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Disrupted Selves: resistance and wdentity work in the
managerial arena
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ABNTRACT This article drawes on recently completed vesearch undertaten within the UR further

educacion (FEy sector. Theoretically located wthin (projfeminist methodologic al perspectives. the research
e cmcerned wuth critically inzestigating the interrelationship hetween men managers” sense of being male
and mascutine and the new managerialist discourses of centemprorary education. Diaccing on thiee of the
vesear- e intervieres, this article considers the ambiguties within, and points of disruption to. dominant
manazerial discowrse. 1t s argued that this disruption et only underlines the fragibly and multplicity
of cgeadered) wlentity. but alsu suggests possibilities of subjective resisiance by men/ managers. to their
identipeation with the dominant masculine/ managerial discourse of performadicaty. Within this examin-
ation, attention wl be dvawen b the particular discursice charvacteristics of the new work cultuce m FE.
tagether with the contradictions and tensions which constitute the tmanagerial) subject at work in the

arganaational aene.

Introduction

In Apnl 1993 the 450 further education TE: colleges i1 England and Wales went
mdependent of tocal education authority LEA: controll Literally overnight some £73.2
billion per annum of public money and over 3.0 million students came under the
direciion of corporate management teams, many having little or no experience ot a world
outsile education. This event, the “incorporation” of FE, attracted littde attention bevond
those few journals and newspapers who focus on or who are interested in. education and
related issues. This was after all vet another episode i what many commentators had
comc to identfy as the New Right's project of revolution in UK education sce. for
exanple. Ball, 1990: Tomlinson, 1993; Ainlev. 19945 Other not-disinterested parties
were of course. the actual stafl emploved in these colleges. While many were undoulbn-
edhv mxious for their future positons as administrawors, lecturers, managers and indeed
principals. few would have been able to predict the depth of change shortly to take place
i FL. Foro at the ume of wriung, numerous colleges tace closure or merger MacLeod.
1997 ¢ over 15.000 Tecturing jobs have been lost: more than a third of all principals have
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200 S. Whitehead

left their posts ‘Shackleton, 1993), and the government-inspired quango. charged with
the overall well-being and direction of FE the Further Education Funding Council
[FEFC:CB., 15 having to acknowledge a mounting cconomic crsis in virtnally every
cotlege in the country {Guardian Education, January 1997

The research that informs this article was not. however, solely or indeed primarnly
mnspired by the changes taking place in post-compulsory education, changes which are no
less likely to continue n some form or another under the new Labour Government
Rather. the central focus was masculinities, more precisely the relationship between
men's sense of being male and masculine, and organisational life. The TFE sector
provided the setting and framework in which the research wes to be undertaken.
Nevertheless, the random, indeed arguably chaotic. conditions that have emerged in FL
since meorporation, place men/managers in a particularly interesting

light. for they
of

throw into sharp focus manv of the gendered maleist assnmpnions control and
rationality. that abound and arc replicated within contemporary: organisations see. for
example, Kerfoot & Knights, 1993

In focusing on the gendered dimensions of educaton, the intention is not to contribute
1o conventional interpretatons of power and resistance in organisations see, for example,
Thompson & Ackroyd, 1996). In keeping with a post-structuralist analysis of the subject
at work see. Knights & Willmott, 19935 Jermier ef al., 19945 the concern here 1s with
cmuphasising the {intersubjectve processes that consutute a sense of identity within
organisational life (also Casey, 1995, Power/resistance is then recognised as having both
oppressive and positive characteristics, being in Foucauldian terms. elementary constitu-
ent aspeets of the social web. While recognising the seductive potential of managerialist
discourse for many men. this article goes on to argue that this association can never be
totally conerete nor assumed as given. As with all subjects, power/resistance exists as a
precondition of being, and subsequently a constant possibility for the manager bevond
the more obvious material limits of any orgamsational hicrarchy. "This article argues that
bemg potendally both creative and subversive, man/managerial identity work carries
with it disruptive moments within, and alternatives to, dominant organisational and
gendered discourse. These possibilides emerge and arce in part constructed by the subject,
not necessarily as rational strategies, but as the very effects and consequences of the
mudtiplicity and fragilicy of self [Kondo, 1990%. As is discussed later, the discursive arena
Foucaulr, 1971, of education management is itself understood as no less fragile. subject
as it is to the unpredictable play and counterplay of discursive subjects. This 1s not 1o
discount the power effects of privileged knowledges within the organisation. nor their
potentially oppressive characteristics. but rather to point to the moments when privileged
knowledges shift, become unsustainable or are reconstituted by the individual within. yet
also outside of. prevailing power regimes. Partly as a direct consequence of the
unpredictability of intersubjectivity. the organisational arena remains exposed to subver-
sive moments and practices, largely outside the control of anyv predetermined manage-
ment strategy. Much of managerial labour, it is argued, is subsequenty engaged in
attempting to manage and control this unpredictability, a task that can never he wholly
acromplished in spite of strenuous efforts by management subjects to achieve closure and
derermination over organisational culture (Anthony. 1994

