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ABSTRACT

This dissertation explores the common principles of
Special Event Management in order to build a descriptive
theory of this administrative phenomenon. The focus of
this study is on the one-time event organization that is
created to produce a special program with the minimal
influence or benefit of an institutional memory or
established operating system.

A panel of Special Event managers representing a
variety of special events was interviewed. These expert
interviews provided anecdotal data to conduct an inductive
analysis identifying emerging principles of Special Event
management. The identified principles were presented in a
questionnaire to Special Event managers to solicit their
response to this focused set of descriptive statements.
From the interviews and questionnaire, general patterns of
special event management emerged providing a framework for
understanding this model of temporary administration.

Nine themes were identified that represent the
Special Event Management experience:

1. Built Around a Mission - These organizations are

designed to fit the mission of the event with a

relaxation of traditional bureaucratic controls an%

processes. This tailoring provides for adaptability,
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spontaneity, and a rapid learning curve for these
temporary organizations.

Emerging Systems - These organizations have a
permeable structure that allows systems to emerge
within the auspices of the event to solve problens
and deliver programs.

Sense of Urgency - Because of imminent time con-
straints and the untried administrative structure,
these organizations experience a heightened impor-
tance and immediacy in completing tasks.

Campaign Feeling - Special Event workers create
excitement and enthusiasm for an event due to their
commitment to the mission and association in a
dynamic organization.

Managing Uncertainty - A special event manager has an
ability to cope with and create entrepreneurial
opportunities out of a state of uncertainty.
Community of Interest - Special Events gain an
implied authority to act through an adoption of their
mission by a community of interest.

No Alternative to Success - A Special Event manager
gets one chance to deliver a peak performance on
time.

Natural Termination - These temporary organizations

are terminal by design. They have a certain deadline




to produce their one-best effort and are disbanded
upon completion.

Intuitive Evaluation - Special Events have an
experiential quality that is intuitively assessed at

the time of the event.
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INTRODUCTTON

! Special Event Management in order to build a descriptive

théory of this administrative phenomenon. Building on a

| larger theory of temporary administration, this study
 focuses on the "one-time" event organizations that are
!created to produce a particular program with a terminal
Imanagement system. This lack of institutional memory or

established operating system demonstrates distinct and

interesting dynamics not experienced in traditional

bureaucratic organizations.

Special Event Management: an Administrative Phenomenon

There is a void in the management literature recog-
nizing and studying special event management as a method
of delivering peak performances with a temporary
organization. Research concerning project and crisis
management have some similarities but do not capture the
full special event experience. As terminal administrative
structures, these organizations have successfully deli-
vered event programs under severe time pressures 1in an
uncertain environment. These organizations demonstrate an
adaptability that makes them ripe for study as organiza-

tional life confronts a "temporary society" as described

by Warren E. Bennis and Philip E. Slater (1968).

This dissertation explores the common principles of




Empirical Research

This study examines empirically what, if any, common
lthemes of special event management exist that can explain
!a perceived ad hoc management experience. To develop an
jexploratory data base, a panel of special event managers
:was selected on the basis of their experience and reputa-
ition, to participate in an interview. These interviews
provided anecdotal data that is useful in identifying
Iemerging themes common to these managers’ experience.
These emergent themes were focused to a descriptive set of
statements to solicit further responses through a survey
instrument. Through the expert interviews and question-
naire process certain consistent principles of special
event management were identified, which are useful for
building a descriptive theory of this management

experience.

