attached to applying the principle of valuing, of 

showing a sensitivity to people and their feelings, has already been discussed. The process of 

consultation is one way that this sensitivity and respect can be promoted. That often it is seen to 

be neglected is another indictment on the performance of change managers. 

In detailing this deficiency staff said of change managers that they often: 

Don 't make allowances for staff input. 

Fail to consult. 

Fail to give people roles to play in the change. 

Do not engage in real consultation. The call for consultation is a farce. 

Manipulate the consultation process to bring about a predetermined result; the 
outcomes are almost predetermined. 

7. 1 .2.4 Vision 

The principle of vision, which was seen by staff as the most important principle to follow, was 

also seen as one of the four most neglected by those managing change. Staff considered change 

managers fail in this area because they: 

Fail to make explicit their vision. 

Haven 't thought sufficiently of all the obstacles to change. 

Don 't make clear why there is a need for change. 

Don 't make clear the details of the vision that they have and the reasons for their 
position. 

Do not foresee the wider consequences and implications of the change. 

7. 1 .2.5 Trust and Consistency 

The remaining two principles cited as most often neglected, trust and consistency, complete the 

picture. Staff change managers: 

Fail to consult honestly and openly. 

Fail to be transparent. 

Engender a feeling of distrust. 

Lack consistency. 

Neglect to follow up on change. 
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7.2 Staff Questionnaire Responses 

7.2.1 Reasons For The Merger 

Four questions were asked concerning the reasons for the merger. 

Question 1:  

Question 2:  

Question 3: 

Question 4: 

What do you recollect to have been the reasons for the merger? 

To what extent do you believe these reasons for the merger were sound? 
Indicate the basis for your belief. 

If you believe there were other unstated reasons for the merger please indicate 
what you think these reasons were. 

To what extent do you believe these unstated reasons for the merger were 
sound? Indicate the basis for your belief. 

The responses to these questions were grouped into the same two broad categories used to 

classify the key players' responses (i.e. strategic-financial and professional-academic). They 

were then further grouped into sub-categories. 

7.2. 1 . 1  The Stated Reasons For The Merger 

Table 2 1  sets out the respondents' recall of the stated strategic-financial reasons for the merger. 

Table 21: Stated Reasons For The Merger: Strategic-Financial 

Responses 

1 .  To provide financial viability - a matter of survival for the 28 
I 
I 

College. I 

I 2.  To provide economies of scale. 1 1  

I 3. To secure resources for the University. 5 

4. To forestall competition in teacher education. 5 I I I 
5 .  To enable Massey to  become a national provider of  teacher 3 

education. 

6. Because of government pressure. 2 i 

7. To follow overseas trends. 2 

8 .  To gain university status for the College. 2 

9. To assist Massey expand. 1 

TOTAL 59 



(a) Comments 

Two main strategic-financial reasons were advanced for the merger of the two institutions: 
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• The merger was a matter of survival for the College in view of its doubtful continued 

viability; and 

• The merger would provide economies of scale that would allow the new entity to gain a 

competitive edge in an increasingly competitive market economy. 

The number of responses citing these reasons was almost double that of the combined responses 

for all the other seven reasons. In view of the external environment at the time, it is interesting 

to note that only two responses indicated that government pressure had been advanced as a 

reason for the merger. 

Table 22 sets out the respondents' recall of the stated professional-academic reasons for the 

merger. 

Table 22: Stated Reasons For The Merger: Professional-Academic 

1 .  To offer students 
qualifications. 

better programmes, choices 

2. To combine the teaching and research strengths of the two 
institutions. 

3. To improve the overall quality of pre-servlce teacher 
Education. 

4. To provide better opportunities for staff. 

5 .  To improve the status and credibility of teaching 
qualifications. 

6. To enhance the University' s  programmes in sports and the 
arts. 

TOTAL 

I, Responses 
i 

25 

1 9  

1 5  

9 

9 

78 



(b) Comments 

The main professional academic reasons for the merger were: 
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• The merger would offer better programmes, choices and qualifications for the students; 

• The merger would enable the teaching and research strengths of the two institutions to 

be combined and complement each other; 

• The overall quality of pre-service teacher education would be improved. 

When the strategic-financial and professional-academic responses are considered together, it is 

apparent that there was a relatively even balance between both categories of reasons advanced. 

Of the total 1 37 responses, 78, or 57%, could be broadly classified as professional-academic, 

and 59, or 43%, as strategic-financial. 

7.2. 1 .2  Soundness O/Stated Reasons For The Merger 

When the staff were asked how sound they thought the stated reasons for the merger were, the 

picture that resulted was unclear. As some of the respondents noted, it was very difficult to 

answer this question with any real accuracy because of the number of unaccounted variables 

involved. The question did not make it clear from whose perspective the soundness or 

unsoundness was to be judged. It was possible for a respondent to consider a particular reason 

entirely sound if it were to be judged from a University perspective but unsound if it was 

considered from a College perspective. Similarly, from a College viewpoint, merging to ensure 

survival, could rate as a very sound reason but would not have the same relevance to Massey 

staff. Also, the criteria upon which to base the judgement of soundness were not specified .  If, 

for example, the criteria were based purely on long term strategic benefits, then the responses 

could conceivably be very different from those based on short term social costs. Finally, the 

question, as phrased, did not make clear whether the judgement called for was one which 

respondents made at the time of the merger or one made at the time of the questionnaire, with 

the benefit of hindsight. Given these shortcomings, the responses to this question and to the 

question relating to the soundness of unstated reasons, have not been included in this analysis. 

These same difficulties did not present themselves with the key players when they were asked 

this question. The face-to face interview situation enabled any queries to be clarified at the time. 
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7.2. 1 .3 The Unstated Reasons For The Merger 

Table 23 sets out the respondents' recall of their belief concerning the existence of unstated 

reasons for the merger. 

Table 23: Unstated Reasons For The Merger: Strategic-Financial 

1 .  To provide a financial advantage for Massey. 

2. To be part of Massey' s  expansionist programme. 

3 .  To ensure the College's  survival. 

4. A power play by some individuals .  

5 .  To upgrade the College's  status. 

6. To provide a rationalisation of resources . 

7. To respond to a government direction to merge. 

TOTAL 

Professional-Academic 

1 .  To provide benefits for staff and students. 

TOTAL 

(a) Comments 

Responses 

38 

1 5  

7 

5 

5 

2 

1 

73 

2 

2 

i 

I 
I 

A number of interesting factors emerge from these figures. The un stated reasons were seen to be 

almost exclusively those that related to strategic-financial motives. Only two respondents 

suggested that professional-academic reasons were unstated factors in the instigation of the 

merger. The overwhelming majority (53) saw it as a result of an unstated desire on the part of 

Massey to gain financial advantage, and to further what they saw as Massey' s  expansionist 

programme. A much smaller number (five) saw the move as a power play by individuals and as 

an effort by the College to upgrade its status.  It seems reasonable to suggest that the large 

majority of respondents felt that those responsible for advancing the merger proposition had not 

been entirely open in their arguments. It could well be that the seeds of distrust, that later 

manifested themselves during the merger negotiations, had their genesis at this point. 
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Staff felt that the real reasons for the merger were more for the direct benefit of the University 

as an institution than for the students and staff involved in teacher education. The depth of this 

feeling can be sensed in some of the responses to the question. 

We were part of Massey 's projected future. We are a "tentacle of the octopus " .  It 
was inevitable. 

From Massey 's point of view the COE must have looked like a cash cow, full bank 
balance which had been hoarded and not put back into resource development - a 
Brierley type take-over; asset stripping to put us in a strong position in the market. 

A takeover. A small institution with valuable assets to be exploited - all part of an 
overall expansionist pLan for Massey to grow nationally. 

From such comments, a degree of latent cynicism can be detected. 

7.3 The Process Of Change 

In this section of the questionnaire. the staff were asked three further questions: 

Question 1 :  

Question 2 :  

Question 3:  

What barriers to change do you see existing that may prevent the merger being 
successful? 

What principles of change do you think should be followed in bringing about 
change in an institution? 

What criteria would you use to judge the success of the merger. both in the short 
and long term? 

7.3.1 Barriers To Merger Success 

Table 24 sets out the maj or barriers to the merger' s success, as identified by the staff. 
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Table 24: Barriers To Merger Success 

Responses 

1 .  Unresolved cultural differences. 46 

2. Feelings of being disempowered and undervalued. 2 1  

3 .  A lack of consultation. 1 8  

4. Inappropriate leadership style. 16 

5= Lack of a clear vision. 14 

5= Unwillingness of staff to adapt. 14 

5= Lack of effective communication. 14 

8.  Too much change all at once. 8 

9 .  Personal concerns not addressed. 6 

1 0. Loss of trust. 4 

TOTAL 161 

In any significant organisational change it is almost inevitable that barriers will be erected. 

Sometimes these can be useful, providing time for reflective consideration of the necessity for, 

and the nature of, the change being contemplated. At other times, though, such barriers can be 

counter-productive and can prove a considerable hindrance to worthwhile progress. The "trick" 

is to be able to distinguish the difference, then make use of the one and remove the other. 

In the merger situation, staff were able to identify a number of the counter-productive type of 

barriers which had the potential to prevent the merger being successful. Such identification is 

useful on at least two accounts. First, it could be helpful to those who will be responsible for 

managing the merger in its implementation phase. Being forewarned, by those most closely 

involved, of the potential difficulties that are likely to manifest themselves, provides an 

excellent opportunity for appropriate steps to be taken to overcome, or minimise, such 

difficulties. Second, it was very helpful for the researcher in this study as it provided him with 

useful experiential data for inclusion in the grounded theory that is later presented in Chapter 

Nine. 

For the staff involved, unresolved cultural differences between the two staff groups, former 

College and former Education Faculty, were seen to pose the major potential threat to the long 
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term success of the merger. This factor had twice as many responses as any other factor. By 

cultural differences, respondents were referring to what they perceived as different 

philosophical perspectives of the nature of teacher education and the relative role of research 

and scholarship in relation to teaching and applied knowledge. Responses included: 

A mismatch of the "university vaLues " with student-centred "teacher vaLues ". 

An over emphasis on academic quaLifications - the climate of "take-over", 
"submersion " rather than "merging ". 

Too many vested interests in both MU and PNCEfind it hard to accommodate each 
other's practices and viewpoints. 

There is a feeLing among former College staff that their "raison d 'etre " has been 
severeLy eroded by the imposition of an "academic university cuLture " which 
appears to be vaLued more highLy than the quaLity teaching which has been the 
cornerstone of their work previousLy. 

Staff from the Education FacuLty and PNCOE are not abLe to "join hands in the 
spirit of the merger". There is still a "them and us " feeL - and an unwillingness to 
try for common ground. 

Such expressions highlight the need in any significant organisational change to face up to the 

problem of reconciling the culture of the old with that of the new. In the particular 

organisational change represented by the merger, those involved well recognised this 

imperative. As already indicated Chapter Two (pp. 26-32), understanding the culture of an 

organisation and knowing how to work with it and not against it, is acknowledged widely in the 

literature (e.g. Bainbridge, 1997; Covey, 1 995 ; Kilmann and Kilmann, 1 989; Kotter, 1 997) as 

one of the keys to ensuring successful organisational change. 

Twenty-one (2 1 )  respondents saw that dealing with staff who feel disempowered and not valued 

would be a potential barrier to the success of the merger. They expressed their feelings in a 

variety of ways. One spoke of the feelings of powerlessness among staff who had been "taken 

over" and others of not being heard or acknowledged for their individual and particular 

expertise; being treated as "work units" rather than as human beings. One respondent mentioned 

the, "disenfranchising of experienced and formerLy committed stafffrom the process of decision 

making ".  

Those familiar with the literature on change will understand the prevalence and intensity of 

these feelings. Much is made in the literature of the need to consider the "human face" of 

change; to attend to the affective as well as the intellectual dimension of the human psyche. The 

responses from the staff bear witness to this truth. They are saying that, if staff feel they are 

disempowered and are not valued for their potential contributions, then real barriers to the 

success of the change enterprise can be expected. 
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Lack of appropriate consultation was another potentially important barrier to the merger success 

as seen by eighteen respondents. Effective consultation must meet at least two basic criteria: it 

has to take place and it has to be regarded as genuine. The first requirement may appear self­

evident but what often passes for consultation can be seen by those being "consulted" simply as 

a face saving formality where there is no intention whatsoever for their contribution to be taken 

into account. As one of the respondents put it, "Consultation after the event breeds a healthy 

cynicism in the consultees. " It is this cynicism, arising from pseudo-consultation, that can be 

such a destructive force in the change process. 

Inappropriate leadership style was given as a potential barrier although what, in the respondents' 

views, counts as inappropriate was not really made clear. A variety of leadership styles can have 

successful change outcomes, depending on particular circumstances and the criteria used to 

judge success. A "style", inappropriate in one situation, may well be quite appropriate in 

another. 

Much more definitive are the next three nominated barriers to successful change: 

• Lack of vision on the part of those leading the change; 

• Unwillingness on the part of the staff to adapt; 

• Lack of effective communication between all parties concerned. 

All three elements feature prominently in the literature on change. It is widely accepted that a 

coherent, unified and explicit vision is necessary (Chapter Two, pp. 1 9-26), that staff resistance 

is a major factor that has to be attended to (Chapter Two, pp. 46-48) and that a system for clear 

and frequent multi-directional communication is required throughout the change process 

(Chapter 2, pp. 39-41) . In citing a failure to address these matters as potential barriers to the 

success of the merger, staff opinion is very much in line with current thinking as expressed in 

the literature (e.g. Bainbridge, 1 997; Fullan, 1993; Hensey, 1 995; Land and Jarman, 1 992; 

Nanus, 1992; Prahalad, 1997) . 

The remaining three perceived barriers to successful change, although not figuring as 

prominently as those already reviewed, all deserve consideration. Too much change occurring 

simultaneously can readily lead to a feeling of bewilderment and a loss of heart. If personal 

concerns are not addressed, then cumulative stress can take a heavy toll on all those involved 

and a loss of trust between all parties can seriously erode confidence in the whole process. Each 

of these conditions has the potential to severely damage, and even bring to a halt, the change 

enterprise. Each needs to be carefully considered. 
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One respondent exhorted her fel low staff members t o  b e  positive rather than negative about the 

change they experienced. "Actually resistance to change can be healthy. It makes us examine 

the issues - but it should be the first step forward, not the only step, or we get stuck and the 

change does not happen. " .  

7.3.2 Principles Of Change 

Table 25 sets out the staff response to the following question: 

What principles of change do you think should be followed in bringing about a 
change in an institution. 

Table 25: Principles Of Change 

I I 
Responses I 

1. 

2. 

3. 

4. 

5. 

6. 

1 7. 

I 1 8. 

9. 

11.  

Vision: a clear vision needs to be enunciated and shared. 

Communication: there need to be appropriate channels of 
communication established maintained. 

Valuing: all persons need to be valued and respected as ! 
individuals in their own right. 

Consultation: genuine and relevant consultation needs to 
occur. 

Timing: the importance of appropriate timing needs to be 
recognised and attended to. 

Trust: as a basis for change in an organisation a climate of 
trust needs to be developed and maintained. 

Culture: the importance of organisational culture needs to i 
be recognised and attended to. I 

Commitment: a high level of commitment to the change I 
needs to be maintained. 

Consistency: a high level of consistency between words 
and actions needs to be displayed. 

Continuity: recognition needs to be given to 
antecedents of the change. 

appropriate compromise. 

the 

12. Other: principles referred to only once. 

TOTAL 

52 

45 

44 

43 

24 

1 9  

7 

7 

5 

4 

3 

23 

276 
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7.3.2. 1 Vision 

The principle of vision receives the highest response and requires careful attention. If a 

significant organisational change is being planned, then a detailed account of what is envisaged 

should be formulated early. Respondents highlighted different aspects of what is required of 

such a vision: 

Understanding and knowledge about the reasons for the change so that most 
members of the institution have a deep seated belief that the changes are for the 
good of the institution and those involved. 

The vision be turned into practice. 

There should be collaboration, understanding of the reasons for change and both 
the "picture " and the "process " obtaining to it should be considered. 

A shared vision and strategies designed to achieve that vision are developed 
collaboratively and articulated with commitment. 

Have a clear vision for the future but an even clearer picture of the steps by which 
that future can be reached. 

Together, these responses help define vision as being something that sets out the parameters of 

what is being sought in the change, that gives an indication of the steps to achieving the goal 

and that is developed collaboratively so that all involved have a vested interest in its successful 

attainment. These are not simple requirements to fulfil .  

7.3.2.2 Communication 

There is little disagreement in the literature over the necessity for communication during a time 

of organisational change but its high profile in staff responses suggests that it is often felt to be 

more honoured in the breach than in practice. Respondents make it clear that effective 

communication is a multi-directional process in which lines of communication between all 

involved parties should be kept open continuously. 

Information is being disseminated at all times. 

Excellent communication networks need to be established. Lots of culture sharing 
and socialising is needed. 

Communication must be clear, honest and open. 

Communication, communication, communication. 
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7.3.2.3 Valuing 

Applying the valuing principle involves attending to what is sometimes described as "the human 

face of change". All persons must be valued for their own worth and respected for what they, as 

individuals, may have to offer. Change literature and staff responses both highlight the pivotal 

role of valuing in all significant organisational change. As many writers claim, (Chapter Two, 

pp. 32-36), and as many "change agents" discover, failure to attend to the human aspect of 

change regularly leads to unpalatable outcomes. 

Respondents' useful insights into what is involved in applying this principle include: 

Honouring differences. 

Being heard and having contributions listened to. 

Fair treatment of staff and students, maintaining a humane people-first, people­
matter, approach. 

The integrity and rightful respect due to people will be positiveLy and actively 
regarded. 

Consider sociaL and emotionaL climate. 

Support is given to those invoLved throughout the process of change so that they 
feel confident of the process and any outcomes that may follow. 

No one shouldfeeL disempowered, undervaLued, or put upon because of change. 

Application of the valuing principle does much to ensure a satisfactory outcome to change. 

7.3.2.4 ConsuLtation 

Again, there is little disagreement, at the conceptual level, about the value of consultation 

during organisational change but, at the action level, what rightfully qualifies as consultation 

often becomes a matter of debate. The respondents, in this study, had no doubt, and saw it as an 

essential principle to be followed. For them, consultation involved: 

Genuine and meaningful dialogue. 

TruLy searching for a compromise, not the asking of opinions which are then 
ignored. 

Providing opportunities to speak and be Listened to - a willingness to reverse 
decisions and an opportunity for all staff to be involved formally and informaLLy. 
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discussion using a consensus model. 

7.3.2.5 Timing 
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Responses counting the timing principle as important centred on the pace of the change process. 

There was advice for change leadership: 

Pace moves to allow personnel to come on board thoughtfully and to keep 
momentum. 

Take time to develop appropriate processes. 

Change needs to occur at a pace that, while progressing forward, doesn 't leave the 
participants winded. 

Implement change a step at a time, not all at once. 

Staff indicated that the momentum of change should be maintained at a level which does not 

bewilder and leave behind those people directly involved or affected. 

7.3.2.6 Trust 

The trust principle demands a climate of trustworthiness and honesty. Staff felt that failure to 

establish a trusting environment in a time of change would be a major deficiency. They spoke 

of: 

Transparent policies and processes. 

Trust and respect. 

Genuine involvement. 

7.3.2. 7 Culture, Commitment, Consistency, Continuity, Compromise 

While these principles received less attention in staff responses, they were still regarded as 

significant in organisational change. Change literature supports the concerns expressed. 

Literature in recent years has given increasing recognition to the important role organisation' s 

culture plays in any change activity. Identifying and working with the significant elements of 

such culture enhances opportunities for successful outcomes. Sustaining commitment, being 

consistent but prepared to compromise and maintaining some form of continuity with the past in 
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order to move more smoothly into the future, are all widely accepted aspects of effective change 

management. 

7.3.3 Criteria For Merger Success 

Table 26 sets out staff responses to the question: 

What criteria would you use to judge the success, or otherwise, of the merger: (a) 
in the short term (i.e. in the first five years after the merger date of 1 June 1 996)? 

Table 26: Criteria For Merger Success - Short Term 

Responses 

1 .  Client satisfaction. 44 

2. Staff satisfaction. 38 

3 .  Resolution of  staff cultural differences. 34 

4. Continued and improved quality of programmes. 22 

5 .  Increased quality and number of student applicants. 1 5  I I 
6. Development of an increased research base for pre-service 7 I education. 

7 .  Other: Criteria referred to  less than five times. 62 
I 

TOTAL 222 I 
Client satisfaction, staff satisfaction and resolution of staff cultural differences were the three 

most significant criteria cited in response to the question. 

Client satisfaction encompasses an acceptance by students, schools and the education 

community generally that the merged institution is meeting their needs well. 

Students are overwhelmingly satisfied with the learning experiences that are 
presented to them. 

The teaching community value the work of the College. 

There is perceived credibility of the new B. Teaching Degree in the educational 
community. 
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Closely associated with client satisfaction is the criterion of staff satisfaction. High staff morale 

and strong commitment to providing the best for the students and making the merger a real 

success would be evidence of this .  

Lecturing 
'
staff enjoy a high level of morale and a genuine belief and confidence in 

what they are doing. 

Staff morale is good and highly skilled staff are retained. 

There is a positive MUCE culture - this includes general atmosphere and mood of 
the place and staff and student morale. 

Achieving the resolution of cultural differences involves the establishment of a common culture 

with the merging of the previously separate entities (the College and the Education Faculty), a 

culture where staff, with a common set of values and mores, work together for the betterment of 

the students they serve and the institution which employs them. This criterion would be met 

when: 

The successful merging of the two distinct and perhaps disparate cultures occurs. 

ReLationships and trust has deveLoped and grown between staff from both parties 
involved in the merger. 

Staff are unified in their pride of the institution. 

Staff from the previousLy separate institutions have knitted together to form a new 
institution and to share their strengths i.e. research and teaching. 

c 
Closely related to client and staff satisfaction, but detailed separately in a number of responses, 

was the criterion of continued and improved quality of programmes. This would be satisfied 

when: 

Quality courses were being successfully impLemented at the same or higher level 
than before the merger. 

There would be continuing excellence in teacher education at pre-service and in­
service levels. 

Two other criteria rated more than five responses: increase in the quality and number of student 

applicants for entry to the College and the development of an increased research base for pre­

service education. If more and higher qualified applicants were seeking entry to the institution 

and, if the programme were underpinned by a greater emphasis on research, this would be 

regarded as an indication of the merger' s effectiveness. 
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7.3.3. 1 Comment 

If programme providers, consumers and vested interest parties are satisfied they are being well 

served, the merger can be judged a success, at least in the short term. Staff placed high priority 

on this judgement. To a ::hieve this level of satisfaction, staff pointed to two other conditions that 

must be met. Cultural differences of the two formerly separate staff groups must be resolved and 

the quality of the programmes offered must be maintained or enhanced. The experience of 

mergers in other countries (e.g. Australia, England, Scotland) indicates that a good deal of 

goodwill i s  required by all those involved to accomplish this difficult task. 

Table 27 sets out staff responses to the question : 

What criteria would you use to judge the success ,  or otherwise, of the merger in the 
long term (i.e. subsequent years)? Only criteria additional to those already reported 
in Table 26 are reported here. 

: Table 27: Criteria For Merger Success - Long Term 
i 

1 .  

2. 

3 .  

Recognition o f  the merged institution, nationally and 
internationally, as a provider of excellence. 

I The provision of new and relevant programmes .  

Other: Criteria additional to short term criteria and referred 
to less than five times. 

TOTAL 

Responses if 
i 

32 

1 0  

34 

76 

The responses here are unequivocal. Staff believed that, if the merged institution is to be judged 

a success in the long term, then it will have to obtain national and international credibility. As 

part of this development, it will  need to develop new and relevant programmes that wi ll ensure 

its place as a leader in its field . 

7.4 Interviews And Questionnaire: An Overview 

From these two sources of data, staff views concerning organisational change generally , and the 

merger change specifically, have been presented. 
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The interview responses indicated the four principles o f  vision, communication, valuing and 

consultation as being particularly important in effecting organisational change. The same four 

principles were also nominated as being those most often neglected in practice. 

The questionnaire responses supported the same four principles. The stated reasons for the 

merger, as drawn from the questionnaire responses, were both strategic-financial and 

professional-academic .  The former related mainly to the survival of the College and the 

economies of scale which the merger would provide. Of the latter, three addressed the i mproved 

professional offerings of the merged institution. The un stated reasons were seen to be almost 

entirely strategic-financial and were directly related to the provision of financial advantage for 

Massey University as part of its overall expansionist programme. 

Unresolved differences between the "cultures" of the merged staff were seen as the major 

barriers to the effectiveness of the merger. Further barriers were feelings of disempowerment, 

lack of consultation, an inappropriate leadership style, lack of a clear vision, unwillingness by 

staff to adapt and lack of effective communication. 

Criteria suggested for judging the short term effectiveness of the merger stressed client and staff 

satisfaction and resolution of staff cultural differences. Continued and improved quality of 

offered programmes and student applicants received considerable attention too. Criteria for long 

term effectiveness pointed to national and international recognition of the merged institution as 

a provider of excellence and as a provider of innovative and relevant programmes .  

In  the next chapter the data from this and the preceding two chapters are synthesised and "The 

Merger Story" is presented. 
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CHAPTER EIGHT 

Effective Organisational Change 

The Merger Story: As Analysis Reveals It 

In the previous three chapters, data were presented from written records of the merger, key 

players' and staff interviews and questionnaires. The focus in those chapters was on providing 

evidence that would enable the two goals of the research to be achieved: 

• The provision of an objective, analytical account of the merger of the Palmerston North 
College of Education with Massey University; and 

• The provision of a substantive principle-based theory of change. 

From this evidence, a comprehensive "merger picture" was obtained and a wider "change story" 

was developed. The focus in this and the next chapter is on presenting these two stories . 

In this chapter, an analysis of the "merger story" is presented using the framework of the five 

research questions posed in Chapter One: 

1 .  What were the reasons for the merger? 

2. What caused the breakdown of the merger negotiations in 1993 ? 

3 .  Why were the resumed negotiations successful? 

4. What criteria should be used to judge the effectiveness of the merger?  

5 .  What are the barriers to the success of the merger? 

Responses to questions two and three occupy the major part of this presentation. 

While acknowledging the potential difficulties resulting from the author of this "story" also 

being part of the "story", the writer considers that the account presented here is an accurate 

representation of the events as they occurred. Every effort has been made to ensure that the 
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"lenses" through which the merger events have been viewed have been subjected to regular and 

rigorous scrutiny to remove any discolourings or distortions that may possibly have crept into 

the story. 

8.1 Question One: Reasons For The Merger 

There was a high level of general agreement from the staff and the key players concerning the 

stated and unstated reasons for the merger. Both groups recalled that the stated strategic­

financial reasons for the merger were those that arose from the concern the College had over its 

future viability as a stand-alone institution, along with the University' s  concern to secure its 

future in the face of a possible decline in projected student enrolment numbers. These concerns, 

whether well founded or not, provided, at least, a prima facie case for both institutions to 

investigate the merger path. 

The recorded professional-academic reasons rested on a widely shared assumption that the 

synergy resulting from the two institutions, working together, would be able to provide much 

better programmes, choices and qualifications for students. An overall improvement in the 

quality of pre-service teacher education was seen as the likely outcome. 

Responses to the unstated reasons for the merger question again indicated widespread 

agreement. Most of the reasons were felt to be strategic-financial in nature and related directly 

to a wider expansionist plan of the University. The dominant view was that the driving force 

behind the University ' s  desire to merge were commercial rather than educational considerations . 

Of considerable importance was the general political and economic climate of the time. Factors 

external to both the University and the College, and over which neither had any real control, 

combined to create an envi:onment where the merging of the two institutions became; both a 

possible and a feasible option. 

As indicated previously (Chapter Three, p. 57), a series of antecedent activities had created a 

climate where, for many, a merger was both a logical and desirable outcome of more than two 

decades of close educational co-operation. In February 1 989, the release of Learning for Life, 

the Government ' s  statement of intent for the organisation and delivery of post-compulsory 

education and training, provided the catalyst for this situation to be translated into action and the 

notion of merging  the two institutions to be revisited. Eight months later, this process began. 

The Vice-Chancellor of the University wrote to the Principal of the College and the first formal 

steps of the merger process had been taken. 



Stated reasons 

I 
I Unstat£d reasons 

l 

Table 28: Reasons For The Merger 

questionable future viability of the College 

The possible decline in the University ' s  student 
Enrolments 

Resulting synergy providing improved programmes 

The University' s  desire to expand 

The wider political and economic climate 

8.2 Question Two: Causes Of The Breakdown Of Negotiations 

220 

i 
; 

! 

The conclusion reached, based on the evidence of the key players ' perceptions I and the written 

merger records, is that: 

• The breakdown in the negotiations was not caused by a single factor but resulted 
from interrelated causal factors; and 

• Thes� factors can be grouped under three headings : Contributing Factors, Crucial 
Factors and Precipitating Events. 

8.2.1 Contributing Factors 

Consideration of the accumulated evidence identified eleven factors as being significant 

contributors to the breakdown of the initial phase of the merger negotiations . 

8.2. 1 . 1  Composition o/the Joint Steering Committee 

A number of the key players suggested that the composition of the Steering Committee was not 

ideal with "personality clashes" between some members of the Committee being counter­

productive to the Committee' s  efforts. An example is an objection raised to the presence on the 

Steering Committee of the Chairman of the College Council, a former Dean of the Education 

Faculty at Massey. At the 26 February 1 9 9 1  meeting of the Joint Steering Committee, over a 

year after the Committee first met, the appropriateness of the Chairman ' s  membership was 

raised. As he was not present at the time, the matter was held over until the next meeting. It 

remained on the agenda for the next five committee meetings until, on 23 April 1 99 1 ,  it was 

resolved to proceed no further with the issue and to retain the current membership of the 

Committee. 

I Staff views were not sought on this question. See Chapter Ten, p. 29 1 ,  Reflections On The 
Methodology. 
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Whatever the justification for raising this issue might have been, the matter had a markedly 

counter-productive effect on the interpersonal "chemistry" of the Committee and was one of the 

contributing factors that led eventually to the Committee being unable to fulfil its mandate. 

Given that both the College and the University had the right to appoint its own members to the 

Committee, the University, if it saw fit, could have appointed its own Council Chairman, the 

University Chancellor, and restored any perceived imbalance of representation. This did not 

occur, making it difficult to escape the c onclusion that, in pressing for the removal of the 

College Chairman, there were covert considerations at work. The "personality clashes", to 

which a number of  the key players referred, supports this conclusion. 

A further i llustration of the ongoing difficulty with the Committee' s  membership is that 

eighteen months later, at its special meeting of 27 October 1 992, the same matter was again 

raised, by a different University representative. As it transpired, a resolution to remove the 

College Council Chairman from the Steering Committee, "effective immediately", (Steering 

Committee notes ,  27/1 0/92) was not put, but its raising reflected the tenor of the meeting and 

the lack of trust that existed between some members of the Committee .  

8.2. 1.2 Joint Leadership of the Steering Committee 

At its meeting of 24 November 1 989, the College Council accepted the Vice-Chancellor' s 

invitation to consider further the College ' s  relationship with the University and empowered the 

Council Chairman and the College Principal to nominate up to two other persons to be the 

College ' s  representatives on a proposed Working Party. The Council suggested that the 

chairperson of the Working Party would need to be of high quality and without vested interest. 

When the Working Party met in February 1 990, and later transformed into the Joint Steering 

Committee, this suggestion had not been actioned. The Steering Committee had not one, but 

two chairpersons, both with vested interests. One, the Dean, had the responsibility of 

representing the interests of the University' S  Education Faculty, and the other, the College 

Principal, had the responsibility of representing the interests of the College. A number of key 

players saw this as a structural weakness and one that contributed to the difficulties that the 

Committee experienced over its lengthy lifetime. 

A joint leadership arrangement is difficult to manage and, where different, though legitimate, 

vested interests are present, the difficulties are exacerbated. This was certainly the case with the 

joint chairing arrangement of the Steering Committee. In spite of repeated declarations that the 

discussions should proceed with alacrity, this did not happen and set timelines were not kept . In 
his initiating letter of 25 October 1 989, (Appendix 5) the Vice-Chancellor had indicated that, if 
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progress had not been made by about the end of the first term 1 990, a combined approach would 

not be viable. The Working Party, at its first meeting on 1 3  February 1 990, expressed similar 

sentiments and indicated that they would prefer the outcome of any discussions to move along 

quickly and that nothing would be gained in allowing matters to be drawn out. However, 

matters were drawn out and the Memorandum of Understanding, approved by both Councils in 

November 1 990, set 1 January 1 992 as the amalgamation date. By July 1 99 1 ,  it was agreed that 

this date would be unattainable and a revised timeline was constructed. It was not until 23 July 

1 993,  almost four years since they began, that negotiations were finally and formally brought to 

a close. 

While there were other interrelated factors contributing to this state of affairs, the joint chairing 

arrangement was an obvious one. It caused important matters (e.g. the site issue) to be lost in the 

"no-mans-land" between the Chairpersons' individual areas of responsibility. A sense of 

urgency was not generated and matters of moment drifted from one inconclusive meeting to the 

next. Had the College Council ' s original management suggestion been followed, and a single 

independent chairperson been appointed, this difficulty may have been avoided. 

8.2. 1 .3 Vision A rticulation 

In such a maj or organisational change as that involved in the mergmg of two tertiary 

educational institutions, it is important to have a vision of what the merged institution might 

look like and how this vision might best be realised. The point was well made by Prahalad 

( 1 997 :65) who observed that not only is a vision of the new future required but also of the 

migration path that will need to be followed in order to arrive at that vision. In their 

deliberations, the Steering Committee were hindered by deficits in both these areas. As a 

number of key players noted, there did not seem to be any clearly articulated, shared vision 

around which the Committee could focus its attention, on either what was being sought, or how 

it was to be achieved. Two examples from the Committee's deliberations illustrate this claim. 

There was a significant difference of opinion between two influential members of the 

Committee concerning the means whereby the vision could be achieved. One key player 

(KPM6) believed that the focus should be on working hard to put in place the structures of the 

merged entity so that the essential framework was established, leaving other matters until later. 

Another key player, however, (KPM24), considered that the way to achieve the desired vision 

was to concentrate much more directly on what the final product would look like. For him, 

getting right the basic shape of the academic programme that would operate in the future was of 

far greater concern. 
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The related question of the shape of the desired vision also brought disagreement; disagreement 

that manifested itself only after the Committee had been at work for almost two years. In this 

case, there was another major difference of opinion between one of the Co-Chairpersons of the 

Steering Committee and a number of the Committee members regarding the shape the new 

programme should take. The Committee Co-Chairperson found the draft programme presented 

by the Programme Sub-Committee gravely deficient in this respect and totally inadequate as a 

means to realising a new vision. With such different views, it is not surprising that discussions 

faltered at this stage. 

In both these cases, if care and time had been taken at an early stage, to co-operatively develop 

and articulate more precisely the actual vision for the merger and how it was to be achieved, it is 

highly likely that these difficulties would have been minimised. This deficiency of vision 

articulation proved to be yet another factor that limited the Committee's ability to make 

progress. 

8.2 .1 .4 Consultation Policy 

One of the recurring themes in  change literature is the need for leaders of change to invest 

considerable time and effort in consulting those who are to be affected by the change (Chapter 

Two, pp. 4 1 -44) . This precept is one which the Steering Committee followed, but, arguably, to 

excess. 

As the negotiations proceeded, consultation, instead of being a means to an end, almost became 

an end in itself. Numerous key players recalled the strong desire to be participatory and 

inclusive but this caused the process to become excessively democratic and cumbersome. The 

increasing size of the Steering Committee as the negotiations proceeded illustrated this point. 

When the Committee was first formed at the end of 1 989, it had seven members. In February 

1 99 1 ,  a further five members were added; a University representative from the Education 

Faculty and two representatives from each of the two Advisory Groups that had been formed the 

previous year. In July 1 99 1 ,  the membership was further increased by the addition of two 

student representatives and a Maori representative, even though the Principal of the College had 

reported that he agreed with the Vice-Chancellor that to increase the membership at this time 

might be counter-productive (Steering Committee minutes: 30 July 1 99 1) .  
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At its meeting of 1 5  October 1 992, the Committee agreed to further expand its membership by 

inviting two additional representatives to join its ranks ; one from each institution. From an 

initial membership of seven, the Committee had more than doubled in size to seventeen 

members . In the words of one key player, "Every time we thought of a group that was 

overlooked we brought someone on and the group got bigger and bigger, and the bigger it got 

the less it could do. " (KPM24). 

In the opinion of a number of key players (KP's M 1 2, M 1 3,  M24), the Committee became so 

enamoured of an, "inclusive-democratic-bottom up " philosophy that it, metaphorically 

speaking, "Shot itself in the foot" . " When you have fifty people participating you don 't get a 

hell of a lot of management. You get lots of participation but little management. " (M27). This 

was a case of the best of intentions being thwarted by the inappropriateness of the means.  

