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ABSTRACT
Objective: The aim of the article is to present the issue of mergers and acquisitions of
universities with reference to academic entrepreneurship.
Research Design & Methods: The research methodology in the article was based on
comparative analysis of case studies of universities mergers. The article is of an illustra-
tive nature and constitutes a starting point for further in-depth research in the field of
university mergers and academic entrepreneurship.
Findings: One of the consolidation motivations in France was to build strong links be-
tween universities and enterprises, which is supposed to fuel economic, scientific and
technological development. Key mechanisms to drive a wave of strategic mergers in
the public university sector that is sweeping through the world are global rankings.
Implications & Recommendations: Consolidations of HEIs should also based on effec-
tive human capital management and entrepreneurial organisational culture. Nowa-
days, in the process of university merger research, we are at the induction stage, where
hundreds of case studies and few comparative studies have been gathered that draw
a complex picture of mergers and can serve as a source of practical guidance.
Contribution & Value Added: International comparison of mergers of Polish and
French public universities that lead to recommendations on macro level of public policy
and on mezzo and micro level of university management.
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INTRODUCTION

A characteristic feature of modern economy is the existence of many different eco-
nomic entities that can be grouped according to the type of their business activity.
Business entities, most often enterprises, operate within the framework of meso-struc-
tures taking a competitive (competitive sector) and sometimes a synergistic form (clus-
ter). The higher education sector is atypical because it is dominated by non-enterprise
economic entities, and competitiveness is regulated and limited by state intervention.
The rapid development of the higher education sectors all over the world is, moreover,
associated with the growing importance of intellectual capital and the transfer of
knowledge that distinguishes modern economies from industrial economies (Macerin-
skiené & Aleknavicitte, 2017). In this sense, the higher education sector is the backbone
and the source of most modern production and service sectors. The issue of competi-
tiveness is a strategic problem both from the point of view of the development of the
entire sector and the market players operating in it. M.E. Porter analyses the relation
between the competitiveness and profitability of an economic entity and the attrac-
tiveness of the sector in which this entity operates.

The merger process that is currently taking place in the higher education sector can
be called ‘merger-mania’. In an attempt to analyse literature and research results in
the field of university mergers, it can be noted that in some educational systems it is
already an advanced process of a hundred years or more. Extensive merger pro-
grammes are or have been implemented in China, South Africa, the USA, France and
Norway, among others. In many countries strategic mergers of large public universities
are being implemented. It happened in Finland, Sweden, France and even Vietnam (Pin-
heiro, Geschwind, & Aarrevaara, 2016). In most countries the consolidation of univer-
sities is a bottom up process, but the tendencies to connect at the central level are
reflected in public policies. In some countries, for example in South Africa, Russia, China
and Norway, top-down consolidations, which are more controversial, are also con-
ducted (Karodia, Shaikh, & Soni, 2015). The objectives of mergers are therefore diverse
and may include: entry into the ‘world league of universities’, rationalisation of educa-
tion and research networks, as well as restructuring aimed at increasing the efficiency
of the education process (Cai, 2016). A specific objective pursued through mergers may
be to increase the access and quality of higher education addressed to disadvantaged
groups. This was the idea of consolidation and transformation of higher education in
South Africa.

The aim of the article is to present the issue of mergers and acquisitions of univer-
sities with reference to academic entrepreneurship. The research methodology in the
article was based on a case study of the university. The article is of an illustrative nature
and constitutes a starting point for further in-depth research in the field of university
mergers and academic entrepreneurship.

The structure of the article is organised in the following way. In first part literature
review about mergers and acquisitions in higher education sector was conducted. Sec-
ondly, the methodology was described. Thirdly, results and discussion were presented.
The article ends with the conclusion.
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LITERATURE REVIEW

When attempting to analyse management processes at universities, it can be noticed that
many classical management concepts have been implemented into these processes. This
implementation has the characteristics of adaptation, which takes into account the broad
specifics of educational services at the higher level. Universities provide educational ser-
vices and operate in an environment that has a major impact on their activities (Soni &
Govender, 2018). Therefore, the choice of strategy depends to a large extent on such fac-
tors as the legal form of the university or its specialisation (Mihi-Ramirez, 2016).