Structure of the Dissertation

This dissertation is divided into five chapters.
Chapter 1 discusses the theoretical problems of special
event management as a model of temporary administration,
background data, and boundaries of this research.
Chapter 2 presents the methodology utilized in this study
to build a descriptive theory of special event management.
Qualitative techniques of exploration and inductive

2
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theory-building are utilized to establish a descriptive
foundation for the study. From these interviews certain
themes are identified and presented in a questionnaire to

| the original panel of experts and an outlying group of

special event managers. Chapter 3, findings of the

special event manager interviews, are reported 1in a

{
framework of issue areas. These areas are planning,

istructure, workers, leadership and evaluation. Each area
iis analyzed, utilizing current management literature, and
supporting anecdotal statements drawn from the expert
interviews. Chapter 4, findings from a special event
management survey, are reported here. This questionnaire
asks special event managers to respond to a focused set of
statements derived from the expert interviews. Original
panel members and an outlying population are surveyed to
provide comparative and cumulative data utilizing a Likert
scale questionnaire. The survey results are analyzed by
three categories according to their mean response:
agreement, neutral, and disagreement.

A final area is included in the questionnaire
surveying these managers’ general principles of special
event management. These general principles are discussed

in four categories: 1) plan with a concept; 2) manage

workers take initiative and have fun. Chapter 5 closes

this dissertation with a summary, conclusions, and

| 3

with flexibility; 3) sense of urgency; and 4) 1let the




recommendations for future research. In the conclusions
nine themes of special event management are presented that
are descriptive of these research findings. Also included

in the conclusion is a discussion of an inherent paradox

of studying these temporary organizations.




CHAPTER 1

THEORETICAL PROBLEM




Special Event Management as a

| Model of Temporary Administration

This dissertation examines the characteristics of

special event management as a model of temporary

]administration. Special events for this study are limited
'to those organizations that are designed to terminate upon
the completion of their prescribed program. These
organizations are created and produced for the completion
of one event and do not benefit from an institutional
memory or established operating system. = This restriction
helps delineate the characteristics of these temporary
event systems by avoiding the established bureaucratic
structure of many perennial events. A gray zone that
exists between the one-time events and those that are
repeated on a regular basis is the Olympiads or a world
exposition, for example. These organizations, even though
they are repeated on a regular basis, through change in
sponsorship and community, create a special event of a
temporary nature. These organizations operate under a
certain time deadline and develop a management system to
fit the particular mission of the event.

In this study of temporary administration, the
advance Kknowledge and design of a terminal special event
produces many organizational dynamics that are not

6




experienced in traditional bureaucratic structures as
described by Max Weber. Weber’s bureaucratic model is |
based on employees making a career within the organiza- !
tion, a system of management that utilizes files and
institutional memory and impersonal treatment of employees
ias a model of administration to achieve the organization’s
goals (Gerth & Mills, 1946). Weber was concerned with
i"continuous administration," the design and operation of!
organizations to provide <control, stability and
efficiency. This model gained such dominance 1in the
literature that the perpetual 1l1life of an organization
became an assumed goal.’ This indefinite 1longevity of
bureaucracies gained dramatic attention by industrial

observers when they recorded the preservation of anti-

quated businesses not prone to terminate or adapt (Ackoff,
1981; Reich, 1983). In government, because of the same .
resilience of bureaucracies to perpetuate their existence,

a campaign has been waged to refocus national agencies’

responsibilities to state jurisdictions during the Reagan
term of office (Palmer & Sawhill, 1982). It is understood
that most organizations are formed to accomplish a
specific mission when chartered, and that through time

' these entities develop agendas that perpetuate their

existence long after the original goals are accomplished.
Daniel Katz and Robert Kahn (1966) recognize a focus

of management studies on the growth, expansion and:




!

{development of organizations with little attention on the
breakdown, decline and death of these organizations.
|These researchers have observed a strong power of organ-
izational endurance: "In our organizational society it

'seems easier to start than to terminate an organization,

for many more are born each year than perish" (p. 81).
With temporary administration the organizations are
terminal by design, limiting the impulse of these agencies
to claim legitimacy beyond the original objectives. Also,
these temporary organizations have an established deadline
that demands completion of their work and diminishes
expectations from their constituencies of continual
support or existence. Special events terminate upon
completion of the mission for which they were created,

while bureaucracies can rarely be formed without a mission

goals are accomplished.