8.2. 1 .5 Communication With Staff 

In spite of the extensive consultation undertaken by the Steering Committee, there were. 

nevertheless and somewhat paradoxically, considerable deficits in the communication networks 

that developed during the course of the negotiations. For many staff from both institutions,  the 

communication provisions were felt to be seriously inadequate. They felt that they were not 

being kept in the picture and were being only sporadically informed. This view was expressed 

by staff of the Education Faculty on 1 6  March 1992, when the College Principal met with them 

to share his assessment of the current merger situation. 

One key player admitted that, at the time, he probably assumed that more people knew more 

about what was going on than they actually did. He recalled: 

Dealing with a lot of those issues every day, it just became bread and butter to you. 
But then other people picked up snippets, and those snippets quickly turned to 
rumour and the rumours became fact . . .  Regular communication with the people 
involved, that is so important. (KPC3). 

From the outset the Committee was concerned that it establish and maintain very clear 

communication links with all those people who were involved. At their first meeting, the 

Working Party agreed to, "Keep everyone informed of proposals step by step, as much as is 

possible." (Working Party notes : 1 3/2/1 990). To this end, they adopted the practice of 

publishing, soon after each meeting, summary notes of what had transpired and what action was 

being taken. They also made available their meeting minutes .  However, the system faltered and, 

often for weeks, no official communication made its appearance and rumours took hold. This 
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deficiency of the communication network was not addressed and, as a result, became a 

contributing factor in the eventual breakdown of the negotiations .  

8.2. 1 .6  Over Concern With Detail 

Several key players felt that the Steering Committee' s  pre-occupation with attention to detail 

contributed to its failure to make progress and to the ultimate breakdown of negotiations. Over 

almost four years, hundreds of "person hours" were spent attending to matters which, though 

important, were not of immediate consequence and could well have been left for resolution after 

the merger became operational. Some matters (e.g. the number of compulsory papers in the new 

programme, the number of car parks that would be available on the new site and the location of 

the new computer laboratory) occupied able and sincere minds that could have been much more 

profitably engaged in resolving some of the more general issues such as the new power structure 

of the merged institution, the integration of the research and teaching cultures and the 

safeguards that would be needed to ensure that no staff from either institution would be 

disadvantaged by the merger. Attention to the smaller matters diverted attention from the larger 

ones and the activities of the Committee and its Sub-Committees, became ,  "bogged down in 

detail. " (KPM l) .  

Two factors already raised, inadequate articulation of  the VISIOn and a flawed consultation 

policy, contributed to this state of affairs. In the absence of a clear vision of the process, the 

Committee became caught in the "trivia trap" from which they seemed unable to extricate 

themselves. 

8.2. 1 . 7 Staff Opposition 

The willing co-operation of those most affected by any proposed organisational change 

contributes greatly to the success of that change. In the case of the merger proposal, however, 

this condition did not prevail ;  yet another factor militating against a successful outcome of the 

Committee' s  endeavours. 

As already noted, (Chapter Six, pp. 1 54) staff from both institutions were not enamoured by the 

merger prospect, with some Education Faculty staff voicing particular opposition to it. For one 

key player, "The F acuity had all kinds of reasons why they didn 't want the merger to go ahead " 

( KPM27) and these were expressed in a variety of forums throughout the period of the 

negotiations .  Their resistance, in 1 992, to the employment of a consultant (Chapter Five, p. 

1 20), was seen by many at the College as an expression of this opposition. 
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Some staff from "both sides of the river" lacked enthusiasm for the merger but Faculty staff 

were more forthcoming in expressing this feeling. In one key player' s words, "And there were 

some quite senior people who were spokespersons for that viewpoint. And that viewpoint didn 't 

hesitate to find itself expressed. " (KPC5). 

8.2. 1 .8  Differences Of Institutional Culture 

It is now widely acknowledged that organisations have particular cultures which need to be 

understood when any organisational change is contemplated (Chapter Two, pp. 26-32 and 

Chapter Three, p. 77). For the merger negotiations, the existence and importance of this cultural 

dimension added another difficulty. B oth the College and the University had distinctive cultures 

with elements which were inimical to each other. 

The University had what could be described as a typical university culture where the emphasis 

was on scholarship and research and where advancement up the career ladder depended heavily 

on the ability to have publications accepted and credibility established in a particular area of 

expertise. The College culture, however, focused on initiating beginners into the craft of 

teaching, both by example and by specific instruction.  It was in recognition of pedagogical 

achievements in this area that career advancement was obtained. In the context of this type of 

culture, the possession of advanced formal academic qualifications and involvement in 

academic research were seen to be less important. The "knowing how", rather than the 

"knowing about", took more precedence than it did in the University culture. 

This dissimilarity in orientation resulted in frequent significant differences of opinion and 

perceptions during the negotiations over both serious and trivial matters. Heated discussions 

arose over such items as the shape of the future programme, the instructional means to be 

employed, the criteria for staff promotion and the establishment of equitable workloads. 

Feelings of inferiority-superiority emerged from time to time, with detrimental effect (Chapter 

Six, p. 1 53). Whether justified or not, it became clear through the course of the negotiations that 

a sizeable group of the College staff harboured feelings of inferiority in relation to their 

University counterparts and, not infrequently, accused them of acting in an arrogant and 

superior manner. Observation of the declarations and actions of some University staff did little 

to neutralise these feelings . When this state of affairs was added to the existing situation, the 

task of the Committee became even more difficult. 
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8.2. 1 .9  Reluctance To Compromise 

Many of the key players recalled that, within the Steering Committee, there were people whose 

strong personalities frequently led them into "dead-end debates". Whether these confrontations 

were triggered by personality differences or, as suggested earlier (Chapter S ix ,  p .  1 52) , by 

historical antagon isms, or both, is a matter for speculation. Nevertheless, these confrontations 

had a negative effect on the proceedings. An example of this unwillingness to compromise is 

provided by the "stand-off' situation within the Steering Committee, at the beginning of 1 992 

(Chapter Five, pp. 1 20- 1 2 1 ), over the appointment of a consultant. The College ' s  suggestion 

that a consultant be employed to facilitate the negotiations was flatly rejected by the Education 

Faculty representatives on the Steering Committee. The minutes record that, after substantial 

discussion, it became apparent that a compromise could not be reached. It was suggested that 

the College, separately, and using its share of available funding, employ an "adviser" to meet its 

own needs (Steering Committee Minutes : 1 7  March 1 992). The College did not do this and it 

was not until the Steering Committee reconvened, on 1 5  October 1 992, that the consultant issue 

was revisited. 

It is instructive to note here that, in some of the smaller group situations, some very productive 

compromises were reached. The Programmes Sub-Committee, for example, was cited by one 

key player (KPM 1 0) as being a group where compromise did result and where considerable 

progress was facilitated. In other sub-committees, similar willingness to compromise was 

reported as being evident (KPM8). 

8.2. 1 . 10  Change In Faculty Representation On The Steering Committee 

At the beginning of 1 992, the two original Faculty representatives on the Steering Committee 

completed their appointed term and were replaced by two new members. A number of key 

players felt this had an adverse effect on the Committee' s  ability to make progress. The two 

original Faculty representatives had established very good working relationships with the 

College representatives. Differences of opinion had been addressed openly and resolved through 

obj ective dialogue and sensible compromise. This co-operation led to better understanding of 

each other and respect for each other' s viewpoints. Rapport was lost with the introduction of 

two new representatives and this impacted adversely on the functioning of the Committee. One 

University key player recalled: 

But there was a hardening of attitude, as you recall, from some on the University 
side and I don 't know what they were afraid of but they certainly changed their 
membership of the Committee at that time. They brought in some who argued very 
strongly for each point and in some ways, many of us feel, held up the proceedings. 
(KPM 1 8) 



A College key player said: 

And there was the injection of other personalities . . .  and I guess my impression was 
that the injection of their more obviously oppositional confrontational approach 
got up ( . . .  ) 's nose and I think ( . . .  ) went into a defensive mode. You know, "Well 
stuff them. " That was my impression. (KPC 1 4). 

8.2. 1 . 1 1  The Site Issue 
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The early deliberations of the Steering Committee were based on the understanding that, "the 

University could not accommodate a 'Teacher Education division' for at least 1 0  years on the 

Massey Campus" (Steering Committee notes: 1 9  June 1 990), and teacher education would 

remain at the College site. In October of that year, however, external factors intervened and the 

meeting called by the Ministry of Education (Chapter Five, p. 1 1 1 ) required this premise to be 

re-examined. The possibility was raised, for the first time, that the funding, which the 

Government had approved for the Polytechnic nursing complex, could be made available to 

facilitate a College move to a Massey site. In July the following year, 1 99 1 ,  it was accepted that 

any new entity resulting from the merger would initially operate from a split-campus but it was 

desirable that a re-siting on the Massey campus should take place as soon as possible. By the 

end of the year, however, the possibility of making use of the Polytechnic nursing complex 

funding to build on the Massey campus, like the funds themselves, had evaporated. 

The effect of these events on the committee' s  activities was deleterious. In the face of this 

changing "playing field", the Committee had to cope with two sets of staff with, by and large, 

diametrically opposed views as to where any merged entity should be physically s ited. The 

Education Faculty did n ot wish to shift from their campus and the College staff did not wish to 

shift from their site on the c ity side of the river. One College key player expressed the College 

view as follows: 

And absolutely on principle wefelt that this (a Massey site) would mean that there 
would be serious disadvantage to the delivery of teacher education if the move had 
to take place. To get a similar quality of structures through a move, we felt, was 
unlikely. (KPC l 1 ) .  

Staff of  the Faculty were similarly adamant. For them, their reasons for wishing to  stay on  the 

Massey Campus, although different, were felt to be equally compelling. Efforts to resolve this 

impasse generated as much heat as they did light and the time and energy spent by the 

Committee trying to resolve the issue contributed to the eventual failure of the negotiations. 



Table 29: Factors Contributing To The Breakdown Of 

• Composition of the Joint Steering Committee 

• Joint Leadership of the Joint Steering Committee 

• Vision articulation 

• Consultation policy 

• Communication with staff 

• Over concern with detail 

• Staff opposition 

• Differences of institutional culture 

• Reluctance to compromise 

• Change in Faculty representation on the Joint Steering Committee 

• The site issue 

8.2.2 Crucial Factors 

229 

In addition to the eleven contributing factors, two further factors, lack of commitment and lack 

of trust, were even more important. They were crucial in determining the fate of the first phase 

of merger negotiations. 

8.2.2. 1 Lack Of Commitment 

Carrying through any enterprise requires an element of commitment by all those involved. The 

complexity of a merger demands that this commitment be considerable (Chapter Two, p. 49, 

Chapter Three, p .  80, Chapter S ix, p. 175) .  In the first phase of the merger negotiations, the 

absence of commitment was a crucial factor in determining the ultimate fate of the negotiations. 

While there were some members of the Steering Committee who were consistently and openly 

committed to the success of the merger venture, there were others who were not. They took 

every opportunity, both overtly and covertly, to derail the process. One key player recalled: 

1 know that there were some quite severe personality clashes that went on and 
gossip has it that there were one or two very powerful people who simply didn 't 
want to do it (promote the merger) and they were able to stop it. Now whether 
that 's really true or not 1 don 't know, but it's certainly firmly believed by a lot of 
people . . .! certainly observed remarks and happenings that tended to confirm that 
conspiracy theory. (KPM26) 
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Somewhere between these two was a third group who appeared ambivalent in their attitude and 

commitment level. At times they seemed to be fully behind the enterprise but, when difficulties 

arose, their resolve tended to dissipate and they, "steered towards less turbulent waters". The 

combination of conflicting attitudes and lack of commitment to a commonly held vision 

severely impeded the Committee's progress.  

Ambivalent commitment to the notion of a merger was not confined to members of the Steering 

Committee. Staff from both institutions experienced similar difficulties .  As some key players 

observed (Chapter S ix, p. 1 54), it was clear there was never a united mandate from the staff of 

either the College or the University, to proceed full-speed with a merger of the two institutions. 

Some staff from "both sides of the river" were never going to be in favour of a merger and they 

expressed their views frequently and forcefully. Others, by far the greater number, were in 

favour only if it was to be on their own terms. As already noted (loc. cit. ) ,  the terms demanded 

by the two sets of staff were incompatible. When this state of affairs was added to the 

Committee' s  own equivocal commitment, the move to merge was crucially constrained. 

For the merger negotiations to be successful, a clear and decisive commitment to the proposal, 

from both the College and University Councils, was vital. In the first phase of negotiations, this 

commitment was absent. Some College Council members were cautious about the merger 

proposal and, while not firmly opposed to it, required further convincing before they were 

prepared to offer their ful l  commitment to it. They wanted reassurance that the good reputation 

the College had established over the years would not be damaged by merging with the 

University. Before giving their full commitment, they sought assurances that the integrity of 

teacher education would be maintained in the future. Others were even less wholehearted in 

their commitment. 

On the College Council itself I believe that there was a small group of people who 
very much liked the present organisation and who would have been happy to see 
the College retain its autonomy and its integrity and who did not favour the 
merger. (KPC5) 

The University Council' s  commitment was somewhat different. It was not that they were not 

committed to the merger proposal, or, were divided in their commitment, but that they failed to 

demonstrate their commitment publicly. The College Council Chairman and the College 

Principal were both on the Steering Committee and took a very active part in the negotiations, 

whereas neither of the two senior executives of the University, the Chancellor and the Vice­

Chancellor, took any direct part in the day-to-day proceedings. This was interpreted by some 

key players as a lack of firm commitment by the University to the merger and, as a result, a 
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sense of urgency about the negotiations was often missing. The second phase of the negotiations 

saw this anomaly overcome with significantly different results. 

One underlying cause of these commitment deficiencies can be traced to an inadequate 

understanding of what was meant by the "Agreement In Principle" adopted by both Councils in 

November 1 990 (Chapter Five, p. 1 1 3 and Chapter Six, p. 1 5 1 ). An Agreement in Principle can 

mean different things to different people. On one hand, such an agreement signifies a firm 

intention to proceed with the stated course of action only to be halted if insuperable obstacles 

are encountered. On the other hand, it means that there is a general intention to explore a certain 

line of action to see if it is feasible and worthy of pursuance. The distinction between the two 

meanings is crucial. The first connotation entails a commitment that will only be withdrawn if 

the proposed action proves impossible. The second entails no such commitment and provides a 

convenient escape clause if "the going gets tough" or if some of those involved have a change 

of heart. During the first phase of the merger negotiations, this distinction was never made c lear 

and the second meaning of "Agreement in Principle" was called into service. When the going 

got tough, the escape clause, in the form of a consultant's report, was used and the negotiations 

were brought to a halt. 

8.2.2 .2 Lack of Trust 

The literature on change (Chapter Two, pp. 36-38 and Chapter Three, p. 76) identifies the 

critical importance of establishing and maintaining a climate of trust whenever any 

organisational change is contemplated. It is this trust that acts as the foundation upon which the 

new organisation can be constructed. Its absence is inevitably a recipe for disaster. Many key 

players (Chapter S ix, p. 1 55) emphasised this fact when they cited the important principles they 

considered should be followed in an organisational change. They pointed out the importance of 

establishing an atmosphere of openness where all involved felt comfortable with one another 

and were prepared to be absolutely honest in all their dealings. Staff shared this view (Chapter 

Seven, p. 1 96- 1 97) . During the first phase of the merger negotiations, this "relational condition" 

was severely compromised. 

Early in the Steering Committee's negotiations, an element of distrust manifested itself in a 

number of ways .  In October 1 990, after the first full year of negotiations, concern was expressed 

by some members of the Committee that secretive discus sions with the Ministry and other 

parties had taken place and that the Steering Committee was not being fully informed (Chapter 

Five, p. 1 1 2). Despite reassurances that there had been no "back room dealing", the seeds of 

distrust remained, albeit relatively in dormant form. 
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Early the following year, this lack of trust reappeared when the College Council Chairman' s  

membership on the Steering Committee was questioned at some length (Chapter Five, pp. 1 1 5-

1 16). "I think that event did not create terribly much goodwill and I think contributed to the 

general attitude of dismay that was creeping into the negotiations. " (KPC5). 

Events throughout 1 992  saw the trust within the Committee further eroded; reaching a point 

where, at the Steering Committee' s  special meeting of 27 October, the College representatives 

were openly accused of being untrustworthy.  What trust remained was dealt a final blow in 

April, the following year, with the culmination of what one key player described as, "The rather 

infamous situation of the Deloitte Tohmatsu study. " (KPM24). 

This dissipation of trust, combined with the equivocal commitment of some key players, was 

the other crucial factor in the final demise of this phase of the merger negotiations.  

Table 30: Factors Crucial In The breakdown Of The Merger Negotiations 

• Lack of commitment 

• Lack of trust 

8.2.3 Precipitating Events 

Two particular events had major significance in precipitating the final decision to abandon the 

first phase of the merger negotiations. The first was the repudiation of the Programme Sub­

Committee' s  Draft Report, in October 1 99 1 ,  and the second was the commissioning and release 

of the Deloitte, Ross Tohmatsu consultants' report in late 1 992 and early 1 993 respectively. 

8.2.3. 1 Reaction To The Programme Sub-Committee 's Draft Report 

At the Steering Committee' s  22 October 199 1  meeting, the Programmes Sub-Committee 

presented its Draft Report. The Dean of the Education Faculty indicated that he found the report 

gravely deficient. According to one Massey key player, "It was absolutely and dramatically 

blown out of the water by the author of the original proposal. " (KPM 1 0).  

The members of the Sub-Committee pointed out that the Report had been prepared by a group 

of both University and College staff, that it represented a compromise of views and that it was a 

first draft of the Sub-Committee 's  recommendations. The Dean remained unconvinced and 

indicated his continued dissatisfaction in a written memorandum to the Programme Sub­

Committee with copies being sent to the Steering Committee and the Vice-Chancellor. The 
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result of this action was that the Vice-Chancellor wrote to the Steering Committee indicating his 

agreement with the Dean ' s  judgement and suggested that he was very much tempted to 

recommend that the merger discussions be brought to a close forthwith. This did not happen but 

the negotiations had been dealt a severe blow from which they never fully recovered. 

The Sub-Committee believed they had come to a workable compromise and had presented a 

programme outline that, in the future, could be developed into a shape very similar to that 

suggested in the Vice-Chancellor's initial letter of 25 October 1 989 (Appendix 5) .  That the 

Dean did not see it this way, and felt compelled to express his disapproval in the strong terms 

that he did, provided a major stumbling block to the Committee' s  efforts to negotiate its way to 

a successful merger. While not, the "singular action " (KPM29) that caused the merger 

negotiations to breakdown, the rejection of the Sub-Committee' s  Draft Programme was 

certainly one of the two major precipitating events which eventually led to that outcome. 

The failure, at the outset, of the negotiations to establish, share and articulate a clear vision, both 

for the proces s  and the product of the Steering Committee' s  activities, proved critical to this 

eleventh hour realisation that not all parties were, "heading down the same path" .  Had this 

vision been adequately formulated at the commencement of the negotiations, it is likely that this 

barrier to their successful resolution would never have arisen. As it was, it took two years of 

protracted discussions before this deficiency became evident and irreconcilable differences were 

brought into the open by which time the damage had been done. 

8.2.3.2 The Deloitte, Ross, Tohmatsu Report 

From the time that it was first suggested, through to its actual commission and final 

presentation, the report of the Deloitte, Ross, Tohmatsu consultants had a troubled existence. 

When the employment of a consultant was first mooted in February 1 992, it was strongly 

opposed by the representatives of the Education Faculty and the proposal was not pursued again 

until the following September when an expanded Steering Committee group met and gave 

further consideration to it. On 1 5  October, when the Steering Committee reconvened on its own, 

it agreed to approve the Terms of Reference for the consultant. It also agreed that the Resources 

Committee should explore these further with Graham McNally of Deloitte, Ross, Tohmatsu, 

aiming for the date of Monday, 14 December 1 992, for receipt of the consultant' s report. 

At the special meeting of the Steering Committee on 27 October 1 992, a particularly 

acrimonious meeting, the proposal to employ consultants was further debated but not resolved. 

It was not until the final Steering Committee meeting for the year that, "The proposal to employ 
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an independent consultant to conduct a feasibility study" (Steering Committee minutes: 

1 5/ 1 2/92) was agreed. Even then, there were differences of opinion over what had been decided 

and this came to public attention in April 1 993, shortly before the Report was due to be 

released. In a media report of a College Council meeting, the University representative on the 

Council was reported as maintaining that there were serious discrepancies in the commissioning 

of the Report and he was adamant that: 

As Joint Chairman of the Committee I can say Deloitte, Ross, Tohmatsu have not 
been contracted and no Report is near draft stage. There have been no negotiations 
by the Joint Steering Committee with this firm . . .  I think it is a matter of principle. 
The Committee was the body set up by the two Councils to proceed with possible 
amalgamation and it acted in good faith, but since December this has assumed a 
life of its own. (Evening Standard, 1 7/4/93) 

In response, the College Principal, "Agreed the Committee hadn' t  formally agreed to 

commission any firm to prepare a feasibility study, but the situation had snowballed." (loc. cit. ) .  

The Council responded by supporting the actions the Principal had taken and asked that the 

Report be completed as soon as possible and presented to the Council .  It is clear from this 

public disagreement between the two Co-Chairpersons of the Steering Committee that the 

Deloitte, Ross, Tohmatsu Report had a devastating effect on the elements of trust that still 

remained between various members of the Committee. 

When the Report was finally released in June, the last vestiges of commitment to the merger 

evaporated and the drawn-out proceedings were brought to a c lose. A face saving announcement 

from both Councils indicated that the Joint Steering Committee had been unable to negotiate 

solutions to the practical problems associated with implementing the earlier decision of 

Councils to approve the amalgamation in principle. As a result, the Joint Steering Committee' s  

deliberations were to cease and the Committee was to be  disestablished. 

In metaphorical terms, the Deloitte, Ross, Tohmatsu Report, if not the straw that broke the 

camel ' s  back, was certainly the straw that informed the public that the camel ' s  back had been 

well and truly broken. 

Table 31:  Precipitating Events 

• Reaction to the Programme Sub-Committee' s  draft report 

• The Deloitte, Ross, Tohmatsu report 



8.3 Q uestion Three: Reasons For The Success Of The Resumed 
Negotiations 

235 

There were three maj or reasons for the success of the resumed negotiations: ( l )  a change in the 

level of commitment; (2) changes in personnel directly involved; and (3) a change in 

management style. 

8.3.1  Change In Level Of Commitment 

With the failure of the first phase of the negotiations, there was considerable pressure for the 

second attempt to succeed. As some of the key players observed (Chapter Six, pp. 1 64), this 

pressure came from a number of directions. 

The members of the original Steering Committee who were involved in this second attempt had 

strong motivation to see that their efforts did not fail again .  In a very real sense, their 

professional credibility was at stake. For some, commitment to t!le succes$ of this renewed 

attempt was unequivocal. This represented a last chance to bring about something to which they 

had been committed for a long time and for which they had worked unsuccessfully to this point. 

This time, both Councils had been involved from the start and had shown a much greater 

interest in ,  and commitment to, the success of the merger proposal. At the informal dinner 

meeting that reactivated the proposal, the Chairmen of both Councils were present and gave 

their support unreservedly to the re-opening of negotiations. This expression of support 

indicated a level of commitment that had been largely absent during the earlier negotiations. Its 

presence, this time,  was a crucial factor in laying the foundation for an eventual successful 

outcome. 

While the commitment to the merger from the staff of the two institutions was not noticeably 

any greater, the lack of avenues for the expression of opposition to it and, particularly from the 

College staff, the air of resignation towards its inevitability, worked together to make it easier 

for the merger to proceed. 

With a very high level of personal commitment from many of the key players, the University 

and College Councils, and the absence of clearly expressed opposition from the staff, the scene 

was well set for this second merger attempt to succeed. It was against the interests of too many 

key people to have i t  fail .  
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8.3.2 Changes In Personnel 

When the negotiations resumed, there had been significant changes in the membership and size 

of the new Working Party. The former Chairman of the College Council had retired from the 

Council and had been replaced, while the Dean of the Education Faculty had resigned from the 

University and had also been replaced. The Working Party consisted of only four members, in 

contrast to the seventeen who had formed the Steering Committee of the first phase. 

The collective result of these changes was the prevalence of a much more "productive 

chemistry". The historical antagonisms that a number of key players had suggested were at 

work in the Steering Committee' s  activities (Chapter S ix, p. 1 62- 163) were no longer present, 

and a much greater willingness to listen to other points of view and to accept compromise was 

evident. 

Of particular significance to this remodelled management team was the presence of the new 

Chairman of the College Council. With his extensive background in national and local politics. 

he brought a wealth of expertise in the area of change management. This, coupled with his 

enthusiasm for tt ! II1,- ;-ger and his personal drive to see it achieved, was singularly significant. 

His public respo.""p .0 the Polytechnic' s  attempt to derail the merger provided an excellent 

example of this support, and of his willingness to do battle with any who would seek to be 

obstructive (Press Statement: Appendix 29). He was convinced that the merger was in the best 

interests of both parties and was determined to ensure that, "by hook or by crook, " (KPC3 1 )  it 

would go ahead. 

8.3.3 Change In Management Style 

A marked change in management style was evident. The highly democratic, bottom-up 

approach taken in the first phase became so democratic and inclusive that very little progress 

was possible. In the first phase, everyone who could be affected by the merger was consulted. 

Much attention was paid to detail and considerable time was spent trying to, "cross the '1' s and 

dot the ' i ' s" .  The "Agreement In Principle", entered into by both Councils, served to operate as 

a mandate for procrastination and "Management" appeared to prefer a "Drift Theory" to a 

"Steering Theory", with the inevitable result that the negotiations, "drifted slowly onto the 

rocks ." 

With the renewed negotiations, management style changed. The Working Party "drove" rather 

than "drifted" and worked on a "top-down" management model. With commitment from the 
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senior executives of both institutions ,  they felt they had been given a mandate to act, and act 

they did. 

A small working party of four members, plus two administrative officers, was appointed. It was 

charged with preparing a Report and a Memorandum of Agreement for both Councils to 

consider and approve. Attention was not focused on detail but on more general matters that 

related to the overall principles that would underpin the merged institution. The Working Party 

and its two administrative officers worked diligently and, after nine months, the Report and 

Memorandum of Agreement were prepared, approved by both Councils and confirmed in a 

public signing ceremony at the University on 1 5  May 1 995. From conception to birth, the 

enterprise had taken only nine months .  

With the Memorandum of Agreement signed and the work o f  the Working Party completed, a 

Merger Implementation Group (MIG) was appointed and left with the task of implementing that 

which had been agreed. A last minute challenge from the Manawatu Polytechnic caused a five 

month delay in the official disestablishment of the College and the emergence of the new 

Massey University College of .:-'rfucation. A different and more directive management style had 

succeeded where the earlier, IT )re (' .Jen, democratic approach, had failed. 

In the next chapter (Chapter Nine, pp. 255-257), ten principles for achieving effective 

organisational change are presented. It is important to note here that in neither phase of the 

merger negotiations were these principles fully followed. The first phase saw most of them, if 

not disregarded, then only partially attended to; while in the second phase, though "successful" 

in the narrow sense that the merger was agreed, only a few of the principles were in operation . 

The argument presented in this thesis is that a consideration of all these principles is required if 

an organisational change, such as a merger of this kind, is to be regarded as successful in the 

broadest sense. 

8.4 Question Four: Criteria For Judgement Of Success 

While, as noted (Chapter Six, p. 16 1 ) ,  the focus of this study is on the negotiation  phase of the 

merger, a brief consideration of what would count as success in its implementation phase adds a 

further dimension to the merger story. Such a consideration also provides useful base data for 

any future researcher wishing to pursue this line of study. 

In their response to the research question concerning criteria for judging the success of the 

merger, both staff and key players agreed that, in the early stages, the focus should be on the 
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process. In the later stages, the focus should shift more directly to the product that results from 

this process. They speak of three questions as being of particular importance in assessing the 

process success :  

• Are the staff satisfied with the process? 

• Are the students satisfied with the process? 

• Are the cultural differences between the two formerly separate staffs being 
resolved? 

It is important, as the change l iterature suggests, (Chapter Two, pp. 32-36), that the change 

process has staff support. Staff need to feel  that they have a place in the process and that their 

contribution i s  being valued. If this criterion is not met, if staff morale is low and discontent is 

widespread, then the likelihood of a successful outcome is not high. The satisfaction of students 

is similarly important. When students feel that what is being offered them is meeting their 

needs, there is a positive indication that the new organisation is being successful. Finally, 

acknowledgement and resolution of University and College cultural differences provides a 

useful  indicator of the merger' s success. 

When assessing the product success of t.'� !C.erger, three basic questions need to be considered: 

• Has the new College established itself as a centre of excellence? 

• Are large and increasing numbers of students and staff seeking to come to it? 

• Are its teaching and research programmes attracting national and international 
recognition? 

If these criteria are all met, then it would seem reasonable to claim that the merger has been a 

success .  Whether this will be the case, however, only the passage of time will make clear. 

8.5 Question Five: Barriers To The Success Of The Merger 

To complete the merger story, it seemed appropriate to consider possible obstacles to the 

merger' s ultimate success. To this end, both key players and staff were asked what they 

believed were the barriers that needed to be addressed in order for the merger to be successful. 

A range of responses were evoked by this question (Chapter Six , pp. 1 78- 1 82 and Chapter 

Seven, pp. 206-2 1 0). This information could be instructive for those who are responsible for 

seeing that the implementation stage of such a merger is successfully handled. 
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Responses from the key players feH into four categories: Policy Barriers, Resource Barriers, 

Process B arriers and People B arriers. 

Policy decisions by succeSSIve governments and the prevailing free-market, competitive 

ideology, were seen as potential threats, as were diminishing resources, inappropriate 

management procedures for effective communication and consultation. Difficulty in integrating 

the cultures of the former institutions and in overcoming resistance to change generally, were 

further likely barriers. 

Staff responses focused mainly on "people barriers". Like the key players, they saw the failure 

to resolve cultural differences of the two staff groups as a major problem. They also highlighted 

the pivotal influence of the management style adopted, the need for consultation and effective 

communication and the necessity to ensure that no-one involved in the change felt 

disempowered or undervalued. 

If they want the merger to be accounted successful, in the fuHest sense, then those responsible 

for the implementation phase could benefit from car:f'd attention to the possible problem areas 

these responses indicate. Change literature (Chapter Tw( pp. 32-36) makes much of the view 

that, in an organisational change situation, people are Ut" greatest available resources . It behoves 

leaders of change to take careful note of this point. Treated well, dealt with compassionately and 

valued for what they can offer, people can be the most valuable asset for change leaders . 

Treated poorly, they can become insuperable obstacles. 

8.6 Implications For The Leadership Of Organisational Change 

From this interpretive account of "The Merger Story", seventeen implications for the leadership 

of organisational change are suggested. It should be remembered, however, that all leadership is 

context specific and any implications for action should relate to the particular contexts within 

which the changes occur. 

8.6.1 Implications Suggested 

8.6. 1 . 1 Care needs to be taken to be, and to be seen to be, honest and open. 

Responses to the question concerning the reasons for the merger revealed a widespread view 

that, along with those publicly stated, there were other, important unstated reasons (Chapter Six, 

pp. 1 44- 1 47, and Chapter Seven, pp. 205-206). There were suspicions that, right from the 

outset, some of the persons proposing the merger were not being entirely honest and open about 
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their motives for the change. The University' s  interest in a merger was suspected as being more 

related to its own expansionist designs than to the publicly stated educational reasons. Whether 

these suspicions were justified remains debatable but that they existed and had a bearing on the 

attitude of a number of people involved in the merger is a matter of record. The implication for 

leaders relates to the necessity, not only to be honest, but also to be seen to be honest. Decisions 

made and actions taken under a cloak of secrecy or confidentiality allow suspicions to germinate 

and rumours to flourish . By being manifestly honest, leaders can do a lot to prevent this 

situation developing. 

8.6. 1 .2  The development of a climate of trust within the organisation is very important, 
particularly during a period of change. 

As the first phase of the merger negotiations proceeded, it became apparent that an overall 

climate of trust did not exist within the Steering Committee itself. There were some members 

who were deeply suspicious of others although not prepared to reveal the basis of these 

suspicions or to work openly together. This led to open rifts and accusations which contributed 

to bringing this phase of negotiations to a halt. 

Suspicion and mistrust outside of the Committee also had a ne! .atiw. effect on the proceedings. 

Leaders' motives were questioned and there were elements of distrust between the two staff 

groups themselves over the respective positions they held toward the merger. 

This situation should remind change leaders of the importance of diligently establishing and 

maintaining the element of trust in any change situation. 

8.6. 1 .3  Care needs to be taken to articulate clearly what it is intended that the change will 
achieve and how this will be effected. 

Lack of specificity, over what the merger hoped to achieve and what the merged institution 

would look like, led to problems during the first phase of the negotiations .  The anticipated 

outcome, stated only in very general terms, was justified on the grounds that the synergy 

resulting from a combined approach would create a much stronger institution than the two 

institutions remaining separate and in competition. Little attention was paid to what the new 

institution would actually look like. It was some time before the significant differences of 

opinion became apparent between some key players of what would constitute the merged 

institution (Chapter Six, p. 1 49). This lack of a shared understanding helped bring the 

negotiations to a close. S imilarly, l ittle attention was paid to the details of the path to be 

followed in achieving the merger objectives. A committee was appointed to steer the 
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negotiations but, in the absence of any clearly specified plan of action, the negotiations very 

soon lost momentum and the process drifted to its unsuccessful conclusion. 

Shared understanding of the vision, the route to its fulfilment and the shape of the finished 

product, must be established at the outset when significant organisational change is being 

contemplated. Absence of this level of specification can readily lead to misunderstandings and 

loss of direction. 

8.6. 1 .4 Supportfor the established vision needs to be gathered. 

While it i s  seldom possible for leaders to gain complete support for any proposed organisational 

change, a smoother path and successful outcome are more likely if they can obtain a large 

measure of support for what they have in mind .  Widespread commitment to change is a 

powerful force working towards it achievement. In seeking support, wise change leaders 

identify those highly regarded and influential persons in their organisation. Aligning these 

opinion leaders, or "critical persons", with the proposed change greatly increases the probability 

of many more persons in the organisation becoming committed to it. 

During the first phase of the negotiations, the degree of equivocation demo, stra .ed by several of 

the key players with respect to their commitment to the merger did little to encourage any 

widespread support for the change. The much smaller group leading the second phase had no 

such equivocation. Their absolute commitment and their "top-down" approach provided a clear 

position and one with which many could identify and were prepared, if not to support, at least 

not to actively oppose. 

8.6. 1 .5 The term "agreement in principle " needs to be fully understood. 

After initial discussions ,  the University and College Councils "agreed in principle" to explore 

the possibility of engaging in a merger (Chapter Five, p. 1 1 3) .  This agreement proved to be a 

"two-edged sword". It allowed the freedom both to examine the notion in general terms and to 

avoid facing directly more problematic issues and to withdraw from the exercise if the process 

became difficult. This latter freedom was exercised. Lack of shared understanding by key 

players, of what the term meant, played its part in the final collapse of the negotiations. 

This example underlines the importance of being absolutely clear what the term "agreement in 

principle" means . As the term has both strong and weak connotations, it is essential, before 

entering into an "agreement i n  principle", to be absolutely clear which connotation is operative. 
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In its strong connotation, an "agreement in principle" means that the intended action will be 

pursued with full commitment and will be abandoned only if insupelable obstacles bar the way. 

In its weak sense, an "agreement in principle" implies a much lower level of commitment where 

the agreement can be terminated for a variety of less compelling reasons. 

Failure to make this distinction can prove very costly in terms of time, effort and goodwill and 

highlights the need to clarify precisely any decisions that have been made, or agreements 

entered into, during the course of the change process. 

8.6. 1 .6 The mix of persons in working parties needs to be carefully monitored. 

One source of the difficulties experienced by the Steering Committee during the first phase of 

the merger negotiations stemmed from the composition of the committee itself. As a number of 

key players suggested (Chapter Six, p. 148), and as the records confirmed (Chapter Five, pp. 

1 1 5 - 1 1 6) ,  the "chemistry" of the Committee was not right and this had a negative effect on its 

activities. Thi s  experience provides a timely reminder that those playing a leading role in the 

change process should be carefully selected. They should represent a cross section of views, be 

able to rise above any personal conflicts and work objectively together in the in �reu <; of the 

group as a whole. The difficulty some key players had in working together in thi<  manner 

contributed to the eventual failure of the negotiations. 

8.6. 1 . 7  The timing element of change needs to be carefully considered and managed. 

In any change situation, the element of timing is extremely important. Change l iterature 

(Chapter Two, pp . 52-54, and Chapter Three, pp. 67-69), reinforces this point and emphasises 

the need to carefully judge the moment of readiness to initiate a change, the pace at which to 

proceed and the time to pause, or abandon, the activity. 