['his discursive relationship between men, masculinities and menagenalism is recog-
nised as having both material and svmbolic clements ‘Saco, 19920 Gherardi. 1995 0 a
complex interaction involving men as gendered subjects, masculine idenaties and
particular ways of being @ man/manager. This interrelationship is carresting the attention
of an increasing number of feminist and pro-teminist scholars ssec Collison & Hearn,
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1996, for claboration; also, Kerfootr & Knights, 1993, 1993; Roper, 1994, Mills &
Tancred, 1992, all of whom contribute 10 ‘breaking the silence’ :Collinson & Hearn,
1996 on men and management. In aligning with this scholarship, the aim of this article
15 1o reveal some of the gendered ambiguities, paradoxes and contradictions of what
being a man’ and "being a manager” entails. This eritical investigation is undertaken at
a partcular moment in the history of UK education when litle appears concrete or
certaim. Yet wronically, while education experiences uncertainty and confusion, much of
managerial rhetoric - and theory— continues to imply control, certainty. instrumentality.
purposcfulness and ragonality. As this article argues, not only has FE undergone a
significant cultural shift, but those individuals charged with ‘managing” this shift are
themselves constructed, in their discursivity, through a fragile and unpredictable process,
one nvolving constant change. As a process of becoming, cnabled by the complex
dvnamics of power/resistance that constitute all subjects “see Foucault, 1977, 19885, the
noticn of the rational, grounded man/manager becomes problemaused. The individual
is exposed as grounded only i the moments and practices of gendered discursive
signification Buder, 1990; Saco, 1992 moments which are themselves unpredictable and
often unmanageable. While cach of the three managers described in this research is at
some pains to present himself as successful ~in control, ratonal and purposive = their
narratives reveal 4 more complex reality. Tt 1s a reality involving contrasting and
conttadictory masculinities, where resistance to a particular dominant discourse is always
possible, indeed in some instances likely, Yet, in order to mamtain their positon and
idenuty within the organisation as competent managers, these men must constanthy
police thenr fanguage and movements, They are subjects working hard at urving to
manage the contradictions of their own muluple subject positions within their particular
public and private arenas.

The artele is siructured as tollows, Section one details the methodological hasis upon
which the research was entered into and conducied; in addition, reference will he made
to the rescarch methods used. Section two provides a brief description of the FE sector
post=ncorporation. locating this in the wider context of conditons of post-industrialis-
ation. Section three addresses some of the theoreucal debates surrounding men and
mascalinities. Secton four will lughlight the discursive relationship between masculimues
and the new managerialist work culture in further education before proceeding to section
five and the narratives of the three men managers discussed here. In concluding, the
arucle will consider the subsequent implications for understanding men and masculinities
in orsanisational life.

Method and Methodology

In aligning myvself with a pro-feminist position, it is not my intention to reinforee what
Smith 11988 describes as the “closed cirele” of men talking to men in a malecentric
fashion, i the process colonising women's subjectivitics and particular gendered biogra-
phies Rather, the intention is to contribute to the entical interrogation of men’s practices
while both illuminating and deconstructing the gendered relationship that exists between
men. masculinities and organisational life. The research methodology was then primarily
informed by this personal/political position. As a standpoint (Harding. 1991: also.
Hearn, 19934, this position recognises the particular gendered political conditions of the
social. together with women's and men’s historical and cultural relatonship o dominam
gendered discourse. Debates surrounding the possibilities and tensions of standpoint
theory. feminist epistemology and  feminist methodology continue 1o be extensively
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crgaged in by nurerous theorists see, for example. Harding., 1991 Hammersley, 1992;
Ramazanoglu. 1992; Stanley & Wise, 1993; Holmwood, 1995:. Similarly, T recognise
that tensions and ambiguities continue to exist for men in femiaism see Hall, 1990;
Morgan, 1992; Hearn, 1993a; for discussion. As Morgan (1992" argues. there are
particular issues surrounding men studying men. men writing about women, and the
sharing between men and women of gendered knowledge, power relations and inequal-
itis isee also, Hearn 1993b. Nevertheless, while these interrelator ships are not unprob-
fematical resolvable?), there was the intenton within this rescarch to locate myself, both
personally and polincally, within a pro-feminist standpoint, one that recognises my
gendered biography and identity as a man and as an ‘ex: educational manager see
Whitchead, 1997; forthcoming:.

Fhe field rescarch was conducted between April 1994 and February 19950 In alll 20
men managers were interviewed using qualitative research methods. The imtenviews, all
hetween 90 minutes” and 3 hours” duration, took place in FLE colleges throughout the
Midlands and north of England. For the reasons ndicated above. no women managers
were formally interviewed. though three women principals generously volunteered therr
e o discuss some of their experiences as women managers in the FE sector. In the
meerviews 1 ochose not o have a structured questionaire, but what Ritchie (1986;
deseribes as a “flexible-module” approach. consisting of a range of pre-identfied themes
ard topies that were to form the basis of cach rescarch interaction. In the inwerviewing,
[ was not seeking to locate myself as some privileged knowledge holder with an
all-sceing” eve, for the intention was not 1o scek “grounded truths’, but to recognise my
ovn subjective. and discursively situated. understanding and interpretation. The rescarch
‘oatcomes” then, are presented from my subjective position and standpoint, wherein 1
can onlv offer myself as a “eredible witness’ Casev, 19957 engaged in the writing of a
persuasive ficton” (Geertz, 1973, formed from “data’ which 1» itself largely the product
ol complex and diverse discourses within the arena of organisational and gendered
identing: processes. The self-reflexive process, facilitated by the use of such a eritical
cthnographic method ‘see, for example, Chfford & Marcus. 1986, for discussioni,
subsequently becomes central to both the rescarch experience and subsequent “data’
cenerated. As a consequence, the following descriptions are presented not as a closed
authoritative account, but a moment in time, space and discourse. wherein various and
contrasting intersubjectivities emerged. These intersubjectivities were duly selected for
their resonance to che rescarcher. They are presented here with the andetpation that they
might have a similar resonance for others.