Arguably, many organizational activities could
benefit from an alternative model of temporary
administration. Frederick C. Mosher (1978) describes the
operating environment of government in a temporary society
that will have a growing need for task-oriented systems:
"As the interconnection and interdependence of social
problems is increasingly perceived, there will be growing
reliance wupon ad hoc problem-solving machinery--task

forces, commissions, special staffs to executives,

they can perpetuate themselves long after the original

8 |




interagency committees, and institutionalized though
ad hoc mechanisms within agencies" (p. 380). A larger

concept of special event management as a model of tem-

| porary administration could be applicable to assume

|

1
jusual festivals and celebrations. One of the Xkeys to

greater responsibilities of these activities beyond the

success for special events is what they don’t do; expend

‘' resources on an organization after the original goals and

| objectives are accomplished. This concept of termination

is critical to project management as defined by Dennis P.

!
tends to be very different from other organizational

activities. Projects usually have a specific goal or
goals, a defined beginning and end and a limited budget"

(p. 33). Slevin and Pinto also recognize a project life

tion resources. They identify four distinct phases:

Conceptualization. The initial project stage.
Top managers determine that a project is
necessary. Preliminary goals and alternative
project approaches are specified, as are the
possible ways to accomplish these goals.

Planning. The establishment of formal plans to
accomplish the project’s goals. Activities
include scheduling, budgeting, and allocation of
other specific tasks and resources.

Execution. The actual "work" of the project.
Materials and resources are procured, the
project is produced, and performance capabili-
ties are verified.

Slevin and Jeffrey K. Pinto (1987): "Project-based work |

cycle as a framework for staging and budgeting organiza- ,




Termination. Final activities that must be
performed once the project is completed. These
include releasing resources, transferring the
project to clients, and, 1if necessary, reas-
signing project team members to other duties.

(p. 33)
The identification of phases allows the manager of a
i temporary organization to determine resource allocation

and anticipate planning needs, peak performances and

cactivities leading to termination. Along with planning
iand the identification of phases leading to termination,
|special event management share similarities 1in their
concentration on goal achievement, team orientation and

time constraints (Martin, 1976). However, both of these

to their respective organizational environment and organic
purpose. Special events develop in an uncertain environ-
ment without a prescriptive institutional philosophy,
while projects are spawned under the auspices of a parent
organization. These parent organizations have standard
operating procedures and ongoing activities that contin-
ually influence the project. A project manager must also
compete with other departments for resources and other
managers for authority. This in-house competition and

control force project managers and workers to constantly

personal interest within the parent organization.
!
(Meredith & Mantel, 1985) Consequently, special event

10
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worry about a dual agenda of project completion and their .




management is able to enjoy a much more open operating
system that can adapt to the mission of the event without

being encumbered by a parent organization’s standard

| operating procedures. Coupled with this bureaucratic

independence is a commitment by workers and managers to
the special event organization and its purpose and not as
a vehicle to gain political favor in the parent
organization. Finally, special event organizations have a

natural termination upon the completion of the mission,

while projects resist termination even after their':

original objectives have been completed (Meredith &
Mantel, 1985).

The future of temporary administration is providing a
proper fit between the goals and objectives of organiza-
tions that could benefit by utilizing a terminal
structure. This emphasizes the importance of the concep-
tualization and understanding of what one is setting out
to accomplish. For many events, like a city’s centennial
celebration or world’s fair, a special event organization
is a natural fit; however, a potential growth of temporary
administration will be in the domain of traditional organ-
izational structures, that have missions that can be
completed within a time deadline and do not require a

residual structure.

This concept of termination does assault many bureau- |

cratic notions of existence and authority. Bernstein and

11
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O’Hara (1979) point out that "Adherence to bureaucratic
rules could become the organization’s éole reason for
existing. Reliability would give way to inflexibility as .
rules eclipsed task on the scale of bureaucratic values"
(p- 42). The concept of temporary administration will be
in constant struggle with the bureaucratic notion to
control and endure. The essence of special events
requires a focusing on the product and service delivery
without future expectations of an organization or its
workers that is terminal by design.