These judgements were not well handled in the first phase of the merger negotiations. The 

change process was initiated at a favourable time but quickly lost momentum and it was allowed 

to drift without any decisive steps being taken to remedy the situation. In the second phase, 

tighter control was kept of the timing element with a successful outcome being achieved in 

relatively short time (Chapter Five, p. 1 35). 

This example highlights, for change leaders, the critical role that timing plays in any change 

activity. 



243 

8.6. 1 .8  Constructive compromise has a positive part to play in the change process. 

Reluctance to compromise, by a number of key players, exerted a brake on progress during the 

merger negotiations. Two examples of this were the unwill ingness to agree to the employment 

of a consultant and the difficulties of agreeing over the visual identity of the new College 

(Chapter Eight, pp. 227 and 246). 

The only way to overcome difficulties of differences of opinion is  to compromise. Change 

leaders must be flexible enough to allow this compromise without abandoning the essential 

elements of their position. Effective compromise involves a willingnes s  to accommodate the 

views of other parties but not at the expense of conceding fundamental principles. 

8.6. 1 .9  The cultures of the organisations undergoing change must be understood and respected. 

Reconciliation of the major differences between the University and the College cultures, that 

became apparent during the merger negotiations, presented considerable problems. Staff from 

both institutions had their own ways of operating and their own views as to what was really 

important and they were concerned that a merger would intrude upon these beliefs and value. 

It is important that change leaders are aware of the powerful influence that the culture of an 

organisation exerts upon its members. Any changes must be carefully addressed. Change 

literature (Chapter Two, pp. 26-32) emphasises that change leaders should be sensitive to, and 

respectful of, an organisation' s  culture; both that of the present and that of the past. 

8.6. 1 . 10  People who are valued will become valuable people. 

It is important for change leaders to recognise that, during change, people are particularly 

sensitive to any attacks, perceived or real, on their personal worth. If they feel undervalued and 

that their contributions are not receiving the attention they deserve, then their willingness to 

support the proposed change is likely to be markedly reduced. During the merger negotiations, 

particularly during the first phase, it was evident that some people, and their contributions to the 

negotiations, were not valued. 

Within the Steering Committee, the air of mistrust that existed led to a devaluing of many of the 

ideas put forward and, as a consequence, progress was severely constrained (Chapter Eight, pp. 

23 1 -232). Outside the Steering Committee, there was evidence also that some staff members 

from both institutions placed little value on what their counterparts had to offer. The feelings of 

inferiority-superiority that manifested themselves from time to time (Chapter Eight, p. 226) 
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reflected this  situation. It is important that change leaders try to avoid such situations arising. 

Their own reactions, and the way they relate to people whose customary practices and 

expectations they are seeking to change, is very important. People who feel themselves to be 

valued are likely to respond positively and to do their best to promote, rather than impede, the 

change process. They will, in fact, become valuable people. 

8.6. 1 . 1 1  All those involved must be kept fully aware of what is happening, and is about to 
happen, during the change period. 

One of the criticisms from the staff of both institutions, during the first phase of the merger 

negotiations, was that they were not kept fully and regularly informed about what was 

happening. Not withstanding their original good intentions, the Steering Committee was not 

able to maintain an adequate communication network as the negotiations proceeded. 

Consequently, many of those likely to be directly affected by the change felt excluded from the 

process and disinclined to lend their support to it. 

Change leaders should not presume that they are communicating effectively. Throughout the 

period of change they should be constantly vigilant to ensure that communication networks, in 

fact, are working. The Steering Committee's activities in this area illustrate how easy it is for 

what is self-evident in theory to become much less evident in practice. 

8.6. 1 . 1 2  Consultation is important but it must be genuine and not carried to excess. 

Staff responses to the question relating to the change principles that they considered most 

important revealed considerable concern over the need for genuine consultation (Chapter Seven, 

p. 1 95) .  Effective consultation must provide opportunities for meaningful exchange of ideas. It 

should not be merely a public relations exercise. As well as being genuine, consultation must 

not be excessive. The Steering Committee became "carried away" with the notions of 

democracy and inclusion so that the excessive consultation that ensued hindered, rather than 

facilitated, their efforts to resolve their difficulties. (Chapter Six, p .  1 50). 

It is important that change leaders ensure that consultation is appropriate and genuine. 

8.6. 1 . 13 The external environment within which change is taking place requires careful 
monitoring. 

Frequently, factors outside the immediate control of those leading an organisational change 

impose themselves upon the situation and have to be addressed decisively. The actions of the 
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Manawatu Polytechnic, throughout the period of the merger negotiations, provide a relevant 

example of this .  In pursuance of their own interests, the Polytechnic sought ways to have the 

proposed College relocated on the main Massey University Campus (Chapter Five, pp. 1 35). 

The culmination of this effort was the Polytechnic 's  10 November 1 995 proposal to the Minister 

of Education: that he provide them with funding to enable them to purchase the Palmerston 

North College of Education' s interest on the Hokowhitu Campus. This was strenuously opposed 

by the College and the University (loc. cit. ) .  Only after almost six months of discussion and 

negotiation between all interested parties was a resolution found that allowed the new College to 

be established on the Hokowhitu Campus and the Polytechnic to be progressively relocated to a 

central city site. On 30 April 1 996, the Minister announced that an agreement had been reached 

and that the merger would proceed. (Chapter Five, p. 1 39). 

In all organisational change situations, change leaders need to deal decisively with external 

events which may influence their own operations .  

8.6. 1. 14 Capitalise on the opportunities that chance events may offer. 

During a perioe of organisational change, even with the very best of planning, chance events 

will often occur. These can produce "windows of opportunity" to which change leaders need to 

react. 

The chance 1 994 "coffee cup meeting" of the four Massey University senior officials is an 

excellent example of this point (Chapter Six, p. 1 60). At this meeting, the hand of serendipity 

showed itself with all four persons discovering that they were of a mind that one more attempt 

at negotiating a merger should be initiated. The opportunity that this discovery presented was 

taken, negotiations were resumed and, within a relatively short time, an agreement to merge had 

been achieved (Chapter Five, p. 1 28) .  A chance event had been capitalised on and the histories 

of two major educational institutions were significantly altered. 

8.6. 1 . 15 Preoccupation with details, at the expense of dealing with the bigger issues, should be 
avoided. 

During the first phase of the merger negotiations, over-concentration on some of the finer detail 

directed attention away from matters of real moment. A number of key players cited this as one 

of the weaknesses of this phase (Chapter Six, p. 1 50). 

It is important that the distinction between minor and major issues, though not always clear, be 

attempted and that change leaders focus on matters that are central to the success of the 
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enterprise. The danger of not seeing the wood for the trees needs to be constantly guarded 

against. 

8.6. 1 . 16  Choice of leadership style has a direct bearing on the change process. 

One of the marked differences between the manner in which the proceedings were conducted 

during the two phases of the merger negotiations concerned the leadership style adopted.  

The highly democratic, inclusive leadership style, adopted in  the first phase, was seen by many 

key players as placing severe constraints on their ability to progress the discussions (Chapter 

Six, p. 1 50) . When the negotiations were renewed, a very clear "top-down" management 

approach was put in place. A small working party was formed and given precise instructions to 

prepare a report for consideration by both Councils. Senior officials of both the University and 

the College had no doubt that the merger would proceed and the Working Party was charged to 

prepare the path for this to happen. 

This experience j 'hstrates the importance of adopting a leadership style most appropriate to the 

circumstanc os. 

However, while, in this instance, a less than democratic "top-down" management style proved 

to be effective, this may not have been the case in a different change environment where a 

"bottom-up" management style, may have been equally, or more effective. Management style 

must fit the circumstances. 

8.6. 1. 1 7  Overt reactions do not always reveal covert concerns. 

During a time of change, people usually feel extremely vulnerable and many of their deeper 

concerns are masked by apparently unrelated behaviours. An examination of the official records 

(Chapter Five, pp. 1 3 1 - 1 33) revealed a striking example of this .  It concerned the matter of the 

visual identity of the new College and provides an excellent example of the extent to which, 

during a time of change, matters apparently trivial, can actually be a cover for concerns which 

are, in fact, very deep and very seriously regarded. Change leaders need to be alert to this 

possibility. 

8.7 In Conclusion 

In this chapter, using the structure of the five research questions outlined earlier (Chapter One, 

p .  4) , the "Story of the Merger" as it relates to the negotiation phase has been presented. The full 
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story will only be available some years from now when the implementation phase has run its 

course. 

The reasons given for the merger, the difficulties the negotiations encountered and why they 

were eventually successful, have been examined. A basis for future research has been provided 

by looking at c riteria that might be used to judge the effectiveness of the implementation phase 

and the barriers that might hinder its success .  From this examination, seventeen implications 

have been identified that change leaders should carefully consider when they are embarking 

upon a significant organisational change. 

In the next chapter, the focus of the research is broadened. The "Wider Story" of organisational 

change is considered and a principle-based theory of change is presented. 
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CHAPTER NINE 

Effective Organisational Change 
The Wider Story: As A Theory Informs It 

The focus in this  chapter is expanded from the "Story of the Merger", as presented in the 

previous chapter, to the wider story of organisational change generally. On the basis of a 

detailed case study of one significant organisational change and an extensive review of relevant 

change literature, a principle-based theory of organisational change is presented. In the 

exposition of this theory a case is made for a principle-based approach to effecting 

organisational change and ten fundar It ntal principles are presented and discussed. 

Set in the context of educational literature, this theory is what Moore ( 1 974:5) describes as a 

"practical theory". As distinct from an "explanatory theory", it does not aim to explain, but 

rather, "its primary function is to guide educational practice." (ibid:7) .  It does not attempt to 

explain how organisational change occurs but instead suggests how such change might best be 

managed. Eisner ( 1 979) makes a similar distinction and speaks of "normative" and "descriptive 

theory" ; the former having a practical focus and the latter having an explanatory focus.  

From a change management perspective, this theory can be seen as a development of the 

contingency theory approach to organisational change. In the contingency approach it is 

recognised that, "no two organisations will face exactly the same contingencies" (Burnes, 

1 992:39) and, therefore, steps to meet contingencies need to be situationally specific. The theory 

advanced here recognises this point but adds to it by nominating the general principles that 

underpin, and are applicable to, all organisational change situations, whatever the contingencies. 

Viewed in this light, the theory might be described as a "Contingency-Plus" theory, with the 

"plus" encompassing the principles that apply to all contingencies. 
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In its most direct form, this theory can be represented syIlogisticaIly as follows: 
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• Premise one: A principle-based approach to bringing about organisational change is 

potentially more effective than any rule-based, or recipe, approach. 

• Premise two: There are certain basic principles of change that need attention for 

organisational change to be implemented effectively. 

• Conclusion: If these principles are elucidated, understood and applied, then the 

potential for organisational change to be effectively implemented is greatly enhanced. 

9.2 The Theory Explicated 

9.2.1 Premise One 

In this premise, the claim is made that d J: inciple-based approach to bringing about 

organisational change is potentially more effe.< , c;:  than any rule-based, or recipe, approach. 

9.2. 1 . 1  Definitions 

A principle-based approach is defined as one in which actions are based upon the application of 

fundamental principles of change. These principles act as guidelines providing a sound 

foundation for the change actions that need to be taken. A principle is defined as a guiding idea 

that informs judgement and action (Chapter One, p. 8). 

A rule-based, or recipe, approach is  defined as one that bases its actions on the assumption that 

all organisational change situations are basically the same and, as such, are susceptible to the 

application of essentially the same basic rules which come in the form of detailed and 

prescriptive strategies, tactics and techniques that can be universally applied. Different theorists 

offer different rules, or recipes. 

While in a principle-based approach there are common matters requiring attention In all 

organisational change situations, the manner in which they are dealt with is essentially 

situationally specific and is based on the judicious application of a set of core organisational 

change principles. 
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Principles are ideas and, as such,  as Eisner ( 1 979) observes, they are guides, "They are not 

recipes. One works with them, one does not follow them." (op. cit:273). With this approach, 

there is no specific recipe for success. What is offered is a foundation upon which each 

organi sational change can be soundly constructed. Such an approach is in itself no guarantee 

that success will follow. It is a necessary rather than a sufficient condition for this success to 

occur. 

Effectiveness, in this context, refers to the achievement of the goal or goals which the change 

was designed to achieve (Chapter One:8). 

9.2. 1 .2  Approaches Compared 

(a) A Rule-Based Approach To Organisational Change 

(i) Advantages 

Three advantages for a rule-based approach to organisational change can be proffered. The 

approach :  

• Provides very clear implementation instructions, 

• Is generally economical in terms of time involvement, 

• Provides a secure framework from which to operate. 

While clarity of procedure, economical use of resources and security of operational environment 

are all commendable attributes in any change situation, by themselves they are neither necessary 

nor sufficient conditions for this approach to be adjudged valuable. In making this  j udgement, 

the key question to ask is, "Have the change objectives been achieved with the minimum 

expenditure of time and effort and the minimum of financial and social cost?" With a rule-based 

approach, this question is most unlikely to be answered in the affirmative . 

(ii) Disadvantages 

An overall prescriptive approach does not suit change situations. By definition, change involves 

variation, and rules, although havi"ng their place in a controlled and static environment, are not 

equipped to deal with this variation. A rule-based approach to organisational change cannot take 

into account the uniqueness of each situation, nor can it successfully adapt to unanticipated 

changes that may occur. It is unrealistic to expect that it could. 



Table 32: A Rule-Based 

Advantages 

1 .  Provides very clear implementation instructions. 

2. Is generally economical in terms of time involvement. 

3. Provides a secure framework within which to operate. 

Disadvantages 

1 .  Has very limited potential for generalised application. 

2.  Is not equipped to adapt successfully when a situation changes. 

(b) A Principle-Based Approach To Organisational Change 

(i) Advantages 

25 1 

Having a set of principles to follow establishes a point of reference from which change can be 

initiated and against which change actions can be measured. ThesE' ",rin iples identify the key 

elements and provide useful  indicators of steps that need to be cons, 11',  �J in attending to them. 

They do not provide a detailed prescription of the action required. This comes in the form of the 

strategies, tactics and techniques that are appropriate for each unique change situation. 

Strategies are the overall plans that are formulated to bring about the change. The tactics  

indicate how these plans are going to be  approached and techniques detail the particular means 

to be used to convert the tactics into action. 

For a change manager, or leader, coming into an organisation with the mandate for 

organisational change, the initial strategy adopted might be that of taking time to identify and 

understand the underlying culture of the organisation. The tactics employed to do this might 

consist of scheduling times for familiarisation with the workings of the various sections of the 

organisation. The particular technique for obtaining an insight into the norms, beliefs and 

practices that underpin the culture might be to adopt an open, non-judgmental approach, where 

the people of the organisation are invited to explain what they do, what they see as the history of 

the organisation and what improvements they could suggest. The closer these measures relate to 

the base principles, the greater the likelihood of their being successful. The progressively 

focused nature of this approach is represented diagrammatically in Figure 1 .  
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Figure 1: The Role Of Principles 

CHANGE 

PRINCIPLES 

In this model, the foundation for action is provided by adherence to the relevant princ iple. F rom 

this princ iple, an overall strategy is devised and appropriate tactics and techn iques are applied to 

operational ise the strategy. 

In addition to prov iding the foundation for change action and a reference point for change 

actions to be evaluated, a princip le-based approach has the advantage of being applicable to al l  

organ isational change situations. Wh ile no two organ isational change s ituations are ever 

identical, they all have common elements. Applying principles to these common e lements 

al lows a wide variety of change s ituations to be constructively handled. 

A princip le-based approach creates opportunity for innovative and d ivergent solutions to be 

found to intractable problems. Following a principle, rather than a prescription, al lows room for, 

and indeed encourages, solutions to be found to unantic ipated problems that occur. It 

encourages "thinking outside the square" whereas a heavi ly prescriptive approach could be 

rendered inoperative as it has no firm basis from which to generate alternative solutions. 

(ii) Disadvantages 

It needs to be acknowledged that a princ iple-based approach to organisational change is not a 

panacea for al l  associated i l ls. It does have disadvantages, a lthough the extent to which these 

disadvantages are imagined rather than real is a matter for debate. For some people, a princip le­

based approach to organisational change does not provide sufficient guidance. They favour a 

more prescriptive approach where guidelines are more clearly defined and an effective outcome 

depends less on individual competence and attitude. It is conceded that a principle-based 

approach may not suit everyone. However, this tends to beg the question of the suitabi l ity of 
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such people as leaders for the task of organisational change, rather than the suitability of the 

approach for the task. 

A principle-based approach can be seen as overIy time consuming to operate but the substantial 

investment in time promises a sizeable return for the time invested. Using the principles as a 

point of reference from which to generate appropriate strategies, tactics and techniques takes 

longer than following a given prescription but the results are commensurately more valuable. 

The real question is not, "How long does it take to apply?" but rather, "What does it achieve?" . 

These perceived advantages and disadvantages of this principle-based approach to 

organisational change are shown in Table 33 .  

! I Table 33: A Principle-Based Approach To Organisational Change I Advantages ! 1 .  Provides a foundation upon which change actions can be based. 
I i 2 .  Provides a reference point against which change actions can be evaluated. 

I 3 .  Can be applied to all organisational change situations. 

I 4. Allows for innovative solutions to individual change problems. 
I 
I I Disadvantages 
I 

1 .  May not provide sufficient guidance in some situations. 

2. Could be overIy time consuming. 

9.2. 1 .3  Assessment 

When the advantages and disadvantages of these two approaches are reviewed, the case for 

accepting Premise One (op. cit:273) is strong. The principle-based approach has a much wider 

application than a rule-based approach. It is more adaptable to the variations of specific change 

situations ;  it provides a robust foundation upon which to build a tailored plan of action and it 

provides reference points against which actions can be measured. 

A rule-based approach, however, by its very nature, is much more prescribed and limited in 

value to a narrow range of applications. If changes occur, or the situation differs greatly from 

that for which the rules were designed, then its effectiveness diminishes markedly. 
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To return to the culinary metaphor employed earlier (Chapter One, p. 2), a rule-based approach 

to organisational change would be appropriate if all organisational changes were identical and 

each change situation required the same basic ingredients and in the same relative proportions. 

Unfortunately, this is not the case and each organisational change demands its own particular 

ingredients in its own particular mix. 

9.2. 1 .4 Support From The Change Literature 

Considerable support for this principle-based approach to organisational change is to be found 

in the change literature. Fullan and Miles ( 1 992) observe that. "Change is a j ourney, not a 

blueprint . . .  There can be no blueprint for change, because rational planning models for complex 

social change (such as education reform) do not work. Rather what is needed is a guided 

j ourney." (ibid:749) . 

Conner ( 1 998) makes a similar point when he  notes that, "Patterns and principles, not rules. are 

the key. Human transformation is too complex to be described by a set of rigid laws." (ibid: 1 0) .  

Instead of relying on a rule-based approach,  he declares, "Acknowledge the complexity of 

change by focusing on these patterns and principles for your direction ."  (loe. cit. ) .  Senge ( 1994), 

likewise, declares that what is required in effecting change, is "Not a c ookbook, but a set of 

principles and guiding practices." (ibid:9). 

Concern however, that principles may not apply readily across a range of diverse change 

situations, was both raised and resolved by Kanter ( 1 990). Initially, being an advocate of 

"contingency theory", and concerned with organisational change in the business sector. she 

worried about violating her own principles by looking for commonalities in different business 

situations. Upon reflection, however. she realised that she was looking at, "Broad trends and 

broad strategies that hold true across many industries, however, the specific ways the strategies 

are interpreted and used clearly depend on each company' s  history. environment. and current 

situation." (ibid: 1 2) .  Later, she supplemented this stand by declaring that: 

The appropriate way of thinking about change implementation has less to do with 
obeying "commandments" and more to do with responding to the "voices" within 
the organisations, to the requirements of a particular situation. and to the reality 
that change may never be a discrete phenomenon or a closed book. (ibid:39 1 )  

Application of appropriate change principles provides the basis for these "voices" t o  be 

addressed. 
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9.2.2 Premise Two 

In this premise, it is asserted that there are certain basic principles that need to be applied for 

organisational change to be effective. The question arises, "What are these basic principles?" 

Change l iterature provides a variety of responses.  Pugh ( 1986) provides four principles for 

dealing with organisational change, highlighting the fact that organi sations are organisms and 

not mechanisms which can be taken apart and reassembled as required. The Price Waterhouse 

Change Integration Team ( 1995) presents a group of fifteen principles to guide the 

implementation of organisational change. These include the need to confront reality, to focus on 

strategic contexts, to communicate effectively, to think big and to build a powerful case for the 

change. Land and J arman ( 1 992), speaking of the power of what they call "Future Pull", suggest 

that developing a vision, being committed to it and being willing to follow an unknown path, 

are all important principles of change. Other writers, (Huse, 1 985 ; Kilmann, 1989 ;  Kirkpatrick, 

1 993 ;  Jick, 1 993 ;  Covey, 1 992, 1 994, 1 997) offer their list of principles involved in facilitating 

effective organisational change. 

Mindful of the insights which change literature has to offer, the present study identified ten 

basic principles. The writer argues that these are the key principles that form the foundation 

upon which successful organisational change can be achieved. 

9.2.2. 1 The Principles 

Using grounded theory methodology, four main principles were initially induced from the 

assembled data. During the course of the research, this number expanded to six, then to twelve. 

Next, the number was reduced to nine, then finally rested at ten. (Chapter Four, pp. 97- 104. The 

Path To A Modified Grounded Theory) . 

The first four principles identified were coded as Vision, Communication, Valuing, and 

Consultation. Further input from staff resulted in Timing and Trust being added. Responses 

from the key players and reference to relevant literature revealed a further six principles worthy 

of consideration: Commitment, Courage, Continuity, Culture, Compromise and Consistency. 

Further reflection reduced this number to nine as Courage was subsumed under the 

Commitment principle, Continuity was subsumed under Culture and Consistency under Trust. 

Following discussion at a staff seminar, the principle of Chance and Serendipity was added, 

making a total of ten principles as the bas is  for the theory which was being formulated. These 

principles are presented diagrammatically in Figure 2. 



Figure 2: A Principled-Based Model 

TRUST 

9. 2. 2. 2  Principles Stated In Essence 

• Trust: A cl imate of trust needs to be developed and maintained. 
• Timing: The importance of appropriate timing needs to be recognised and addressed. 
• Vision:  A c lear vision needs to be enunciated and shared. 
• Valuing: A l l  persons need to be valued and respected as individuals in their own 

right. 
• Communication:  Appropriate channels of communication need to be establ ished and 

maintained. 
• Consultation: Genuine and relevant consultation needs to occur. 
• C ulture: Organisational culture needs to be recognised and managed. 
• Compromise: Recognition needs to be given to the appropriate role of compromise. 
• Commitment: A high level of commitment to the change needs to be maintained. 
• C hance and Serendipity: Attention needs to be given to unant icipated but relevant 

factors that may arise during the course of the change process. 
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No claim is  made that the principles advanced for effecting organisational change are the only 

ones that could be adduced. What is claimed is that, as they represent the core principles that 

need to be followed in the organisational change process, they warrant careful consideration by 

people seriously engaged in  any organisational change activity. These principles were derived 

from a detailed examination of a major organisational change involving two tertiary institutions 

and an extensive examination of relevant change literature. It is claimed that their presentation 

offers a further increment to the understanding and implementation of effective organisational 

change. 

9.2.3 Conclusion 

The theory presented here concludes that, if the cited principles are elucidated, understood and 

applied, then the potential for an effectively implemented organisational change is greatly 

enhanced. While the argument presented does not permit the comfort of deductive certainty, the 

evidence in the forgoing premises suggests that such a conclusion is justified. The remainder of 

this chapter is devoted to the elucidation of the principles that have been identified as being 

central to this theory. 

9.3 The Principles Elucidated 

9.3.1 The Trust Principle 

A famous tightrope walker successfully made his way across the Niagara Falls on a 
single wire stretched high above the Falls.  Turning to the crowd he asked: 

"Do you think I can return across this rope wheeling a wheelbarrow?" 

The crowd in unison roared, "Yes" 

"Great" the tightrope walker replied. "Then who will volunteer to sit m the 
barrow?" 

The crowd was silent. 

A climate of trust needs to be developed and maintained. 

The application of this principle is fundamental to all organisational change endeavours. It is the 

foundation stone upon which the structure of change is built. In the absence of a climate of trust, 

as occurred during the first phase of the merger negotiations, the probability of a successful 

organisational change being effected is extremely Iow. 
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Change literature is  both united and emphatic about the place of trust in the change process . For 

Bennis and Nanus ( 1985), "Trust is the lubrication that makes it possible for organisations to 

work" (ibid:43) while, for Covey ( 1994), "Trust is the glue of life." (ibid:203).  It is this trust 

that creates the environment where all the other elements of change can flourish. It is not given 

unreservedly but must be earned. Once earned, it cannot be taken for granted but, as Harrison 

and MacIntosh ( 1 989) note, it must be carefully watered and nurtured (ibid: 1 06) .  Pritchett 

( 1987) warns that the considerable effort put into the constructive building of trust can be 

demolished very quickly by untrustworthy behaviour. (ibid:38). 

To gain trust, one has to be "trustworthy" oneself. This trust must be reciprocal . Hazeldine 

( 1 998) observes that, "People who are systematically not trusted will eventually become 

untrustworthy." (ibid:2 1 6) .  In any organisational change this situation is one that needs to be 

strenuously avoided, for both ethical and pragmatic reasons. 

Should trust be lost, the consequences for effecting change can be counter-productive. This is 

well illustrated by the College-Massey merger proceedings where elements of distrust emerged 

at an early stage in the negotiations. These elements progressively developed and played a 

major part in the abandonment of phase one of the negotiations, eventually eroding what little 

trust remained. The extent of this loss of trust was revealed by one key player when he declared 

that he didn' t  think there was good faith on the part of one of the negotiating teams, except for 

possibly one person. While the accuracy of this assessment is open to debate, the fact that it was 

made, in all sincerity, highlights the crucial role that trust plays in the change process. 

Evidence from the change literature and from the merger study (Chapter Six, p. 1 77 and Chapter 

Seven, pp. 1 96- 1 97) suggests that, to give effect to this principle of trust, there are at least five 

conditions that must be met, each of which is necessary but which, by itself, is not sufficient for 

trust to be secured. 

9.3. 1 . 1  Condition one: Consistency 

Trust arises from the development of trustworthiness which ensues, in part, from a consistency 

of word and action. People are viewed as trustworthy if they can be relied upon to be consistent; 

if they are seen to be consistent in word and action; and if they act in a similar fashion in similar 

situations. Consistency ensures that there is no discrepancy between the "rhetoric" and the 

"reality". Figure 3 i llustrates this feature diagrammatically. 
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Figure 3 :  The Rhetoric Reality Triad 

WORD 
DEED 

A threefold relationship exists between what i s  said, "the rhetoric", and what i s  actual ly done, 

"the real ity". Deeds need to l ine up with deeds, words with words and deeds with words. Where 

this relationship breaks down, trust is put at risk. 

9.3. 1.2 Condition Two: Honesty 

Being consistent is not a suffic ient condition for trust to develop. Honesty is also requ ired. 

There was a strong feel ing that, during the fIrst phase of the merger negot iations, this condition 

was not being met (Chapter S ix, p. 1 55 and C hapter Eight, pp. 23 1 -232), resulting in a markedly 

negative effect on the negot iations. 

9.3. 1 .3 Condition Three: Openness 

I t  is not sufficient just to be honest, one must be seen to be so. Openness can lay to rest any 

suspicion of d istrust. Early in phase one of the merger negotiations, it became apparent that this 

level of openness was not present and that a growing sense of d istrust was developing. 

9.3. 1. 4 Condition Four: Fairness 

If  peop le are to be trusted then their actions need to be seen to be fair. Perceived unfair 

treatment erodes wi l l ingness to trust. 
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9.3. 1 .5  Condition Five: Competency 

People need to be regarded as competent if they are to generate a relationship of trust. It is 

unlikely that one would place trust in  a consistent, honest, open, fair and demonstrably 

incompetent person. Trust and incompetence are incompatible bedfellows. 

For organisational change to have a prospect of success, all these conditions for the 

establishment and maintenance of trust must be satisfied. As Hazeldine1>Qints out, (op. cit. ) trust 

i s  an essential element of the social capital of an organisation and, as such ,  it is a resource ;  like 

physical or human capital, that cannot be squandered or used carelessly. Kirk ( 1 997), referring 

to the importance of this trust and the reciprocal trust that must exist between change leaders 

and those being led, has some pertinent advice for those leading organisational change. 

Speaking of legitimate authority, he observes, "And this seems to me to be the essence of 

leadership (except in times of successful revolution) ; leadership must proceed from legitimate 

authority. People must know you and trust you - as you know and trust them." (Kirk, 1 997: 1 65). 

9.3.2 The Timing Principle 

There is a tide in the affairs of men which, taken at its flood, leads on to fortune. 
Omitted, all the voyage of their life, i s  bound in shallows and in miseries. 
(Shakespeare, Julius Caesar) 

The importance of appropriate timing needs to be recognised and addressed. 

The timing principle is another foundation change principle that requires senous attention. 

Change literature makes much of the need to consider carefully the timing element in any 

change operation. Pfeffer ( 1 992), examining the matter of timing, declares that, with respect to 

change, "Timing is (almost) everything", (ibid:227) while Conner ( 1 998) speaks of it as being, 

"the crucial variable" in the change activity. Other writers attach similar significance to this key 

element of the change process. 

Findings from the merger study also reveal the need to attend carefully to matters of timing. All 

key players indicated its importance in any organisational change. Insufficient regard for the 

element of timing during the first phase of the negotiations led to the proceedings being 

seriously impeded by failure to sustain the momentum of the discussions .  Matters were allowed 

to drift (Chapter Eight, pp. 22 1 -222) to such an extent that eventually the whole process ground 

to a halt. (Chapter Five, p. 1 28). 
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Considerations of the timing principle indicate a number of important dimensions that must be 

regarded if this element in the change process is to be well handled. 

9.3.2 . 1  When To Initiate Change 

First, there is the question of when to initiate a change. Pfeffer ( 1 992) notes that, "Issues and 

events have the quality of ripeness - there is a time to act and a time to delay." (ibid:244). 

"Actions that are well timed may succeed, while the same actions, undertaken at a less 

opportune moment, may have no chance of success." (ibid:227). One key player, who laid great 

emphasis on the concept of readiness for change, believed that it was essential that, "allowance 

for this concept be facto red into any change implementation plan. " (KPM2S).  

The necessity for those responsible for change to cultivate a sense of timing in order to 

introduce change at the right moment, is also emphasised by Farmer ( 1990) while Pritchett 

( 1 987) uses the metaphor of "The Time Window For Change" to make a similar point. 

Frequently, Pritchett observes, a window of opportunity develops for an organisation 

considering change and, "If that opportunity is not seized the window soon slams shut, or 

gradually slides shut, as the case may be." (ibid:99). Application of the timing principle ensures 

that appropriate action is taken while the window still remains open. 

9.3.2 .2 Pace Of Change 

As well as deciding when to initiate change, organisational leaders have to consider at what 

pace to proceed. Connor ( 1 998) makes this point well: 

Knowing when to push and when to ease back, recognising when the time is right 
and when other actions have finally met their goal are all part of timing and are 
important to successful change. All "correct" actions can be taken but if not at the 
proper time, they will not have the anticipated results. (ibid: 130) 

Change literature stresses the point that significant organisational change takes time, often 

considerable time. Change leaders should keep this point in mind. 

One of the most important findings of the study by Ramsay and associates ( 1 993) was that 

participants were more open to the idea of, and the need for, change when they had adequate 

time to discuss change. Numerous other researchers agree. Wilkins ( 1 989) points out that, 

"Creating a new history will, of course, take time. There is no alternative." (ibid:20) and 

Harvey-J ones ( 1988) declares that, with significant change, "Five years is absolute par for the 
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course of changing attitudes and even then that is only achievable if one is moving well within 

the established grain of thinking." (ibid:280). Deal and Kennedy ( 1 988) observe that, "Many 

managers underestimate the time it takes to achieve real and lasting change in an organisation." 

(ibid: 1 58).  They advise that there is no substitute for allowing enough time for change to take 

hold. Belasco ( 1992) suggests, "Organisations are like elephants-slow to change." (ibid:2). 

These statements, to a degree, beg the question of what constitutes adequate time. There is  no 

easy answer to this question, as each change situation must be considered on its merits. Arising 

from the merger study, there are, however, some general guidelines helpful for those responsible 

for organisational change. 

(a) Take care to assess the momentum of the change process. 

For change to occur, momentum is required both to initiate it and to maintain it. If this 

momentum is too slow, then the change is likely to stall and the whole enterprise is likely to 

grind to a halt. If the momentum is excessive, then the change is likely to outpace many of those 

whose support is vital for the success of the venture. Both situations are to be actively avoided. 

Staff responses highlighted the difficulties in achieving this balance (Chapter Seven, pp. 1 95-

1 96). 

Phase one of the merger negotiations fell victim to the first of these dangers. For a number of 

reasons, the pace of the negotiations slowed to such an extent that momentum was lost and the 

change process drifted, faltered and, eventually, fell over completely. M ore careful attention to 

monitoring the pace of the process may have revealed what was happening in time to have done 

something about it. A simple and useful, question for change leaders to keep in mind is, "Is the 

current pace of change appropriate?". 

(b) Check to see if there have been any modifications of the change vision that might 
require adjustments in the timing of the change process. 

A feature of valuable visions is that they are flexible and capable of appropriate modification in 

changing circumstances . If more time is required then the pace of change needs to be slackened. 

When the vision becomes less comprehensive, less time is required and the pace of change can 

often be quickened appreciably and productively.  All situations require careful reflection and 

flexibility to allow, when necessary, for original timetables to be adjusted to take into account 

the changed environment. 
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(c) Identify, and align with the envisioned change, the "opinion leaders", or "critical 
persons", in the organisation. 

In all organisations, not necessarily in positions of responsibility, there are a core of people who 

hold the respect and support of the majority of the organisation' s  staff. Because of their 

s ignificant influence on the workings of an organisation, in a time of change, it is particularly 

important that these people are identified and, where possible, aligned with the envisioned 

change. If the support of these "critical persons" is obtained then the chances of successfully 

implementing the change are greatly increased. During the first phase of the merger 

negotiations, n o  real attempt was made to identify these "critical persons" and the process 

became so democratic and inclusive that progress was severely constrained. In the second 

phase, the senior executives of both institutions became the "critical persons" and their 

alignment with the envisioned change was crucial in bringing it to fulfilment. 

(d) Make an assessment of the overall level of support for the change. 

As well as "critical persons", there is also a "critical mass" of support that must be considered in 

any change situation. During the unfreezing, restructuring and refreezing phases of change, 

(Chapter Two, pp.  1 7 - 1 8) there has to be a sufficiently strong level of support at each stage to 

allow the change process to proceed. Change leaders must assess this level of support and 

decide if a "critical mass" has been obtained. 

What constitutes a "critical mass" will vary from situation to situation and it is most unlikely in 

any organisational change for there to be total support for the change being promoted. Different 

people will "come on board" at different times and some will never do so. Change leaders aware 

of these differing degrees of support will be prepared to act when they feel support is  at a level 

that makes it highly likely the change can be, or cannot be, implemented. The notion of a 

"critical mass" reminds them of this point. 

(e) Act decisively. 

Having ascertained the level of support that the change has received, it is important to act 

decisively. If a "critical mass" of support has been established then it should be capitalised 

promptly. Delay can be counter-productive and can allow opponents of the change time to exert 

undue and unhelpful influence on the proceedings . Carr ( 1 997) graphically states the case. "The 

fire of opponents is much less accurate if they have to shoot at a moving target." (ibid: 1 80). 

Some staff members (Chapter Seven, p. 1 95) expressed a similar view, suggesting it was best to, 
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"Press ahead with a working consensus", so that, once a change had been decided, "it should not 

be allowed to l inger and fester". 

9.3.2.3 When To "Walk Away " From The Change 

If a "critical mass" of support has not been reached then it must be decided whether to seek 

further support for the change or to call the whole process to a halt and "walk away". B oth 

wisdom and courage are necessary here. Wisdom is required in order to ascertain correctly the 

state that the change process has reached. While it is unwise to bring the process to a halt 

prematurely because of some temporary difficulty, it is equally unwise not to recognise that 

insuperable problems have presented themselves and that any further progress is not realistically 

possible. 

Just as i t  takes courage to continue to strive for success in spite of major problems it also 

requires courage to recognise and accept defeat. When it is obvious that no further progress is 

possible, steps need to be taken to bring the process to an end. Preparedness to accept this 

outcome, to accept that the considerable time, effort, resources and emotional commitment 

invested in the project have come to naught, requires considerable courage. It is never easy to 

make a public declaration of failure. In the case of the first phase of the merger negotiations, 

neither of these qualities was demonstrated. The proceedings, moribund for some time, 

"dragged on" for three and a half years before a "face-saving reason" (Chapter Six, pp. 1 56-

1 59) was found to bring them to a halt. 