Looking forward, it can be stated that the university of the future will largely rely on
strategies that will be integrated with the university’s organisation, will be supported by
analytical and IT tools and programmes and which will more and more accurately allow
the verification of key areas of the university, e.g. the science area — evaluation of the
scientific achievements of the entity. Strategies will include scientific, educational, imple-
mentation as well as organisational, market and financial activities. The management in-
formation systems at universities are already developing at the moment, enabling quick
market and strategic analyses. The management and administration of higher education
institutions increasingly use new tools of controlling, process and project management
that serve the decision-making process (Hladchenko, 2015).

Strategic management plays a key role in consolidation processes (Pinheiro & Sten-
saker, 2014). First of all, the decision about consolidation itself should be preceded by
a strategic analysis of the organisation and the environment, which is the premise for mak-
ing the decision on the merger (Andriuskevicius & Ciegis, 2017). There should be consulta-
tions with various stakeholder and due diligence groups. In the case of a non-public univer-
sity, making merger decisions is usually faster and simpler. In public universities the deci-
sion-making process is usually complex and requires the participation of various stake-
holder groups. The strategic objectives of the merger should be set, which will be the basis
for the preparation of the strategic plan (planning stage). The adoption of the strategic mer-
ger plan is related to the transition to the process of strategic coordination of the merger
(implementation stage). Strategic management at this stage consists in drawing conclusions
from due diligence and participating in negotiations and concluding contracts (Sulkowski,
2016). Institutionalisation of the merger — in the form of signing agreements and validating
the decisions on the consolidation of entities — closes the implementation stage and con-
stitutes the transition to the integration stage (Sarkar & Perenyi, 2017).

Strategic management consists in planning and implementing decisions regarding the
allocation of the entity’s resources, aimed at: (1) implementing the strategic goals of the
entity, (2) implementing the strategic plan, and (3) increasing the adaptation degree of the
entity’s activities to the environment. Strategic management of a university, a public one
in particular, will serve to achieve goals that are determined by the type of organisation
and key stakeholders (Mokhuba & Govender, 2016). In the case of private entities the
founding structure is the decisive body in determining the strategic objectives, while in the
case of public universities — university managers, representatives of the staff and students
along with political decision-makers (Vilys, Jakubavicius, & Zemaitis, 2015).

The level of autonomy in making strategic decisions depends on the type of univer-
sity, its statute and structure of power. Undoubtedly, decisions about mergers belong
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to the strategic level due to their importance and a long time horizon of implementation.
Mergers should not be a strategic goal but only a method of achieving it or, possibly,
a tactical goal. Strategic goals are the achievements of key importance for the organisa-
tion in the long term. The mission of an organisation should reflect the sense of its ex-
istence. It is intended to justify the role of the entity both from the point of view of its
founders, as well as society, employees and other key stakeholders. The strategic goals
and the mission of the university are determined to a large extent by the type of organ-
isation that usually performs a scientific and educational mission and cooperates with
the environment (the so-called ‘third mission’).The mission and strategic goals of a pub-
lic university include the implementation of mainly non-commercial aspects of its activ-
ity, while non-public, and in particular private, profit-making universities pursue com-
mercial goals (Van der Wende, 2014). According to the assumptions of the planning
school, the strategy should be reflected in the strategic plan. The strategic plan includes:
(1) strategic objectives, (2) time perspective of the implementation of activities, (3)
a sequence of steps (stages) leading to the achievement of the objectives, (4) defining
the resources necessary to achieve the objectives and the way they will be used.

MATERIAL AND METHODS

The research methodology used is of a qualitative nature and is based on a comparative
analysis of merger studies between universities. A comparative analysis of university merger
cases was conducted on the basis of a set of research indicators developed in the study. In
the encoded material from in-depth interviews, statements were sought reflecting the di-
verse opinions of respondents in relation to research indicators. 13 areas and 31 research
indicators were proposed. Then an attempt was made to synthetically compare the cases
using all available data obtained with the following techniques: in-depth interviews, docu-
mentation analysis, participant observation, auto-ethnography and duo-ethnography. Data
obtained from in-depth interviews, the comparison of which made it possible to draw con-
clusions, turned out to be of key importance. The research presented in the article is of
a pilot nature and serves as a preliminary answer to the key questions for the value of the
article and effective ways of implementing the consolidation of the university. The attempt
of two cases of consolidation of the university was selected on purpose, the choice was
based on the criteria of: data availability, literature on the subject and the experience of its
authors. The sample is heterogeneous, as it describes university mergers: carried out at dif-
ferent times, between different types of universities, in two countries.