The Further Education Sector

Anyv discussion on the changes that have taken place in UK education over the last
decade and a hall must consider the impact of successive Conservative governments and
their various. sometmes conflicting, policies for bringing about a substanuve ethical and
cultural shilt in the management and delivery of education and waining. While 1t is not
the purpose of this article to engage this debare, it is important to recognise some of the
miluences on FE and the wider contestation that has arisen from the emergence of now
deminant managerialist discourses across the post-compulsory sectors  Prichard. 1996
Bonween 1979 and 1997, successive Conservailve governments sought to introduce and
embed within education, a contradictory market-managed cconomy. Framed within a
New Right ideology, this strategy privileges the market while simultaneously attempting
10 manage and control the content and cthos of education wsututions see Ball, 1990
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Tomiinson. 19930 Ainley, 1994, for discussion; also Cantor ef el 1996 As apparent
Justtication’ tor this strategy, the argument has been put that one of the fundamental
crises facing the UK 1s a declining skills base. Addressing this perceived "weakness” would.
tollowing the logie of such thinking. require a fundamental change in the way education
and training was n future 1o be funded, delivered and made accountable. Articulated as
an urgenthy needed Skills revolution™, the aim, ostensibly at least, was to make more
coherent the historically ad hoc post-16 sector. This new coherence and enterprise was to
be achieved primarily through a revamped ‘encrgenc, responsive and entreprencurial’
FE scetor. one released from the "burcaucratic shackles™ of the local education authorities
LEAs. Aprd 1993 marked the moment when all FE colleges duly went “independent '
responsible for their own accounts. financial well-being, administraton. and ulumately.
their own survival. Since then, the sector has witnessed the fusually cruder implemen-
tatiot: ol private sector managerialist pracuces; confrontation with those bodies con-
sidered to be most resistant to these changes - the teaching unions; and the emergent
influence of a funding regime managed not by the LEAs but via a newly formed
government quango. the FEFC Whitchead, 19497 .

While the changes imposed on FE have been profound. and some might argue
damaging to the very fabric of post-compulsory education, their existence i a wider.
macro context is evident. This macro influence has many dimensions but has been
broadly deseribed by some commentators as post-Fordist :Murray, 1989:. within the
conditons ol what elsewhere has been referred 1o as disorganised.  post-industrial
capitalism  see Lash & Urry, 1987, for discussioni. In sum, these conditons include
globalisation, flexible specialisation Jof skills;, a technological revolution, the feminisation
of the workforce, the emergence of “symbolic analysts” (Reich, 199170 a relative demise
in the power” of the nation state, rapid and often unpredictable shifts in global capital.
and the decline of union mifluence. Some commentators have argued that these global
cconomic and social changes are producing such conditions of uncertainty and fragmen-
tations that thev constitute a2 move to a postmodern time {see Bauman, 1992, for
discussion: also Harvev, 19911 Following this, it has been argued that the changes
ushered in by the New Right, especially in education. are powerful attempts to regain
some Fordist order and control  some have argued through the introductdon of neo-
Tavlerist methods ‘Shumar, 19957 over a set of circumstances which are ultimarely
outside any single agency's capacity to manage totally or legislate against see Usher &
Edwards. 1995, for discussion].

Collectively then, these dvnamics inevitably aflect and influence all actors within this
sector. The managers interviewed for this rescarch are. of course, not themselves outside
these dynamics any more than arc other managers i education today. As this article
argucs however, there are other discursive forces at large in FE and organisational life
generally. The discourses T am referring o here are those which position men and
women in organisational life as different to one another, while also privileging imsirumen-
tal arscd competitive behaviour. They are discowses which inculcate and constitute the
subject vet which the subject also constitutes, through their actions | as discourse. In their
gendored formation. these discourses can he deseribed as culturally-specific ways off
expressing masculinity and of being a man,

Understanding Masculinities

In common-sense. evervday parlance. masculinity is wwually considered to be something
that “men have”. Tt is generally seen ax the natural expression ol the male and can be
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readily located m those gendered stercotypes which purport. as do all stereotypes. o
ar:chory pin down, and make sense of difference, complexity and change with the
mumimum of critical examination. More obvious examples of this ir clude notons of “man
the hunter’, the "male breadwinner. men’s ‘mnate’ competitiveness and aggression, and
the "male sex urge” see Segal, 1990, for elaborauon. However. the first stage in the
dcconstruction ot the term masculinity from any essentalistic meening occurs when we
examine how defintions and cxpressions of masculmity: and wanhiness have shifted
hustonicallv, coming to represent wider social and cultural concerns and understandings.
As Mangan & Walvin 11987 note. the concept of manliness in the UK metamorphosed
through the Victoran and Edwardian eras, as the needs of empire became more acute,
fromm being closely associated with a Chrisuan ethie of selflessness and integriny 1o
craerging as a neo-Spartan vinliee hardness and endurance” po 1. Moving on from an
ctnocentric examination of the term, it becomes apparent that masculiminvy. or what is
censidered culturally and soctally appropriate in men. has always heen somewhat
ditferent i different cultural and  geographical settings. Fihnographic research by
arthropologists again reveals the diversity of the term: its flundiey. muluphany and
wncnability to culural norms, taboos and expectatons see, for example, Gilmore,
1960: Cormwall & Lindistarne. 1994, Anyv attempt 1o pin down mascualinities in
Euro/ American/ Australasian countries at the end of the twenteth century s similarly
oroblemadie. Tt can be argued that in part at least, tus is duce 1o the pluralism of
consumption cidentitys patterns and associated  gendered, signs, svmbols and images
Saco. 1992 all competing for attenton in the postmodern cra - Gutterman, 1994
Consequently, masculinity is now more than ever pluralistic in expression, a contingent
werm that can accommodate many contrasting wdentites and meanings. In the UK for
example. expressions of masculinity range from the everssuited politician. 1o the androgy-
ncus David Bowie or Bov George: from the leathered biker. o the company man in a
company car: from the gay athleteism of “gyin queens’; 1o the raanchy heterosexuality
ol the Chippendales; from the domestically traditonal to the house-husband. These
examples are not offered as exhanstive o the possibilities now available to men i the
UK and clsewhere.