9.3.3 The Vision Principle 

"Would you tell me please, which way I ought to go from here?" said Alice. 
"That depends a good deal on where you want to get to." said the cat. 
"I don' t  know where . . .  " said Alice. 
"Then it doesn' t  matter much which way you go." said the cat. 
(Lewis CaroB, Alice In Wonderland) 

A clear vision needs to be enunciated and shared. 

Vision can be seen as the mental picture of both the object of the change and the means whereby 

that object i s  to be obtained. It is an imaginative perception of the change outcome and how it 

will be effected. Change literature has a great deal to say about the importance of this element of 

the change process (Chapter Two, pp. 19-26). There is widespread agreement that the 

fonnulation of a clear, well articulated vision is a necessary precondition for successful change. 
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The V ision Princ iple acknowledges this point and gives some lead as to how this vita l aspect of 

the change process can be addressed. 

During the first phase of the merger negot iations, there were c lear l imitations in the way this 

aspect of change was managed. In the light of subsequent events, critic isms from some staff and 

key players (Chapter S ix, p. 1 49), suggesting that a fu l ly articu lated, wel l  reasoned vis ion, was 

never real ly presented, are wel l founded. 

This became most evident during the handl ing of the Programme Sub-Committee's Draft Report 

(Chapter Eight, pp. 222-223). At this time, it became apparent that there was considerable 

d ifference of opin ion between key p layers as to what the envisioned programme should look 

like and what the process involved shou ld be. A clear vis ion had never been articulated and 

agreed. This fa i lure seriously l imited the progress of the negotiations. 

On the basis of understandings gained from the merger negot iations, the Vision Princ iple 

presents five criteria for consideration as guidel ines for the formulation of effective 

organ isational visions. These are represented diagrammatical ly in F igure 4 and then elaborated 

in more detai l .  

Figure 4: Criteria For E ffective Visions 

FLEXIBLE 
INSPI RATIONAL 
REALISTIC 
EXPLICIT 
SHARED 

9. 3. 3. 1 Visions need to be flexible 

While effective visions need to state their intentions clearly, they should retain a degree of 

flexibi l ity that al lows them to adapt their shape should circumstances change significantly. One 
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key player (KPC30) used the metaphor of a shell in describing the nature of a vision . The shell, 

he suggested, establishes the broad outline of the vision but within it are structures to allow for 

any development that may need to be taken into account. 

Paradoxically, visions need to be, like the mast of a yacht, at the same time "both firm and 

flexible", prepared to be modified when necessary but not diverted from their main course. 

Wallace ( 1 992) refers to this flexibility of planning as, "perhaps an oxymoron" (ibid: 1 6) in that 

flexibility implies the ability to respond rapidly to changing circumstances, whereas the notion 

of planning suggests a more structured design. 

Massaro ( 1 99 1),  using a nautical metaphor, warns of the need for visions to be carefully planned 

and yet to retain their flexibility. He advises, "You must plan and you must agree on your 

objectives, but don' t  so over design your life jacket so as to turn it into a strait j acket." 

(ibid: 148). Massie ( 199 1 )  sums up the situation by observing that the value of planning 

diminishes as matters become more complex and, hence, "Adherence to a plan deprives you of 

the flexibility which you need if you are to ride the course of events . . .  You must have a goal . . .  

but to achieve it nothing i s  more important than that you retain fluidity of thought." (ibid. in 

Massaro) . 

9.3.3.2 Visions Need To Be Inspirational 

To assist in the change process, visions must have the ability to inspire the commitment of those 

people who are to be involved in the change activities .  Visions need to be exhilarating so that 

they excite people to consider the possibilities that lie ahead and desire to be part of them. As 

Senge ( 1 994) has said, effective visions are those that c reate the spark that lifts an organisation 

from the mundane and engenders excitement about the future . Visions can be the key to 

mobilising support. 

For this to happen, those leading the change must themselves be inspired by the vision, be 

genuinely committed to achieving it and be sensitive to the impact it will have on the lives of all 

those people involved. In the first phase of the merger negotiations, because these conditions did 

not operate, commitment to the merger, by some key p layers, was never more than equivocal. 

(Chapter Six, pp. 1 54- 1 5 5  and Chapter Eight, pp. 229-23 1 )  During the second phase, this lack 

of commitment was redressed (Chapter Eight, p. 235) and it was a crucial factor leading to the 

final success of the negotiations. 
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9.3.3.3 Visions Need To Be Realistic 

At the same time that visions need to be inspirational, they also need to be realistic . The path to 

attaining them, and the resources required, should be carefully considered. This does not imply 

that tight, practical constraints should be applied in the initial stages of formulating a vision. 

Rather, it means that, when all the creative and divergent ideas have been assembled, the 

c riterion of realism needs to be used so that, without losing the excitement of what might be 

possible, the vision that emerges is not a wishful fantasy but one which represents, as Yukl 

( 1 998) points out, "an attainable future grounded in the present reality." (ibid:443) .  

9.3.3.4 Visions Need To Be Explicit 

For visions to be useful, they need to be sufficiently explicit to ensure they are clearly 

understood. Explicit visions provide a strong sense of direction. One key player (KPM25) 

suggested that, to ensure this level of understanding, the vision should be repeated in various 

formats. 

This degree of explicitness was absent during phase one of the merger negotiations (Chapter 

Eight, pp. 222-223), contributing significantly to its failure. Change leaders would do well to 

heed this lesson. Without going into specific "blueprint details", the vision they articulate 

should be sufficiently explicit to allow all people involved to understand and react to it in a 

considered fashion. Visions act both as goals and guides. If they are not sufficiently explicit 

then they function as neither. 

9.3.3.5 Visions Need To Be Shared 

While there is some debate in change literature as to the most productive process for arriving at 

a vision (Chapter Two, pp. 23-25), there is none as to the necessity for a change vision to be 

shared by as many of those involved as possible. Responses from both key players (Chapter S ix, 

p .  1 65) and staff (Chapter Seven, pp. 1 93)  strongly support this position . The more the vision is  

shared, the more the likelihood there is  of achieving it. Where a vision is not widely shared, the 

chance of the change being easily effected is severely constrained. 

To have as many people as possible share the organisation' s  vision, change leaders need to 

recognise two important factors that influence people's attitude towards a change: self-interest 

and the interest of others. 
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When faced with impending change, people' s natural reaction is to ask "How will this affect 

me? What will I stand to gain from it? What will I lose?" Their self-interest in the change 

process is of paramount importance to them. Before committing themselves they need to have 

reassuring answers to these questions. They are more likely to share in the vision, and work 

constructively to assist its attainment, if they are convinced that their interests have been 

considered and will be protected. 

(b) The Interests Of Others 

People generally are not motivated solely by self-interest. In an organisational change situation, 

they consider the effect of the proposed change on others. If the change seems logical and 

promises to benefit everyone, then this  becomes a compelling reason for lending support to it .  

When both these factors are taken into account, and change leaders work with, not against, the 

interest of the people most  directly involved, empowering visions are likely to result. Such 

visions, as Belasco ( 1992) observed, "do not come from the mountain top - engraved in stone. 

Rather they are shaped - crafted-developed in co-operation with those who will live them." 

(ibid: 1 1 9) .  

9.3.4 The Valuing Principle 

He aha te mea nui 0 te ao? 
He tangata. He tangata. He tangata. 

What is the most important thing in the world ? 
People. People. People. 

(A Maori whakatauki-proverb) . 

All persons need to be valued and respected as individuals in their own right. 

One of the most common declarations of change literature is that, in all change situations, 

people, not structures or systems, are the most significant element to consider (Chapter Two, pp. 

32-36). Repeatedly, it is stressed that people are the gatekeepers of change and that it is their 

response to any contemplated change that is crucial to its ultimate success or failure. The 

Valuing Principle highlights this "truth" and reminds change leaders of their responsibilities in 

this area. 
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In all organisational change situations, dealing with the human face of change needs to be a 

priority. All people involved in the change need to feel valued as individuals, respected and 

having a place in the overall scheme of things. They should know they are not just "heads and 

hands" but are also "hearts and souls" with definite and worthy feelings. Regardless of their 

position, or their likely contribution to the change process, they need to be acknowledged as 

individuals who matter. There are both ethical and pragmatic reasons for attending to this need. 

The ethical reasons relate to the dignity of human life and individual worth. Whatever their 

station in life or potential to contribute, people are worthy of respect and consideration. Fullan 

and Miles (op. cit. Chapter Two, p .  34) stress that those leaders, who disregard the human face 

of change and ignore the dignity and worth of those being affected, are, in fact, expressing 

profound contempt for the meaning of lives other than their own. Regardless of the value of 

their contribution, a person ' s  own value must be recognised. This is an ethical imperative. 

The pragmatic reasons for valuing and respecting all persons involved in a change relate to the 

practical benefits that accrue from such an approach. People who feel good about themselves,  

who feel they are valued and that their concerns and contributions are worthwhile, are more 

positive in their approach. During a time of significant organisational change, it is vital that their 

willingness to contribute is established and nurtured. In sociological terms, this can be viewed 

as the building and harnessing of the social capital that exists within the organisation. 

(Hazeldine, op.cit:94) . Through sensitive utilisation of this c apital, the change process can be 

facilitated with greater ease. 

In expressing their views on the principles that need to be followed for organisational change to 

be accomplished effectively, key players and staff gave strong support for this position. The key 

players (Chapter S ix, pp. 1 7 1 - 1 72) spoke of the need to give attention to "the people thing" and 

to allow people to have their voices heard and respected. Staff emphasised the need to create an 

atmosphere where opinions and feelings mattered and where steps were taken to ensure that 

people remained intact as people. (Chapter Seven, p. 1 94). 

A cautionary note for change leaders is offered. It is important to observe that, in expressing 

their value of, and respect for, all the members of their organisation during a time of change, 

leaders need to be both genuine and seen to be so. In dealing with their workforce, they need to 

be absolutely honest and show that, while they may have to make some difficult and unwelcome 

decisions, they do care for the members of their organisation. Where this is not the case, where 

the declarations of concern and respect are perceived to be counterfeit, the reaction can be 

counter-productive. 



9.3.5 The Communication Principle 

The root cause of almost all people problems is the basic communication problem. 
People do not l isten with empathy.  They listen from within the ir own 
autobiography. (S. Covey, 1 992:45) 

Appropriate channels of communication need to be established and 
maintained 
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Most, if not all, change l iterature testifies to the importance of effective communication and i t  

insists that the establishment and maintenance of protocols is essential (Chapter Two, pp. 39-

4 1) .  There is  general agreement that, "Communication is still, at  a l l  levels ,  a fundamental 

problem in human society." (Holcroft, 1985 :45) . People can l ive with change if they are kept 

well informed about what is happening and what is planned. When communication lapses, they 

become concerned and distrustfu l .  Speculation leads to rumours, rumours quickly become fact 

and a general air of uncertainty prevails. As Kanter ( 1 990) observed, (ibid:62), during a time of 

change a "window of vulnerability" opens up. Effective communication, that which is 

transmitted unambiguously to the receiver and is fully understood, helps close this window. 

During the first phase of the merger negotiations, deficiencies in the communication protocols 

manifested themselves and contributed in no small measure to the overall difficulties that were 

experienced. Reflecting on these negotiations, and on organisational change in general, both 

staff and key players highlighted the importance of effective communication . Staff (Chapter 

Seven, pp. 1 93- 194) declared that it was essential for those involved to be kept fully informed of 

what was going on and to be apprised of what was being planned in the immediate future. They 

pointed out that, in any significant organisational change, there is likely to be considerable 

institutional grieving but, with effective communication, this can be minimised. Key players 

endorsed staff concerns (Chapter Six, p. 172). One person said that she had been saying this for 

twenty years and insisted that, while the survival process of change was going on, what was 

vitally important was, " Communication. Communication. Communication. " (KPC7) . Another 

person (KPC2) noted that, because of the absence of communication during the first phase of 

the merger negotiations, progress was severely constrained. 

The merger experience and relevant change literature suggest that change leaders would find the 

following three questions useful guides to ensuring effective communication. 

• What should be communicated? 

• When should this communication take place? 

• How best should this  communication be delivered? 
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When answering the first question, it may be that, although the general rule is for 

communication to be open and unrestricted, there are times when matters of personal or 

commercial sensitivity indicate the need for some constraints. When members of an 

"organisation-in-change" feel that they are not party to what is going on, they can rapidly 

become concerned, suspicious, and uncooperative; but where negotiations involving outside 

confidentiality cannot be assured, a decision to withhold information may be in the best interests 

of all .  

The general response to the second question is that communication should be continuous. 

Sometimes the need for communication is not so pressing. However, where those involved in 

the change can legitimately claim to have been uninformed about some matter that directly 

affects their future, such situations should be avoided by establishing and maintaining 

appropriate communication protocols .  

The best method for communication delivery depends on circumstances at the time. For oral 

communication, change leaders may choose either an individual, face-to-face approach, or a 

more comprehensive, group approach. Appropriate written communication can be by personal 

letters to individuals or by e-mail to all staff. The specifics of each situation will determine 

which option is appropriate. All approaches have strengths and limitations .  In the oral situation, 

body language often conveys a contradictory and more powerful message than the words being 

used. In the written situation, words can be misinterpreted and give an impression of finality 

that can be difficult to dislodge. These limitations need to be carefully considered. 

When dealing with these three questions change leaders need to be sensitive to the fact that 

communication is a two-way process. As leaders of change they need to be receivers as well as 

deliverers. Effective protocols for promoting communication help ensure that this two-way 

transaction occurs. 

In the oral situation, communication involves three elements: speaking, listening and hearing. 

Not only must the communication be listened to, but it also must be "heard"; that is, it must be 

"decoded" and comprehended. If it is not listened to, or is listened to but not "heard", then 

effective communication has not occurred. The complementary relationship of these three 

elements is illustrated in Figure 5 .  



Figure 5: The Three Elements Of Communication 

9.3.6 The Consultation Principle 

A wise man is strong; yea, a man of knowledge increaseth strength. For by wise 
counsel thou shalt make thy war: and in  mu Ititude of counsel lors there is safety. 
(Proverbs, Chapter 24, verses 5 & 6) 

Genuine and relevant consultation needs to occur. 
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Consu ltation is the process of seeking the ideas and opin ions of others in order to make more 

informed decisions. Consultation is an essential e lement of any organisational change. Change 

l iterature writers (Chapter Two, pp. 4 1 -44) emphasise its vital role, and staff and key players 

involved in the merger negotiations also placed great importance on it. Staff required that 

consu ltation be genuine with those consulted having their concerns and suggestions fairly 

considered (Chapter Seven, p. 1 95). As one staff member observed, "Consultation after the 

event breeds a healthy cynicism in the consultees". Key players, in agreement with staff, added 

a warning against excessive consultation, with one p layer (KPM2 1 )  recall ing that excess ive 

consultation during the first phase of the merger negotiations produced a very negative effect. 

(Chapter S ix, p. I SO). 

In change, consu ltation is important for two reasons . First, it enables the pool ing of all avai lable 

expertise and knowledge so that optimum decisions can be made. Canvassing a broad area of 

opin ion, entering into debate and putting up propositions for careful examination, increases the 

l ikel ihood of producing the best of the avai lable options. 
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Second, consultation empowers those being consulted and it harnesses their energies in support 

of a common goal .  B y  being consulted, those people involved in the change develop ownership 

of the process and become committed to its success. The potential for active resistance is greatly 

reduced. 

Experience from the "Merger Story" indicates that, for consultation to be effective, four 

conditions should be met. Responses suggested that staff were particularly concerned that these 

conditions be operative (Chapter Seven, pp. 1 95 , 200-201 ) .  

Condition One: Consultation must b e  genuine. Those initiating the consultative process must do 

so with an open mind and be genuinely committed to considering what others have to offer. 

Condition Two: Not only must the consultation be genuine but also it must be seen to be so. If 
those people being consulted are not convinced of the sincerity of those consulting them, then 

their co-operation is likely to be withdrawn. 

Condition Three: At the outset, the parameters defining what is,  and what is not, up for 

consultation, must be made clear. It can be destructive for participants to enter consultation in 

good faith only to discover some matters they thought were debatable were off limits. 

Condition Four: All those persons being consulted must clearly understand that, while their 

contributions will be carefully considered, they will not necessarily be accepted. 

Bearing in mind these conditions, change leaders have a number of decisions to make 

concerning whom to consult, when to consult and for how long consultation should continue. 

Generally speaking, consultation should be as wide as possible but constraints, such as time and 

availability, sometimes force priorities to be established. Change leaders should identify, and 

consult with those people most likely to be responsive and who act as catalysts for change, the 

"critical persons" in the organisation. Involvement of these persons increases the potential for 

productive consultation. Key players pointed out that, in the first phase of the merger 

negotiations, consultation was so wide and unfocused that it became extremely counter­

productive (Chapter Six, p. 1 50). 

The timing of the consultation process reqUIres careful consideration. On the one hand, 

premature consultation can be wasteful of time and resources. On the other hand, undue delay in 

beginning the process may lead to the belief that the important decisions have already been 
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made and the consultation is nothing but a pretence. The Deloitte, Ross, Tohmatsu consultancy 

episode during the first phase of the merger negotiations was seen by many observers as such an 

instance (Chapter Six, pp. 1 57- 1 60). 

Associated with the question of when to engage in consultation is that of when to bring the 

consultation to a close. Where speedy resolution of issues occurs, this presents no problem but, 

where agreement remains elusive, steps must be taken to promote a sensible conclusion. A 

judgement has to be made concerning the merit of continuing with the process or ending it. 

During the first phase of the merger negotiations, this judgement was delayed so long that, 

eventually, all realistic hope of a productive outcome had disappeared. 

The following guidelines for action, derived from an examination of relevant change literature 

and the merger experience, are offered to assist change leaders in their application of the 

consultation principle. 

9.3.6. 1 Guidelines For Action 

• Clearly state, at the outset, the parameters of the consultation; indicating clearly what is, 
and what is  not, a topic for discussion. 

• Listen carefully with an open mind to all the views being expressed. 

• Be prepared to adapt a position if  evidence suggests that this should be the case. 

• Be prepared to hold to a position if this seems warranted. 

• B e  prepared to accept and reflect on criticism. 

• Ensure that all those people involved have the opportunity to be consulted. 

• State clearly, at the conclusion of the consultation, what action, if any, is to be taken as 
a result. 

• Ensure that such action accurately reflects the understandings reached during the 
consultation process. 

• Be sensitive to the needs of those persons whose ideas have not been accepted. 

For most productive consultation, a collegial rather than a confrontational approach is indicated. 

The former engenders a climate of trust whereas the latter immediately sets the scene for 

dissent. Leaders who enter into consultation with the declaration, "I have a position. You 

convince me that I am wrong", prepare themselves for failure. 



9.3.7 The Culture Principle 

S ocial systems have an intricate complexity which is related to their historical and 
contemporary function. All too often we ignore this history and functionality. 
(Havelock & Huberman, 1 978:23) 

Organisational culture needs to be recognised and managed. 
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Change l iterature places great importance on the role of culture in the organisational change 

process and on the need for change leaders to understand how best to deal with it. (Chapter 

Two, pp. 26-32). Unless the culture of an organisation is well understood, the likelihood of any 

change being easily and effectively implemented is greatly reduced. The Culture Principle 

provides change leaders with some indication of how this aspect of the change process can best 

be handled. 

Leaders are faced with two major questions when considering the culture of an organisation 

during a time of change. What aspects of the organisation ' s  culture, if any, should be changed? 

How can this best be done? 

The first question presents three factors for consideration. 

9.3. 7. 1  The important aspects of an organisation 's culture are often the most difficult to detect. 

Much of an organisation' s  culture is more implied than explicitly expressed. The values that 

people have and the beliefs that they hold about what is important are often manifested through 

their actions, rather than their words. Change leaders need to be alert to the dangers of actions 

being misinterpreted. A change situation is often a time of vulnerability and stress ;  so what is 

said is not always what is meant and what is meant is often not said. Culture is  very complex 

and its identification is problematic . Belasco ( 1 992) highlights this feature of organisational 

culture with a story, which he claims is told too often not to be true. The president of a company 

had just attended a meeting where he had been, for the first time, exposed to the existence and 

significance of corporate culture . Turning to his vice-president he said, "This culture stuff is 

great ! I want one by Monday." (ibid:20l ) .  

9.3. 7.2 People in an  organisation hold strongly to their culture. 

Even though they may not articulate it, the culture of an organi sation is usually held dearly by 

organisational members. When it is challenged, they personally feel challenged and the natural 



276 

reaction is one of defence. With the distance between themselves and the culture of which they 

are part usually being small, rejection of the one can easily be taken as rejection of the other. 

9.3. 7.3 If the existing culture is understood and respected then it is more Likely that persons 
holding to that culture will be willing to accept changes to it. 

The culture of an organisation is embedded over a considerable period of time and those who 

subscribe to it have a vested interest in retaining it. A projected change that can be aligned with 

this culture is likely to receive favourable consideration. The more a change can, without 

compromising itself, effect a compromise between the existing culture and that envisaged by the 

change leader, the greater are the chances of it taking hold. Figure 6 il lustrates this point by 

using a Venn diagram. A represents the change leader' s vision of the new organisational culture. 

B represents the existing culture. C represents the resulting compromise culture. 

Figure 6: A Compromise Of Cultures 

• 
• • 

• • ·A· • • 
• 

• • 
• • 

In addressing the question of how best to bring about any change in an organisation's  culture, 

change leaders have three basic approaches available to them. At one extreme, they can adopt 

"The Revolutionary" approach where leaders go for radical change without familiarising 

themselves with the culture of the organisation, or, if they are already part of the organisation, 

taking time to assess the degree of support for the change from within the organisation itself. 

They formulate a change plan, forge straight ahead and implement it, ignoring the existing 

culture and overriding all opposition to it. In metaphorical terms, this might be described as 

"The Bulldozer" approach, where leaders rush in with their bulldozer and "clear fell" the area, 
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removing all aspects of the existing culture that they perceive as possible impediments to the 

envisaged change. This approach has the seductive appeal of being decisive but it runs the 

danger of removing the proverbial infant along with its associated bath water. Without respect 

for established mores (Chapter Seven, p. 1 97), features of the existing culture, that might be 

valuable in the changed organisation, are swept aside, along with the persons who represent this 

culture. Such action creates fertile ground for change resistance to germinate. 

At the other extreme, there is the "Conservative" or "Conservationist", approach where the 

emphasis is on maintenance of the status quo and very little, if any, real organisational change is 

effected. This approach sees leaders as being so constrained by their conservationist philosophy 

that they are committed to leaving the cultural forest largely untouched and basking in its 

natural beauty. In times of change, this is neither possible nor desirable. Some excision, to make 

way for new developments, is inevitable. The conservationist ' s  reluctance adversely affects the 

change process. 

Change leaders coming from outside the changing organisation are prone to adopting the 

bulldozer approach, whereas those within the changing organisation are most likely to suffer 

from the conservationist ' s  idealism. 

Somewhere between these two extremes is a much more measured, and potentially more 

successfu l  approach,  the "Strategic" or "Brer Rabbit" approach. The emphasis here is on 

measured change, on  taking reasonable time to assess the situation and to understand the culture 

of the organisation, before moving steadily forward to implement the changes that seem 

desirable. Here, the change leader, like Brer Rabbit, hops quietly into the cultural "garden", 

assesses where dangerous weeds and tar babies might be lurking and, after careful reflection, 

decides how best the garden can be reshaped, utilising what already exists and making way for 

exciting new developments. Productive plants are nurtured and noxious weeds and tar babies are 

exterminated. Although in one sense just as ruthless as the "Bulldozer" approach, this approach 

is more sensitive to the culture of the organisation and, by working with the existing culture 

rather than against it, is more likely to be rewarded with success. 

9.3.8 The Compromise Principle 

There is, however, a seductive power in certainty. If you have no doubt, then you 
never see the need to compromise. (c. Handy, 1 994: 84). 

Recognition needs to be given to the appropriate role of compromise. 
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Change l iterature makes clear (Chapter Two, pp. 5 1 -52), and key p layers (Chapter S ix, p. 1 76) 

and staff (Chapter Seven, p. 2 1 3 )  confirm, that the role of compromise in the change process 

warrants careful consideration. 

A common misconception about compromise is that engaging in it is a sign of weakness. It is 

better to be "strong and wrong" than to appear "weak but right". Ironical ly, the opposite is 

actual ly the case. To be prepared to engage in product ive compromise is a great strength, not a 

weakness, and its appropriate employment is a positive facil itator for effective change. During 

the first phase of the merger negotiations, an unwi l l ingness to compromise was one of the 

reasons that led to the fai lure of these negotiations. "Both camps had strongly held views that 

they weren 't prepared to compromise and 1 guess in a sense it was a stalemate. " (KPM8). 

Comprom ise, as shown in  F igure 7, has three "faces", only one of which leads to a productive 

outcome. 

Figure 7: The Three Faces Of Compromise 

--....~ . .. IIIII--

ACHIEVEMENT 

OIALOGUE 

The essence of compromise is that the participants be prepared to adapt their initial pos itions in 

the l ight of new evidence and logical persuasion but that they not sacrifice any principles that 

are fundamental to their cause. While wi l l ing to hear what the other parties are advocating, they 

must be prepared to remain true to their basic bel iefs. When both parties are prepared to make 

concessions, without jeopardis ing their basic positions, resolution of the issue is often poss ible 

and the achievement face of compromise is revealed. 

Where th is does not occur, two other possibi l ities present themselves. Where one of the parties 

succumbs to pressure and gives away its fundamental position, the appeasement face of 

compromise results. No real compromise is achieved. One party wins and the other loses. 
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Where both parties fail to hold to their basic positions, the abandonment face of compromise 

emerges and neither party gains a favourable outcome. Through insufficient commitment, both 

abandon the ir positions and the result that transpires suits neither. 

Both these faces of compromise are to be avoided. Inability to obtain compromise III the 

achievement sense needs to be recognised and other approaches considered. The "visual 

identity" exchange that occurred over a period of six months during the second phase of the 

merger negotiations (Chapter Eight, pp. 246) illustrates this .  After c onsiderable discussion it 

became clear that it was futile to pursue a compromise in the achievement sense and a 

temporary pragmatic arrangement was put in place with a view to reviewing the situation some 

time in the future. 

While compromise is  an important element in facilitating effective organisational change, it 

should never be pursued for its own sake. It is a means to an end, not an end in itself. 

9.3.9 The Commitment Principle 

Let me not to the marriage of true minds admit impediments. 
Love is not love which alters when it alteration finds. 
(Shakespeare, Sonnet CXVI) 

A high level of commitment to the change needs to be maintained. 

The Vision Principle indicated that, to be effective, any vision for change needs to be shared by 

those who are involved in bringing it about. The Commitment Principle builds on this 

requirement and asserts that this initial commitment must be maintained throughout the change 

process .  Evidence from the change literature (Chapter Two, p .  49) and the merger case study 

(Chapter Eight, pp .  229-23 1 )  provides strong support for this position. 

The following five factors warrant careful consideration by anyone responsible for 

implementing organisational change and is concemed to maintain a firm level of commitment to 

it. 

• Commitment to change is an inclusive process. Not only leaders but also all participants 
in the change need to be demonstrably committed to it. 

• Any equivocation of commitment by those leading the change invariably begets 
equivocation of commitment by those they are leading. 
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• It can be expected that people wi l l  exhibit different degrees of commitment at d ifferent 
t imes and wil l  have varying abil ity to sustain that commitment. 

• Commitment cannot be sustained indefinitely. I f  there is no apparent progress to the 
real isation oftbe accepted v ision, then commitment is l ikely to wane rapidly. 

• Commitment to change can be expressed at three levels: intel lectual, emotional and 
action. Only at the action level does anything actually happen. 

This tripartite structure of commitment is presented visua l ly In F igure 8. For effective, 

sustainable commitment, all three levels need to operate. 

Figure 8: The Three Levels Of Commitment 

ACTION 

During the course of the merger negot iations, there was never a universally high level of 

commitment to the change process. In the fifst phase, the commitment by those lead ing the 

change was decidedly equivocal (Chapter Eight, pp. 229-23 1 )  whi le, from some sections of the 

staff of both institutions, there was outright opposition (Chapter Eight, p. 225). In the resumed 

phase, whi le commitment at senior management level was h igh, at staff level it was not 

noticeably greater than before (C hapter Eight, p. 23 5). 

Throughout the negotiations, some people never wavered in the strength of their comm itment 

but others quickly lost interest. Their level of commitment rapidly retreated, at best, to the 

conceptual level; at worst, to the level of direct opposition. An inadequate understand ing of 
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what was meant by the term "Agreement in Principle" facilitated this development in the first 

phase. 

9.3.10 The Principle Of Chance And Serendipity 

Times go by turns and chances change by course. From foul to fair, from better hap 
to worse. (Robert Southwell, Times Go By Turns) 

Attention needs to be given to unanticipated but relevant factors that may 
arise during the course of the change process. 

The best planned organisational c hange, following the best available change principles, must be 

flexible enough to capitalise on events and opportunities that, quite by chance, present 

themselves. This was well i llustrated during the merger negotiations where a number of chance 

events strongly i nfluenced the change process . The first of these, perhaps the very first chapter 

in the merger story, was that which brought Hill and Whitwell together on a lengthy sea voyage 

to the United Kingdom (Chapter Five, pp. 1 05- 1 06); a voyage which provided opportunities for 

them to share, in  depth, their ideas for the future of teacher education .  The second was their 

respective appointments, a decade later, to positions of responsibility at Massey University and 

the Palmerston North College of Education. With this more formal relationship established, the 

merger story was effectively under way. 

During the actual merger negotiations a quarter of a century later, chance and serendipity 

continued to play a part. The chance meeting of four colleagues over a cup of coffee (Chapter 

Six, p. 1 60), where, serendipitously, they found themselves of one mind, was s ignificant in 

triggering the resumed round of merger negotiations. Subsequent changes in some key office 

holders, through ill health and completion of appointments, provided more examples of the hand 

of chance and serendipity at work. 

Change literature notes the role that chance and serendipity have to play in organisational 

change. Pascale ( 1990) provides an example from his study of the corporate scene in the United 

States of America where, in examining the major organisational changes that took place in the 

General Electric and Ford companies, he concluded that, "Serendipity has been a third factor in 

the transformation of these two companies" (ibid:26 1 ). Rowley ( 1 997) noted the powerful force 

of chance and plain luck in many change situations and spoke of "strategy walking on two legs, 

one deliberate and one emergent". 
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In highlighting the importance of these chance factors, the Chance and Serendipity Principle 

does not suggest that attending to them is a substitute for careful planning. What it does suggest, 

is that planning should never be so rigid that it cannot take advantage of situations that suddenly 

present themselves. 

9.4 In Conclusion 

In this chapter, the wider story of organisational change has been considered and a case has 

been made for a principle-based approach to accomplishing it. The application of a modified 

grounded theory methodology to a significant organisational change resulted in the derivation of 

ten change principles. These are offered as a contribution to the general understanding of the 

change process. 

Effecting organisational change is  never an easy task and those responsible for leading it require 

considerable skill, understanding and patience in order to bring such change to a successful 

conclusion. The writer, from his research, claims that judicious application of the change 

principles presented here provides a sound base for this to occur. While not offering a 

prescription for change, the principles highlight the essential areas that need to be addressed and 

they also suggest how this might best be done. 

Lewin ( 1 952) makes an interesting observation when he describes the stages new theories 

experience before gaining acceptance. He suggests: 

The history of acceptance of new theories frequently shows the following steps :  At 
first the new idea is treated as pure nonsense, not worth looking at. Then comes a 
time when a multitude of contradictory objections are raised, such as:  the new 
theory is too fancy, or merely a new terminology; it is not fruitful, or simply 
wrong. Finally a stage is reached when everyone seems to claim that he had always 
followed this theory. This usually marks the last state before general acceptance. 
(ibid:43) 

The last chapter presents a brief summary of the research and offers reflections on the 

methodology. 
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CHAPTER TEN 

Conclusion 

In this concluding chapter, the writer provides a brief summary of the research findings, reflects 

on the methodology of the study and makes suggestions for further research. 

The research had two main goals .  The first goal was to provide an objective, analytical account 

of a specific and significant organisational change; namely: the merger of Palmerston North 

College of Education with Massey University. The second was to generate a substantive theory 

of change. 

To achieve the first goal, data were assembled over a period of twelve months, during 1 997 and 

1 998, from four main sources: the staff of Massey University College of Education, the key 

players involved in the merger negotiations, the written records of the merger negotiations and 

the researcher's own direct involvement in the merger. When these data were analysed, the 

"Merger Story" emerged. Achieving the second goal involved assembling data over a similar 

period of time from two main sources: an examination of the implications of the merger 

experience and an analysis of relevant change literature. 

Following examination of all the data, a "Wider Story" was produced and a substantive theory 

of change was developed as an analytical tool for application to organisational change. 

10.1 The Merger Story 

On 25 October 1 989, the Vice-Chancellor of Massey University formally initiated the College­

Massey merger proceedings with a letter to the Principal of the Palmerston North College of 

Education, suggesting that the relationship between the two institutions be examined with a 

view to working together more closely. The suggestion was accepted by the College and a joint 

Working Party was established to consider the proposal. This consideration occurred in two 

phases and spanned a period of almost seven years, from October 1989 until June 1 996, at 
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which time me Palmerston North College of Education was disestablished and the merger with 

Massey University was effected. The negotiations that occurred during this period provided the 

focus for the present research. The five research questions (Chapter One, p. 4) provide a 

framework for the summary that follows. 

10.1.1 Question One: What Were The Reasons For The Merger? 

The stated reasons for the merger fell into two broad groups: strategic-financial and 

professional-academic. The strategic-financial reasons related to the viability of the College as a 

stand-alone institution and the concern the University had with the possibility of a decline in 

student numbers. The professional-academic reasons rested largely on the premise that the 

synergy resulting from the two institutions working together would produce a more favourable 

outcome than if the two institutions remained separate. Overall, these reasons were considered 

sound by the key players, although a small group was not convinced that the "survival 

argument" was valid. 

The un stated reasons suggested for the merger were almost exclusively strategic-financial in 

nature and were mainly related to the perceived expansionist ambitions of the university. A 

number of key players and a large number of staff from both institutions, but particularly from 

the College, expressed the view that the University was driven by fiscal imperatives to become a 

leading national and international educational provider and that the acquisition of the College' 5 

resources was the first stage in furthering this ambition .  These key players and staff seemed 

quite convinced that the driving force behind the University ' s  desire to merge was its 

expansionary, rather than its educational, vision. The prospect, for some University officials, of 

being part of an expanding empire may well have shaped some of their actions but there is no 

"hard evidence" that proves this contention . 

10.1.2 Question Two: What Caused The Breakdown Of Negotiations In 1993? 

Examination of the available evidence revealed fifteen causal factors as having a significant part 

to play in the breakdown of the initial phase of the merger negotiations. They fell into three 

broad groupings: Contributing Factors, Crucial Factors and Precipitating Events. 



10. 1 .2. 1 Contribunng f" actors 

(a) Composition Of The Joint Steering Committee 
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The "chemistry" of the group was not right and there were persons on the Committee who had 

difficulty in working co-operatively with others. 

(b) Joint Leadership Of The Steering Committee 

Ambivalence as to who should take a lead on certain issues resulted in matters, that should have 

been dealt with expeditiously, tending to drift and the negotiations lost their momentum. 

(c) Vision Articulation 

Enunciated in only very general terms, the vision proved to be of little help as either a guide or a 

goal. 

(d) Consultation Policy 

While a c onsultation policy was never formally discussed and agreed, the Committee, by 

default, became so inclusive and democratic that any new group mentioned was automatically 

included on the list of those who must be consulted. 

(e) Communication With Staff 

When the flow of information diminished, staff became increasingly suspicious about what they 

thought might be happening and their disenchantment had a negative effect on the negotiation 

process .  

(f) Over Concern With Detail 

The Committee seemed unable to distinguish between what needed to be examined immediately 

and what could be left until later. As a consequence, they became unnecessarily involved in a 

myriad of i ssues that could have been considered after the "big picture" had been completed. 

(g) Staff Opposition 

Enthusiasm for the merger, from the staff of both institutions, was never high and some groups 

were particularly strong and strident in their opposition to it. 
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While staff from both institutions were concerned with the advancement of knowledge and 

education, their focus and their practices were dissimilar in many respects . This was another 

factor that made it difficult for the negotiations to proceed smoothly and speedily. 

(i) Reluctance To Compromise 

Strong personalities, fixed positions and historical antagonisms contributed to an unwillingness 

to compromise. Concessions were not readily made and, as the negotiations became protracted, 

the situation progressively worsened, contributing significantly to the overall difficulties with 

which the negotiations were being faced. 

CD Change In Faculty Representation On The Steering Committee 

At the beginning of 1 992, the two Faculty representatives ,  who had been on the Steering 

Committee from the outset, were replaced by two new members. Established rapport was lost 

and productive discussion was constrained. 

(k) The Site Issue 

The ambivalence regarding the site of the merged institution was yet another factor that 

compounded the Committee' s  problems. 

1 0. 1 . 2.2  Crucial Factors 

(a) Commitment 

Consistent commitment was not present. While some persons were fully committed to the 

negotiations, others were equivocal about it and yet others were opposed, usually covertly, to it. 