RESULTS AND DESCUSSION
Case Study 1: Strategic consolidation and the establishment
of Université Grenoble Alpes (UGA)
Characteristics of the Universities
Université Joseph Fourier

UJF, also known as Université Grenoble |, was established in 1971 from the transfor-
mation of the faculty of science founded in Grenoble by Joseph Fourier in 1811. The
name of Joseph Fourier was born by the university since 1987. This oldest university in
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Grenoble existed until the end of 2015, until it merged with two other universities form-
ing UGA. The University educated 15 000-18 000 students, mainly in the natural, tech-
nical and medical sciences, such as: chemistry, biology, geography, physics, computer
science, mathematics, medicine and pharmacy.

UJF occupied fairly high positions among French universities in international rank-
ings. In THE ranking in 2012, it ranked 180th and 155th in 2013. It was also in the group
of the first 150 world universities and the first ten French universities. Under the decree
on the merger of three Universities of Grenoble, which entered into force on January 1,
2016, it became part of the Université Grenoble Alpes.

Université Pierre Mendés France

Université Pierre Mendeés France — Grenoble, operated also under the name Grenoble Il
and the abbreviation UPMF in 1970-2015. Grenoble Il was established in 1970 by the law
on higher education from 1968. One of the tendencies that resulted from this regulation
was the appearance in France of more specialised research institutes and, at the same
time, universities. Grenoble Il arose from the separation of a part of the department of
humanities and social sciences, including: psychology, sociology and history.

The amendment to the act regulating the functioning of the university in 1984 caused
the change of the university statute in the next year. The name ‘Pierre Mendeés France’
(UPMF) was in force since 1991, when the first contract was signed with the Ministry of
Higher Education. In 2009, by the agreement in the consortium of PRES Université de Gre-
noble, UPMF became a member of the Université Grenoble Alpes university group. Ac-
cording to the decree of 2015, the university ceased to exist on January 1, 2016, forming
part of a consolidated university under the name Université Grenoble Alpes (UGA).

Université Stendhal

Université Stendhal (Grenoble Iil) existed in the years 1970-2015. It was created in 1970 and
from the beginning it was named after the famous French writer Stendhal. The university
originated from the division of a large department of humanities and social sciences at the
University of Grenoble. Grenoble Ill specialised in research and higher education in the fields
of humanities and the fields of art, such as: philology, linguistics, literary studies, cultural
studies, social communication, journalism and theatrology. The most important educational
programmes were: English philology, French and other philologies, linguistics and other hu-
manities. The university was also traditionally involved in the education of secondary and
primary school teachers in the humanities. At the turn of the 20th and 21st centuries, Gre-
noble Il educated about 4 000 to 5 000 students and about 3 000 more in its branches.

The Course of the Merger

The University of Grenoble was founded in the 14th century (1339) and survived, repeat-
edly transformed, until 1968. The introduction of a reform strengthening the autonomy of
research and teaching centres led to the division of the university into four specialised
sister colleges according to the department key. The beginning of the 21st century in
France brought ‘Shanghai shock’, which was associated with the poor positions of French
universities in arising and gaining importance in international rankings. Positive consolida-
tion experiences in higher education in many countries encouraged the universities of Gre-
noble to undertake the pioneering task of joining the universities, which began with the
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creation of a strategic alliance. In 2002, a cooperation was established under the name of
Grenoble Universités, which covered all four public universities in Grenoble. In the nego-
tiation process, the University of Technology decided not to move towards the consolida-
tion, while the others planned, communicated and effectively implemented the merger.
The Grenoble Universités consortium became an umbrella that enabled the development
of cooperation as well as consolidation. In 2003, the ministry proposed a programme of
cooperation between the university and the environment, including a consolidation con-
cept. In 2004 Minister Jean Marc-Monteil wrote a letter to the university encouraging the
creation of local partnerships with universities and promoting integration. Then, improve-
ment programmes were centrally implemented, which also promoted consolidation.

In 2009, as part of the implementation of the ministerial PRES programme (research
and higher education centres), the merger of Universities with Grenoble was an-
nounced, which was supposed to start from January 1, 2016. A negotiation and integra-
tion team was established, in which representatives of all universities, as well as central
and local authorities and external stakeholders participated. Consolidation received
strong financial and substantive support from the French Ministry of Higher Education.
As a result of strategic analyses, research and negotiations, the following were agreed:
the strategy and stages of the merger, the structure of the consolidated university, the
new name and the authorities of the consolidated university.