In one sense then, masculinities might be considered illusory that is. having no base
m biology. they become no more and no less than whao can be spoken ofl about. and
by, men cand women: at any given moment in time and spacc. Therefore, the potential
meddplicity of masculinitics is inexhaustible; what the term nicans o whoni, here and
new, is s only fixedness. Yet there are more 1o masculinities than diis. As ferninists and
pro-feminist scholars have long argued, men’s power, or at the very lease thew potential
o have power over women and Cothers’s is substntially invested and accommodated
within deminant notions and expressions of masculinity see, for exemple. Carrigan, eof af.
1GE3: Brivn, 1989 Morgan. 1992: Brod & Kaufman, 1994 Hearn, 19960 In their
~seminal 1985 work, Carrigan ef ol offer three models of masculiniey which they argue
exstoasuadly i tension with cach other, inall arenas within Euro/ American/
Australasian countries <ce also. Connell, 19930 These they deseribe as hegemonie.
awordinated and conservative. In seeking out hegemonic masealinites, one would notice
the prevailing. dominant, most acceptable expression of being @ man in a particular
stiation or location. Irs hegemonie character would then suggest el through the
narginalisation and subordination of other wavs of being a man: fo: example, i gavness,
paternalism. lack of aggression/assertion. and o on. To be a man and o be a powerful’
LY I IMany situations for exampie, sport, politics. business: becomes then an almost
Goflnmesque display of self in which the subject engages in partly chooses. and s
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incuicated by, contesting notions of masculinity. The gendered  power. or its promise,
is nvested in the particular practices of masculinity that are acted out in a specific arena.

While the concept of hegemonic and subordinated masculinities is i useful shorthand
for idenufving differences between men, the concept is itself flirting with some essential-
istic notons, For example, it categorises men and tells us linde about those women who
might display masculine wavs of heing. Nor does it provide us with @ means o understand
or analyse the actual processes of inculcation, power and resistance that might occur in
a given locaton or arena. While useful, 1t is, Iike most sociological typologies, oo udy.

A number of critical gender theorists have, by conwrast, chosen o uthse the work of
Foucault see MeNay, 1992, for claboration., in the process adopting a post-structuralist
undcorstanding ol identity formation, power/resistance dynamics and the acuons of the
subject within intersubjecuvities occurrences (see, for example, Buder. 19900 Weedon,
FO9T: Sawickis 1991 Game, 19910 In briel] Foucault understands discourses ast what can
he spoken of at a given moment: privileged knowledges and “truths effects” Foucault,
19880 made real only through and by the dynamies of the social network and various
and contesting power regimes which are its constitution. For Foucault, one of the prime
cflecis of power is that “certain bodies, discourses. come o be identfied and consttuted
as ivdividuals™ 19730 po 180 The individual should not be understand then as an
clementary nucleus. but constituted and identified, through discourse either domimant or
subordinate as a subject. "Man™ and “woman’ thus become discursive subject positions
Hollwav. 1989 . A similar subject positon would be ‘manager”. Although Foucault did
not arite about gender, his analysis makes possible the study of masculinites as a
diseursive construct, for masculinities have no exsstence outside the social: their existence
is tade “true” and real” only in their inculcaton ofl and articulation by, the subject. Amy
power that men or women may exert. is only made possible through the waking up of.
and Heing in. dominant discourses, themselves i flux. This understanding of identity
formation alerts us o the very fragilit of masculinitv and its illustonary charvacreristies,
Similarly | as Foucault stresses. the power dyvnamies that constitute the social network and
inter-ubjective processes are sustained I moments when resistance might materialise.
Ther- s no fixed or absolute position on which to have or to exert power Toucauit, 1977,
1982 . Similarly. netther is adenune conerete and consistent. Like all subjectss the
manceerial subject i organisational life 15 a subject working at idenuty construction, an
existential project of becoming, but one constantdy exposed 10 pomts of discursive
disruption and resistance.