A full understanding of temporary administration may
strain traditional paradigms of bureaucracy as an ideal
type. Even Max Weber recognized bureaucracy as an
instrument that could endanger the human spirit because of
their functional advantages (Bernstein & O’Hara, 1979). !
The productivity of special events may provide an answer .
to this paradox as they are proven to be successful
delivery systemns. Of course, temporary administration
would not replace all forms of traditional management, -
especially those organizations that carry out daily
service functions on a continuous basis. Temporary
administration could carve out its own niche as a manage- .
ment discipline on an equal standing and not as a bifur-
cated form of the sponsoring organization’s form of

administration.

12




The present and future of organizational 1life are
taking a dramatic turn, opening doors for alternative
jorganizational structures. Warren Bennis (1966) outlines

ithe following changes for the 1990’s (as summarized by

Szilagyi and Wallace, 1987):
j
f 1. The environment will show rapid technological

change with a large degree of instability or

turbulence.

2. Because of a better educational background,
people will want more involvement, participa-
tion, and autonomy in their work.

! 3. The tasks of organizations will be more

! technical, complicated, and unprogrammed.

There will be a need to group specialists
together in a project design arrangement.

4. Organizational structures will be more tem-
porary, adaptive, and organic. These
adaptive organizational structures will
gradually replace bureaucracy as described by
the classicists. (p. 564)

Along with Warren Bennis (1966), Rensis Likert (1967)
also discussed changing environments and the need for
adaptable organizations. Likert compares traditional
systems to a more flexible and responsible structure.
Likert’s focus is on new ways to design the continuous
organization. Many of his principles would support a
theory of temporary administration as an alternative
management system. His recognition of work groups allows
for a model of organizational design that is described as

people-oriented and responsible to the natural pressures

of change induced by the environment.
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The organizational designers have continually tried
to reinvent the wheel with organizational structures that
are in competition with today’s bureaucracy. A contin-
gency theory of organizational design encourages existing
organizations to adapt more relevant systems when they do
not fit the required task. This approach allows an

organization to change without requiring a total metamor-

phosis, or commitment to "one best way" of designing

organizations (Lorsch, 1969). Temporary administration

provides an actual mechanism that is adaptive to the

organizational environment that is not 1in constant ;

conflict with logical rules of bureaucratic management.
Both temporary and perpetual management systems have a
natural mission and constituency that is appropriate for

each respective model.

Special Event Management Defined

Special event management is the art of 1leading
workers to accomplish a mission that 1is terminal by
design. This form of administration is outside of routine
bureaucracies and is created to accomplish a specific
task. A special events existence is tied to this mission
and it has the integrity to design an organization to
accomplish its particular objectives. These organizations

are defined for this study as an organization that is

14




created to accomplish a special task and is terminated
upon its completion. These organizations operate with a

designated time deadline and develop an operating system

I specific for the assigned mission.
; This directed form of management 1is most commonly
iused to deliver a "peak performance" such as a Statue of
iLiberty celebration, World’s Fair, or a city’s Centennial
Celebration. These events require a collaboration of
iefforts to produce an event with community interest in a
confined period of time. Each of these events would
strain the work load of any established department and
compete for resources if an independent body 1is not
| created. Special events are created to deliver a program
outside a parent organization’s structure. For example, a
Statue of Liberty celebration is a special event producing
a peak performance over a given period of time, comprised
of a series of events, and terminating at a specific time.
These special events can be brought about for wvarious
reasons but share common characteristics of a distinct
form of management that will be discussed in this
dissertation.

This study will focus on the special events of a one-
time nature. This restriction is necessary to construct a
theory of special event management as distinct from the
continuous bureaucratic characteristics of organizations
! that produce the same event on a regular basis and benefit

15




as utilized in this research.

from an internal institutional memory. Even though some
of the continuous events are produced just one time a |
year, they have permanent support and production systems !

that deviate from the concept of special event management

Boundaries of Special Event Research

This study is primarily concerned with special events!

of a one-time nature. To provide a framework of under—{
!

standing these events within a general theory of temporary

administration, it is necessary to associate the terminal

concept with the design of the special event organization.