On September 11, 2015 a decree on the merger of three universities in Grenoble was
signed, which entered into force on January 1, 2016. By virtue of the decree, the Université
Grenoble Alpes was created, which merged three Grenoble universities into one. The uni-
versity’s rector was Lise Dumasy, the rector of Université Stendhal for three tenures. Vice-
rectors were the managers representing the merging universities. In the restructuring pro-
cess, a new strategy and organisational structure was created. The new strategy is focused
on cooperation with the environment, innovation and implementation, as well as interna-
tionalisation and development of high quality research and didactics within a comprehen-
sive university. The mission underlines the growing role of international interdependence,
innovation, interdisciplinary research and implementation. It also confirms that the heart
of the university’s activity is the combination of education and research.

In the consolidation process, a new information system was also implemented, cover-
ing the university management, but also the entire scientific output of employees and
units, international relations and education quality management. New websites for the
university and all units were also created, which was coupled with marketing activities,
oriented towards the Internet and social networking sites in particular.

During the consolidation, changes were also made in the area of HR management.
A deepened specialisation between research and teaching staff was introduced. Also,
evaluation, remuneration and development systems rewarding higher productivity (per-
formance based systems) were introduced. The positions, salaries and development op-
portunities of employees from different disciplines are differentiated. Representatives
of exact, natural and technical sciences gained the greatest chances of development,
and humanities and social sciences — slightly smaller.

Merger Barriers

According to information taken from interviews, the most important barriers to mergers
included psychological, social, organisational and legal constraints. From the beginning of
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the process of formalised cooperation, the concerns of the academic staff and administra-
tion that consolidation may worsen working conditions or lead to weakening of influence
arose. The way to dispel these fears was communication, consultation and providing em-
ployees with working conditions that were at least on the same level as before the merger.
The staff participated in the preparation of the merger through systematic meetings in the
framework of inter-university integration teams for several years. The involvement of em-
ployees in the merger was quite high due to the ‘Shanghai shock’, the chances of using
central programmes and the sense of creating a valuable and to some extent pioneering
organisational solution in France. A certain social barrier was the formation of groups dis-
turbed by the merger and the conservative attitude of trade unions. Long negotiations,
which allowed for a compromise, were necessary. The Technical University of Grenoble,
although initially discussed the merger, retreated in the course, mainly due to social re-
sistance. The polytechnic staff did not know if the merger would bring them sufficient ben-
efits to compensate for the partial loss of independence. The merger planning was carried
out carefully, as was due diligence. Among the organisational barriers, the key role was
played by attachment to the organisational structures and cultures of the universities. The
impact of this obstacle was stopped by limiting the restructuring of scientific and didactic
units. Departments, institutes, and even chairs remained largely without major changes.
The deep transformation concerned support structures. A favourable factor was the early
announcement of the consolidation date (2009). Political barriers were rather absent,
both the ministry and local authorities favoured consolidation and actively supported it.
Some legal limitation was the need to implement many laws and regulations that required
time. Financial barriers practically did not appear, because the consolidation was co-fi-
nanced under the Ministry’s programmes.

Merger Effects

Université Grenoble Alpes currently educates over 45 000 students and employs 5 500
employees in over 80 organisational units. The merger brought first results in the form
of: intensification of scientific activities, improvement of organisational and managerial
efficiency and generation of savings from consolidated processes and structures. Natu-
rally, it is difficult to assess the effects of the merger due to the short time of its imple-
mentation, but the mere comparison between international rankings before and after
the consolidation provides valuable information.

In eight scientific disciplines, UGA is in the world top 50, and in the next nine in the
first hundred. In the Leiden (CWTS) ranking, UGA was classified on the 159th place and on
the 7th in France. The position in the field of publications in physics, technical sciences,
life sciences, earth sciences, mathematics and computer science is particularly high. In the
Times Higher Education (THE) ranking, UGA was ranked 52nd in 2017. The QS World Uni-
versity Rankings ranking places UGA in the group of the best universities in 13 scientific
disciplines. UGA also received the IDEX scientific excellence certificate. In the Thomson
Reuters classification ‘Reuters Top 100: The World's Most Innovative Universities’ UGA
achieved 93th position in the world and 6th in France and 20th in Europe.