Dicourses do. however. have a material effect. an cobjecave actualin® Ranson:. 1995
which signilv. as practices of selfs a political dimension. Thus, the subject posiuons of man
and woman cury also a political message. As was mumated above. these Labels suggest
an aathority or non-authority invested i the “knowers those whose knowiedge is
privileged or otherwise. Consequently. under the particular conditions ol gender dynam-
ies prevailing in most organisations. the discourses of masculinity speak not only
cendered language, but also privilege certain hadies  usually nude. And as T will now
discu s, the discourses of managerialism themselves are not gender neuwral. for they also
carny with them messages of gender authority with the potential o signify a parteular
acricer validaton

Discourse of the New Education Managerialism

In suggesting that new discourses now largeh constitute edncation management. 1 also

recognise that education is merely one ol countless discursive aienas i which varions
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faniguages and practices flourish, emerge and decline. However, s Foucault 1971 and
others see also. Ballo 1990; Usher & Edwards, 1994 have noted. education sites are
especially important in the distribution and selective propagation of discourses. This 1self
is not something rew. Indeed. the broader debate concerning the power and influence
of the mtellectual and academe within the wider social network, has engaged the minds
of numerous theorists from Gramsel (19790 1o Bauman 1992 . Tt is especially apposite
today to consider the discursive generaung capacity of education for the very centraliey
ol education as a political validator in the social, pohucal and ecconomic arenas. As T have
discussed carlier, there are particular reasons for this centrality relaung to distinet macro
configurations. Nevertheless, this contemporary repositioning of education and heighten-
ing of its political visibility does stress both the fluidity of education. its malleabilicy. and
uscfulness as o fulerum within the power knewledge nexus.

F'he discursive arena of education subsequently reveals itselt to have two characteris-
ess it 1s a disseminator of discourses while being simultancously o subject of discourse.
These two functions are not necessarily discrete for the overlap and mculcaton of
discourses is rarely apparent. What 1s of particnlar pertinenee to this article are the social
ard identtt processes that have, and are. taking place m edncatonal institutions,

processes engaged by subjects at work ‘men/managersi. themselves [genderedt sub-

jectsy objects and exponents of discourse. s men/managers, these subjects must engage
in discourse which will enable them o be heard. and which will validate them as
meaningtul. potent men/managers. for it is in the articuladon and enaction ot dominant
discourse that authority is perceived and power relatons become constituted - Foucault
1932 . The FE site is especially poignant and interesting for such a focus. The reasons
for this include its historie lack of coherent identity within the cducauon sector as a
whole. its use by the New Right for their project of entreprencurialism and enlture shitt
in cducation, and rhe more paternalisic managerial codes prevailing in the sector prior
to the late 19805 ‘Whicchead. 1997 forthcoming .

For a variety of rcasons then, FE in the mid-1990s has represented something of a
meldng pot for New Right thinking. and the entreprencurial culture considered by many
to be the most appropriate means of satisfying the urgent demand for a much-needed
<kills and education revoluton in the UK. Yet management in educaton s not
something new: indeed it would be fudr to say that education has alvaavs required, or had,
some management dimension. What has changed is the style of managing. which itself
has informed and been informed by a new work culture. Altogetaer there has been a
marked upgrading in the very value and importance of management/managers n FE.
Lducation managers, while subjected o the same surveillance and measurement tech-
nicues now imposed on all staff (Bush & Middlewood, 1997 see Wilkinson & Willmott.
1993, for discussion of management in general. are increasingly expected 1o be
proponents and articulators of the competitive and entreprencurial work culiure which
ha: come largely o define the post-compulsory sectors see. Farnham & Horton, 1996,
¢h 6. The cold instrumentality of this work culture is neatly encapsulated i the notion
of "performativity”, a concept utilised by Usher & Edwards 11994 i theiv interrogation
of ~ontemporary education and postmodernity: In their study. Usher & FEdwards refer to
the work of the postmodern theorist Lyotard 1984

Drawing on Wittgenstein's philosophy of “language games™. Lyoard suggests that the
knowledge sector of society has. in the postmodern era, undergone o shift of interest from
concerns with human life, to pragmatic concerns interested onlyv in the optimal perform-
anee of means: a move to performadvity. Lvotard considers the grand narratives of
racdernity to have lost eredibility in contemporany society, having largely been replaced
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by the pursuit of, and belict in “efficieney” as the single legitimising measure of value and
human worth. He argues that in this endless and boundless scarch for efliciency.
narratve knowledge™--the Clife of the spirit and/or the emancipation of humanitny”
Savup. 1993 p. 1397 -has been marginalised, 1f not displaced, by scientfic knowledge.
Consequently, through the application of technical criteria. technology and scientific
verifiability. the question is no longer asked: *Is it rue? but "What use is 1" For Lyotard.
performativity encapsulates the functuonal and instrumental in an era when the pursuit
of knowledge for its own sake 1s being displaced by the mercandlisation of knowledge:
knowledge as a commercial/saleable commodin .

FFe concept of performanvity provides us with a wol, then, for interrogating the
transformation i education institutions and education discourse: that 1s, the increased
funcvonality of educational life, the emphasis on skills rather than ideas, and the
ciscursive shift from the “human oriented™ 1o where the only question of concern is: Iy
it ctheient?” Onee this question becomes the dominant, privileged question, then the task,
direciion and very cthos of educaton undergoes transformation. Management is obvi-
ously central 10 this movement, this privileging of new knowledge. for the manager is the
kev culerum in the articulaton and reificanon of this discourse. The discourse of
performanvity in the education arena subsequently finds expression in terms which have
also come 10 prominence across the private sector and other public sector sites such as
the Navonal Health Service, Civil Service and local government Maile, 1995 Farnham
& Horton, 19960 Such terms include total quality management, human resource
manzgement. competency statements/objectives and performance indicators. As these
terms and associated practices proliferate and become privileged. so too does the work
culture and ethos of education shift. The shift s to a work culture primarily: concerned
with measurement. performance. targeung, and “objective’ assessment and appraisal. All
this 5 embedded within o framework of competton dnternal and external & and a
funding and financial system which requires government inspired growth togethier with
simultancous “efficieney gams’. As a consequence, much of contemporary education
mansgement appears embroiled in a modernist quest for control and certainty at a time
whero owing o a muluaplicity of factors, litde if anvihing is constant or certain. Yet at
the sume time. the staff of these institutions are faced. in a very personal and direet way.
with these discursive shifts, How they will react to this cannot be predicted on a personal
level What can be assumed is that the managers themselves will have an especially
potgr-ant and ambiguous relatonship to these managerialist discourses: most having a
significant mvestment of identty in the subject position of manager, while being
espeaallv vulnerable sithin this new work cultwe. As the following rescarch reveals, w
at least mamtain, if not promote, themselves as able and competent managers able
stand the heat” in the new atmosphere in educaiion management, these men must take
m and take on the discourses of manageralism. Only by so doing can they even begin
to contemplate a future I a sector and profession many had confidently expected o
remain e for their working hfetimes. Yeto at the very moment of expressing these
dominant discourses, these men also remnseribe and reconstitute them o specilic and