Many continuous programs with established organization
structures may appear to fall within the purview of

special events because of their activities, but belong in

the domain of perpetual administration. To capture the
greatest symmetry with temporary administration, thisI
study focuses on special events that must create ani
operating structure to produce a one-time program and:
terminate at a specified time. This demarcation is
important to understand the most dynamic qualities of

these management systems that are distinct from our

traditional bureaucracies.

The sorting of these special events is not presented!

as a classification of special events, but gradation of
J
161




their organizational structure from a given baseline. 1In
this study the purest special event 1is the one-time
presentation, such as a Statue of Liberty celebration.
Also included are special events that may appear that they
are a continuous organization structure but actually have
to create a new operating structure of their own--for
example, the Olympics or World’s Fair. Given the change
in venue and lapse of time between events, these organiza-
tions essentially must be created and terminated like any
other temporary organization. Surprisingly, 1little
information is passed on from the previous scheduled event
to the next sponsor concerhing management issues ‘or
techniques. The organizations that deviate from a pure
model of temporary administration are those that have
operating systems that provide an organizational format
from one scheduled event to the next without terminating
the operating structure. Even though these organizations
may share some of the overt characteristics of special
events, a determination must be made of the degree of
dependence upon temporary administration in developing
their operating structure. To discover the essence of
special events will require this distinction from tradi-
tional organizations as we understand them in the manage-

ment literature today (Szilagyi & Wallace, 1987).

The current phenomenon is the utilization of special‘

event organizations to accomplish specified goals without ,

17




recognizing a unique form of management. An obvious

question is if special events do not have a unique

delivery system, then why are they selected to tackle?

certain projects? There is an obvious and not well-

. studied linkage of the use of special events to complete

temporary administration missions. These organizations
have proven to be successful deliverers of programs under
tremendous time pressures and lack of resources. A recent
example is the second presidential debate in the fall of
1988 between George Bush and Michael Dukakis in Los
Angeles, California. Two weeks before the debate dead-
line, the original hosts aborted the program and new
sponsors had to be found to present the program. The
Commission for Presidential Debates delivered the debate
on time, with over 1,000 guests, and a major network
audience. The first inquiry from a management perspective
is, what are the principles of this success, and the
second 1is, if these principles are random occurrences OYr
demonstrate consistent elements that can be used to
develop a descriptive theory of special event management
that can be studied and utilized in other events. This
dissertation will study both of these characteristics and

their consistency as theories of special event management.

18




' has very little reference in the literature and no common

Background of Special Event Management

As a management topic, special event administration

treatise on the subject. These temporary organizations
have been recognized for their work product but not for

their methodology of accomplishing these goals. Why

haven’t researchers spent more time investigating this

relationship? First, it is often assumed that a special
event organization does not have a unique management style
but adopts the system of their sponsors; secondly, these

organizations are temporary in nature and do not easily

lend themselves to observation; and finally, these organ-
izations lie outside the established power base and are

often considered a dead-end for research and consulting.

However, the increase in interest and sophistication of

special events will surely draw more attention to their
procedures and processes in the future. Currently we are

observing a growing use of special event organizations to

deliver a variety of internationally significant programs

such as the Los Angeles Olympics which had 6 million;

visitors and took in $725 million in revenues; Expo 1986

in Vancouver, with 22.5 million visitors; or the Pan Am|

Games at the University of Indiana that managed 947,000

visitors for a $178 million in benefits (Price, 1988,i

p. 11). ;

19




The production of special events can be traced back
more than 3,000 years to early festivals, and as early as
776 B.C. the Olympic Games of Greece were being held
(Hill, 1988). These festivals were cultural performances
that laid a foundation for early special event productions
as Milton Singer (1955) describes:

Indians and perhaps all peoples, think of their

culture as encapsulated in such discrete perfor-

mances, which they can exhibit to outsiders as

well as to themselves. For the outsider these

can conveniently be taken as the most concrete

observable units of the cultural structure, for

each performance has a definitely limited time

span, a beginning and end, an organized program

of activity, a set of performers, an audience,

and a place and occasion of performance. (p. 25)

Singer’s reference to time, program, and occasion are
still fundamental concepts in producing both cultural and
social festivals. Concurrently with the production of
festivals, trade fairs were also being presented for
thousands of years with the introduction of industrial
expositions in Paris in 1798, and the first international

exhibition at the Crystal Palace in England in 1851

(Walters, 1939).

|
|

To understand our modern day fascination with attend-

ing events, it is necessary to understand the growth of
leisure time in modern societies. This free time is
considered a reward for working, and is an opportunity to
enjoy the fruits of labor. These workers are not only

seeking a comfortable way of 1life, but are eager to

20




the transference of management knowledge through a more

purchase experience and to observe or participate in
something unique (Manning, 1983a & 1983b). This growth of '

disposable income and leisure time increases the demand .
|

for special event productions. Americans have a work !
3

clock and fun clock, week and weekend, work and vacation,

and are prepared to celebrate the contrast (Falassi,

1987). The history of why audiences enjoy special
events is persuasive, but how we produce them is an age
0ld phenomenon that is not as clear. Managers have
successfully and unsuccessfully produced events and

campaigns for centuries, passing down an unwritten,

tradition of special event management. Now, the dramatic

influx of new events and one-=time productions calls upon

expeditious medium. Consequently, there is a significant

growth in the number of consultants who will offer their.
expertise to design and produce a temporary organization.}
However, this expertise 1is still grounded 1in its voca- |
tional roots and has little recognition in organizationall
theory. !
Special events are increasing in their use by both’

| |
private and public entities. These organizations are'

programs such as the Statue of Liberty Celebration:

The four-day Liberty Weekend requires a
litany of superlatives: it will feature the
biggest fireworks display in U.S. history, the

becoming nationally significant in delivering monumental;
|

1
|
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largest street fair ever 1in America, the
greatest massing of Coast Guard and auxiliary
vessels for a single event since World War II,
the biggest security mobilization in New York
City history. (Stengel, 1986, p. 18)

The mystery of this system of management is linked to
a lack of research studying the characteristics of this '
;form of temporary administration. Today a manager of
%special events or management researcher has 1little
+literature to refer to in understanding the creation and !
operating dynamics of a special event organization. This
study will take a first step in providing a management

information base by developing a general theory of special

' event management as a model of temporary administration.
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CHAPTER 2

METHODOLOGY
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Building a Descriptive Theory of

Special Event Management

Traditionally, special events have received an ad hoc
treatment without consideration of wider theoretical:
application. This view perceives these events as a random
j or chance occurrence of management skills coming together
in undetermined ways to deliver a particular program. The

antithesis to this ad hoc theory relies on consistent

characteristics of special event management that are |
applicable to a variety of special events. The uée of .
ad hoc here is not to be confused with "Adhocracy" as used
in a project-type structure of an organization that.
operates in a dynamic and changing environment (Mintzberg,
1979; Mintzberg & McHugh, 1985), which will be discussed]
later in this research.

This study will explore if there are consistent
characteristics of this management experience which are

consistent across a variety of special events. If a set

of management themes emerge, they will be used as a

foundation for constructing a general theory of temporary

administration (Patton, 1980). The research process of.

developing and testing this hypothesis will follow a
|

"Rational Model" as described by Martin (1981): |

Il
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(build a descriptive theory that explains a perceived

et P |

"1l) Formulate a theoretical problem; 2) select appropriate
research method(s); design and conduct study; 3); analyze
and interpret results; and 4) use results to confirm/deny
theory" (p. 17).