Prospects

The first, positive effects of the consolidation create the prospects for achieving the stra-
tegic goals of consolidation in the coming years. UGA implements mechanisms that dyna-
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mise scientific activity, which has improved its position in national and international rank-
ings in the last two years. Much effort was required from the employees to adapt to the
new situation, which means that the results of scientific and didactic activities should im-
prove year by year. The interviews indicate improvement of consolidated university man-
agement through: more effective strategic management, real emphasis on international
cooperation and cooperation with the environment, effective marketing communication
and more advanced financial management and accounting. Employees mention faster and
more efficient operation of administrative units compared to the situation before the mer-
ger. There is a gradual increase in the number of English-speaking students and pro-
grammes, which favours the internationalisation of the university. The UGA didactic offer
was expanded, and at the same time unified and modernised.

Case Study 2: The merger ‘out of sectoral, stimulated from the top necessity’
—the Medical University is being created

Characteristics of the Universities
Medical Academy in t6dz

The Medical Academy in £4dz functioned in the years 1949-2002, at the end of its activities
the active departments were: medical (including a nursing unit), dental, public health and
pharmaceutical (including a branch of medical analytics).

The establishment of the Academy was made possible by the following legal act: Reg-
ulation of the Council of Ministers of October 24, 1949 on the creation of medical acade-
mies in Warsaw, Krakow, Poznan, Lublin, £t6dz and Wroctaw. On its basis, the departments
operating at the University of £édz: pharmaceutical, medicine and dentistry joined into an
independent university at the beginning of the 1950s. The university ceased to exist in
accordance with the Act of the Sejm of the Republic of Poland dated July 27, 2002 on the
establishment of the Medical University in tédz.

Military Medical Academy

In 1946, the Military and Medical School of Feldshers was established in £6dz, which took
over the function of the Chair of Military Medicine, operating in the years 1944-1946 at
the Maria Curie-Sktodowska University in Lublin. In 1950, the Military-Medical Faculty for
military doctors was established in the structures of the Medical Academy in £8dz, as the
foundation for the future Military Academy.

From July 1958, the Military Medical Academy (WAM) existed on the basis of Resolution
No. 477/57 of the Council of Ministers of the Polish People’s Republic of November 7, 1957
until 2003. It was attended by soldiers — military medical officers (doctors, pharmacists, den-
tists and psychologists), not only for the needs of the Polish armed forces, but also for forces
belonging to other states. The base was the Central Clinical Hospital of the Ministry of Na-
tional Defence in £odz. The Academy used the resources of the Medical Academy in £odz,
numerous clinics and chairs were established on the basis of the Academy's civil structure
units. Twenty-three independent academics from the Medical Academy were employed at
WAM, which also received auxiliary scientific workers, lab technicians and a technical em-
ployee. In 1958, the ‘Principles of cooperation between the Medical Academy and the Mili-
tary Medical Academy’ were implemented. They regulated the teaching of WAM students
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in medicine and in the field of pharmaceutical studies, employing Medical Academy employ-
ees in the Military Medical Academy, sharing facilities needed for conducting classes and
research, providing medical equipment, participating in exams and student recruitment. The
order of the Ministry of National Defence from May 19, 1958, according to which from the
beginning of July the Military Medical Academy, based on the Military Medical Training Cen-
tre, was to be created, was also of great importance.

The Academy changed under the influence of the restructuring of the Polish Armed
Forces that was taking place since the 1990s. The number of employees, units and students
decreased, and there were significant budget restrictions. Under the influence of these
changes, WAM became a military-civil university, in 1998-1999 civilians were offered two
fields of study: public health and physiotherapy in part-time mode. In view of the reform of
the higher military education introduced by the Ministry of National Defence, the Academy
actually had to cease to exist, because there was no longer a ministerial training system for
military doctors. The Academy authorities began to strive to connect with the Medical Uni-
versity in £6dz to save the status of the university and years of academic work and research.