subtle wavs

Excerpts from the Interviews

The three men/managers referred 1o m the following discussion, while individual, are
reprosentative of the wider constitueney of FE muanagers. That is, apart from being men.
thev are white, middle class and wniversity educated. Their relatonship o FE. s
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however, subidy different. Jim, the youngest at 32, 1s an ambidous manager who
considers himself to be a high-flyer with senior management potential. A single man, he
has a middle management position heading up a growing team ol leisure and sport
lecwurers. Moving to a large Yorkshire college to tke up this new post 4+ months prior
1o the interview. Jim has been in FL for just 4 vears. By contrast. Greg, 45 and married
with four children, has 16 vears” expericnce of FE. Previously an accountant, Greg began
hi~ carcer i FE as a lecturer in communications. Four years ago he moved to a junior
managenient position in student support. At the tume of interview he had just aceepted
aonew contract not necessarily out of choice. In this new post he is a middle manager
responsible for an aspect of student services. The outcome of internal restructuring,
Greg's new contract is for 1 vear only in the first instance. He assured me that he mwall
do enough o make it permanent’. The third member of this o, Neville, 15 at 48 the
eldest. He holds a sentor management position in a small north-cast college. & post he
has held for 3 vears. Neville is one of two Assistant Principals i this college, with
responsibility {or curriculum affaies. He has been in FE for 21 vears, Having started out
as an assistant lecturer, he no longer considers himself ambitious. He i1s married with a
[ vear-old daughter,

I'he discourses of new managerialism in education are apparent in cach of these
men/managers’ narratives, vet cach argculates it moa slightly different way. reflecting
their own unique subjectivities and histories. For example. Jim, in keeping with his
presentation of self as a man who is comfortable with the entrepreacurial culiure in FE,
dircusses his carcer to date as one of contnuous eftort combined with instrumental
coatrol:

The thing 1 remember now 1s that the number of students equals income and
ncome equals power. T have worked hard at setting up this new depariment
but moving to this college was part of a clearly defined carcer path. There are
more changes [to the structure] vet to tahe place here, I'm keeping my eve on
things but the next rung up. Head of School, is what I'm looking for m sav.

2 vears,

Jim's understanding of power, that is, as a manager, one has power over others, qualified
in the new work culture only in relation to entreprencunial activity and income, was a
discourse reflected by all of the men/managers interviewed. Yet his own access to this
power Is parthy circumsceribed by other factors. not least his age. At 32, Jim is one of the
voangest middle managers in the college. His rapid move from lecturer (o manager has
meant that he has had to work at ‘being the manager” in the face o his vouthfulness and
relative inexperience. One of the ways in which he sets about achicving this gravitas is
through separation and presentation:

Being promoted from lecturer 1o management means that vou go from being
one of the lads to being it a positon of no man’s land. You are a bit piggy in
the middie. T have learnt not 1o confide in people so much. not w give too
much away. It can be dangerous. [ have to be more professional ... T always
wear a sult and te at work now.

Wiile Jim acknowledges that incorporation has brought stress and uncertany to the
sector. he believes that the way forward 1s to manage 1t like a business. There 15 no place,
he savs. for the “enthusiastic amateur” involved for example, in marketing or personnel
functions. He works long hours but takes the weekend off “to vecover’, Apart trom active
sport. his life revolves around his work. For him being a manager is very much about
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managing the pressures. As he expresses it, “those that can’t stand the heat ... vou know
the rest’.

One way in which Jim attempts to maintain this presentadon ol himself as the able.
competent and thrusting manager, is to keep his emotions “under wraps’. Jim spoke
of the need o, at all ames, be in control of himself, his feelings and emotions. In so
doing, Jim. in his eves, Is acting out a quite stereotypical image of masculinity: the
man/manager as the ratonal. controlled and logical agent.