Within the group of those committed to the idea, some did not raise the level of their 

commitment to much above the intellectual level. 

(b) Trust 

Lack of trust existed between some members of the Steering Committee. On the Committee 

were a number of people whose previous interactions had not always been positive and who had 

finn reservations about how much they could trust one another. This lack of trust became 

apparent early in the negotiations, making it very difficult for them to proceed in good faith. 



1 0. 1 . 2.3 Precipitating Events 

(a) Reaction To The Sub-Committee's Draft Report 
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The declaration by the Dean of the Education Faculty that the report was gravely deficient and 

that it provided no basis for a future programme was supported by the Vice-Chancellor who 

indicated that he was tempted to recommend that discussions should cease immediately. This 

assessment and contemplated intervention was one of two events that precipitated the final 

collapse of the negotiations .  

(b) The Deloitte, Ross, Tohmatsu Report 

The presentation of this report did not cause the collapse of the merger negotiations but was a 

final precipitating factor. The report was the means by which failure could be acknowledged 

without too much loss of credibility. The underlying cause of the collapse was more long­

standing and can be traced back. in very large part, to the equivocal commitment by a number of 

the key players' and the continual erosion of trust that occurred within the Steering Committee 

as the proceedings drifted. 

10.1.3 Question Three: Why Were The Resumed Negotiations Successful?l 

The merger negotiations, which commenced in October 1 989, failed to reach an agreement and 

ceased in July 1 993 .  In August 1 994 the negotiations resumed and, with the establishment of the 

Massey University College of Education on 1 June 1 996, were successfully concluded. 

10. 1 .3 .1  Change 1n Level Of Commitment 

During the second phase, the commitment of those people leading the negotiations was manifest 

and compelling. Those members of the original Steering Committee, who now formed the new 

Working Party, did not want their efforts to bring a merger to again result in a public and 

unhappy failure. 

The Councils from both institutions were, this time, more directly involved from the start and 

gave full support to the resumed discussions. They, too, had no desire to see time, effort and 

valuable resources wasted on another fruitless exercise. With this higher level of commitment, 

1 Success in this sense refers only to the fact that the negotiations achieved their aim of reaching an 
agreement to merge the two i nstitutions. It has no reference to the later implementation phase of the 
merger. 
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and an absence of overtly expressed opposition from the staff, a firm foundation for the ultimate 

success of the negotiations had been provided. 

10. 1.3.2 Changes In Personnel 

When the discussions resumed in 1 994, significant changes had occurred in the membership of 

the key players' group. Many of the historical antagonisms that plagued the first phase of the 

negotiations were absent and a distinctively different "chemistry" prevailed. Different power 

dynamics existed and those people involved demonstrated a greater degree of trust. Of particular 

significance in the new management team was the presence of the newly appointed College 

Council Chairperson who had a clear vision of what the merger could achieve and who was 

unrelenting in his determination to see that this vision be fulfilled. 

10. 1. 3.3 Change In Management Style 

In the first phase of the negotiations, an excessively democratic, inclusive, bottom-up approach 

prevailed. In the second phase, management was differently disposed. The senior officials from 

both institutions adopted a very clear top-down approach ,  taking control of the process from the 

start. Keeping the Working Party very small they focused directly on the merger outcome and 

refrained from getting "bogged down" in unnecessary details. In a relatively short time of nine 

months, a Report and Memorandum of Agreement was completed and signed and a Merger 

Implementation Group was formed to proceed with the work of accomplishing that which had 

been agreed. This tightly focused management style, very different from that adopted for the 

first phase of the negotiations, while not necessarily appropriate in all circumstances, proved in 

to be effective in this instance. 

10.1.4 Question Four: What Criteria Should Be Used To Judge The Effectiveness Of The 
Merger? 

Two sets of criteria can be usefully applied. The first set relates to the period immediately 

following the formalisation of the merger and it refers to the "interim success" of the merger. 

The second set relates to the longer term when the merger has moved from a "de j ure" status to 

a "de facto" one and its "ultimate success" can better be judged. 

During the first period, while the merger is "being bedded down", two main process criteria 

seem to be important: the degree to which staff and students are satisfied with the 

implementation process and the degree to which the cultural differences of the two former staff 

groups have been resolved. In the second period, product criteria relating to "the reputation 
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thing" are seen as important. If the new entity has confirmed its viability by establishing itself as 

a centre of excellence, to which increasing numbers of students and staff apply to come, and if it 

has built a national and international reputation for the quality of both its teaching and its 

research programmes, then it can be considered that the merger, in broad terms, has been a 

success .  

10.1 .5 Question Five: What are the barriers to the success of the merger?2 

The responses to this  question are valuable for two reasons. First, they provide potentially useful 

and specific information for anyone with responsibility for leading the implementation phase of 

the merger. By receiving, from those persons directly involved, an indication of any likely 

difficulties, change leaders will be able to consider ways of dealing with them. Potential 

barriers, if not removed, can be examined in advance. Being forewarned generally constitutes 

being forearmed.  Second, responses to this question provide valuable insights into the principles 

that change leaders should acknowledge during the change process. By analysing the responses 

from those directly involved in a significant organisational change, a much c learer picture 

emerges of what is important for leaders to consider in bringing about change as effectively as 

possible. 

Possible barriers to the effective implementation of the merger can be grouped as politicaL 

resource and people barriers . Leaders have limited control over the first two of these features. 

Over the third group, they do have considerable control and this has to be exercised with great 

care. There is ample evidence (Chapter Two, pp. 32-36) to indicate that, in the change process, 

where people are not treated sensitively, the chances of success are severely constrained. 

As the "Merger Story" unfolded a number of insights into the change process were revealed. It 

i s  claimed by the writer that, through the presentation of this "story", the first goal of this 

research project has been achieved. This goal embodied the provision of an objective, analytical 

account of a specific and significant organisational change; namely: the merger of the 

Palmerston North College of Education with Massey University (Chapter One, p. 2).  

2 The research reported in this thesis covers only the negotiation period of the merger, 1 989- 1 996, and not 
the subsequent implementation period. Question five looked at this later period and was included to 
provide some base data that could be useful in any longer term evaluation of the merger. 
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On the basis of an in-depth study of a cross-sector tertiary merger and a comprehensive review 

of relevant change l iterature, the researcher developed a principle-based model of change 

(Chapter Nine, p .  249). In thi s  theory, he argues that a principle-based approach to effecting 

organisational change provides a better basis  for action than does a narrowly prescriptive rule -

based or recipe approach .  

A principle i s  defined as  a guiding idea that informs judgement and action, and effective 

organisational change is defined as that which achieves the goal or goals it was designed to 

achieve (Chapter One, p. 8). The theory nominates the areas that need to be addressed and 

provides guidelines as to how this can be done .  Rather than rules or recipes, the theory provides 

a set of principles upon which strategies, tactics and techniques for implementing a change, 

appropriate to each specific situation, can be based. 

The rationale for a principle-based theory is presented, with the advantages and disadvantages 

of this type of approach being outlined. As distinct from a rule-based approach, a principle­

based approach is applicable to all change situations. It provides a foundation upon which 

specific change actions can be based, it provides a reference point against which these actions 

can be evaluated and it allows for innovative solutions to individual change problems. Support 

from the change l iterature for this type of approach i s  considerable, with large numbers of 

commentators stressing the unpredictabi lity of change and the limitations of any "blueprint 

approach" (Chapter Nine, pp. 254). 

Through the employment of a modified grounded theory methodology ten principles (Trust, 

Timing, Vision, Valuing, Communication, Consultation, Culture, Compromise, Commitment, 

Chance and Serendipity) are advanced as providing the essential core for those undertaking 

organisational change to use as a foundation for their actions . In addition, the theory provides 

general guidelines to assist change leaders in their implementation tasks . These, like the 

principles, are not narrowly prescriptive but they suggest criteria that can be applied, and 

conditions that should be met, if the changes are to have successful  outcomes. 

If this theory of change does, in fact, "add to our knowledge of the change process" (Chapter 

One, p. 1 ), then the research project reported here will have successfully ach ieved its second 

goal : the generating of a substantive theory of change. 
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10.3.1 Appropriateness Of The Methodology 
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In this qualitative case study research project a modified grounded theory approach to the 

collection and analysis of data was used. Considered reflection confirms this as an appropriate 

methodology for the task. It enabled the researcher to enter the field with an open mind and to 

explore the complexities of social interactions as they were revealed. Through the use of 

theoretical sampling, a broader base for the collection of data was facilitated. From this data, it 

was possible to progressively establish relevant categories that represented the realities of the 

situation.  The "thick description" that resulted provided a substantial platform from which to 

develop a "practical" theory of change. 

10.3.2 Methodology Revisited 

With the opportunity to plan this research again, the writer would make three modifications to 

the application of this methodology. 

(i) From the outset, he would confine the scope of the research to the period of the merger 

negotiations ( 1989- 1 996) . When he commenced his study, he envisaged exploring the 

initial period of the merger implementation ( 1 996- 1 997) as well as the negotiation 

phase. It was on this basis that the Staff Questionnaire (Appendix 4) was designed. 

When the scope of the research was reduced, several of the questionnaire items became 

irrelevant and their responses could not be considered. In addition, at the time the 

research was being undertaken, it was premature to examine the degree to which the 

implementation phase of the merger was s.uccessful .  Insufficient time had elapsed to 

allow a valid judgement to be made. 

(ii) In designing the Staff Questionnaire, he would have included questions seeking staff 

views on the reasons for the interruption to, and subsequent resumption of. the 

negotiations. In failing to do this, he deprived the study of a potentially useful source of 

data. 

(iii) When initiating the research, he would be particularly careful to take into account the 

sensitivities of all those people who might be affected by the findings of the study . His 

failure to consider these sensitivities resulted in some very delicate situations where 

reassurances had to be provided that ethical guidelines were being followed and 

professional reputations were not being challenged. This experience revealed the 

tenuous balance that can exist between the exercise of academic freedom and the 

preservation of individual rights .  
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One of the fascinating characteristics of research is its asymptotic nature. In the absolute sense, 

research never reaches a point of finality. While its conclusions become progressively refined, 

they always remain tentative and they are subject to further confirmation, modification or 

refutation. The research reported here is  no exception. It has presented two stories, the "The 

Merger Story" and "The Wider Story" and, some tentative conclusions. At the same time, 

however, the writer acknowledges the need for additional research to further examine such 

"stories" .  There are two potentially usefu l  directions such research might take. 

The first direction concerns the implementation phase of the merger which is currently in 

progress. While the merger, in a "de jure" sense, is in place, it will be some time before, in a "de 

facto" sense, it will actually have been achieved. Any maj or organisational change usually takes 

considerable time to become fully integrated and the CoIlege-Massey merger is likely to be no 

exception. A study of the integration process should be a rewarding and illuminating area for 

research.  The adoption of an action research methodology would be useful as it could be of 

valuable assistance to those people responsible for ensuring the success of the implementation 

of the merger. B aseline data for such research has already been provided in this study (Chapter 

Eight, pp. 237-239) in terms of criteria that might be used to measure the merger' s success and 

barriers that may exist to prevent it. 

The second line of possible research relates to the general field of organisational change and the 

validation of the principles in that broader context. While the ten principles derived from the 

present research are based on reports of a large number of practical experiences, the developed 

theory remains a theory. It still needs to be put to the test. This could be the role of future 

research. Such research could consider mounting a project where the ten principles are given 

expression in a practical setting and their outcomes are measured against a more rule-based, 

recipe type of approach. As part of that research, the principles themselves could be subjected to 

close examination and modified or supplemented as the evidence suggested. 

Research of this empirical nature, though difficult to structure and time consuming to undertake, 

could be of considerable value in increasing current knowledge of the processes involved in 

organisational change. Such research offers future researchers a challenge to consider. 
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10.5 A Final Word 

From a detailed case study of one significant organisational change, and from an extensive 

review of relevant change literature, the researcher has highlighted the complexity of the change 

process. He has presented an account of one significant organisational change and has derived a 

set of ten principles as a basis for effective implementation of organisational change, generally. 

These principles are offered to those persons responsible for bringing about organisational 

change wherever it may occur. While the researcher hopes that this offer will be accepted and 

the principles put to the test, the matter is now out of his hands .  It is up to those responsible for 

leading change to consider the principles, to build upon the foundation which this research has 

provided, and to put the principles to the test. In so doing, it may be found that brute sanity has, 

after all, an important role to play in the change process.  
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Focus Questions For Key Players 

1 .  What do you recollect to have been the stated reasons for the merger? 

2. How sound do you think those reasons were? 

3 .  D o  you think there were any unstated reasons for the merger? 

4 .  How sound do you think those reasons were? 

5 .  Why, do you think, the merger discussions came to a halt i n  1 993? 

6. Why, do you think, the merger negotiations were reactivated in 1994? 

7 .  Why, d o  you think, the reactivated negotiations were successful? 

8 .  What was your vision for the merger? 

9 .  What criteria would you use for jUdging the success o f  the merger; i n  the short term and 
in the long term? 

1 0. If you are in a position to comment, how effective do you think the process of change in 
the merger has been? 

1 1 . What change principles. m general, do you think should be applied to the change 
process? 

1 2. What barriers to the success of the merger do you consider might exist? 

1 3 . Do you think the term "merger" is an accurate description of the organisational change 
that has occurred? 

1 4 . Have you any suggestions that might be helpful to facilitate the success of the merger? 



Appendix 2 

The Key Players 



Appendix 2 

The Key Players 

• Professor R. Adams. Palmerston North College of Education. Council Chairman to January 
1 994. 

• Mr O. Aitken. Palmerston North College of Education staff representative on the JSC (Joint 
S teering Committee). 

• Mrs K. Broadley. Palmerston North College of Education . Executive Representative on the 
JSC and MIG (Merger Implementation Group). 

• Or J .  Burns. Massey University Education Faculty staff representative on the JSc. 

• Mr M. Carroll .  Massey University Merger Implementation Group Joint Project Co­
ordinator. 

• Ms J .  Carter. Palmerston North College of Education executive representative on the MIG. 

• Mr O. Chapman. Palmerston North College of Education. Staff Committee Chairperson. 

• Professor J .  Chapman. Massey University Education Faculty staff representative on the 
JSc. 

• Mr G. Collins. Palmerston North College of Education staff representative on a JSC sub­
committee . 

• Mrs M.  Croxson. Palmerston North College of Education staff representative on the JSC 
and also a Massey University Council member. 

• Professor G. Fraser. Massey University Assistant Vice Chancellor, Academic. 

• Mr B .  Hennessey. Palmerston North College of Education. Principal and Co-Chairperson of 
the JSc. 

• Mr J .  Hogan. Massey University. Assistant to the Vice Chancellor. 

• Professor G. Makolm. Massey University executive representative on the JSc. 

• Mrs Y. Marshall .  Massey University Maori representative on the JSc. 

• Professor J .  McWha. Massey University Vice Chancellor from January 1 996. 



• Associate Professor C. Nolan. Massey University. Education Faculty Committee 
Chairperson.  

• Dr J. Poskitt. Massey University Faculty of Education staff representative on the JSc. 

• Mrs W. Rockell. Massey University. Pro-Chancellor. 

• Associate Professor B .  Shaw. Massey University Faculty of Education staff representative 
on the JSc. 

• Professor I. Snook. Massey University. Dean of Education and Co-Chairperson of the JSC. 

• Mrs J. StrugneIl .  Palmerston North College of Education. Council Deputy Chairperson. 

• Mr P .  Sunderland. Palmerston North College of Education. Council member and College 
lawyer. 

• Mrs M .  Thomson. Massey University. Assistant Vice-Chancellor, Support Services . Massey 
Representative on MIG. 

• Mr W. Tither. Massey University. Registrar. 

• Professor W. Tunmer. Massey University. Dean of the Education faculty from 1 994. 

• Sir Neil Waters. Massey University Vice Chancellor to January 1 996. 

• Professor 1. Watson. Massey University, Principal, Albany Campus. 

• Mr H. J. Whitwell. Former Principal of Palmerston North College of Education . 

• Justice H. Williams. Massey University Chancellor. 

• Mr H. Wills. Palmerston North College of Education Registrar and MIG Joint Project Co­
ordinator. 

Not available for interview: 

• The Palmerston North College of Education Students' Association' s representative, Ms L. 
Hughes, attended only four meetings during Phase One of the negotiations and could not be 
traced. The Massey University Students' Association ' s  representative Mr J .  Downey 
attended only two meetings and also could not be traced. 

• Mr B .  Beetham, Chairman of the Palmerston North College Council from 1 994, died in 
1 997. 

• One Palmerston North College of Education executive member of the JSC was no longer on 
the College staff or in Palmerston North and because of very difficult family circumstances 
was not available for interview. 

• One Massey University Education Faculty staff representative indicated that he was too 
busy to be interviewed. 
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QUESTIONNAIRE: KEY PLAYERS. 

Question l .  
The statements that follow represent a summary o f  the m ain 

reasons 'key players' have given for the failure of the initial phase of 
the m erger negotiations ( 1989 - 93), and for the success of the 
resumed phase ( 1994 -95). 

Would you please: 
First ............... Circle A if you agree with the statement. 

Circle D if you disagree. 
Circle N if you are not in a position to 

resDQ.+.'d. 
Second ............ Circle the number of the statement you 

consider to be the most important. 

Reasons for failure of initial phase ( 1989 -93): 
1 .  A breakdown of trust between the College representatives 

and the University representatives . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . A D N 

2 .A lack of firm commitment to the merger by the College 

representatives . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  A D N 

3 .A lackof firm commitment to the merger by the University 

representatives . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  A D N 

4 .  A clash of personalities  restricting obj ective discussion . . . . .  A D N 

5 .  The proposed new programme presented by the Programmes 

Sub-Committee was not sufficiently innovative. .  . . . . . . . . . . . . . . . . . .  A D N 

6.  A lack of shared vision for the new organisation . . . . . . . . . . . . . .  A D N 

7 .  Maj or differences in the College and University cultures. . .  A D N 

8 .  An over emphasis on c onsultation with all interested parties. A D N 

9 .An unwillingness by both groups to compromise . . . . . . . . . . . . . .  A D N 

1 0 .A feeling that contributions from both groups were not equally 
valued . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  A D N 
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Reasons for the success of the resumed phase ( 1994-95): 

1 .  The length of time between the two phases allowed 

distrust to dissipate somewhat. .  . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  A D N 

2 .  With the resolution of the site question, the commitment 
by the College to the merger was strengthened . . . . . . . . . . . . . . . . . . . . . A D N 

3 .  Changes in the membership of the negotiating team 
brought a stronger commitment to the merger . . . . . . . . . . . . . . . . . . . . . A D N 

4.  A less participative management style facilitated more 

rapid decision making . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  A D N 

5 .  The earlier phase had laid a foundation for successful 

resolution of remaining differences . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . A D N 

6 .  The negotiations were conducted with a greater sense 

of urgency. . .  . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  A D N 

7 .A clearer vision of the process to be followed was 
agreed . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  : . . . . A D N 

8 .  Staff from both institutions had become more 

accepting of the merger. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  A D N 

9. A greater appreciation of the different cultures of the 

two institutions had developed . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . A D N 

1 0 . Both groups had developed a greater mutual respect 
for the contributions each had to make. . . . .  . . . . . . . . . . . . . . . . . . . . . . A D N 



Question 2. 

What do you consider to be the three most important 
principles that should guide those persons who have the responsibility for 
bringing about a significant organisational change, such as a merger ? 

1 .  

2 .  

3 .  

Further Comments. 
If there are any other comments you would like 

to make about the process of change as they relate to the merger 
negotiations, or to organisational change generally, they would be greatly 
appreciated. 

Please complete: 
I agree 1 don't agree to be identified by name. 

Name 
--------

Thank you. 

Rex Dalzell 
1 511 0198.  

3DO 
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QUESTIONNAIRE 
The Merger of the 

Palmerston North College of Education 
with Massey University 

It is assumed that filling in this questionnaire implies consent. 

Please tick all the following that app ly to you. 

Male 0 

Female 0 

Academic Staff 0 

General Staff 0 

Teacher Support Staff 0 

Other 0 

Full-time 0 

Part-time Cl 
Previously Massey Education Faculty Staff DJ 
Previously Palmerston North College of Education Staff 0 

Number of years on staff up to 1 June, 1996 ___ _ 

REASONS FOR THE MERGER 

Ql. What do you recollect to have been the stated reasons for the merger? 

question.tms 



-2-

Q2. To what extent do you believe these reasons for the merger were sound? 
Indicate the basis for your belief. 

Q3. If you believe there were other unstated reasons for the merger please 
indicate what you think these reasons were. 

question.tms 



-3-

Q4. To what extent do you believe these unstated reasons for the merger were 
sound? Indicate the basis for your belief. 

CRITERIA FOR EFFECTIVENESS 

3 03 

Q5. What criteria would you use to judge the success, or otherwise, of the merger: 

(a) in the short term (ie in the first five years after the merger date of 
1 June 1996)? 

question.tms 



-4-

(b) in the long term (ie in the subsequent years)? 

THE PROCESS OF CHANGE 

Q6. What barriers to change do you see existing that may prevent the merger 
being successful? 

question.tms 



-5-

Q7. What principles of change do you think should be followed in bringing about 
change in an institution? 

. 

Q8. To what extent do you think that the principles of change that you have listed 
have been followed to date in the merger process? 

question.trns 



-6-

Q9. Up to the present time, how effectively, overall, do you feel the process of 
change has been handled? 

GENERAL 

QI0. What other comments do you have concerning the merger? 

question.tms 



-7-

Thank you very much for taking the time to complete this questionnaire. 

Kia ora. 

question.tms 

Rex Dalzell 



Principles for Effective Organisational Change: 
A Qualitative Case Study of the Merger of the 
Palmerston North College of Education with 
Massey University, Palmerston North, New Zealand 

Information Sheet 
Dear Colleague 

Tena koe. l am currently gathering initial data for my PhD study c oncerning the merger and 
am asking you to participate in this study by completing, anonymously, the attached 
questionnaire. 

The following information provides more detail of the study: 

1 .  This research is a Doctoral Study project which aims to discover and evaluate the change 
principles that have been applied in the organisational change involved in the merger of 
the Palmerston North College of Education with Massey University. From this 
examination it is intended to derive some generalis able principles that may be helpful to 
others managing change in similar circumstances. While I was directly involved with the 
Merger negotiations as p art of Senior Management and some of  you may have been 
aware of my views, I am no longer part of the Senior Management team and will be 
examining the change involved from a research perspective. 

2. The supervisors for my research are: Professor Emeritus Ivan Snook, Massey University ­
Chief Supervisor; Professor John Codd, Massey University; Associate Professor Clive 
McGee, University of Waikato. 

3.  It is  assumed that filling in the Questionnaire implies consent. 

You have the right not to answer any questions. 

5. All information given will be confidential to the research and any publications resulting 
from it. 

6. As part of  the research project it is intended to seek the help of participants again, in 
approximately 12 months time, to complete a further questionnaire. Participation will 
again be voluntary. 

7. When the project is completed a summary of the research findings will be made available 
to those interested in having a copy. Full details of the project will be presented in the 
dissertation that is required for the degree and in any conference papers or publications 
that may result from the study. 

8 .  I t  i s  anticipated that the completion of the Questionnaire will take 15-20 minutes. 

9.  Should you complete the Questionnaire would you please leave it  in the box marked 
Merger Questionnaire located at the Reception area: Hokowhitu - Ground Floor Tower 
Block, Harmony House, Ruawharo - Main Building, Albany - Reception area, Building 57, 
Oteha Rohe Campus. 

10. If you have any other questions please contact me at my Office T105, telephone 357 9104, 
extension 8891, or my Chief Supervisor, Professor I Snook, telephone 356 9660 or my other 
supervisors, Professor John Codd, telephone 357 9104, extension 8965; Associate Professor 
C McGee, telephone 0-7-856 2889. 

Kia ora koutou. 

I{ ours sincerely 

C O L L E G E  O F  
EDUCATION 

�� ._<'j _:;: j"":'� ��" ;:'" K l' 

Hokowhitu Campus 

Centennial Drive 
Private Bag 1 1  035 
Palmerston North 

New Zealand 
Telephone 0-6-357 9 1 04 
Facsimile 0-6-35 1  3325 

-
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25 October. 1 9 89 ; 

The P r i n ci p a l  

� 
� . 

MASSEV 
U N I V E R S I T Y  

Vice'(hancefior's OI:iCe 
Paimerston North 

New Zealand 
Telephone 106JI 6'H;99 
Facsimile 10631 505·6)3 

Palmers t o n  North Coll e g e  of E ducation 
C e n te n n i al Drive 
PALMERSTON NORTH 

Dear Mr H e nnessey 

We recently met a n d  discussed in very gene ral terms the fu ture relatio n s h i p  between the 
U n i versi ty and the Coll e g e .  Su bsequently I h ave talked with Pro fessor IV2.n Sno o k  and 
o n e  or two o th e rs .  I h a v e  also had a meeting with  some membe rs of o u r  Departme n t  o f  
E d u c a t i o n  a t  wh ich t h e  future d irect ions o f  the Depa r t m e n t  w e r e  touc h e d  upon. 

1 have now c o n c l uded that this  is  t h e  time for some l o n g - term t h i n k i n g .  I beli e ve that  
b e twee n  u s  we c o u ld b e c o me t h e  p r ime force in t e a c h e r  e d ucatio n in  !\"ew Zealand.  I 
ha v e  to s a y  th a t  I am n o t  s u re that all  my col leagu e s  share m y  o p timism and I a m  sure 
that  many o f  yo u r  col leagues  wil l  b e  equally skepticaL B u t  opportu nities do n o t  come 
o ft e n a n d  r am determined to s e e  that the University does  not c omplac e n t l y  let  i t  s l i p  
b y .  r h o p e  t h a t  t h e  lead e rs o f  t h e  College o f  Educa tion might fe el  t h e  snme. 

The a b o ve widens the scope on our earl i e r  d iscuss ion b u t  having now considered the 
matte r mOre fully I have concluded that the Univer s i ty s h o uld p u t  views i n  wrmng 
and i n vite you to consider them. If the College b e l i e ve s  that '.ve have a mu tual 
res p o nsi b i li t y  a nd an o p po r t u n i t y  to take some new s te ps 'r s u g ges t that a Joint 

IComm i t t e e  s ho u ld get down to d e t a i ls forthwith ,  If we cannot then make progress by 
about the end o f  the first term n_e x_t .ye!lr. '�Ie .will .kno w  .tha t  our g oals and p e rcep tions f 
a r e  n})t t h e  s :J. m e  and th a t  a combined a pproach probably wiII not  work. 

If you fe e l  t h a t  the above is worth p u rsuing I should be pleased to m e e t  again with  you 
to discuss  i t  further i n  ge neral te rms. I should then l ike  to see a joint g ro u p  tak e  u p  t h e  
matte r.  

Yo urs s i n c e r e l y  

T N M Wa t e rs 
Vice- Ch:wc e l l o r  
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M EMORANDUM OF UNDERSTANDING 

in respect of the future development of specified fatilities 
at Massey University (hereinafter the University) , 

the Palmerston North College of Education (hereinafter the College) 
and the Manawatu Polytechnic (hereinafter the Polytechnic) 

RECITALS 

}1 1J 

(a) Representatives of the University, the College and the Polytechnic met with 
representatives of the Ministry of Education, 1 2  October 1 990 in response to a 
3 October 1 990 invitation from the Ministry (see Appendix A) . 

(b) The terms of reference for this meeting required the partici pants to consider, 
inter al ia, the longer term needs of  the tertiary education institutions in 
P almerston North. 

(c) The possibility that the College could be relocated at an appropriate site o n  
t h e  U niversity, thus consolidating t h e  Polytechnic o n  the H okowhitu Cam pus, 
presently shared by the Col1ege and the Polytechnic was mooted at the 
meeting. 

(d) It was agreed that a further meetin g  of senior representatives should be held 
at the University, 1 7  October 1 990, to consider the feasibility of this proposal 
and the opportunity to consolidate functions of the Polytechnic at the 
H okowhitu C am pus. 

(e) This meeting concluded that, subject to certain conditions, including advice to 
the g overning bodies of the three institutions, consultation with staff who may 
be affected by the proposal, and the ful l  cooperatio n  of the Ministry, that 
d iscuss ions on the feasibil ity of the proposals proceed in accordance with the 
following items. 

(f) The relocation of the College on the University site is predicated on 
agreement that the College and University wilt merge. Any such agreement is 
the p rerogative of the Councils of the two institutions. 

1 1 THE PROPOSAL 

1 .  Scone 

To facilitate the prudent and rational long-term developments of mutual benefit to the 
three institut ions, outlined in  I above, it is understood that : 

(a) The Col lege i s  to progressively relocate to the University Campus; 

(b) The University is to allocate a mutually acceptable site for the purposes of the 
n ew School of Education and 



Cc) the Polytechnic is to acquire and occupy those properties to be relinquished 
by the College during the 'major move' and will proceed with a modified 
capital works programme within its extended boundaries. 

(d) the 'major move' will entail the vacation of the Awanui and Ruahine Buildings, 
Administration Tower, Campus C entre, B iology Court, Ubrary, lecture 
Theatres and the release of associated lands as mutually agreed. 

(e) the College land and properties not relinquished to the Polytechnic are to be 
vested in the University for the purposes of the neY' School of Education and 
associated activities pending decisions on ultimate use or disposition. 

2. Implementation 

To implement this proposal. it is suggested that the three participating institutions p ursue 
the following steps : 

(a) a full assessment of the space and resource implicatiOns of the 'major move' 
is to be undertaken in order to attain agreement on the equitable allocation 
and application of capital resources, as outlined in Section 3 below. 

3 1 1 

(b) the University is to provide and develop a six hectare (approx) site comprising 
Blocks C to H of the No.2 Orchard. Developments will focus in itially on the 
central Blocks E and F, but subsequently will include Blocks G and H to the 
north (currently carparking, horticulture and grounds) and B locks C and D to 
the south, post-April 1 993 (currently apple and pear orchards) . 

Initial development is to include the provision of site services and utilities and 
access roading (including the new University South Access Road) and the 
buildings scheduled in paragraph (b) below. 

(c) the University in consultation with the College is to construct the buildings 
facilitating "the major move" and including two (2) four-storey structures (of 
Awanui-type) , together  with administration and library facilities as appropriate. 
S pace schedules and other detaifs will b� resolved between the University and 
the College following 2(a) above. 

(d) The Polytechnic will take possession of the Awanui and Ruahine Buildings, 
Ubrary, Lecture Theatres, Biology Court and Campus C entre and all of the 
Administration B lock on vacation by the College and will undertake upgrading 
and conversion works as appropriate to its needs. 

(e) The Polytechnic is to review its capital works programm e  including the 
construction of the modified Science Block development subject to the final 
allocation of available monies under Section 3 below. 

(t) The University will pursue the feasibil ity of moving its Faculty of Education 
facilitjes onto the new site at the earliest opportunity. 

(g) Other facilities required on or in close proximity to, the S chool of Education 
site including a marae, performing arts, gymnasium and lecture theatre 
facilities will be pursued as a further works programme following the 'major 
move' at the earliest feasible date. 

p.2 



3. Rnance 

.. 

To assist with the funding of the items scheduled under Implementation above. it is 
understood that : 

(a) 

�b) 

the University will provide the new site for the S chool of Education with 
appropriate site services and utilities and will accelerate the development of 
the South Access Road. The University wil l  pursue the relocation of the 
Faculty of Education onto the School of Education site at the earliest feasible 
date within its capital funding allocation. 

the capital component of the grant generated by Teacher Education EFTS's 
(estimated at approximately: $1 million annually) will b e  committed to the 
major move over the period 1 991 - 1 995 inclusive. 

and either, as the approach preferred by the Polytechnic : 

(c) The M inistry of Education will provide a capital sum of fifteen million dollars to 
fund the 'major move' and comprising the following : 

(0 $1 0 milfion (ex-Ministry of Educatio n  capital funds) progressively 
to meet actual expenditures 

(i0 $2.5 million from the sale of the Stirling Crescent and Princess 
Street properties as these assets are realised 

(no $2.5 milfJon from the Polytechnic capital funding over a period of 
fIVe years up to 1 998. 

(d) The P olytechnic will expend up to four and one quarter million dollars on the 
development of the required Science Facilities and will allocate monies from 
its annual capital funding for the refurbishing of the Awanui,  Ruahine and 
Administration Blocks for Polytechnic purposes. 

or, as the approach preferred by the College : 

(e) The Polytechnic will provide the capital sum of $1 4.244 million (ex-Ministry of 
Education capital funds) up-from and fund its further capital works from : 

(0 the sale of Stirling Crescent and Princess Street properties 
($2.5M) 

(iO its annual capital funds (totalling $5.0M over frve years) 

The actual funding approach to be adopted may centre on the metl10d and timing of the 
transfer of assets from the College to the Polytechnic and the institutions will need to 
address this. 

The funding outlined above is expected to meet the expenditure entailed under 
Implementation items (b) - (e), but not any Significant proportion of (g) compriSing the 
consolidation of all the College facilities onto the School of Education site. 

Further studies are needed to assess the likely shortfall between the funding available 
from identified sources am:� the final anticipated cost figure. The three tertiary institutions 
wiil seek a commitment for future funding towards the costs of the subsequent moves 
from the Ministry of Education. 



4. TIming 

The timing of the ' major move' is constrained by the desire of the Po lytechnic to be 
operational in  its new facilities in the last quarter of 1 992 viz : 

(a) the required Science Facility to be completed by S eptember 1 992 

(b) the Awanui B lock to be released to the Polytechnic by S eptember 1 992 and 

(c) the Ruahine and Administration Blocks to be available by December 1 992 for 
conversions and refurbishing. 

It is proposed therefore that: 

(Q the University site for the School of Educatio n  be prepared for 
development at the earliest possible date and 

(iQ construction and commissioning of the buildings required for the 
'major move' be  completed prior to September 1 992 

(d) special ist facilities required on the School of Education site will proceed with 
expedition post-1 992 as a separate development based o n  the availability of 
funding from identified and agreed sources. 

I I I  CER 

The CER Steering Committee has been informed of the new developments arising from 
the meeting called by the Ministry and will be invited to consider these new developments 
as a further factor in their deliberation. I t  is accepted that it is the role of the CER 
Steering Committee to make recommendations to Councils on  establishing closer 
educational relationships between the two institutions. 

2 November 1 990 

pA 
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REPORT FOR THE COUNCILS OF MASSEY UNIVERSITY 
AND PAlMERSTON NORTH COLLEGE OF EDUCATION 

1 INTRODUCTION 

1 .1 On 25 October 1 989, Or Neil Waters, Vice Chancellor of Massey U niversity wrote to Mr 
B .  Hennessey, Principal of  Palmerston North College of  Education, suggesting that a 
joint committee be established to explore the possible future relationship between the 
U niversity and the College. 

1 .2 Early i n  1 990, it was agreed that a joint steering committee be set up to initiate, 
coordinate and report on enquiries into a possible closer relationship between the 
College of Education and Massey University. 

1 .3 The members of what came to be known as the C ER (Closer Educational Relationships) 
Steering Committee were : 

Professor lA Snook 
Mr B.J. Hennessey 
Professor G.S. Fraser 
Mr R.S. Oalzell 
Mrs KM. Broadley 
Professor G.N. Malcolm 
Or R.S. Adams 

(Joint Chairperson) 
(Joint Chairperson) 

1 .4 The CER Steering Committee established several specialist working parties to identify 
issues which would need to be addressed if an amalgamation were to be pursued. 

1 .5 The working parties investigated the following : 

Staffing and Conditions of Service 
ii Finance 
Hi Governance and Management 
iv Courses and P rogrammes 

Membership on the working parties was representative of the College and the UniverSity. 
Copies of the working party reports are attached. 

Consideration of the implications of amalgamation for buildings and plant was deferred 
until a clearer indication of the likelihood of amalgamation was obtained. 

2. CONCLUSION 

2. 1 The Joint CER Steering Committee, having consulted amongst interested parties and 
having received the reports from the working parties is firmly of the view that an 
amalgamation of the College and the University would be feasible and to the mutual 
advantage of the two institutions and the communities they serve. 

. .. /2 



J. IMPLEMENTATION 

3.1 I n  proceeding with an amalgamation, it  would be essential that al l  existing staff be given 
assurances relating to their employment including the following : 

(a) Transitional arrangements for existing staff 

(b) No staff member would be made redundant as an outcome of amalgamation 

(c) Staff salaries at the time of amalgamation would be maintained at least at the 
existing levels and the right to incremental i ncreases p reserved. 

(d) Staff members would not be required to undertake work substantially different 
from that which is required of them prior to amalgamation. Any changes of 
duties must be properly negotiated. 

(e) All negotiations regarding conditions of employment for all staff affected by 
the amalgamation would be conducted between the employers, the employer 
party and the unions in good faith, giving ful l  weight to the intention that staff 
members should not be disadvantaged in their conditions of employment 
because of the amalgamation. 