The Course of the Merger

Preparations for the merger of universities lasted from 2000. In December that year, the
Inter-University Team for Integration was set up, in which the authorities of the University
of £&dz participated together with the representatives of the Medical Academy and the Mil-
itary Medical Academy. Originally, it was planned to combine these three universities in the
structures of the Department of Health Sciences of the University of todz. This project, how-
ever, was not implemented, mainly due to resistance from the medical community and the
lack of a solution to the difficult financial situation of many clinical hospitals in tédz. On the
side of the Medical Academy in £ddz, there were concerns that competition in the form of
medical departments at the University of tddZ may arise, hence the MA authorities adopted
a much more open attitude towards the merger. At the same time, WAM lost its funding
base due to a departure from medical military education. This created a compulsory situa-
tion in WAM, when the top-down financial pressure forced the university to connect with
the other one. The advantage of the merger for both universities was the possibility of pres-
tigious and scientific promotion to the level of the Medical University. On April 8, 2002,
a letter of intent was signed regarding the merger of the Medical Academy and the Military
Medical Academy and the establishment of the Medical University of £odz.

Merger Barriers

The factor conducive to the merger was raising the rank of the consolidated university.
Thanks to the merger two academies have become a university. However, despite the
prestige promotion, the merger was accompanied by many tensions that had financial,
organisational, cultural, social and even personal sources.

Conducted interviews indicate four most important sources of consolidation barriers
that occurred during the merger of MA with WAM.

1. Forced and top-down nature of the merger.

2. Problematic situation of a deficit in the activity of many clinical hospitals.
3. Poor preparation for the consolidation process.

4. A sense of threat among scientific, didactic and administrative employees.
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5. Organisational, cultural and personal tensions between universities.
6. Poor financing of the merger and lack of central support in the integration process.

Most of the respondents from the former WAM emphasize that the merger was prac-
tically forced, although of course it required the consent of the senates of both universi-
ties. WAM could not remain an autonomous university because it did not have adequate
sources of central financing. On the other hand, the respondents from former MA empha-
size the compulsion of their own situation, because the prospect of establishing medical
departments at the University of £6dZ was a great source of danger. The merger was top-
down, it took place with considerable participation of the central government, because
the decisions were taken by the ministers of health and national defence, of course with
the approval of both universities. The situation of ‘forced consolidation’, which resulted
from changes in the methods of financing military medical education, created pressure on
WAM, which had to make a decision about entering the MA structure. The consequence
of this was the negotiation process that led to the creation of the Military and Medical
Department. This created the situation of an apparent unification merger. The Medical
University was supposed to have a unified, not federal structure, but internal tensions led
to the creation of the aforementioned department. The department along with the WAM
hospital are the main units employing the staff from the former WAM.

Deficit clinical hospitals strengthened the problem of the merger and practically
prevented a wider regional merger between regional universities with the participation
of the University of todz.

Poor preparation for the consolidation was associated with the lack of analytical and
preparatory processes. Before the merger, no strategic analyses had been carried out, and
due diligence was lacking. The employees were informed about the merger, but it was not
a consultation process. Strategic integration planning was also lacking. The consolidation
took place through a one-time parliamentary law and hurried out organisational transfor-
mations, which resulted in a smouldering conflict between the group holding power in the
former Medical Academy and a group of influence from the Military Medical Academy.

The sense of threat among the scientific-didactic and administrative staff was born out
of uncertainty and organisational activities accompanying the merger. The consolidation did
not improve the financial position of the consolidated university, which for many years after
the merger experienced financial problems related to the construction costs of the Clinic and
Didactic Centre (CKD) started in mid-1970s, as well as the deficit related to the operation of
clinical hospitals. The consequence were low wages at the Medical University and cost cut-
ting processes that included various groups of employees, including administration and sen-
ior lecturers. These were restructurings forced by the financial situation, which increased
efficiency, but reinforced the sense of threat for some employees. Low wages meant that
the vast majority of teaching staff also worked in other places outside the university.

Organisational, cultural and personal tensions between the employees of the former
academies have been going on till this day. Despite 15 years after the merger, interviews
with university staff reveal a tension manifested in the antagonism: us and them. It is vis-
ible in situations where the most important decisions are taken, for example about choos-
ing the rector. It also involves seeking by the group of influential WAM professors the pos-
sibility of making the military-medical structure independent from the Medical University.
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One of the sources of the antagonism is also the great solidarity of the milieu of military
doctors, which was strengthened by the ‘forced’ solution of merger processes.

The consolidation was not accompanied by significant central support. On the con-
trary, in the following years, the financial pressure on the Medical University increased,
related to the costs of completion of the CKD construction and the deficit related to the
operation of clinical hospitals. The implemented restructuring was of the cost cutting char-
acter, but it did not involve the creation of efficient controlling.