B+ contrast. the second manager, Greg. has a somewhat different relationship o work.
Very much a family man. changes in FE have placed him and his family under pressure.
He s quite open about the consequences, tor himself and for athers:

The “flexabiliy” of the new contracts will damage family life. T've discussed it
with the kids vou know, regarding holidavs and so on. It 1s going to mean
changes for all of us.
Greg has already been witness 1o many changes in FE over the years. beginning with his
first post in the 1970s:
[ am not a romantic, I had few illusions about FE, but I believed, T sull do.
student-centred ideas and so on. I wanted to contribute.
In the interview Greg struck me as a sensitive and reflective man, who had found himself
in a middle management posigon, not a careerist who had aimed for this. Although quite
a large institution. his college had been a pleasant place to work:
It's a college where change has happened very slowlv. I's been very comfort-
able here nobody leaves.
But mevitably change had come. New management structures had been imposed and
stalf like Greg had w reapply for positions, many of which were for a year in the first
instance. Greg had w “get on the bus’, but i so doing, had gone onto a new contract
morc money, but longer hours. shorter holidays. and it was for 12 months only. Tt was
a big risk and he knew it, but the alicrnative, as he saw it, was to be left behind:

[ felt it right to apply. T can hack it. T'll do something in the next 12 months
o get 1t made permanent.
The new managerialist discourse of performativity i FE has impacted on all staff and
as Greg notes, the risks for evervone are now that much greater. Tt appears that many
who contributed o the sector in the past will now be marginalised as the pace of work
intensifies.
In the old days vou could tolerate people’s weaknesses: vou could make space
for those not coping but who contributed in different ways. Now you can’t do
that. The new culture doesn’t allow that support or space. It's much more
rigorous and stressful. If I'd been a younger man I'd have resigned. T couldn’t
nave fuced the years of insecurity and uncertainty. It’s much more threatening
0w,
Greg's comments typify those made by all the research respondents regarding changes
in the work patterns of FE. Yet cach has a slghtly different relationship to these cultural
shifts. for while there are dominant patterns. there are also likely to be other influences
at work, This was revealed in the mterview with Nevlle.
As an Assistant Principal. Neville is one of those senior managers, referred 10 by Greg
and Jim. who arce pivotal in bringing about local institutional change in the FL sector.
Yet, as with the others, Neville's relationship to the new discourses of management has
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ar- aspect of ambiguity about 1t At the beginning of the interview he preseats himself as
the senior manager, charged with ushering in the new work culture, and ‘making things
happen’

Yes, there is a change in the work culture, but we need more Hexibiliv from
the staff' 16 we are to survive. The new structure we are introducing will require
some stafl to retrain. There may be some redundancies ... We see ourselves as
entreprencurial, progressive and growing.

When the interview moves to stafl responses to all this change. Neville's comments
mdicate that stafl resistance is firming up.

No. we arc not going to introduce the new contracts. We are taking a fairly
relaxed view of this. We don’t want to lose goodwill ... there used 10 be a lot
of statt goodwill.

A number of managers discussed this particular aspect of the chaaging work culture of
FL: the decline i goodwill of most staft and a hardening of atitudes  towards
management. These responses by staff, while localised. represent a collective resistance,
one born maybe out of frustration and despair, but potent neverthcless see Jermier ef al.,
1994, tor claborarion of organisational resistance. Some of the management in the
bigger colleges tended to have a “take 1t or leave 1t" response to this, but smaller colleges
appeared more vulnerable to negatve stafl atiitudes. Neville's college s a minor plaver
in the region it serves, and as such will have to be forever on its guard against “predatory”
colleges, intent on moving into its “patch’™

We must grow to survive, we can never rest, it's a bi like sharks moving
forward. to survive ... consolidation s not an option. I do recognise that the
college 18 under threat.

The interview with Neville progressed to talk about his fanuily Life. in partcular his
relationship with his 1 year-old daughter. At this point, the contradictions i Neville's
narrative emerge. From presenting himself as the ambitous, progressive manager, he
goes nto an alternative discourse ol “family man’

Since Joanna was born my attitude to work has changed. T am much less
ambitous. We weren’t expecting a child. it all came as a wemendous shock.
Work 1s of much less importance now.

IFrom being a mouthpicee for the new masculine/managenalist discourse, Neville
actually moves to position himself in opposition o it:

There is an an unhealthy work culture in FE now. It is somehow macho w be
here undl 7.30/8.00 pm, but I won't join in. My wife works full-time and |
collect Joanna from the créche. I leave at 5.30 pm, sometimes in the middle
of meetings. T don’t find 1t a problem, i fact T find 1 a wremendous
discipline ... Having Joanna has caused me to reflect on things, especially as
an older father. Also, 1 feel T have become more secure m rvsell” T suppose.
much more serene.

I'rom this point in the interview, Neville went on 1o describe the emotional experience
of having a daughter and how this unexpected but welcome event had caused him o
reflect upon and reconsider his position in work and management. Practical outcomes of
this re-cvaluation included taking his full holiday entidement, spencing less time at work,
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and less time at home on work-related actuvites, As an Colder” father. Neville appeared
anxious o invest time and effort m this role. his work role now sceming less inportam
to han,

Conclusion

There three men/managers share arcas of commonality in their relanonship 1o work.
Eacl: acknowledged the stress and increased pressure they experience as a result of the
particular compeative, market-driven culture now abroad in FE. Nevertheless, cach was
also at pains 1o demonstrate that they could “hack 100 For all duee men. there s a
signiticant investment of gendered, masculine identity in their work as managers. Their
belier that they can conwrol the potentiallv threatening circumstances in which they
find themselves, and can manipulate their way through the uncertainty and insccurity
of contemporary managerial life. these are extremely important self-determinants,
gender signifiers - Kerfoot & Whitchead., 1996, Located i the subject positon of
manager. the narrative that is articulated reflects. not surprisingly. the  domimant
disceurses of the new managerialism; competition. growth, survival of the  fittest,
mstrumentaity. measurement against objectives, winmng against the odds. As managers,
men who wish (o continue heing in some position of power, authority. control over their
work situaton, Neville, Greg and Jim must display and act out, indeed believe in, their
inmate ability to survive if not prosper, for managerial discourse indicates nothing less of
its anticulators.