3.2 In establishing a School of Education within Massey University, it is accepted that new 
internal academic structures will need to be developed. These should be achieved 
through normal academic processes while scrupulously maintaining the integrity of 
teacher education and the status of Education as a distinct subject within the U niversity. 

3.3 Should the Councils accept in  principle a proposal to amalgamate, the Steering 
Committee and working parties, plus any additional groups thought to be necessary, 
would be expected to carry out a thorough investigation of the steps required to achieve 
the amalgamation of the College and the U niversity. 

3.4 The design and provision of the buildings required on the Massey Campus for the 
amalgamation would become part of the negotiating process required for the 
implementation of the amalgamation. 

4. RECOMMENDATION 

The members of the Joint Steering Committee unanimously recommend that : 

The Councils of Palmerston North College of Education and Massey University agree in  
principle to the amalgamation of  the two institutions with effect from 1 January 1 992, and 

ii Relevant staff of both institutions be fully consulted about the detailed provisions arising 
from this proposal. 

B. Hennessey and I .  Snook � 
Joint Chairpersons of the CER Joint Steering Committee 
1 6  November 1 990 1. JJ. drusvL . 

3 1 5  
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Memo to: 

M E M O R A N D U M . 

Professor G S Fraser 
Professo r  I A Snook I 
Registrar 
Finance Registrar 

Memo from: Vice-Chancellor 

pate: 4 January, 1 99 1  

A t  its meeting 1 4  December 1 990 Council resolved that the following recommendation be 
r atified: 

That the Councils of Palmerston North College of Educatio n  and Massey 
University agree in principle to the amalgamati o n  of the two i nstitutions w ith 
effect from 1 January 1 992. 

Council also adopted the recommendation: 

-'. 

That the relevant �taff of both institutions b e  fully consulted about the detailed 
provisions arising from this proposal and that appropriate consultation b etween 
both student representative take place.  

Council s tated quite clearly that it did no t see the report as a binding document of 
Conditions of Employment because such conditions had n o t  been discusse d ,  but saw it  in the 
nature of a ' base' document, from which discussions could proceed. 

r .  
� 
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C9 1/5/3 
C.E.R JOINT STEERING COMMITTEE 

The five broad principles listed below have been developed in consultation with 
students and staff of both the College and the University, and forwarded to the 
Councils of the two institutions with a recommendation that they be adopted. 

Any amalgamation between the College and the University should enhance the 
quality of both teacher education and the academic study of education as a 
University discipline.  

To this end, Palmerston North C ollege of Education and Massey University 
declare a commitment to the following principles : 

( 1 )  The integrity o f  teacher education and development, and o f  educational 
research and critical enquiry shall be preserved. 

(2)  Any administrative structures developed as a result o f  the amalgamation 
shall reflect the aims of both current institutions together with recognised 
national and regional responsibilities. 

(3)  Equity provisions contained in the Charters of both institutions shall be 
preserved with special recognition given to the needs and aspirations of the 
Maon as tangata whenua 

(4) Every effort shall be made to ensure that the funding of Education students 
follOwing a course of professional education is maintained at current real 
levels. Resources held at present, or received or generated in the future 
for teacher education shall be retained for teacher education. 

(5) All students within the proposed joint institution shall be provided with the 
opportunity to be fully part of the University community. Students' 
facilities ,  including childcare services, should be maintained to at least 
current standards. 

Bryan Hennessey and Ivan Snook 
Joint Chairpersons 

September 199 1 

CER020 
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TO: 

MASSEY UNIVERSflY 
Education Department 

M E M O R A N D U M  

Joint Steering Committee 

FROM: Programmes Sub-Committee, PNCE/MU, CER 

DATE: 2 1  October 1 99 1  

SUBJECT: PROGRAMMES, QUALIFICATIONS AND DEPARTMENTAL 
STRUCTURES IN AN AMALGAMATED INSTITUTION 

1.0 BROAD PRINCIPLES 

1 . 1 An amalgamation should retain existing (nationally recognised) 
academiC and professIonal qualifications from both Institutions . 
namely the Bachelor of Education and the DIploma of TeaChing. 

1 . 2  All aspects of  the current College course should be formally 
acknowledged in any new programmes. 

1 . 3  Amalgamation should provide students with choIce and 
'1Jortabillty", particularly early in the programme .  It should be 
possible for education students to transfer to another faculty and 
for students from other faculties to transfer to education. 

1 . 4  All components o f  the programmes and qualifications should 
eventually be amenable to extramural and/or off-campus tuition. 

1 . 5  The amalgamated institution should continue Its interest in the 
professional and academic development of teachers beyond the 
basic qualifications. 

2.0 PROGRAMME PROPoSALS 

2. 1 This paper attempts to outline proposals for qualifications and a 
range of programmes in an amalgamated institution and to detail 
the broad principles that should inform the structural 
arrangements within such an Institution. 
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2.2 The proposals are informed by ideas that have emerged in 
various papers produced as part of the continuing amalgamation 
discussions. 

2.3 All discussIon of teacher education in this paper Is based on 
general prInctples accepted by the programmes sub-cOm.m1ttee 
(they are the organiSing princIples upon which the current BEd 
and Diploma of Teaching were developed), namely, courses in 
teacher education normally have four components: 

i general further education (subject studies) ,  
11 educational studies, 
111 applied curriculum studies, and 
iv practice studies. 

These components are intended to produce students with: 

i a well-grounded further education in the interests of the 
personal and professional development of the student. 

11 a conceptually sound understanding of the educational 
system. human development, and the process of education. 

111 a competent level of theoretical and practical lmowledge in 
the process of teaching and learnIng. and 

Iv a practically based understanding of teaching in New 
Zealand Schools. 

2.4 It will be appreCiated that this represents a continuation of 
current practice. The first component Is met under regulations by " .-' ':' 

Schedule II Subject Studies. These currently include, in addition 
to a detailed lIst of papers offered by PNCE, "All papers approved 
for BAgr, BAgrEcon, BAAgrSC. BA. BBS. BEd. BHort. BHortSC. 
BRP. BSc. BSW. BTech. BVSc degrees but not inclucling papers 
in Schedule 1 ." This does not restrict IIsubject studies" to 
subjects offered as part of the primary school Curriculum. The 
second component, educational studies, Is met under Schedule I 

(a) Education and consIsts of a l1m1ted number of 100 and 200 
level papers including 36: 1 0 1  Education and Soctety, 36: 102 
Human Development, 36:202 Educational Psychology and 36:203 
Educational SocIology. The third component Is met under 
regulations by Schedule I (b) Professional Education and consIsts 
of about 40 p apers (1t varies from year to year). Two of these 
papers are at 100 level. 36: 151 Professional Studies I and 36: 152 
Professional Studies n. and are recognised as the equivalent of 
36: 1 0 1  and 36: 102. There are about ten 200 leve1 "Teaching of 
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. . .  " papers, including 36:232 Teaching of Mathematics and 36: 233 
Teaching of Language and Reading, and about ten other papers 
with a directly pedagogic purpose, including 36:242 Early 
Childhood Education and 36:247 Multicultural Education. There 
are also a number of 300 and 400 level papers (about 15 in all) 
which also have clear relevance to pedagogy. Practice Studies are 
currently provided at PNCE (amounting to 108 days) but do not 
gain paper credlt. 

2.5 The balance of components 1 in a programme of teacher 
education, whether for a Diploma or Degree (which is often a 
purely nominal distinction),  is invariably settled in every 
inStitution by appeal to locally established custom and practice. 
In the proposed 2 1  paper Diploma of Teaching (Primary) the 
ratios will be: Educational Studies 4:2 1 .  Curriculum Studies 
8 : 2 1 ,  Practice Studies 3:2 1 and Subject Studies 6 : 2 1 .  In the 2 1  
paper Diploma of Teaching (ECE) the ratios will be: Educational 
Studies 7:2 1 .  Curriculum Studies 4:2 1 .  Practice Studies 3:2 1 and 
Subject Studies 6:2 1 (with one additional paper being chosen 
from either Schedule 1 or 2).  In the new 28 paper BEd/Diploma 
of Teaching (Primary) they will be Educational Studies 7:28, 
Curriculum Studies 8:28. Practice Studies 3:28 and Subject 
Studies 10:28. In the new 28 paper BEd/Dlploma of Teaching 
(ECE) they will be: Educational Studies 1 1 :28, Curriculum 
Studies 4:28. Practice Studies 3 :28 and Subject Studies 10:28. 
These ratios are somewhat apprOximate as BEd students in 
particular will have some flexibility between Educational and 
Curriculum Studies and Subject Studles. but they can be treated 
as a reasonable guideline. 

. 

2.6 This paper proposes ( 1 )  a three year course leading to the 
Diploma of Teaching (Prtmary!Early Childhood),  (11) a four year 
course leading to the BEd/Diploma of Teaching (PrimarylEarly 
Ch1ldhood/Secondary). and (ill) a one-year course for graduates 
leading to the Diploma of Teaching ( Secondary). 

Pragmatic considerations have convinced the Sub-Comm1ttee that 
a three year exit point must b e  retained for the present, although 
our preference is a four year integrated programme of study. It 
is anticipated-, however. that the changes proposed will enable 
considerably more integration and flexibility of timing than has 
been the case. 

1 See Appendix 1 for further discussion of programme components. 

32u 
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2.7 The current arrangements regarding shortened programmes for 
graduate students will be retained. As policy is developed 
regarding assessment of students' prior learntng. it is expected 
that provisions for credit will be explored. 

3.0 QUALIFICATIONS 

3. 1 At present, PNCE students undertake both degree and diploma 
studies concurrently. About half enter teaching after three years 
at college, on the basis of the professional qualification. the 
COllege Diploma of Teaching. The other half take up a fourth 
year studentsh1p to complete the degree at univerSity. and enter 
teaching with both the degree and the professional qualification. 
This proposal envisages that students will have until the end of 
their second year before deciding on their exit qualification (Le.  
either Diploma of Teaching or BEdlDiploma of Teaching). 

3.2 The Diploma of Teaching will consiSt of 21 papers and the BEd 
28. The Diploma of Teaching will include all aspects of the 
college course. 

3.3 The Diploma of Teaching (Primary) will consist of 21 papers and 
will require the following programme of study: 

Educational Studies: 

36. 10 1 
36. 102 
36.23x 

Education and Society 
Human Development 
Curriculum and Teaching 

One other 200 level paper from Schedule I (a) 

Curriculum Studies: 

36.232 
36.233 
36.2xx 
36.2xx 
36.2xx 
36.2xx 

Teaching of Mathematics I 

Teaching of Language and Reading. I 

lYJ'each1ng of . . .  " 

Curriculum Studies (Primary) I 

Curriculum Studies (Primary) IT 

Curriculum Studies (Primary) ill 

1Wo further papers from the following: 

36.2xx 
36.2xx 
36.2xx 

Teaching of Mathematics II. 
Teaching of Language & Reading II. 

English Studies for Teachers. 
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Practice Studies: 

36. lxx 

36.2xx 

36.3xx 

Introduction to Teaching and Learn1ng 
Teaching Experience I 
Teaching Experience n 

Subject Studies (Schedule n) 

4 1 00 level papers 
2 other papers which must be at 200 level or above. 

JSC 9 1/33 

Diploma students will thus be required to obtain: 7 1 00 level 
papers, 1 1-13 200 level papers, and 1-3 300 level papers. The 
Sub-committee proposes that Education and SoCiety ( 10 1 ), 

Human Development ( 102), Lea.rn1ng and Teaching (23 1 )  and 
Educational Theory (230) be placed under the control of new 
course teams consisting of staff from both inStitutions and 
revised as those teams consider appropriate. This process of 
restructurtng should be the first task of the proposed new 
departments. A new 200 level paper Curriculum and Teaching 
will be created which will combine elements from the existing 
papers; 23 1 Curriculum Theory. 230 Learning and Teaching. 25 1 

Professional Studies I and 252 ProfesSional Studies n. The 
deSignation ''Teaching of .. . If refers to 234 (Science) ,  235 ( Soc1al 
Studies) ,  236 (English),  237 (English as a Second Language) ,  238 

(Art) . 239 (Physical Education) .  240 ( MusiC) and 246 (Health). It 
is proposed that students enrollng for one of these papers be 
required to have studied an appropriate Schedule n course. The 
three proposed new papers in Curriculum Studies are envisaged 
as being module based and will be structured in such a way that 
certain modules will be compulsory. A paper mi.ght, for example, 
require two compulsory modules and a third being chosen from 
two options. These papers are intended to accommodate those 
elements of the College course not currently recognised for 
university credit and will cover all areas of the primary school 
curriculum other than English and mathematics. Students who 
enrol for a specialist "Teaching of ... " paper in science. art, music, 
physical education or social studies may or may not be required 
to study that subject in a Curriculum Studies module as 
Departments shall determine. The proposed three new papers in 
Practice Studies will recognise teaching practice. 

3.4 The programme for the new BEd/Diploma of Teaching (Primary) 
Will consist of 28 papers and require the followtng course of 
study: 
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Educational Studies: 

36. 1 0 1  
36. 102 
36.23x 

Education and Society 
Human Development 
Curriculum and Teaching 

One other 200 level paper from Schedule I (a) 

JSC 9 1/33 

At least 3 300 level papers in education from either Schedule I 
(b)  or BA Schedule B (Education papers in Soctal Science). 

Curriculum Studies: 

36.232 
36.233 
36.2xx 
36.2xx 
36.2xx 
36.2xx 

Teaching of Mathematics I 
Teaching of Language and Reading I 
''Teaching of . . .  " 

Curriculum Studies (Primary) 1 
Curriculum Studies (Primary) 2 
Curriculum Studies (Primary) 3 

Two further papers from the following: 

36.2xx 
36.2xx 
36.2xx . 

Teaching of Mathematics n 
Teaching of Language & Reading n 
English Studies for Teachers 

Practice Studies: 

36. 1xx 
36.2xx 
36.3xx 

Introduction to Teaching and Learning 
Teaching Experience I 
Teaching Experience n 

Subject Studies (Schedule ll) 

4 1 00 level papers 
At least 6 other papers which must be at 200 or 300 level. (At 
least 4 papers must be taken in a single subject and 2 of these 
must be at 200 level or above. ) 

BEd/Diploma of Teaching (Primary) students following the 
integrated programme will thus be required to obtain: 7 100 level 
p apers, 1 3-17 200 level papers, and 4-7 300 level papers. The 
essential 300 level papers will be 3 in Educational Studies and 1 
in Teaching Experience. 
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3.5 It is the Sub-committee's opinion that the current Schedule may 
need some modification to increase the range of papers' available 
in Schedule 1. Specifically. we propose that the following papers 
should be included in Schedule I (a) :  36:208 Introduction to 
Research Methods :in Education, 36:2 1 6  Women in Education 
and new papers developed :in Multicultural Studies and some 
other areas. In addition, we anticipate the addition of further 
papers into Schedule lib} to reflect the contribution at 300 level 
from the College. 

All BEd graduates will possess at least 1 0  Schedule n papers and 
those wishing to obtain a double major in Education and another 
disCipline will find it possible to do so. We believe that this 
option will prove attractive and lead to an increase in the number 
of well*qual1fied teachers , particularly in science and 
mathematics, in pr1mary and intermediate schools. 

We envisage the possibility that a double major might be 
specifically offered in a variety of different fields and that 
Departments committed to this concept would be prepared to 
make whatever accommodation might be necessary to facilitate 
teaching practice arrangements. 

3.6 The Diploma of Teaching (ECE) will consist of 2 1  papers and will 
require the folloWing programme of study: 

1)  Educational Studies: 

36. 10 1 

36. 102 

36.2xx 

36. 249 

36.242 

36.243 

36.253 

Human Development 
Education and Society 
Development and Learntng 
Child Study 
Early Childhood Education 
Parent Education 
SpeCial Education. 

U) Curriculum Studies: 

36. 1xx 

36.2xx 

36.2xx 

36.2xx 

Integrated Curriculum 1 

Integrated Curriculum 2 

Integrated Curriculum 3 

Integrated Curriculum 4 
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ill) Practice Studies: 

36. lxx 

36.2xx 

36.3xx 

Introduction to Teaching & Learning 
Early Chlldhood Practice I 
Early Chlldhood Practice n. 

iV) Subject Studies (Schedule n): 

JSC 9 1/33 

Six papers to Include a minimum of four In one subject. 
two of which must be 200 level or above. 

v) One further paper from either Schedule 1 or Schedule 2.  

3.7 The programme for the new BEd/D1ploma of Teaching (ECE) will 
consist of 28 papers and will require the following programme of 
study: 

1)  Educational Studies 

36. 1 0 1  

36. 102 

36.2xx 

36.249 

36.242 

36.243 

36.253 

Human Development 
Education and SocIety 
Development and Learning 
Chlld Study 
Early Chlldhood Education 
Parent Education 
Education of Exceptional Students 

One other 200 level paper from Schedule lea). 

At least three 300 level papers in education from either Schedule 
l(b) or BA Schedule B (Education Papers in Soctal Science). 

11) Curriculum Studies 

36. 1xx 

36.2xx 

36.2xx 

36.2xx 

Integrated Curriculum 1 

Integrated Curriculum 2 

Integrated Curriculum 3 

Integrated Curriculum 4 

ill) Practice Studies 

36. lxx 

36.2xx 

36.3xx 

Introduction to Teaching and Learn.1ng 
Early Childhood Practice . I 
Early Childhood Practice n 



9 

Iv) Subject Studies (Schedule 2 )  

4 100 level papers 

JSC 9 1/33 

At least 6 other papers which must be at the 200 or 300 

level. (At least 4 papers must be taken in a single subject 
and two of these at 200 level or above). 

BEd;D1ploma of Teaching (ECE) students following the integrated 
programme will thus be required to obtain: 8 1 00 level papers . 9- 15 

200 level papers and 4-7 300 level papers. The essential 300 level 
papers will be 3 in Educational Studies and 1 m Teaching Experience. 

3.8 The post graduate Diploma of Teaching (Secondary) which is 
currently offered as a one year programme (Div C l  will be 
retained. This programme will be organised into seven papers as 
follows: 

36.xxx 

36.xxx 

36.xxx 

36.xxx 

36 .xxx 

36.xxx 

36.xxx 

Professional Studies 
Educational Studies 
Introduction to Teaching 
Curriculum Studies I 
Curriculum Studies 2 

Teaching Experience 1 

Teaching Experience 2 

3.9 It 18 recommended that the one year Te Atakura programme for 
s econdary teachers of Maort also be organised into seven papers. 

3. 10 The Sub-committee strongly supports further development of the 
four year mtegrated programme ( Div: Bl lead1ng to the 
BEd/Dlploma of Teaching (Secondary). At present this course 18 
restricted to intending teachers of Phys1cal Education. We would 
like to see a range of subject options available, With students 
havillg the opportunity to complete a double maj or m education 
and a teaching subject. While curriculum and teaching 
experience papers would need to be developed specifically for 
these students, education and "subject studies" papers would be 
taken in common with early childhood and pIimary teaching 
students. The possibility of students m any one of the 
BEd/Dlploma of Teaching programmes gajning teaching 
experience at more than one 'lever (i. e. early childhood, pIimary. 
secondary) warrants further exploration. 

3. 1 1  It is recommended that the provisions for crediting mto the BEd 
programme for teachers who hold the Diploma of Teaching be 
s1mUar to that now offered. 

4.0 DEPARTMENTAL STRUCTURES 
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4. 1 The Sub-committee's terms of reference require that it consider 
the structures necessary to the delivery of programmes "in an 
amalgamated institution. This responsib1l1ty reflects the 
connection between the character of those programmes and the 
forms of organisation required to develop and teach them. 

4.2 In reaching Its conclusions the Sub-committee has paid close 
attention to the present departmental and sub-departmental 
organisation at PNCE and Massey University Education 
Department and to the views expressed by the staff of both 
bodies to the JSC and the programmes sub-commlttee. 

4.3 It is proposed, therefore, that there should be a School of 
Education/Faculty of Education within which there shall be the 
following five departments: Early Childhood Education, 
Curriculum Studies and Creative Arts, Human Development, 
Contextual Studies, Learntng and Teaching. These departments 
will vary in size, Early Childhood Education is likely to be 
smallest and Curriculum Studies the largest ( about 35 if PNCE 
English staff are located there). The other departments will 
number between 20 and 30 staff with Human Development being 
the smallest and Contextual Studies the largest ( particularly if 
Maort staff form a section there in preference to an amalgamation 
with the University Department of Maort Studies).  The 
Sub-committee notes the recommendation of the staffing 
sub-committee that professortal appointments to the new chairs 
required will be filled after due advertisement. 

4.4 Department of Early Childhood Education. Early childhood is a 
distinct area that has enjoyed departmental status at PNCE ( at 
Massey the early childhood staff have been part of the Human 
Development grouping). The establishment of a Department of 
Early Childhood at Massey University would indicate the status of 
this important area and do much to promote r esearch into the 
specific issues of early childhood practice in New Zealand. The 
department would be responsible for all programmes and courses 
in early childhood education. 

4.5 Department of Curriculum Studies and Creative Arts. This 
Department would be responsible for programmes and courses in 
Curriculum Studies, Practice Studies and all papers in the 
Subject Studies areas. It would include the distinct sections of 
English for Teachers, Art, Music, Human Movement Studies, 
Science. Social Studies. Language and Reading. etc. each of which 
would be the responsib1l1ty of a recognised section head with a 
degree of autonomy over resources. The Sub-committee supports 
the future establishment of a separate Department of Creative 

7 
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Arts or even separate Departments of Art, Music and Human 
Movement Studies. Such Departments m.1ght or might hot decide 
to remain within the Faculty of Education. 

4.6 Department of Human Development. This Department would be 
responsible for programmes and courses in human development 
and counselling. The existing group within the University 
Education Department would constitute the nucleus of this 
Department. It will be appreciated that this Department would 
provide services to other faculties and in that respect continue 
practice of the University Education Department. 

4.7 Department of Contextual Studies. This Department will have at 
least two distinct sections, Social Foundations and Maori Studies. 
It will be responsible for programmes and courses in the 
SOCiology. pbilosophy and history of education, women's studies 
and Maori studies and educational administration. The e:x:tsting 
group within the University Education Department would 
constitute the nucleus of this Department but would be much 
enlarged by PNCE staff. The inclusion of Maori Studies as a 
distinct section within this group is particularly open to 
disCUSSion. It may be that a closer liaison with Massey University 
Department of Maort Studies would better meet the wishes of the 

staff concerned. 

4.8 Department of Learning and Teaching. This Department would be 
responsible for all programmes and courses in learning and 
teaching, special education. educational psychology, educational 
appraisal, and educational technology and media It may be 
appropriate to gtve the staff responsible for educational 
technology and educational media the status of a distinct section. 

4.9 All PNCE staff who elect to join an established University 
department (such as Mathematics) will have joint membership of 
their department's faculty and the Faculty of Education. 

4. 10 There will be a Director of  Teacher Education who will have 
overall responsibility for programmes of teacher education. It will 
also be necessary to have Directors of Programmes for Division A 

{Primary) , Division C (Secondary),  Division E (Early Childhood) ,  
Guidance and Counse1l1ng and Graduate Studies. 

4. 1 1  It is proposed that all students enrolled within the Faculty of 
Education for the Diploma of Teaching or BEd should be funded 
appropriately. The number of students enrolled for subject 
studies with other faculties is expected to rise and the internal 
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arrangements necessary to the funding of these students will 
need to be determined. . 

4. 1 2  Because the preservtce programmes have been the focus of this 
document we have made no recommendations concerning the 
future placement of the Advanced Studies for Teachers Unit, the 
Continuing Education Department, or the Teacher Advisory 
Support Service. Clearly the relationship of these groups to the 
proposed departmental structure deserves thorough disCUSSion. 

5.0 RESOURCING IMPLICATIONS 

5 . 1 The Sub-comm1ttee proposes that selection for teacher training 
take place at the end of the first year of the academic programme 
(i.e. the general 'foundation' year). The foundation year provides 
an opportunity for students to evaluate their interest and 
aptitude for teaching. and for the Faculty staff to evaluate 
students' suitability for spec1al1sed professional development. 
The Sub-comm1ttee is aware that some resourctng (1.e. EFTs 
funding) opportunities may be lost, but the Sub-committee finds 
it difficult to entertain both a general non-vocational foundation 
year, and a specifically funded, pre-selected professional cohort. 
The Programme Committee is also aware that h1gb.er EFT funding 
may not be carried into the fourth year of the BEd. and that non 
Study Right students may find the fourth year finanCially dtlllcult. 

5.2 The Sub-committee, respecting deCisions made by the Joint 
Steering Comm1ttee, makes no concrete proposals concerning 
either the internal management of the Faculty/School of 
Education or the relationships between that body and the 
University. It notes, however. the adopted principle that funds 
allocated to teacher education shall be used for that purpose and 
expresses its support for an institutional form competent to 
realise that principle while not establishing within the University 
a cumbersome and ''binary'' structure of governance and 
management. 
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APPENDIX 1 

COMPONENTS OF A PROGRAMME OF TEACHER EDUCATION 

Subject Studies. The non-vocational element of tertiary education, thus 
comprises about one-third of the programme. This is considered appropriate 
for teaching students (at least those intending to work in early childhood 
centres or primary schools) and will permit BEd students to pursue a double 
major in education and a subject area of their choice. 

Curriculum Studies are deSigned to provide students with skills in specific 
areas of the primary school curriculum (physical education, art, musiC, and 
so on). They are a central component of the professional educational 
programme. 

Educational Studies. This is particularly diffi.cult to define in a way that 
would meet with universal acceptance. To most teacher educators it means 
studies of educational theory and practice, informed by an appropriate 
disCiplinary or interdisciplinary framework, carried out for the purpose of 
generating knowledge about educational systems and processes which are of 
concern to all with an interest in education. While not necessarily excluding 
the specific needs of teachers in tratnlng educational studies so conceived is 
by no means defined by those needs. In addition to educational psychology 
(making a more or less specific professional contribution to special education, 
appraisal. and so on),  the SOCiology, history and philosophy of education 
p erform a function essential to the wider understanding of education. 
Naturally. teachers who benefit from the knowledge contributed by these 
disCiplines are thereby often enabled to perform their professional duties with 
an enhanced degree of insight and effectiveness. Nevertheless, there is a 
distinction between a course designed to provide teaching students with 
practical knowledge in the construction and teaching of, say, the social 
science curriculum and one which - taking such knowledge for granted and 
addressing an experienced body of students - presents a critical analysis of 
the principles of curriculum organisation and seeks to develop new insig,hts 
on which students are invited to reflect and abstract their own principles on 
practice, whether that be classroom based or not. The distinction between 
professional and non-professional studies in education is easier to criticise 
than defend. It rests on dichotomies between levels of practice and levels of 
theory that are probably indefensible. Indeed, we offer no principled defence 
of the distinction but argue only - with whatever degree of enthusiasm - that 
since this distinction is a reality of our courses and deeply rooted in 
assumptions that cannot be ignored or nullified by regulation - that it should 
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be admitted as a necessary means to protect the essential critical and reflexive 
dimension of our papers in educational studies. 

Practice Studies: What proportion of a programme of teacher education 
should be devoted to Practice Studies, and to supervised school-based 
experience in particular, has been the subject of intense and prolonged debate 
among teacher educators. The international literature reaches no clear 
conclusions about the effects on teaching performance of different periods of 
such practice - which can vary from 30 to 200 days in a three year 
programme. On the professional advice of the PNCE staff most closely 
involved with this aspect of teacher education we argue for three papers in 
Practice Studies representing l{l of the Diploma programme.  We envisage 
that Practice Studies would include supervised school and centre-based 
experience, alternative forms of practice sk:1l1s, and some theoretical aspects 
of the current Professional Studies courses. 
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MASSEY UNIVERSITY 

Faculty of Education 

TO: Programmes  Sub-Committee of the Joint S teering Committee for 
Closer Relationships between Palmerston North College of 
Education and Massey University 

FROM: Ivan Snook 

COPIES TO: Members of Joint Steering Committee 
Vice Chancellor, Massey University 
Principal, Palrnerston North College of Education 
Acting H.O.D. , Education, Massey University 

DATE: 24 October 1991  

S UBJECT : Report of Programmes S ub-Committee 

1 . General Critiaue 
As I stated at the Joint S teering Committee meeting on 22 October I am far from 
satisfied with the first draft of the proposed B.Ed. programme. To my mind, 
there is only one gO<Xi reason for amalgamation: to combine the resources of 
two institutions to provide an outstanding programme of teacher education. 
Something of that vision is contained in the original proposal sent by the Vice 
Chancellor to the College Principal. 

I find the proposed programme gravely defective as a means to a new vision: 

(i) It continues basically with the current College model of teacher 
education which is standard in New Zealand. This model has served the 
system well in many respects but is inadequate, I believe, for New 
Zealand's needs in the 2 1 st century. This model sees teaching as a 
practical craft centred on classrooms and the meeting of children's 
needs. The good teacher understands children, has sound teaching 
methods, a general familiarity with all aspects of the curriculum and the 
ability to control a class. This is all very important and I hope these 
aspects are never lost. 

The model I favour, however, sees teaching as a learned profession. Its 
practitioners have a broad grasp of schooling in its social, historical and 
political context. They are able to provide expert advice on the theory of 
education and on educational policy. Their approach to teaching is 
informed and critical. Their methods are based on the best research 
available though they know very well the limitations of this research. 
They are highly educated in the content they teach. They understand the 
nature of the various disciplines and their limitations. 
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I do not think it an exaggeration to say that, despite all our successes, 
New Zealand teachers have forgotten that the basic task of education is 
to hand on a cultural heritage and to train minds in the disciplines of 
human thought. It is not surprising, therefore, that we have had no 
ready defence against the narrow technicist concept of education which 
is being stressed all around us today. 

eii) The proposal provides insufficient opportunities for Massey University 
to make a distinctive contribution, both in Education and in the 
substantive disciplines. A university is a place where knowledge is 
gained as well as passed on. S tudents in a university should learn both 
the content and the procedures by which that content has been 
generated. Coupled with critical examination of the content, this is, 
what 'learning to think' or 'becoming educated' means.  

There is no mechanism to ensure Massey Education department's 
contribution to the education of teachers: we have outstanding expertise 
in (for example) special education, the gifted, computers in education, 
media education, human development, policy studies, the history of {' New Zealand education and youth culture. ' /' 

Similarly on the content side. Massey staff have international 
reputations in (for example) some branches of mathematics, information 
systems, history, literature, physics, chemistry, technology and social 
policy (I do lots of departments an injustice in not mentioning them here: 

- I refer the sub-committee to the Annual Research Report). 

In the proposal, no means are suggested for putting our trainee teachers 
in contact with this kind of innovative work which - to repeat the 
obvious - must lie at the heart of what school pupils will 'need' in, say,  
200 1 .  I know that pre-service education is only the beginning. But it is 
an important stage, when life-long tastes, interests and basic 
understandings are set down. 

I respect the amount of work the sub-committee has done and I 
understand the restrictions it operates under. But I will want to see a 
much more exciting programme (or at least the ground-work of such a 
programme and a mechanism for securing it) before being able to 

_/ support amalgamation. I have often argued against those Massey 
Education staff who would prefer us to mount a teacher education 
programme closer to my second model. I have opposed the plan 
because I do not think we have the other skills so vital in a programme 
of teacher education. Hence I favour an amalgamation to give the best 
of both worlds. I regret that the current proposal does not give that: it 
gives us too much of one world. 

2 .  General ProQosals 
Within this broad critique, many things are possible and I do not pretend to 
have the detailed answers. I would, however, make these suggestions: 

(i) There should be fewer papers on 'teaching of. Apart from "Teaching 
of Language and Readinglt (which, uniquely, is not the teaching of a 
discipline) and (possibly) "Teaching of Mathematics" (which is only in 
part the teaching of a discipline), the methodology should be combined 
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with teaching experience as involving theoretical reflection on the 
content, the process, and the learner. It eludes me how 'method' can b e  
separated from reflective practice. The College handbook seems to 
acknowledge this when it says: 

'The primary function of these courses {'methods' courses] is to 
translate educational principles into teaching practices . . .  [They] help 
students, to make a selection of methods and techniques which will help 
them have confidence in the furure. "  

(1991 , page 371) 

(ii) There should be at least one compulsory paper (above 1 0 1 )  which looks 
critically at the context of education: history, sociology, philosophy. 
Ideally all these should be examined (if there were two p apers 1 0 1  and a 
2oo-1evel, they could be planned sequentially to give coverage). S uch 
modes of thought cannot (or cannot easily) be acquired without 
structured teaching and practice, L e. special courses are needed (though 
these too should be constantly related to schooling). 

(ill) There should b e  a mechanism (Joint papers? Joint teams?) for the 
planning of all education courses 100 - 300 to ensure that all of them are 
informed by research and relevant (in some sense) to b eginning 
teachers. The present 'stand off is unsatisfactory: College does 1 00 -
200, Massey Education Department does 300. That is not getting the 
benefit of amalgamation. In some areas (e.g Parent Education) most of 
the expertise may b e  at the College. In others (e.g. Computers in 
Education) Massey may have most expertise. ewe should co-operate to 
the limits of our competences.) 

(iv) There should be a defini te effort to plan a rigorous programme of 
subject studies which utilises Massey's strengths as well as College 
strengths. As I suggested in my earlier memo to you, we h ave a unique 
opportunity to provide a bold new approach to curriculum to meet the 
needs of schools in the future (please excuse the Porter like hype). 

Let me give one example: A new subject (Technology) is to be 
compulsory throughout the school system: There are no teachers 
trained for it, and no clear idea what the content will be. Massey has the 
only Technology Faculty in New Zealand. It's Dean is very keen to b e  
involved with the n e w  subject and in conjunction with our faculty 
propos als are being worked on (College staff are involved). S uch a.'1 

exciting innovation (combining teacher training, curriculum and 
resource development) should be brought into the mainstream of our 
amalgamation planning. Lest it seem I have been converted by the 
science/technology axis, I hasten to add that I could see similar 
developments in 'Social Sciences' and 'The Arts', also compulsory 
aspects of the new curriculum. (An example: Massey personnel are 

involved with New Zealand and international research on 
unemployment, surely an impor..ant topic for schools in tile future.) 

3 .  An Alternatiye Structure for the B,Ed, De�na� 

(i) Educational S tudies (7 - 9 papers) including 1 0 1 ,  1 02, 2 x 200 (at least 
one in contextual studies, preferably two as the psychological will get a 
gocxi airing in many other papers), 3 x 300 (one could b e  dropped in 
favQur of a 2 + 2 model for 'double majors'), 
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(n) S ubject Studies ( 12  - 14 papers). Including at least three papers in each 
of: 

Ca) Mathematics, Science, TeChnology. 

(b) Cultural studies (including environment studies).  

(c) Creative arts. 

Notes: 

1 .  The principle is only p anly 'coverage' for I believe that: 

2 .  

(a) It is superstitious to believe that teachers have to be 
taught about every subj ect on the school curriculum. 

(b) It is more important to s tudy some subjects in depth than 
all cursorJy. 

A further 3 - 5 papers allows for an excellent minor (6 p apers) or 
major (8 papers). This could be a complete double (e.g. 3 x 300 
in Education and 3 x 3 00  in a sUbject) or a modified double (2 x 
300 in Education, 2 x 300 in a sUbject). See (i) above. 

(ill) Professional Practice (7 papers) 

Including Introduction to Teaching and Learning, Teaching Experience 
I, IT and 36.232 and 233 (further curriculum work would be part of the 
Teaching Experience papers). If that were not favoured the Teaching 
Experience could be outside the degree (as for other professions). 

1 .  

Notes: 

Although I have gone along with it, I do not really accept the 
view that in professional degrees, every practical aspect has to 
be part of the degree. Tills is not true for doctors, lawyers, 
engineers, nurses, etc. 

Thus, for example, the B .V.Se. degree requires that (in addition 
to five years of formal study) a candidate must complete at least 
28 weeks of practical work. S imilarly, the B .Tech. degree 
requires at least 30 weeks of practical work. 

It is , in short, just a prejudice to insist that 'teaching experience' 
must be put in paper form as counting towards the 28 papers of 
the degree. Perhaps this is yet another relic of the old New 
Zealand mooel of 'teacher training', Take this too seriously and 
the arguments about teaching being a trade best served by an 
apprenticeship may prove h"Tesistible. 

t 

( .. 
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A s  I see i t, the argument is this :  

(a) If teaching is a skilled trade, trainees don't need a degree 
or anythiag like it: l:.r.1ey need plenty of supervised 
practice supplemented by a bit of theory (perhaps). The 
c urrent proposal is irrelevant. 

Cb) If teaching is a learned profession, trainees need much 
more theory-based/research based/content oriented 
education. The current proposal is insufficient. 

2 .  I am not convinced that Early Childhood should h ave a different 
kind of degree. All the arguments about a leaIned profession 
apply at all levels of the system. 