Merger Effects

Thanks to the merger, the Medical Academy in £6dZ became the Medical University, which
was a prestigious promotion, resulting from an increase in the scientific and didactic po-
tential. The direct effect was also the broadening of the clinical and didactic base. The
merger contributed to improving the rankings, both domestic and international ones. On
the other hand, the effect of the merger is the strategic, structural and cultural tension, as
well as lasting personal tensions. According to the worldwide ranking of universities,
Webometrics Ranking of World Universities in 2013, developed by the Spanish institute
Consejo Superior de Investigaciones Cientificas, the university took the 7th place in Poland
among medical universities, and 2707 in the world from all types of universities.

Prospects

The integration of both universities is relatively slow and there is a clear distinction be-
tween them. The ‘military’ personnel form their own Military and Medical Department.
Ideas are also sought for the possibility of rebuilding and re-separation of military med-
ical education. Quite clear, though remaining within the Medical University, are also
tensions between these two groups of influence. The merger did not lead to full integra-
tion. The University representatives emphasize that the Military-Medical Department
has poor results in the Medical Final Examination, while the graduates of the Depart-
ment of Medicine of the Medical University have good results.

Mergers between universities, just like in business, do not easily succumb to manage-
rial control and project management, which would enable full implementation of the ob-
jectives. Table 1 presents factors determining mergers in higher education.

CONCLUSIONS

The consolidation of universities is a major theoretical and practical challenge. There is
a very large number of practical examples of university mergers in the world, but at the
same time a shortage of theory that would help manage consolidations. One of the prom-
ising concepts is the social identity approach, other concepts are: M&A strategic and pro-
cess theories (Gleibs, Tauber, Viki, & Giessner, 2013; Cai, 2006). In the public sector, the
basis for analysing the concept of consolidation are the theories of new public management
(NPM) and public value management (PVM). Nowadays, in the process of university merger
research, we are at the induction stage, where hundreds of case studies and few compara-
tive studies have been gathered that draw a complex picture of mergers and can serve as
a source of practical guidance. In an attempt to take advantage of these experiences, ten
principles of effective management of university mergers that cover the entire process,
from planning, through implementation to integration, can be proposed (Figure 1).
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Table 1. Factors Determining Mergers in Higher Education

Factors

Public universities

Private universities

Limitations of
the imple-
mentation of
university
mergers

conservatism of traditional academic cultures

organisational culture
adapted to the needs and
strategy of the organisation

strong ethos of academic professions often ori-
ented towards maintaining the status quo

dominant stakeholder model that fosters a com-
promise between impact groups

moderate ethos, fairly strong

adjustment of the academic

staff to the current require-
ments of the organisation

Factors that
increase the
chance of suc-
cessful mer-
gers

relative homogeneity of merging organisations
(very similar type of activity, similar founding or
ownership structure)

quite limited number of deci-
sion-making stakeholders in-
volved in the merger process

merging, in most cases, universities coming from
one country (lack of far-reaching cultural and legal
differences)

merging universities with the
same educational profile

benefits of the merger that may exist, in many
cases, for all merging universities

benefits of the merger that
may exist, in many cases, for
all merging universities

Impact on the
dynamics of
the merger
process

competitors in Poland and around the world, po-
tential new competitors and substitutes (other
forms of education, industrial science etc.);

cooperation network, consisting of national and in-
ternational entities cooperating with universities

internal stakeholders, i.e. staff, students and uni-
versity administration;

external stakeholders, i.e. ministries, central and
local government, employers

public policy, reflected in the law, university fund-
ing and central and local programmes

the dynamics of the merger
process depends to a large ex-
tent on the factors determin-
ing decision making by deci-
sion-makers participating in
the merger process

Source: own study based on the research results.

Mergers and acquisitions belong to complex organisational processes. First of all,

because they constitute a radical change which the entire organisation is subjected to
in a relatively short time. Despite the rich literature of the subject, many studies and
vast practical experience, consolidation processes, in most cases, do not fully achieve
the goals or fail. Probably the processes of mergers and acquisitions are too complex,
multidimensional and entangled in cultural and social factors to be fully controlled. Run-
ning merger processes are very often spontaneous, and the trajectory of revolutionary
cultural change becomes partly indeterministic.