This relationship between the need o display power/conwrol. purposclulness and
manugerial self=belief can be considered generie for managers/managements across both
the public and private sectors. In this respect. as other studies have shown. the
experiences ol men/managers in FE are Jitde different to men/managers - say.
manufacturing  Roper, 1994 or the financial services (Kerfoor & Knights, 1993). Yet
educational discourses and education institutions have a somewhat different tradition to
that «vhich has prevailed in most other organisational arenas. It is one which has sought
1o privilege and expound what has been described above as *narrative knowledge’. That
is. across all educational sectors and institutions. to be an educator has been seen as the
locns of “professionaiism; of self-esteem and self-worth’. This concept of educator is
undespinned by a belief in the transtormatory and emancipatory powers ol knowledge.
In particular. those knowledges which claim to guide and reflect the “great progressive
odvssey’ Lyvotard, 1984, p. 370 of modernity. Within this tradition. the educator is
seen 1o occupy a privileged social and cultural space by virtue of their perceived ability
to impart the cognitive, the moral, and the aesthetic. This tradition has not disappeared
completely. As with "modernity” and “postmoderniny’, there is no fine ending or
heginning. but only blurring. For despite the pressures of performauvity, there are
many teachers and lecturers in education, including FE, who continue to ry to maintain
their work identity amid such discursive formations. For the FE manager, however, the
pressures against this are now acute. Elsewhere Whitchead. 1997 1 have documented
the teanstformation of FE culture since incorporation. noting a marked rise in the
manseerial. the entreprencurial and the burcaucratic. Managers/managements now
oceupn a privileged space. but one discursively and politically framed and reinforced by
& combination of moral technology Ball. 1990, and scienufic knowledge. For those
managers such as Neville and Greg, who formed work identities in the old era’, this
tensien represents a conflict of discourse and a conflict of identity. one not resohed
simply by recourse 1o the latest management-speak. As Greg recounted:

Ly
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For me, working in FE was about putting something back ... [ wanied 0
contribute. I still do.

These three managers” inculcaton in the discourse of performativity is, however, further
substantiated by the gendered dimension of this discourse. For performativity. the quest
for cthiciency and instrumental achievement, carries the added message of masculinity:
the common-sense expectations of men’s behaviour. That is, the competition, aggression.
the functionality of performance measurement, all framed within notions ol emotional
control. ratonality and endurance, have a distinctdy maleist. male-oriented dimension.
Like manv men managers, these three men are simultancously inculeated by and
expressive of, these masculine/managerialist discourses.

Yet ther individually different and fragile relatdonship 10 riasculine/managerial
identity s also evident, underhning the potential cach subject has for subverting and
reconstituting discourse. For Jim, the potential disruption to this identity, this certainty
of self.1s revealed by his desire to appear “managerial’; his youthfulness and inexperience
hemg. he feels. disadvantageous in a work environment where most managers arce over
H0. He has 1 labour at acquiring the power that, he believes, is inherent in the symbiouc
subject positions of man/manager. Greg, likewise. has an ambiguons reladonship to the
masculine/managerial discourses ol the new work culture. While he appears aware of the
contradictions and conscquences for him in this culture. he remains anxious o display
commitment to it. Yet throughout the interview he was scathinz and crvitical ol the
changes taking place in FE and at times bitter about the effects on himself and his family.
While being @ manager, Greg remains significantly personally: removed  from this
positon. His 15 an almost schizophrenic-like state of being . ver outside of. this
particular subject position. Only just in post, Greg already has a relationship of resistance
to the dominant discourses of the new FE. A similar state has cmerged for Neville,
though the work and family histories of Greg and Neville are quite dissimilar. The almost
taumate experience of heing a father again, at what he considers 1o be an “old” age, has
ushered into Neville's life a new set of unexpected circumstances. This event carries with
1t new discourses of identity, discourses which do not fit so easilv with the subject position
of manager as currently practised in the new entrepreneurial work culture. As Neville's
narrative suggests, there is a firm resistance to being the man/manager before all else,
a1esistance which emphasises the power he exercises as a subject in the organisational
arcna. The alternatve masculinitics now available to Neville i the postumodern era.
mclude overt practices and displays of fatherhood: as a consequence his sense of being
manh” is not lessened even though his idenuty association with managerial labour is.

l'o summarise, through the utilisation of a post-structuralist understanding ot identity
and selfl this article has suggested that the organisation can be best understood as an
arcna of multiple subjectivities. a site for the propagaton and dissemination of contesting
discourses and the ereation of diverse identties; also. that there is the constant potential
for some identities o come to exist in a slate of resistance o conventional wavs of being
a man/manager. This state of resistance 1s not necessarily a collecuve or individual act
of radonality or outcome of strategic planning. Rather, it is the consequence and effects
ol disrupuon and <ubversion. cffects which can unexpectedly materialise Inany subject
as they atternpt their own project of becoming while confronting moments and situations
which require them to reconsider, reconstitute and subdy shift dominant gendered
and organisational ways of being. It is within these moments that the fragility and
contingeney of masculinity becomes apparent. Nevertheless, n keeping with similar
research which has sought ©o make more visible the symbiote relationship between men.
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masculinities and management. I also suggest that the dominant discourse of performa-
tivits. now abroad in FE. has distinctly oppressive masculine characteristics. Conse-
quently, 101s a discourse which structures for men/managers an arena in which to exhibit
dominant. dominating, wavs of being a man; indeed. which privileges this way of being
and its associated knowledges and practices.
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