Appendix 12  

Vice-Chancellor' s Memorandum 



Memo to: 

Memo from: 

Date: 

Subject: 

M A S S E Y  U N I V E R S I T Y  

Professor G S Fraser  
Professor I A Snook 
Mr B Hennessey 

Vice-Chancellor 

1 November, 1 99 1  

MEMORANDUM 

Closer Relationships Between PNCE and MU 
Professor Snook's Memorandum of 24 October 

I feel that I need to say that Professor Snook's memorandum of 24 October about the 
proposed programme for the join t  institution and his reasons for our contemplating the 
merger strike a strong chord with me.  I fully share his vision and have always felt that 
unless the whole  was much more than the sum of the parts ',Yc would be wasting our time.  

If we really haven't got a vision for what could be accomplished we should end the 
discussions now and save further time and effort. I am not going to recommend to the 
University Council acceptance o f  the status quo relabelled. That the drafts coming forward 
have failed to g rasp the o pportuniti es which would be presented by amalgamation worries 
me greatly. I am very tempted to recommend that discussions end forthwith. Perhaps that 
is what is wanted by some. 

I 

" . 1 · .  ':1: 1  
fA " i  I J.' / ;  JI'� 1 '1 "'\ 

l.J I.J V:.: _ k-.J 

T N M Waters 
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MASSEY UNIVERSITY 

Department of Education 

TO: 
FROM:  

Joint S teering Committee o n  c.E.R. 

Programmes Sub-Committee 

DATE: 
SUBJ E C T :  

1 .  Preamble 

23  June 1992 

S ummary of S ubmissions Received in Respons e  to c.E.R. 
Programme s  Sub-Committee Report to J.S . c. (IS .C. 9 1/33 ,  1 8  
October 199 1) .  

1 . 1  Following the release of sub-committee documents to the Staff of the College of 
Education and the university's Education Department a considerable number of 
papers were submitted by course teams, departments and individuals from 
widely differing levels of both institutions. 

1 .2 In drawing up this summary of the accumulated submissions the Sub­
Committee noted that many issues raised had already been discussed at I S .C. 
throughout 1 99 1  when the S ub-Committee released periodic working papers. 
The S ub-Committee also noted that its strategy of developing considerable detail 
for some aspects of the 'programme' (viz primary and early childhood pre­
service), with only broad guidelines for others (viz secondary, short course and 
continuing education), and n o  consideration of others (viz graduate degrees), 
had led to a very diverse p attern of submissions. 

2 .  Major Issues 

The following issues emerge from the accumulated submissions: 

2 .  1 The Nature of the Prof!Tamme 

Debate centres on whether the programme should reflect relative continuity with 
current patterns, or should reflect a major re-orientation whether more 
professional or more academic. 

2 . 2  The Qualifications 

Debate centres on the relative priority to be given to the Diploma of Teaching 
and the Bachelor of Education for primary and early childhood education 
programmes. 

2 . 3  -fn trv  and Exit Points 

Debate centres on the minimum length of the professional qualification (3 years 
or 4) point of entry to the professional element of the programme (year 1 or year 
2), and whether there should be optional exit points (after 3 years, or after 4). 
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2 .4  The Proportion and Nature of Prescribed Requirements 

Debate centres on the extent to which the programme should pennit wide choice 
or a substantial proportion of required courses, and on areas in which there 
should be prescription. 

3 .  A reas Not Ful l v  Addressed 

The S ub-Committee acknowledges that the following areas were not fully developed in 
its considerations and require further consideration. 

3 . 1  The College's extension and advisory services. 

3 . 2  The Advanced S tudies for Teachers Unit's progranunes o f  professional 
qualifications. 

3 . 3  S trUctures for departrnentalisation consequent upon programme decisions. 

4 .  Con cl usion 

The S ub-Comminee notes, that as might be anticipated, these submissions indicate that 
various groups and individuals involved in amalgamation negotiations hold different 
priorities - some focus more on proposals for decision making and organisational 
strUctures, while others focus more on the nature of the programme. The Sub­
Comminee believes that it would be unwise to proceed on either front without 
simultaneous consideration of the other. 

D Aitken 
N Bell 
J Burns 
J Chaprnan 
R Dalzell 
B Shaw 

J Butler 

3 3 LJ  
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Massey, teachers' college merger talks stall 
by Simon Water8 

TIlE PROPOSED merger between 
Massey University and the Palm­
erston North College of Education 
has stalled. 

As a result, the Manawatu Poly­
technic, which wants to buy the 
college's land, claims It  is being 
mucked about.  College board 

member Bruce Beetham said dis· 
cusslons had been sporadic, and , 
despite early progress, had stalled 
Hdue more lo reservaUons on the 
part ' of the university than the 
college". 

"There has been a growing 
a wareness that In lhe . . .  market· 
orienlated , environment in which 
educational instilutions will be re-

quire� to operate, the college, 
rather than be a faculty of the 
university, might well have a bet­
ter and brighter fulure as a sland­
alone Institut ion."  Diff iculties 
that could be Involved with prop­
erty rearrangemenls could see the 
a malgamation proposals  back­
footed, he said. The college might 
be better 0(( marketing a wider 

range of educational, professional ' 
and vocational qualifications for 
college studenl$ and those In out­
post f a c i l i ties .  HIs c o m me n ts 
were conlained In a report to the 
Manawa tu-Wa n g a n u l  R e g i o n a l  
Council, for whom h e  i s  t h e  ap­
pointee on the college board. 

' Manawalu Polytechnic chief ex­
ecutive Garry MoUlen today said 

if negotiations had stalled, he was 
"bitterly disappointed" and could 
n o t  g u a r a n t e e  t h e  polytechn i c  
would continue with its plan to 
buy the college property. ·We've 
stood by through 22 months o f  
stalling a n d  i f  this Is another stall, 
then we might just have to get o n  
w i t h  w h a t ' s  b e s t  f o r  t h e  
polytechnic." 

G . .  
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Palmerston North College of Educatio n  
T e  Kupenga 0 Te Matauranga 

Memorandum 

DATE: 21 September 1 992 

TO: All Staff 

FROM: Bryan Hennessey, Principal 

SUBJECT: PNCElMASSEY UNIVERSITY AMALGAMATION NEGOTIATIONS 

By now, most staff will have read, or at least heard about the attached article which 
was published in the Evening Standard on Friday 1 8  September. 

Now for what is really happening .... the Joint Steering Committe e  and the members 
of the various working groups met o n  Thursday 1 7  September and unanimously 

agreed to invite an independent consultant to prepare an environmental i mpact 
report to assess the financial feasibility of relocating the Col lege and the Massey 
Education Department in  a n ew purp ose-built facility on the Massey campus. The 
terms of reference for this report wil l  b e  drawn up and considered by the JSC 

shortly. 

At the Thursday meeting, Professor Fraser also indicated that the amalgamation 
option, which would have meant relocating the university's Education Department 
on this campus,  is no longer being considered. 

Mr Garry Mottzen of Manawatu Polytechnic has assured] m e  of his full cooperation 
in providing financial information relating to any proPosal for the Polytechnic to buy 
College buildings, should an amalgamation proceed. 

Later this week, or early next week, I propose to cal l  a meeting of our staff who 

attended the expanded JSC gathering, to organise a full reporting back session for 
all staff. 

�� 
Bryan Hennessey 

Principal 

(se e  over) 
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SCHOOL OF ED UCATI ON 

P ROPOSED BR IEF FOR CONSULTANTS 

1 .  Project Eval u at ion: 

(a) Single Campus at Massey Universrtv: 

A site has been d esignated for the proposed School of Education. It is 
required to: 

• I dentify b u i l d i ng requirements (number, gross floor area, etc) 
• Est i m ate al l-up bui ld ing cost 
• Identify all infrastructure requirements,  (power, water, sewerage, gas, 

stormwater, terephones, computer cabl ing, roading and carparking) 
• Esti mate a l l-up i nfrastructure costs 

Identify need for shared faci l i t ies (e.g. sports and recreation,  l ibrary, 
l ecture theatres) 

• Access i m p act of shared faci l i t ies on exist ing resources 
• Identify sp ecia l/new subject areas (e. g. Arts/Music, Maori Studies, 

Mathematics, ete) 
• Assess i m pact of special/new subject areas on existin g  resources 
• Assess probable furnis h i n g  a n d  eq uipment needs a n d  rel ated 

c osts 
• Estimate total  costs of developing School of Education on 

p roposed s it e  

2. Property Val uation at H okowhitu 

The Cotreg e of Education is expected to relinquish all its current b uildings on the 
Hokowhitu Campus; however, it  must be acknowledged that it m ay be necessary to 
retain some facilities on a cost-benefit basis. 

It is  required to: 

• Determ i n e  the value of the present College o f  Education b ui l dings 
(individual values based on more than one methodology) 

• Assess l ikely real i s a b le asset value (assuming purchase by Manawatu 
Polytechnic) 

• D etermine b u i l d i n g s  to be rel i nquished in tot a l  and those that may be 
retai n ed and s hared e.g.  marae, gymnasium, auditorium 

- Assess m ost l i kely realisa b l e  cash figure (for application to single campus 
bui ldings) 
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3. Funding Structure 

It is current practice for tertiary buildings to be owned by the i nstitution or the Crown. 
Under capital charging. it is likely that this s ituation may b e  modffied to a partial 
debt-funded scenario. This offers new arrangements b ut with new risks. 

It is required to: 

" D etermine the total  a mount required to develop the new S chool (as 1 and 
2 above) 

" P ossible fun ding options 
" Ownership issues 
• Debt-servicing costs and risks against variations i n  interest rates a nd/or 

income cash-flows 
" P ossi b l e  returns-on-capital for pros p ective non-govern m ent i nvesto rs 

" Commentary on t h e  l i kely governm ent p olicy on capital charging and 
i mpact o n  funding structure and opti ons 

4. Funding S ources 

Capital available from known sources needs to be computed and the short-fall, if any, 
sourced . It is  required to: 

" Estimate total funding avail able from 

C ollege of Edu cation assets 
College of Edu cation reserves 
Massey University capital funds 
Efts funding cash flow 
Govern ment contribution (as n eeded and as assessed as likely) 
End owments, donations, grants, sponsorships, etc 

" Commentary o n  funding sources and required funding structure a'1c 
long-term viability and sustainability. 

5. P ossible Implem entation Strategy 

!n order to assess th e reality of the single campus concept, it will be necessary to 
determine a possible implementation strategy and timeframe. 
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It is required to: 

• Determine the overall relocation timeframe given the optimum fund ing 
structure 

• Funding sources and timing of capital inputs 
• Overall cash-flows 
• Probable site development timeframe given likely cash-flows 

6. Consultant's Terms of Reference 

Given an acceptable offer of service, the consultant will be required to: 

• M eet the reporting outputs implied in sections 1 -5 above 
• Report by Monday, 1 4th December 
• Consult with all interested parties - College, University , Faculty, Polytechnic, 

PNCC, Col/ege Students' Association,  Ministry of Education, etc 
• Engage sub-consultants for special stud ies as deemed necessary 

There is no commitment to Consultants for further involvement beyond the feasibility 
study as outlined. 
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To : To : 
Master J H Will iums QC 
Chancellor 

Dr R 5 Adams 
Chair 

Massey Universi ly Council Palmerston North College of Ed ucation 
Counci l 

REPORT FOR THE COUNCILS OF MASSEY UNIVERSITY 

AND PALMERSTON NORTH COLLEGE OF EDUCATION 

FROM THE JO INT STEERING COMMITTEE O N  AMALGAMATION 

In October 1 989, Dr Waters, Vice-Chancellor of Massey Universi ty wrote to 
Mr Hennessey, Principal of Palmerston North College of Education, with a 
proposal that  the College 'become an administra tive, functional and col legial part 
of the U niversi ty' .  In a covering letter, the Vice-Chancellor suggested that if the 
general d irecLion of the proposal was agreeable to the Col lege, a joint steering 
commi ttee should be set up to explore the details .  

Mr Hennessey responded favourably a nd a Steering Committee was set  up . I ts 
compos i tion was : 

Mr D J Hennessey 
Professor 1 A Snook 
Professor G S Fraser 
Dr R S Adams 
Mr R S DalzelI 
Professor G N Malcolm 
M rs  K M Broadley 

) 
) 

Joint Chairpersons 

Working parties were consti tuted to inves tiga te � 

( i )  S taffing and conditions of service 
[iiJ Finance 
( i i i ) Governance and management 

( iv) Courses and programmes 

Considera tion of the implications for buildings and p lan t was deferred until the 
process was further advanced . 

The working parties reported that there were no insurmountable obstacles and the 
JSC conduded that lan amalgamation of the College a nd the University would be 
feasible and to the mutual advantage of the two insti tu tions and the comrnurJties 
they service' , I t reported in this vein to both Councils in November 1990. 

Both Councils then approved the amalgamation in principle. 

The ]SC proceeded to augment its membership to include Professor W Tunmerl 
staff and student representatives and a representative of the Tangata Whenua. 
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Sub-commi ttees were established on Resources, S taffing, Programmes a nd 
S tructures and these provided draft reports towards the end of 1991 . These were 
sent to the s taff of  both i nstitutions for d iscussion and some vigorous d ebate 
ensued . 

The report presented to the Councils in November 1990 noted, among o ther 
things, that ' the design and provision of the buildings required on the Massey 
Campus for the amalgamation would become part of the negotiating process 
requ ited for the impleme nta tion of the amalgamation' .  During 1992, it  became 
increasingly dear to the ]5C that the benefits of amalgamation as outlined in the 
Vice-Chancellor's proposa1 could not be e nsured u nless there was a physical 
relocation. of the exis ting College and the Universi ty Department of Education on 
the Massey campus. Without that, d i scussions of programmes, s taffing and 
<ldministrative structures seemed rather futile. 

The Joint S teering Commi ttee therefore resolved on 15 October 1992 to engage a 
business consul ta nt to thoroughly i nv estigate the resources needed for a re­
location. S ubsequently, however, it became aware that other options concerning 
the H okowhitu si te are being explored wi th the Poly technic authorities . It 
therefore has postponed the engagement of the consul tant. A meeting on 27 
October also recognised that since the original Council resolutions, there have 
been significant changes i n  the membersh ip of the Councils and the poli tica l and 
educational cl imate in  which they operate. 

The Joint S teeri0g Committee has, therefore, come to the conclusion that it would 
be wasting the time and energy of its members if i t  were to proceed further 
without  the full support of the Councils for the direction i t  is taking. AccordinglYI 
the foIIowing mo tion was passed: 

The Joint Steering Comm ittee invites th e Co uncils : 

I to rc-affirm their commitmen t to  all amalgamation of the two institutions 

Qnd 

1 1  to  express their full support for the join t Steering Committee's inten tion to 
con t inue plann ing for a site on the Massey campus. 

fy�L�S�/f�k . 
Bryan Hennessey 
Ivan Snook 
Joint Chairpersons 

2 November 1992 



Appendix 1 8  

Vice-Chancellor's Memorandum : 
Proposed Amalgamation 



i\Iemo to: 

Copy to: 

� lcmo fro m: 

D:ltc:  

S u bj e c t: 

," 
'. � . . . : 

MASSEV 
U N IVERSITY 

Vice-Chanceilo(s ctnce 
Private Bai 

Palmerston North 
New Zealar.d 

Telephone 0-6-356 <;C'19 
Facsimile 0-6-350 5603 

M E M O R A N D U M  

Mr B Hennessey,  College of Educltion 
Professor I A Snook .' 

P rofessor R S Adams , College of Education 
Professor G S Fraser 

Vice- Chancellor,  Massey Univers i ty 

3 December, 1 992 

PROPOSE D  AMA LGAMATION 

3-1 7  

This i s  to g i ve you formal not ificl tion that the Council of the Un ivers i ty recent ly  resolved 
th:H "the p:!per  from the Chairpersons of the Joint Steering Committee be accepted and i ts 
reco m me:1dlt ion adopted with the Vice - ChanceIlor being asked to report  to i ts firs t mee :ing 
in 1 99 3  o n  the  possibi l i ty o f  amalgamation being quickly concJuded�_ 

My own view is that if we cannot say by the beginning of  March what tr.e outcome is to be 
we should was t e  no more t ime on the matter. We have ' already spent t h ree  years d is cuss ing 
the topic and I do not  believe tha t  we should spend yet another twelve months. 

The m a t te: is p robably now one of leadership by the governing bodies r:lther th::ln a n o the: 
lo ng period o f  d iscussion.  As instructed by my Counci l  I will  be reporting back in  Februlry 
and I wil l  be suggesting that now is the time for achieveme n t  and not reso lutions. A n ything 
th:lC the J o i n t  Steering Commi ttee Cln do to hel p bring this matter to a decision point,  one 
way or the o ther,  will  be  great ly  app reciated. 

T N M Waters 
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RESOLUTION 

OF 

PALMERSTON NORTH COLLEGE OF EDUCATION 
DATED TIIE 27TH DAY OF NOVEMBER 1992 

1 .  This Council reaffrrms its interest in principle in seeking closer 
educational relations between the Palmerston North College of 

Education and Massey University. 
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2. In making its reaffirmation the Council does so in the belief and subj ect 
to the precondition that any closer relations must be for s ound 
professional and educational reasons. 

3.  Council resolves that the Joint Steering Committee expedite its 
investigations into the proposal to examine in the first instance the 
amalgamation of both Institutions by relocation onto the Massey 
University site. 

4. To that end, the Joint Steering Committee be asked to obtain an 

independent consultant's report by not later than 3 1  March 1993. 

5 .  That in conducting its investigations the Joint Steering Committee 
should not ignore any other form of closer educational relations which 
appears beneficial to both Institutions. 

6. That in making its reaffirmation the Council advises its intention to 
continue to investigate and where appropriate act upon any new 

initiative in respect of the future of the Cotlege which appears beneficial 

to the College. 

7. The Council also advises that any final determination as to 

amalgamation will be made when Joint Steering Committee 

deliberations are completed and all reports have been received and 
debated. 

" , -,0 
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Manawatu Evening Standard, Saturday 17 April 1 993 
(following Council meeting the previous day) 

Front Page 
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Report status confuses 
by Usa Nicolson 

T H E R E  WAS c o n f u s i o n  o v e r  
progress in the aP.'lalgamation of 
Palmerston North's College of 
Education and Massey University 
at yesterd a y 's c o l l e g e  council  
meeting. 

C o l l e g e  p r i n c i p a l  B ry a n  
Hennessey said i n  his report to 
council that a financial feasibility 
report on amalgamation was be­
ing prepared by consultancy firm 
Deloitte Ross Tohmatsu. 

He said the report was ·very 
close to the draft stage". Informa­
tion had been provided on the col­
l e g e ' s  r e l o c a t i o n  c o s ts ,  i ts 
buildings' valuation and Massey's 
capital costs for additional sup­
port services . . 

It was also understood Manawa­
tu Polytechnic had provided infor­
mation on its desire to acquire 
college building); should the am�l­
gamation go ahead and the col­
l e g e  r e l o c a t e to t h e  M a s s e y  
campus. 

Mr Hennessey said it was antic­
ipated a report would be available 
for discussion by April 21.  

But council member and amal­
gamation steering committee joint 
chairman Ivan Snook said al­
though the committee had voted 
to investigate the possibility of a 
feasibility study, no decision had 
been made to contract any firm to 
undertake the study. 

• As joint chairman of the com­
mittee I can· say Deloitte Ross 

. Tohmatsu have not been contract­
ed and no · report is near draft 
stage. There h-av e  been no negoti­
a tions by the joint steering com­
mittee with this firm." 

Professor Snook said that when 
the committee met last December 
they finally agreed to get a firm 
to come in, see what needed to be 
done and to give the committee 
some costings. . 

"If it looked okay we would 
then agree they should . · do a 
f easiblity study. 

"I think it's a matter of princi­
ple. The committee was the body 
set up by the two councils to pro­
ceed with possibl e '  amalgamation 
and it acted in good faith. But 
since December this has assumed 
a life of its own." 

Mr Hennessey agreed the com­
mittee hadn't formally agreed to 

.commission any firm to prepare a 
feasibility study, but the situation 
had snowballed. 

"The three institutions have co­
operated fully in providing :nfor­
mation to Deloittes, an indication 
of the cost (of the feasibility 
�tudy) was forwarded to us and 

. we have shared that." 
In response to suggestions that 

steps b e  taken now to make the 
report official, Professor Snook 
said he was worried a bout the 
standirig of the "so-called report". 

"Wbo is it for, what do we do 
with it, who does anything with it? 
The report nasn't been commis­
sioned by anybody." 

But council · member Brian El­
liott said he thought it was crazy 
to argue over whether the report 
was official or not. . 

"I would like the council to say 
it su?ports the actions of the prin­
cipal in getting this report to the 
stage it 's at. Let's get on with it, 
at least something's being done." 

A motion to that effect was car­
ried unanimously. 
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MEDIA RELEASE 

Plans for the amalgamation of Massey University and the Palmerston North College 

of Education have been abandoned. 

The Councils of both institutions have accepted recommendations from their Chief 

Executive Officers that negotiations on re-locating the College on Massey University s 

campus should be discontinued. 

The recommendations were made following review of a report from consultants 

Deloitte Touche Tohmatsu focussing on building costs and financial feasibility. 

The two institutions have a long history of cooperation. They pioneered the BEd 

degree together and have maintained a close relationship. Other possibilities for 

further developing that relationship may arise in the future. 

However, the time is not right for full assimilation of the College by the University. 

The College will continue to operate, as do all Colleges of Education, as an 

autonomous institution on its own site. 
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�'4' /1 fq3 Massey 

merger plan 
abandoned 
by Nell Nelson 

· PLANS to amalgamate Massey 
: University and the Palmerston 
North College of Ed ucation have 
b e e n  a b a nd o ned a fter several 
years discussion between the two 

: parties. 
In a joint statement last night, 

, Massey assistant vice-chancellor 
Graeme Fraser and college princi­
pal ' Bryan Hennessey said the 
councils of both institutions had 

. a ccepted recommendations from 
· their chief executive officers that 
: negotiations on relocating the col­
· l e g e  o n  Massey's c a m p u s  be 
discontinued. 

The r e c o m m e n d a ti o n s  w e r e  
. made after a review o f  a report 

from consultants Deloitte Touche 
Tohmatsu on building costs and 
financial feasibility. 

The statement refcrred to· the 
two institutions' Il)ng history of co­
operation and said ·other possibil-

ities" for further developing the 
close relationship between the two 
might arise in the future. 

"However, the time is not right 
for full assimilation oC the college 
by the univer�ity. 

"The college will continue to op­
erate, as do all colleges of educa­
tion, as an autonomous Institution 
on i ts own site." 

The institutions have held regu­
lar talks to discllss the possibility 
of a ma lgamating on the Massey 
campus for the past few years. 

La te in 1 990, the two bodies a n­
n o u n c e d  they w o u l d  c o m b i n e ,  
though they stressed the college 
might not physically move to the 
Massey campus. 

The move was decided by both 
organisations at a joint council 
meeting and a committee was set 
up to look at what form the amal­
gamation would take. Amalgam­
ation between such bodies was not 
new; H::Imilton's Colleg� of Edllc:\­
tion and Waikato University had 
previously joined forces. 

In July, 1 9 9 1 ,  it was announced 
final agreement 011 the amalgam­
ation would take longer than ex­
pected and might not proceed. 

But the amalgamation process 
was then expected to be finalised 
by January 1, 1992, w i th plans for 

. the first students to be accepted 
into the joint structure in 1993.  

Taking a close interest in the 
merger discussions was Manawa tu 
Polytechnic which w as keen to 
take over the former college si te, 
if the college moved its b a se 
across the river to the Massey 
campus. 

The possibility oC the polytech­
nic and college merging was a lso 
discussed. 

In November, 1992,  the univer­
sity council rea ffirmed iLs com­
mitment to amalgamation of the 
two institutions. 
. It also adopted a second recom­
mendati"n to · continue planning 
Cor a single CZlUpUS site based at 
Massey. 
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College-university link-up raised again 
by Shanl Naylor 

PA LMEnSTON NOnTH C o l l cgc of Edu­
cation and Masscy U n i vc rs i ty are aga i n  
considcri l]c j u i n i n c  forccs -:-.a yel�l' uftcr 
p r e v i o u s  a m a l ga m a t i o n  p l a n s  w e re 
a bandoned.  

Tlu!' c o l l ege o f  education counci l  d is­
cussed the p roposa l b e h i n d  c l osed doors 
a t  its b i m o n t h l y  meet i ng on Thursday. 

T h o u g h  c o l l e g e  p r i n c i p a l  D r y a n  
l I e n ncssey a n el tll assey o ffic ia ls  have 
u l so h c l d  d iscussions,  t h c  p l a ns ' a rc 
bei llg k e p t  secret a t  t h i s  stage .  

The expected aTln Oll n c e m ent w i l l  e n d  
w e e k s  o f  r u m o u r  a m o n g  t h e  staffs of both 
i nst i tut ions. . ' 

P l a n s  to·.-riin a lgamate _ t h e  t ll'O i llsl i tu·  

' .' . 

. :.. -. .  

l ions were announced i n  1990, a nd aban­
doned i n  J u l)" t !J!):J. a fte r l e n�thy d iscus­
s ions.  The t\l'O bod i es s a i d  "the l i m e  was 
not right".  

Orig i n a l  I)" plans c u l l e d  for t h c  c o l l e�e 
to relocate to M assc), campus.  Dut that  
move wasn't  v i a b l e, according to a con- ' 
s u l ta nt's report on b u i l d i ng costs a n d  
fin a nces. 

The new p roposals arc u n d e rstood to  
c a l l  fo r a partners h ip ,  ra ther t h a n  a n  
ama lgnnwtion .  T h e  c o l l ege wou l d  thus 
rCllw i l l  a s e m i-autollomous body w i t h i n  
the u l l i vers i ty. . 

It is u n d e rstood the col l ege would re· 
m a i n  at the Hokowhitu c a m p us ,  w h i c h  i t  
c u r r e n t l y  s h a r e s  w i t h  M a n a w a t u  
Po lytec h n i c .  

M r  Hellnessey would n't comment, say· 
i ng an), p roposa ls were st i l l  confi d e n t i a l .  
. Eurl ier  this m o n t h ,  tll r I I cnnessey 'and 

M assey V i ce-Cha n c e l l o r  N e i l  W a t e rs 
mnde a jo int  np p roach to Educat ion r. l i n ­
i s t e r  Lock\l'ood Smith,  asking h i m  to sup­
port the polytech's bid to s h i ft from the 
1 I.0kowhitu cnmpus. 

Or Smith told them h e  would " d o  ev­
e ry t h i n �  he c o u l d "  t o  s u p p o r t  t h e  
po lytcch's b i d  t o  IllOye, M r  I I cn ncssey 
told a recc nt meeting of the c o l l e�e fi n­
ancc cOlll mittee. 

Thc col legc supported th c ' po lytech , 
b u t  wanted to have p riori ty in obta i n i ng 
any vacated b u i l d i ngs, he sa i d .  
, O r  S m i t h  " a l s o  i n d icatcd t h a t ,  a t  any 
t i l l le ,  if  therc werc any d i ffi c u l t ies,  llC 

w o u l d  bc p repared to i ntervc ne on the, 
co l l cge's beha l f," Mr I I c nhcsscy told the 
comm i ttec. 

The . p o l y t c c h  r e c e n l l y  a b a n d o n e d  
p l ans to relocatc its thrce fac i l i t i es to 
one campus on the R a i l way Land. The 
" Po lytech in the Park" propos a l  was 
dropped i ll the fac e  of p u b l i c  oppos i t ion 
to t h e  plan .  

T h e  polytech i s  now i nYcstil:ating oth­
e r  options,  i nc l uding a suggestion i t  dc­
velop n IICW campus on its (�rcy Strcct 
si te. 

. 
. 

The c o l l ege of education and u n i ver­
s i ty h ave a long h i story of co-operation. 
Teac h e r  t ra i nees take pa pers toward a 
M a ssey d egree as p a rt or thei  I' st lldy. 
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Principal 's  Memorandum To All 

College Staff Concerning Resumption 

Of Merger Consultations 



DATE: 

TO: 

FROM: 

Palmerston North College of Education 
Te Kupenga 0 Te Matauranga 

Memorandum 

29 August 1 994 

All  Staff 

B ryan Hennessey. Principal 

SUBJECT: COLLEGE/UNIVERSITY PARTNERSHIP 

I wish to i nfo rm you that there wil l  soon be a resumption of consu ltations between the 
College and M assey University on the m atter of the future relationship between the 
two institutio ns. 

The Cou ncirChai rman Mr Bruce Beetham and I have had prelimi nary discussions with 
the Massey Chancellor and Vice Chancellor. Now with the fu l l  support of our Cou nci l  
we have ag reed that further meeti ngs of the Vice Principal and Registrar and I wi l l  be 
scheduled with Professo rs Fraser and Tu nmer from Massey in the near future. 

A major ai m wi l l  be to bui ld on much of the earlier work carried out by the committees 
on closer educatio nal relations between the Col leg e and the U niversity. 

It is proposed that a set of recommendations will be presented to the respective 
governing Cou ncils hopefully by the end of this year. 

I wi l l  keep you i nformed of developments and progress being made.  

4:r�/L;r� 
B ryan Hen nessey 
PRI NCIPAL 
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Editorial -' 

Monday, April  24, 1 995 

Merge r  makes 
stro n g  sen se 
M:SSEY UNIVERSITY and 

the Palmerston N o rth 
College of Education have 

agre e d  on a merger which has the 
capac i ty to enrich education 
greatl y  i n  New Zealand. 

The m e rger will  come into 
effect o n  January 1 next year, but _ . 

the speed of its succ ess wil l  
�de p e n d  o n  the. extent o f. the 
financial  commitment the 
Government is p repared to make. 
The new �lassey University 
College of Education w i l l  need 
fu l l  use of the Hokowhitu campus 
th e existing col lege now shares 
with the Manawatu Polytechnic to 
m a ke the merger .work p roperly. 

The p l a n  is to shift staff fro m  
Massey's education d e p a rtments 
and Educ ational Resea rch and 
D evelop ment Centre on to the 

' H o kowhitu campus, but that 
c a n no t  h a ppen until the 
Government agrees t o  fu n d  the 
p o lyte c h n ic's redevelop ment 
pl ans,  which are l ikely to centre 
ori its Grey Street campus. 
Education Minister Loc kwood 

'Smith suppbrts the m e rger, and , 
has prom ised ass istance, b u t  the 
p roposed timing for the merger . 
m e ans supp ort in prin c i p l e  needs 
to b e  tu rned quickly into support 

-in 'fi n a n c i a l  terms. 
7'. 'Meanwh i l e, the unive rsjty and 
::'c o l l ege counci ls shou l d  be 
'.congratul ated on the ir in it ia tive. 
The m e rger makes common sense, 
but c'omm on sense cannot al ways 
be taken , fo r granted in debates 
which are concerned with 

-emotional  ties to the p ast as w e l l  
a s  with a real istic accou nting o f  
what t h e  future holds. 

The univers ity and the col lege 
both have a wide store of 
education and teacher tra ining 
s k i l ls  to bring to a merger. A 

fut u re gene ration of teac hers. 
ed u cation researchers and 

enhanced range of ex perience 
which is go i ng to be avai l a b l e  to  
them. 

The new Massey University 
Col l ege of Education will  have the 
capacity to become not o n ly the 
coun try's leading centre fo r 
teacher trai n i ng and the academic 
study o f  the d isc i p l i ne of . 
education . but to become a n  even 
more impo rtant int erna ti o n a l  
tra i n i n g  and research centre too.  

The m erger will  also b e  go o d  
for t h e  p o lytech be caus e i t  is  
surely b ound to enhance i ts case 
for a central c a m p us. The 
po lytech currently operates u n d e r  
enormous adm i n istrative a n d . 
practical  study d i ffi culties 
wo rki ng out of several ca mpuses.  
The merger agreement simply 
brings those p robl ems to a head,  
and makes a reso lution of them 
an even more urgent nee d . . 

S IR EDMUND HILL.-\RY has 
been granted a rare a nd 
signal honour in bein g  

a p p o i n ted by the Queen a s  a . 

Knight Companion of the �Iost 
Noble O rder of the Garte r. 

The appoi ntment wi l l  b e  
welcomed b y  N e w  Ze alanders as a 
fitting recognition of a m a n  w h o m  
Prime :\Iinister J i m  B o l g e r  says 
has been a hero to seve ral 
generations of New Ze a landers 
fo r the past fo u r  decades. 

No one should doubt the 
gen u i n e ness of Mr Bolger's 
admiration for Sir Edmund . but 
given what someti mes seems to be 
Mr Bolger's lone campaign fo r 
New Zealand to deb ate issues 
such as the honours l ist and 
rep u b l icanism, there is an i rony 
that it should fa l l  to him to pass 
on the coun try's congratu l ations 
to the great New Ze alander. 

The irony matters l i tt l e. 
h ,,'r'o. . . ...,. _ T 1.. " \.. .. - - .. - -- _ . .  

I 
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The Memorandum Of Agreement 



MENIO RANDUM OF AGREEMENT 

This Agreement is  made on I � M« /q 7' � between the P a l m e rston 

North College of Education ("t he College") and Massey University ( "the Univers i ty") .  

General 

The parties to this Memorandum of Agreement agree that merging would be to their  
mutual benefit and to the benefit of the communities they serve in that i t :  

(a) would strengthen, enhance the status of and further develop the professionalism 
and expertise of educators in various fields and would facil itate the pursui t  of  
excellence and the extension of knowledge through research and scholarship in  
those fields; 

(b) would help secure the long term future of teacher education in New Zealand; 

(c) would provide the opportunity to establish new and innovative programmes, for 
e x ample i n  the fie lds of fine I performing arts, physical education I sports 
coaching and Maori studies and also promote research in these areas; 

(d) would provide access to a broader scope of educational programmes for 
students; 

(e) would provide enh anced opportunities for the profess ional development  and 
c areer prospects of staff; 

(f) would allow for m ore e fficient use of human and physical resources whilst at 
the same time as providing an expanded resource base; 4' 

(g) would enable a co-ordinated approach to distance education for teachers and 
other educational profes:l ''"'�als. 

The parties recognise that they each have independent status and agree to participate in 
all negotiations in  good faith up to the day of merger. 

B etween the date of approval of this Memorandum of Agreement by both parties and 
the day appointed for the merger to be enacted, the University and the College agree to 
work co-operatively, positively and expeditiously towards planning and i mplementing 
the stru ctures and processes that merging e ntails.  During this period neither the 
Univers i ty nor the College wil l  take any action or enter i nto any commitment that i s  
prejudicial t o  the interests of the other or of the merged institution. 

The parties agree that they w i l l  jointly negotiate with the },·1 inister of Education 
concerning the legislative and financial requirements and appronls for the merger. 

The parties now agree, without prejudice to matters affecting the merger not explici tly 
covered in  this Memorandum of Agreement but to be negotiated at a later date, that: 



Definitions 

1 . In this Memorandum of Agreement: 

"the University" means M assey University; 

"the College" means the Palmerston North College of Education; 

"MUCE" means the Massey University College of Education; 

"the B oard" means the Massey University College of Education B oard; 

"the Faculty" means those members of the Faculty of Education o f  Massey 
University who are staff o f  M assey University; 

"the governing bodies" means the Counci l  of Massey University and the 
Council of the Palmerston North College of Education; 

"the m erger" means the merger of the Palmerston North College of Education 
and M assey University in accordance with this Memorandum of Agreement; 

"the day of merger" means 1 January 1 996; 

"the Hokowhitu Campus" means the premises currently occupied and controlled 
by the Palmerston North College of Education at Palmerston North;  

"the Vice-Chancellor" means the Chie f Executive o f  Massey L'niversity as 
defined in Section 1 96 of the Education Amendment Act 1 990. 

Governance 

2 .  Subject to the conJitions specified i n  this Memorandum of Agreement, from the 
day of merger the College shall be merged into the Universi ty i n  accordance 
\vith the provisions of any relevant Acts and Statutes and this Agreement. 

3 .  From the date of the signing o f  this Memorandum of Agreement the Vice­
Chancel lor shall  nominate the Chairperson o f  the College Council to be a 
member of the Council of M assey University in accordance \vi th Part XV o f  the 
Education Amendment Act 1 990 and Clause 4. 1 . 1 (i i )  of the M assey University 
Charter  1 994- 1 998. 

4 .  On the day o f  merger the University Counci l  will  cause to be established i n  
accordance with Clause 1 93(2)(i)  o f  the Education Amendment Act 1 990 a 
board to be known as the COllege of Education Board. The Board wil l  be 
charged with: 

(a) maintaining an overview of the merger to ensure adherence to the spiri t  
o f  the Memorandum o f  Agreement and the report entitled " A  Proposal to 
Merger" (Massey C95/54(b) (revised) & PNCOE C951 l 1 l  (revised)) ;  

(b) ensuring the integrity of teacher education is maintained; 

(c) making Charter and policy recommendations to the M assey University 
Counci l  which wil l  ensure the Universi ty's continuing c ' tment to 
teacher education; and 

2 dM  
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Cd) exercis ing such s peci fic authorities i n  teacher education as may be 
delegated to i t  from time to time by the Massey Unive rsi ty Counci l .  