In the further environment there are variables that influence the course of the session
and the functioning of the universities. Economic factors, such as: living standards, boom,
unemployment, have a significant impact on the motivation to start a merger. One can risk
a thesis that the deterioration of the country’s economic situation should become a cata-
lyst for a wave of mergers, especially in dispersed higher education systems. Demographic
variables, related to fertility and the flow of human capital, form the basis for assessing
the demand for higher education at the national level. Lower demand for studies is one of
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J

the reasons for consolidation of universities, which can be observed, for example, in Po-
land, Romania and the Baltic States (Radulescu, Radulescu, Ovidiu, Radulescu, Radulescu,
& Nas, 2016). Social factors relate to the level and structure of scholarisation in a given
country. Social patterns have a significant impact on decisions to study and choose a pro-
gramme, with the transformation from an elite to an egalitarian higher education system
into a global megatrend. The waves of systemic mergers, carried out, among others, in
China, EU countries and the USA in the 1990s, were designed to better adapt to the mass
and even universal model of education (Mao, Du, & Liu, 2009). The cultural context also
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has a significant impact on consolidation processes, although the assessment of its impact
is very difficult. Culture not only shapes the organisations themselves and the behaviour
of people in organisations, but also affects the functioning of the entire education system,
and even the dynamics of the consolidation process. In countries with high levels of social
capital, with developed civic culture, university mergers are more likely to be successful.
However, there are positive and negative examples that contradict this thesis. Successful
centralist mergers in China, on the one hand, prove that even in a society with a relatively
low civic culture, it is possible to effectively implement the consolidation of universities
(Cai & Yang, 2016). On the other hand, some failed mergers in the UK and Australia prove
that culture is only one of the variables in the complex mosaic of impact factors (Martin,
1996). An important role in the processes of university consolidation is also played by the
scientific and technological environment. It is connected with the progress of science re-
quiring the reorganisation of research units, which takes place through internal restruc-
turing, the creation of cooperation networks and mergers. The general tendency is the
concentration of scientific units, which leads to the creation of a ‘critical mass’ that allows
the implementation of ambitious research projects and the development of renowned sci-
entific schools. New technologies emerge in the cooperation of universities with the in-
dustry and through the creation of spin-offs. One of the consolidation motivations in
France was to build strong links between universities and enterprises, which is supposed
to fuel economic, scientific and technological development. New communication and net-
work technologies also have direct impact on conducting research (e.g. methods, labora-
tories) and education (e.g. on-line education). Distance education opportunities were one
of the motives for combining even distant campuses and colleges. Global variables are
related to the internationalisation of science and higher education and the development
of global competition. One of the key mechanisms to drive a wave of strategic mergers in
the public university sector that is sweeping through the world are global rankings, such
as: Academic Ranking of World Universities — Shanghai Ranking Consultancy, World’s Best
Universities Ranking — US News & World, THE World University Ranking — Times Higher
Education, U-Multirank. In globalisation, English-speaking countries (USA, United King-
dom, Australia) have a competitive advantage due to the international role of English and
the academic and educational position of their universities. In many countries, mergers
are carried out to internationalise the university by: opening joint programmes (joint, dual
and double degrees) and English-language programmes, attracting foreign students,
strengthening academic and didactic exchange. Knowledge capital means the develop-
ment of competences regarding the consolidation of universities based on research pro-
jects taken not only from the education sector, but also from business, as well as from
experience and studies of merger cases. The growing number of publications, research
and cooperation projects convinces that consolidations may lead to the implementation
of many strategic goals and may affect both private and public universities. Knowledge
about potential risks and threats of consolidation processes is also better, which allows to
plan future mergers more effectively.

The example of consolidation — Grenoble —indicates that the return to the identity and
heritage of the University of Grenoble from over 40 years was a strong integrator. The op-
posite situation occurred in the case of the second described study — AM with WAM. In this
case, the merger did not lead to full integration. In the case of UGA mergers, all support
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structures have been designed and implemented as university-wide and integrated units.
There was also a high degree of interaction and cooperation within the inter-faculty matrix
structures. Consolidations should also develop effective human capital management. An
example is the diversification of career paths, which occurred, for example, in UGA during
consolidation. In the case of the merger of AM with WAM there were many barriers affect-
ing the merger. Some of them concerned the area of human resources (organisational, cul-
tural and personnel tensions between universities) and the finances of entities.
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