5 .  The B oard will  comprise: 

(a) the Chairperson o f  the College Council at the day of merger, who shall 
act as the initial Chairperson of the Board; 

Cb) the Principal of the College at the day of merger; 

(c) the Vice-Chancellor; 

(d) the Chairperson of the Board of S tudies of MUCE; 

(e) one staff member elected by the staff of MUCE; 

(f) one student elected by the student members of MUCE: 

(g) up to five members, to be appointed by the University Council on the 
recommendations of those members of the Board specified i n  Ca to e) of 
this  clause, to ensure appropriate gender and ethnic representation and 
appropriate professional expertise . 

6 .  The U niversity and the College wi l l  seek accommodation from the Government 
to allow separate annual statements and EFTS returns to be presented for 1 996. 
Although the merger w i l l  have occurred. the time frame wil l  not allow for the 
i n tegration of financi al and EFTS reponing syste ms to h<lve been fu l l \' 
completed. 

The Merger 

7 .  The University will accept that from the day of merger: 

(a) 

(b) 

Cc) 

(d) 

8 .  (a) 

the academic functions of the Facul tv and the CoI le£e wil l  men!e to form 
the Massey UniversilY College of Education (MUCE); � 

all  programmes and awards offered by the Col lege prior to the merger 
shall continue to be offered by MUCE subject to the normal Universi ty 
processes of review of programmes and structures which includes 
approval by the University Council :  

MUCE shall have a Board of Studies which shall repori to the Academic 
Board of Massey University; 

follow i ng the merger, MUCE wi l l  review the ful l  range of existing 
academic programmes. It may develop new programmes and modify i ts 
departmental structure as i s  appropriate subject to the normal approval 
procedures of the University. In all  c ases the i ntegrity of Teacher 
Education wil l  be maintained as  will  the status of Education as a major 
subject; 

Those premises occupied and control led by the Col lege loc ed at 
Palmerston North shall become known as Massey Uni ersity -
Hokowhitu Campus; 



(b) Those premises occupied and controlled by the College located at 
Wanganui and Taranaki shall become known as Massey University -
Wanganui Centre and Massey Uni\'ersity - Taranaki Centre respectively; 

(c) Those premises owned by the College located at Napier shall become 
known as Massey University - Napier Centre ; 

(d) MUCE will be located primarily at the Hokowhitu Campus and Napier . 
Centre. 

9 .  From the day of merger the administrative and support functions o f  the College 
wi l l  be inte grated as appropriate within the University'S administrati ve 
stru ctures, provided that appropriate administrative functions will  remain a t  
Massey University - Hokowhitu Campus t o  service MUCE. 

1 0 . From the day of merger the University undertakes to maintain and honour all 
educational contracts and teacher support contracts of the College existing at the 
d ay of merger. 

Property and Liabilities 

1 1 . Conditional on satisfactory fi nancial and other arrangements being made with 
the Mi nister of Education and the Mi nistry of Education i s  that any financial 
reserves of the College or associated trusts existing on the day of merger will be 
used excl usively for purposes of the future development of teacher education a t  
the Hokowhitu Campus and Napier Centre and the College's premises a t  New 
Plymouth and Wanganui. 

1 2 . Subject  to the provisions of Clause 1 1  of this Agreement, all property and 
assets vested in the College are to be ceded to the University on the appointed 
day and vested thereafter in the University. � 

1 3 . On the day of merger, the University shall assume all liabilities and obligations 
of the College including all terms and conditions as specified in any contracts o f  
the College existing at the day o f  merger. 

S taff 

1 4 .  All staff o f  the College will become members of staff of the University o n  the 
day of merger. 

1 5 .  There will be no forced redundancies or retrenchments as a result of the merger. 

1 6. The College and the University agree that the employment contracts of current  
College staff will remain unal tered, except that the employer party shall become 
the Vice-Chancellor of Massey University: 

(a) current i ndu strial relations arrangements will  remain in force unt i l  
superseded by any new agreements; 

(b) the employer will negotiate with the relevant p arries as required by 
current industrial arrangements. 



1 7 . The College and the Un ive rsity give the undertaking that any appoi ntments 
made after t he day of merger wil l  be made in accordance with the terms and 
conditions o f  employment of the University. 

1 8 . Induction and staff development programmes for the personal and professional 
needs of staff directly a ffected by the merger shall be pro\' ided as necessary. 

1 9 . On the day of merger the Principal of the College shall become the Principal of 
�lUCE. 

Students 

20,  On the day of merger al l  students o f  the  College shall become students o f  the 
University. 

2 1 .  The academic programmes of students who, on the day of merger, are enrol led 
i n  the College shall not be adversely affected, 

2 2 ,  T h e  College and t h e  Unive rs i ty u ndertake to consult w i t h  the appropri ate 
S tudents Associations w ith a view to protecting the interests of all stude nts in 
the merged institution. 

Merger Implementation Group 

2 3 .  The governing bodies wil l  establish a �v1erger Implementation Group which will  
oversee the i mplementation of this Memorandum of Agreement. 

2 4 .  The Merger Implementation Group w i l l  comprise the Principal of the Col lege 
and the Assistant Vice-Chancellor (Academic) of the Uni\'ersity with the po\\'er 
to co-opt. 

2 5 .  Two staff members, one from each i nstitution, \v i l l  act a s  joint  project co­
ordinators and shall report to the Merger Implementation Group. 

Delegation of Authority 

2 6 .  The governing bodies direct and authorise the ir respectiye Chief Executi \'e 
Officers to undertake all necessary actions to bring this Agreement to fmition. 

Termination of Agreement 

2 7 .  The College and the University enter into this Agreement with the intent to 
merge on the appointed day of merger. This Agreement is final and not open to 
subsequent termination. 

5 



The C O M �I O N  S E A L o f  t h e  

PA LME RSTON NO RTH COLLEGE O F  

E DU CATION was this I S � day of 

H V 1 995 affixed by resolution of 

the Council  of the College in the presence of 

Chairperson 

The C O !\ I �'1 0 N  S E A L  o f  NI A S S  E Y 

U�IVERSITY was this /� day of 

� 1 9 95 affixed by resolution of 

the Council of the Uni versity in the presence of 

Chancellor 

Vice-Chancellor 

6 
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PALMERSTON NORTH COLLEGE OF EDUCATION 
MASSEY UNIVERSITY 

MERGER OF THE PALMERSTON NORTH COLLEGE OF 
EDUCATION AND MAS SEY UNIVERSITY 

MERGER IMPLEMENTATION GROUP REPORT 
MAY 1995 

Herewith the inaugural report of the Merger Implementation Group .  This group will 
report bimonthly to the Councils of Massey University and the Palmerston North 
College of Education. 

1 .  A t  a ceremony o n  Monday 1 5  May, the Memorandum of Understanding was 
signed and sealed by the Chancellor, Chairperson of the College Council and 
the two Chief Executives. Please find attached the press coverage relating to 
this event. 

2. Copies of the Memorandum of Agreement and the "Proposal to Merge" report 
(revised May 1995) have been sent to all Faculty of Educa tion and College 
staff, to Deans and other senior officers of the University and to the respective 
Employee Associations (AUS, ASTE etc) . 

3. As per Clauses 23 and 24 of the Memorandum of Agreement, the M erger 
Implementation Group has now convened and comprises the following: 

.. 

.. 
Professor G S Fraser, Assistant Vice-Chancellor (Academic) 
Mr B Hennessey, Principal 

With the following staff being co-opted to this Group: 

.. 
.. 
.. 
.. 

Nlr R Dalzell, Vice Principal 
Professor W Tunmer, Dean of Education 
Miss J Carter, Associate Principal 
Mrs M Thornson, Assistant Vice-Chancellor (Support) 

Mr Howard Wills and Mr Martin Carroll have been appointed as joint Project 
Co-ordinators as per Clause 25 of the Memorandum of Agreement. 

4. The task of proceeding with the merger process proper has now commenced. 
A critical path is being developed, the consequence of which will be a number 
of consultative exercises to be undertaken with staff and relevant departments 
within the College and the University. 
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MERGER PROCEEDING TO PLAN 

4 � .>.: .c)n�211�'i)Jffi .. ,· 

Cou·ncils of Mossey Univer­
sity and the Fblmerston 
North College of Education 
voted unanimously in favour 
of  the proposed merger of 
the two institutions. 

College Chairman Bruce 
�thom OSO and University 
Chancellor Hugh WiJljams QC 
signed the agreement formal­
ising the merger at a special 
ceremony on M:lnday 15 May. 
-rre merger will legolly take 
�t on 1 January 1996 and t·1I see the formation of the 

SSf!IJ University College of 
ducotiOrt t Staff from the University 
nd the College are now 

rking together to finalise 

MERGER UPDATE 
Welcome to the first 
edition of Merger Update.. 

As its name suggests, 
the publication has been 
developed to help keep 
all staff at Massey 
University and the Polmer­
ston North College of 
Education up-to-date with 
progress in the merger of 
the two institutions. 

AS. this stage it is 
intended that Merger 
Update will be produced 
monthly, with the possibility 
of additional 'special 
editions' if significant 
developments or events 
warront them 

the details necessary to 
bring about the merger. 

Project Co-ordinators for 
the merger process Martin 
Carroll and Howard Wills 
said that work was proceed­
ing to plan, but that while the 
Massey University College of 
Education would become a 
reality on 1 Jonuary next year, 
there was no expectation or 
even desire to hove the two 
institutions fully merged by 
that date. 

We have to be realistic 
about the scale of the project 
we are undertaking and the 
many inter-relating factors 
involved: Mr Wills said. 

'Port of the project man­
agement job will be for us to 
prioritise 011 the things that 
must be done to achieve the 
merger, to ensure that change 
can be mapped out at a 
steady, manageable rote.' 

One of the biggest issues 
and uncertainties affecting 
the merger is the location of 
the Manowctu Polytechnic, 
which currently shores the 
Hokowhitu campus with the 
College. 

'Ultimately, it is envisaged 
that the University's Faculty of 
Education will move to the 
Hokowhitu campus. However, 
that can't happen until 
matters conceming the way 
in which the Hokowhitu 
campus is shored with the 
Polytechnic are reSOlved. We 
cannot consider a large­
scale shift of the Faculty until 
then,' Mr Carmll said 

GROUP TO OVERSEE MERGER 

A special committee, made up of representatives from 
both Massey University and the Polmerston North College 
of Education, has been established to co-ordinate the 
merger 

The Merger Implementation Group (MIG) is comprised 
of Professor Groeme Roser (Assistant Vice-Chancellor 
(Academic), MU), Mr Brycn Hennessey (Principal, PNCoE), 
Professor Bill Tunmer (Decn, Faculty of Education, MU), 
Miss Judith Carter (Associate Principal, PNCoE), Mrs Muma 
Thomson (Assistant Vice-Chancellor (Support Services), 
MU), and Mr Rex Dalzell (VICe-Principal, PNCaE). 

Its Terms of Reference a re  to give effect to the Memo­
rondum of Agreement and the Report entitled A Proposal 
to Merge. The MIG will report to the Councils on 0 bi­
monthly bosis. 

POUCY DECISIONS 
Recent policy decisions rr.ade by the Merger Implementa­
tion Group are: 
• The College and the University will operate separate 

enrolment systems fer the 1996 academic year. 
• The College and the Ur-.iversity will maintain seporrr18 

financial systems for tr',e 1996 finanCial year. 
• The College will continue to hold its own groduation 

ceremonies in 1996. 
• In 1996 the College will retain its own Calendar. but this 

will be called the Massey University College of Educa­
tion Handbook and Vv111 apply to the offerings at the 
Hokowhitu campus ar.d the Napier Centre. 

Merger Update will regulcrty advise of further policy 
decisions. 

PROJECT CO-ORDINATORS APPOINTED 

Howord Wills (Registrar, 
PNCoE) arid Martin Carroll 
(Projects Manager, Massey 
University) hove been 
appointed Project Co­
ordinators for the merger. 

Reporting to and advising 
the Merger Implementation 
Graup (M1G), the Project C0-
ordinators will act as the key 

point of liaison between the 
MIG and the various working 
groups involved in carrying 
out specific tasks related to 
the merger. They are also 
responsible for communicat­
ing with staff and students 
about the merger. 

'The MIG will establish 

FOR FURTHER INFORMATION CONTAcr MARTIN CARROll ON 350-5318 OR HOWARD WIllS ON 357-9104 



Co-ordlnatDrs continued 

working groups, made up of 

stoft from both institutions, on 

a whole variety of different 

factors that have to be 

addressed for the merger to 

take place: Mr Wills said 

Each working group will 

receive Terms of Reference, 

detoiling the particular duties 

required by the MIG, from the 

Project Co-ordinators. 

'M1erever possible, members 

of the working groups will be 

involved in setting the Terms of 

Reference. 

"There may be cases 

where particular tasks arise 

which do not require working 

groups. In those instances 

'tosksheets' will be prepared 

aCid forwarded to those 

delegated responsibility for 

accomplishing the task.' 

"The tasksheets will set 

out the action to be taken 

and include such information 

as the task's objectives, 

relevant policy statements, 

deadlines, intended out­

comes, resource matters, 

and relationships to other 

tasks: Mr Carmll said 

'On a project of this scale 

it is essential that we have a 

well co-ordinated and man­

aged approach. Accordingly, 

no action should be token by 
any working group, or any 

other indMdual in either 

institution, without receipt of a 

specific tasksheet or Terms of 

Reference.' 

All enquiries regarding the 

merger and specific projects 

Merger Project Co-ordinators Howard Wills and Moron Carro/L 

should be directed to the Project Co-ordinators. Their contect 

details are: 

Howard Willis 

Registrar 

Registry Building 

PNCoE 

Ph: 357-9104 

Martin Carroll 

Projects Manager 

Registry 

Massey University 

Ph: 350-5318 

PROGRESS BRIEFS 

• Priority and non-priority 

areas pertaining to the 

merger have been 

determined and informa­

tion and consultation 

relevant to these areas 

will be communicated in 

the near future. 
• One of the first initiatives 

undertaken by the Merger 

Implementation Group 

was to publicise and 

promote the merger 

throughout the wider 

educational and public 

community. letters have 

been forwarded to other 

tertiary institutions, schools, 

regional councils. city 

corporotons, employee 

organisations, and respec­

tive stl.:dent associations. 

Bryan Hennessey and 

Groeme Froser have olso 

addressed secondary ar.d 

primary school principal 

associations. Such 

CAMPUS AND CE� LOCAnONS 

::l Albany Campus 

:J Takapuna Centre 

::l Napier Centre 

:l New Plymouth TS Centre 

o Wartganui TS Centre 

::l Hokowhitu Campus 

::l Palmerston North Campus 

consultation will contint.:e. 
• A Working Group for 

Human Resources hcs 

been set up and appropri­

ate Terms of Reference 

written. Members of the 

Working Group, with power 

to co-opt ond consult, are 

John Jay (Human Re­
sources Registror, MU), 

Kathy Broadley (Director, '­
PNCoE), Anne Marie de­
Castro (Human Resources 

Consultant MU), and Jcn 

Birmingham (Personnel 

Registrar, PNCoE). Ex­

officio members are Bryan 

Hennessey, Groeme 

Fraser and the Project Ccr 
ordinators. 

• Working Groups are being 

, established for the Ubrnry 

Services. Computer 

Services. the DiplomaIBEd 

progrommes. and Colen­

darlHandbook publico­

tians. 

FOR FURTIiER INFORMATION CONTAcr MARTIN CARROLL ON 350-5318 OR HOWARD WILLS ON 357-9104 

1 -1. 
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PRESS STATEMENT 

Bruce Beetham 
Evening Standard 
for Sarurday 1 1  November 1995 

"COLLEGE WILL BE STAYING PUT" 

''We have tried to be of assistance to the Polytech with its problems, but we are staying put and 
not going anywhere else," was the blunt response of the Chairman of the Palmerston North 
College of Education, Bruce Beetham, to what he called "a far too late call" by the Manawatu 
Polytechnic for the College to move from the Hokowhitu campus to the University's. 

"Quite apart from anything else the independent feasibility study we commissioned in 1 993 
showed beyo�d any shadow of doubt that it just wasn't  financially viable for the College to 
relocate to the �1assey campus. The replication of the necessary facilities there, even on free land, 
would have been, and remains, utterly beyond any means available to us, then and now" said Mr 
Beetham. 

'The reactivation of the proposal for a merger between the University and the College in 1994, 
on the basis of the University's  Faculty of Education moving on to the College's  site at 
Hokowhitu, arose in part from what appeared to be the Polytechnic's then policy of moving all 
it's operations at Hokowhitu and elsewhere on to a central city site, regardless of the fate of the 
"Poly in the Park" proposal". 

''If the Polytech h as decided, for various reasons, that is not now possible, and no longer worth 
investigating funher for the time being, that is disappointing. What it will mean for the College 
of Education is that we will simply have to use our capital reserves for the additions we urgently 
need, which unfortunately will also mean that we won't be in a position to assist, through 
purchasing any of the Polytech facilities, (or coming to other appropriate financial arrangements 
if outright purchase was not legally possible at the time) the Polytech's move to a consolidated 
site later". 

''Delaying these additions to our facilities to date has been in anticipation of being able to acquire 
vacated Polytech facilities at Hokowhitu, which would have been substitutes for such additions, 
and by so doing assist the Polytech to relocate. We shall now just have to get on with what we 
must do to accommodate adequately what will soon be increased staffing and student numbers" 
concluded Mr Beetham. 

B C  Beetham 
Chainnan 
PN College of Education Council 
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1 3  November 1 995 

Dr The Hon Lockwood Smith 
Minister of Education 
Parliament House 
WELLINGTON 

Dear Dr S mith 

PALMERSTON NORTH 365 
COLLEGE OF ED UCATION 

re Kupenga 0 re Mafauranga 
All Co�.nclt 10: Thlt R�;J/rar 

Private Bog 1 1035, Cttntenn;ol Drive 
Po/mllf" /OtI Nartft, Nrw ZI1O/o,,<I 
ielepnc- t'CO} 357· 9104 

Focs;m;!tt Ice} 356-9032 

VICE·CHANCELLOR'S 
1 6 N DV  1995 

O f f i C E  

I have been supplied with a copy of the Manawaru Polytechnic;'s just decided charige 'of tlidc. in. 

its late submission to yourself dated 10 November 1 995 regarding the dis-establishment of the 
Palmerston North College of Education to enable the merged Massey University College of 
Education to come into existence on the Hokowhitu campus. 

I would draw your anention to the fact that the reactivation of the proposal for a merger between 
the University and the College in 1995 on the basis of the University's  Faculty of Education 
moving on to the College 's  site at Hokowhitu, arose in pan from what then clearly appeared to 
be the Polytechnic's adoption of a policy of moving all its operations at Hokowhitu and elsewhere 
on to a cena-al city site, regardless of the fate of the "Poly in the Park" proposal. In short they 
said they were going, and our planning proceeded on that basis. If, as they now say, their 
preferred outcome is that the College should move to the University Campus to enable the 
Polytechnic to consolidate on the Hokowhitu site, then why on earth did they not say so ages ago 
when they had ample opportunity for input and to indicate that preference? I have been on the 
College Council for five years, and this is the flrst time I have heard such a preference expressed. 
Besides, there has been regular contact and discussion between the Chief Executives and other 
officers of the College and the Polytechnic throughout the whole process during which the 
Polytechnic was kept well apprised of our intentions. And why did they go through, and why 
were the people of Palmerston North put through, the fiasco of the "Poly in the Park" proposal? 
Furthermore, why is the Polytechnic now engaged in significant reconstruction at Grey S treet? 
This is hardly consistent with the preferred option they are now in the process of belatedly 
embracing. 

It is far too late in the day for the Manawatu Polytechnic to be changing tack - at ,the eleventh 
hour as it were. The merger implementation process with due blessing and encouragement from 
yourself is too far down the track at this point for the clock to be turned back without producing 
disruption and destroying much of the hard work done in preparation. This work has of course 
been predicated upon the merged institution staying at Hokowhiru. 

. . ./2 
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The Polytechnic' s claimed "most cost effective" and "less expensive" option which we greatly 
doubt would re so, and has cenainly never been proven or shown to be such, would be of no use 
to us anyway because it would involve us having our auditorium, gymnasium, marae and some 
other facilities beyond convenient physical access to our students. This would effectively 
frustrate our desire to move more comprehensively into the whole area of the performing arts as 

well as operate om present courses efficiently. 

We submit that the Polytechnic funding that was removed in 1990 should be recovered not to 
enable the Polytechnic to purchase the College's interest in the Hokowhitu campus, but to 
facilitate the Polytechnic's relocation to a central city site. 

I understand that our Chief Executive Officer Bryan Hennessey will be talking with some of your 
officials later this week about this matter and the whole issue, but I thought you might appreciate 
in advance some comments from myself. I hope you find them of some assistance. 

Yours sincerely 

�(� , 
B C  Beetham QS O 
Chairman 
Palmerston North College of Education Council 
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Office of . � THE MINISTER OF EDUCA'rION t� n Wellington, New Zealand 
. • �d;())Ik> ... - •• • • • - . .. .. . - .  o . . .... ... - • •  - - - -•• --��7! 

1 2  DeCAmbe r  1 9 9 5  

Bryan Hennessey 
Principal 
Pe.lmerston North College of Education 
Private Bag 1 1  035 
PALMERSTON NORTH 

Dear 8ryan Hennessey 

PROPOSED MASSEY UNIVERSITY MERGER WITH PALM ERSTON N ORTH . 
COLLEGE OF EDUCATION 

On MondRY 3 December 1 995 I �dvlsed CabInet not to proceed, in the m�antime, 
with th� propotal to recommend to the Governor-General that an Order In Council be 
nlade to disestablish the PQlm�rston North Col/ege of Education �nd ;n(;OI porate It 
with Massay University. 

This decision war; reached following considel Od\ion of subml�slonlS received 
subsequent to notification of my Intention to interc:�l�d parties In accordanc:a with 
Section 1 64(5)(a) end (b) of tho Education Act 1 989. An objection, together with a 
legal opinion on the subJoct, on the fulure OCClIPCfI)CY of the Hokowhitu sl\o by the 
proposed Maseey Ur)iversity College 01 Education, WHJO received, Indicating to me 
that matters of $omc subatance Hoeded to b� �ettled hAfom I could recommend that 
Incorporation proceed without risk or judlcla/ Retlon. 
I t  is my Intention that nil ps/ lies directly effected by the propoMI that the two 
Instltl/t1on� merge should meet il l the very r rear future. The purpose of thl� meeting 
would be to �n8lder Issues of concern regarding the future provialon of tertiary 
education In the Manawatu. My Private Secre\i.uy will lJ� in touch with your Office 
eorly In 1 Q96 to make Qrrangement� for this meeting. 

Yours Sincerely 

Lockwood Smith PhD 
MInIster of Education 

TELEPHONE (04) 4719 - 979 FAX {Q4 l 4712 . V 1 R  
-DEC-19S5 1 1 : 32  64 6 3569032 

P . 02 
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�!r:fl. �r,� � ) . \\\\\\\1 · 
MASSEV 
U N IVERSITY 

RUMERSTON NORTH 
COUEGE OF EDUCAITON 

re Kupenga 0 re Malauranga 

MASSEY UNIVERSITY & P ALl\1ERSTON NORTH COLLEGE OF EDUCATION 

SlJM1\.1ARY POSITION PAPER 

Tuesday, April 02, 1996 

The Palmerston North College of Education and Massey University welcome the opportunity to 
meet to discuss any unresolved issues relating to the proposed merger between our two 

institutions. 

It must be noted that neither the College nor the University perceive any problems with the 
merger proceeding, nor have we received any formal objections to our proposed course of 

action. 

We understand that a legal inj unction contemplated by the Manawatu Polytechnic against the 
Crown, relating to site issues, outlined three objections: 

1 .  The consultation process provided insufficient time. 

2.  The merger proposal allegedly asswned exclusive use of  the Hokowhitu Campus. 

3 .  The use of existing and future capital could be better used i n  the national interest. 

On the basis of the information available to us, we believe the fIrst concern has been addressed 
by the Minister delaying his decision to recommend the Order in Council. This has been at 
considerable financial costs to the College and the University (est. $200,000 excluding salary 
costs of senior executives, staff on working groups and the two joint project co-ordinators). 
Other costs have been to staff and student morale and to the reputations of the two organisations. 
There is a limit to how long the College and the University can reasonably be expected to sustain 
such costs before reviewing their commitment to the merger. 

In response to the second concern, the University and College Councils amended the 
Memorandwn of Agreement and the report entitled "A Proposal to Merge", such that any 
proposal to seek exclusive occupation of the Hokowhitu Campus was withdrawn. It is our view 

Merger Implementation Group 
ProJECT COORDINATORS: 

HOWARD WillS, Private Bog 1 1  035, Polmerston North 
Telephone 106) 357 9 1 04,  Facsimile (06) 356 9032 

/v'IART1N CARROll, Private Bog 1 1  222, Palmerston North 



that the merger does not provide the Polytechnic with greater rights to the Hokowhitu Campus 

that it currently enjoys; nor does it provide the University with any greater rights to the 

Hokowhitu Campus than the College currently enjoys. 

We are not persuaded that the third objection is credible. 

Attempts to resolve the ownership/occupation issues and concerns related to the Hokowhitu 

Campus have continued for a considerable period of time and remain unresolved. Because we 

are fIrmly of the view that the site issue is unrelated to the merger, it seems unreasonable to 

require that the merger be predicated on i� resolution. 

However, the College and the University have repeatedly endeavoured to work with the 
Polytechnic on this matter, thus far without complete success. Nevertheless, we remain 

committed to participation in a finite process designed to resolve the site issues at the Hokowhitu 
Campus. The present procedures used require full consultation and agreement prior to either 

occupier engCl:,aing in site developments. This system has presented no difficulties thus far and 

we see no reason why it could not be continued following the merger. 

In addressing procedures relating to the site issue the following are non-negotiable: 

1 .  The right to act as an autonomous institution. 

2.  The right to  further develop on the Hokowhitu Campus. 

3 .  Relinquishing any facilities/plant/space presently occupied or utilised by the College at 

the Hokowhitu Campus is not an option. 

Thus we are of the view that on the basis of information made known to us, no valid reason has 
been given for further delaying the [mal approval of the merger, effective as at 1 May 1 996. 

Professor G S Fraser 

Assistant Vice-Chancellor 

Massey University 

Bryan Hennessey 
Principal 
PaImerston North College of Education. 

Principal 

' .. 
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3 70 

In Executive Council 

His Excellency the Governor-General is recommended to 
Sign the attaChed Order in Council making the Palmerston North College of Education 
(Di�e$tablishmellt. auc wwrpurcitlOn in Massey Utiversit"/) Order 1 996. 

I am satisned, for the following reasons, it is desirable for Massey University and the P�rstoc 
North Cnl Te£2 ef Education to 2.:Xlalgamate, and that the College cannot be ir.corporat�d m the: 
L"niversity d:ss it ha.; b� cll..��lish:d. 

I am satisfie:! that the disesmblishment end amalgamation! 
(a) would s=�.he:J.. enhance the status of and :fur>.her develop the professionalism and expertise 

of educato:"S in various fields 3Jld would facilitate the pur�cit of CXC���\;= md the eXtension 
of know!edge �1rough researth and scholarship in those fields: 

(b)would h!lp s!c�e the long term rotur: ofteache: education in New Zealand: 
(c) would previde the opportUnitY to establish new and jnno�rive progratr.:lles for ex.ample i::l 

the fields of &e!performing artS, physical edu�tion/sporu coaching ane: Maori studies and 
slf:O pro=ctc :-::learcn in thc�c er�: 

(e:)woulc. p:ovide access to a broader scope of educational programmes for st'.!dents; 
(e)would provide enhmced. opportunities for the professional developm:m and career prospect:) 

of staff: 
(f) would allow for more efficieI:.t use of human and physical resources whii St at the same time as 

providing an e:<p�ced rC:5ourc� u�c:: 
(g)would er.able a coord.ina!eci approach to distan.ce educe:ion for teachers az:d other educanoc.al 

professionals. 

I am also satisfied 6at the conce:n.s expressed to ID! b:· Manawaru Polytechcic regardbg the 
accOr-:IlO&riOll Cll tlle Euk.uwhitu Campus are being addr:ssed. 

Approved in Council 

fWG��'!-
\J'"----..-.'----------�_ /l1.le Hon tWyan C;e�ch. 

Mi.�ter of Edll�tion 



The PalmerstDn North CoUege of Eduution 
(Dis2stab1ishm�t and Jn�n1'Jlontion in M2£sey 
University) Order 1.996 

1� � 4 � 
�ver.lor-C-enc:!al 

ORDER I); COt.J)l'CIL 
At W�llington this ,==p� day of �'\� 1996 . :; 

Pr�sent: 
1·" ,, __ 11_ - ,fY'c..�\."r.. ----- � COl"Ncn. ..... _ I' ·, �<.""'.!;� . - I · 

.P-.!R.SUANT to secticn 164 of the Ed-Janon A.::t 1989, His 
E::r;c::llency the Govemor-0en�ra1. adn� by a:1t'l w-rrh the 
advic:: and consent of the E:t:cutive Council. h'!."":Oy make 
the following order. 

O r  d e  r 
1. 1'1ue and commencement-{l1 'This order may he eifl"C 
as the Palm:mon Nor-h College of ECucanon 
(Disest1.bllsbment and Illccrpor�on in Mas.iey Ucivers:ty) 
Ord.et- 19YG. 
(2) T:.is order shall come mtO force on the 1st day of June 
1 996. 
2. Palmerston North College ot Educ:r.tion 
disestubli:lhed lUld l.u�"C1rpor4ttrl In Massey 
Univertity-The eoUege of education that. imn:edi:ltely 
b�ore the eQr.lmel'!e-�ent ef t.1..is: o:-'�:, ...,� bown :l!: :he 
P�"'StOn North CoUege ai Education-

(a) Is bereby disestahn!iherl; lInti (b) Is �eby incor;:oratea in �as.sey Uni .... er!ity. 

E:r:plc.Miory Nou 
This r.a� i.r net parr ojrJu order, tur Is inrcr.dtc :o indicau 
i:s l�ra1 effect. 
!his ord::r. which canes into fcre� on 1 I'Jn� 1956, 
&��blishe.s :he Pili:::�tOll �or+.h CoUc:ge of E6!cacion 
"ml incoq>Orat:S it 1."l Musey Uciversirf. 

3 7 1 
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WAY CLEAR FOR MERGER! 
BACKGROUND TO THE MERGER: 

The road to the merger has been a lang one. The propos�1 

was first aired in early 1990 when a steering committee was 

set up. In the following year the College of Education council 

adopted a list of five principles, after consulting staff and 

srudents from both institl.rtions. 

At that stage there were plans to complete arrangements 

l . _  the amalgamation by January, 1992, but in July 1991 final 

. ::jreement was postponed until the middle of the following 

y'ecr. Plans then centred on moving the college to the Mas­

Sf:-{ campus. 

Negotiations continued until mid- 1993 but 'Here d iscontin­

ued after a report from consultants Deloitte Touche Tohmatsu 

thet focused on building costs and financial feasibility. The 

con�ultams advised that the relocation of the college on the 

campus was not viable. 

. , 
. ; 

McV1l77a. Vice-Chancellor; Mossey University 

However negotiations had resumed by 1994 and in 

August the link was again raised publicly when College 

Principal Bryan Hennessey and Massey University Vice­

Chancellor Neil Waters made a joint approach to the Minister 

of Education, Lockwood Smith. He was asked to support a 

new proposal which would see the Manawatu Polytechnic 

follow its plans to shift from the Hokowhitu campus, which it 

shared with the college. The merged Massey University 

College ef Education would occupy the Horowhitu site . 

By early 1995 the councils of both institutions were 

considering a memorandum of agreement prepared by a 

joint negotiation team. The merger was announced formally 

in Apri� to take effect in Jan uary, 1996. It had been agreed 

that the university Education Faculty's three deparunents and 

its Educo:ional Research cnd Development Centre would 

move to Hokowhitu. The Minister was again approached and 

asked to facilitate the merger, including by providing financial 

8rror; Hennessey, Principa£ Polmerston North College of 
Educcrion 

FOR FURrnER INFORMATION COl'o"TACT MARTIN CARROll ON 35(}'5318 OR HO'N..1JID Vt1llS ON 357-9104 �'·.'WTH 
rrY ° rr.srv rnr'rJTU'\o,,: 



support to allow the Polytechnic to establish a new site. 
College Chairman Bruce Beetham and Massey University 
Chancellor Hugh Williams hailed the agreement as "of 
tremendous significance to the long-term future of education 
in New Zealand" and as 'setting a new benchmark for 
teacher education". 

The plan was widely debated An editorial in the ManawanJ 
Evening Standard congrutulated the university and college 
councils on their initiative and predicted the new Massey 
University College of Education would become not only the 
country's leading centre for teacher training and the aca­
demic study of the discipline of education, but also an impor­
tant international training and research centre. The editorial 
urged the Minister to move quickly to tum his support in 
principle to support in financial terms. 

I 
� November. however; there was a question mari< over 

the fVture of the Hokowhitu campus, with the Manawatu 
Polytechnic's acting Chief Executive Paul McElroy recom­
mending the polytechnic should be sited completely on the 
campus, and the college moved to the university campus. The 
Minister called for public submissions. In December he 
announced he would postpone the decision on the merge� 
after the polytechnic indicated it would seek a judicial review 
of the proposal The Minister also signalled a meeting of 
rep1sentatives of all the tertiary institutions, to be held early in 
the new year 

ere was further delay in late February when Or Smith 
was replaced in the education portfolio by new minister W{att 
C h. Mr Creech ha� held a series of meatings "vith repre-
sent . s since becoming Minister and announced last week 
that e would recommend to Cobinet that the merger should 
go head. 

THE ANNOUNCEMENT: 
The inisters statement was headed: WAY CLEAR FOR 
ME GER OF PALMERSfON NORTH COLLEGE OF EOUCA-

I TlO AND MASSEY UNIVERSI1Y: Mr Creech said: "The 
M

.
a�awatu Polytechnic, which shares the Hakowhitu Campus 

with Ithe Polmerston Narth College of Education, has ex­

pressed some concems relating to the future development on 
this property. I have had cflscussions with all the parties 
involved. I appreciate the co-operation of the various parties -
it showed commonsense and a commitment to achieve the 
b� solution for education in Polmerston North. I am very 
pleased that a constructive agreed pasition to advance a 
proPosal which will be a positive move for the education 
secrr in Polmerston North, a city that prides itself on being 
the iJ<n0wledge City" of New Zealand, has been achieved. 

-I commend all those involved for their good sense in this 
mE:. 

have also undertaken to consider the case from 
Ma \. tu Polytechnic for assistance to meet its needs for 
quaritV accommodation in the future: 

THE REACTION: 
A joint statement from Massey University Vice-Chancellor Or 
James McWha and Polmerston North College of EdUcation 
Principal Bryan Hennessey expressed delight at the Ministers 
announcement 

We are very pleased the Minister has acted decisively to 
allow the merger to proceed The establishment of the 
Massey University College of Education creates exciting 
prospects for the development of teacher education into the 
next century," said Bryan Hennessey. 

·Or McWha said he was pleased that "all the planning and 
preparation carried out over the past five years can now be 
realised in putting in place the long held visian for the future 
research and development of education We look forward to 
finally realising the benefits to staff, students and the national 
education community: 

Both Chief Executive Officers expressed appreciation for the 
Ministers co-operation and support in seeking the necessary( - . 
Government approval And they announced that. subject to . 

Cabinet approvaL the merger would take effect on 1 June, 1996. 
The Manawatu Polytechnic's Chief Executive Paul McElroy 

said the polytechnic would now not pursue legal action 
against the merger. 

THE NEXT STEPS: 
The decision on the merger was expected to be made by the 
Cabinet on May 6. The Order In Council necessary to make 
the merger legal will then be fast-tracked, to allow the 1 June 
deadline to be met 

FROM THE JOINT PROJECT CO-ORDINATORS: 
"The real work of making the merger a reality can now 
commence! 
It is important that the merger develop in a co-ordinated ! 
manner. A meeting of the CEO's and key persons involved 
be convened this week to discuss the next steps. 

The -.unous working parties and specific projects which 
were established earlier win be called upon to reconvene. 
Convenors will be approached in due course to discuss such 
issues. It is asked that no actians be taken until these ap-
proaches have been made. 

. 

It must be noted that there is no expectation that all 
systems will need to be fully integrated by 1 June, 1996. 
Indeed. many systems will not be required to be fully inte­
grated until 1 January, 1998, and some systems will remain 
independent for the foreseeable future. 

Many of the changes that will be made a� the merged 
entity evolves will involve processes which are based on 12 
month cycles: e.g� enrolments, financial reporting and aca­
demic progmmmes. The day of the merger, 1 June, will be at 
varying stoges of the many cycles to be considered. 

If there are pressing matters that staff tee! need more urgent 
considerution, they may contact the project co-ortfinotors below: 

~ FOR FURTI!ER INFORMATION CONfAcr MAKI1N CARROll ON 350-5318 OR HOWARD Wll.l.S ON 357-9104 
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