The theoretical problem of this dissertation is to

phenomena of special event management as a model of
temporary administration. The first step in designing
this exploratory study is to select a research technique
that is appropriate for conducting a pioneer inquiry into

the management of special events. After an investigation

of gquantitative and qualitative techniques, it became

apparent that qualitative research is more insightful for
this particular type of theoretical investigation. This
holistic view of qualitative problem description and
investigation is described as an inductive approach by
Patton (1980).

A qualitative research strategy is inductive

in that the researcher attempts to make sense of
the situation without imposing preexisting

expectations on the research setting. Qualita-
tive designs begin with specific observations
and build toward general patterns. Categories

or dimensions of analysis emerge from open-ended
observations as the researcher comes to under-
stand organizing patterns that exist in the
empirical world under study. This contrasts
with the hypothetical-deductive approach of
experimental designs which require the specifi-
cation of main variables and the statement of
specific research hypotheses before data
collection. A specification of research hypo-
theses based on an explicit theoretical frame-
work means that general principles provide the
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framework for understanding specific observa-
tions or cases. The researcher must then decide
in advance what variables are important and what
relationships among those variables are
expected. The strateqgy in qualitative designs
is to allow the important dimensions to emerge
from analysis of the cases under study without
presupposing 1in advance what those iIimportant
dimensions will be. (p. 40)

When a researcher has 1little information about a

problem, it is logical to first develop a framework for |

constructing a descriptive theory to identify patterns of
organization. This use of quantitative techniques allows
a researcher to observe the general phenomenon and inquire
into what one does not know without relying upon an
a priori theory of established variables. This natural-
istic inquiry is defined by Lincoln and Guba (1985) as:

When working within the naturalistic paradigm,

however, the investigator typically does not

work with either a priori theory or variables;

these are expected to emerge from the inquiry.

Data accumulated 1in the field thus must be

analyzed inductively (that 1is, from specific,

raw units of information to subsuming categories

of information) in order to define local working

hypotheses or questions that can be followed up.

(p. 203)

A process of a theory emerging antecedent to data
collection instead of theory driving the data collection

is popularly considered a Grounded Theory. Important

criteria for determining the use of a grounded theory is|

establishing a natural association with the topic studied.
For special event management, it is critical to ask what

is important before one presumes what is important and
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tests for significance. The first step in this research

is to gather a base of information that allows common

characteristics of special event management to emerge from'

this field of study without prompting a defined answer. .

This process of allowing commonalities to solidify into|
focused realities will provide the researcher insights to .
identify the key elements from which a more comprehensive
theory can be grounded in the data gathered (Dubin, 1969;|
Lincoln 8&1Guba, 1985; Jones, 1984). In developing a .
theory of special event management that will be applicable
to a variety of these organizations, it will be essential
to identify variables that explain the common phenomenoni
(Blalock, 1982). This study will utilize both inductive
theory development to identify the characteristics of

special event management, and a focusing instrument to

measure the level of agreement with the identified.
variables that will be described later in the special

event management questionnaire.

Expert Interviews

The selection of special event experts as a data base

to study this form of administration is supported by

‘Helmer and Rescher (1960):

For the expert has at his ready disposal a large
store of (mostly 1inarticulated) background
knowledge and a refined sensitivity to its
relevance, through the intuitive application of




which he is often able to produce trustworthy
personal probabilities regarding hypotheses in
his area of expertness.... The informed expert,
with his resources of background knowledge and
his cultivated sense of the relevance and
bearing of generalities in particular cases, is
best able to carry out the application of quasi-
laws necessary for reasoned prediction in this
field. (p. 21)

|
: The experts selected for this study all have con-
Isiderable experience in special event management represen-
lting a variety of special event prograns. In selecting
this panel, it was necessary to rely upon recommendations
by other experts, experience, reputation and publications
to identify prospective members. This process provided a

pool of special event managers who represented a variety

of activities, different geographical regions and private,

!public and non-profit event organizations (Harman & Press,
1975) .

Similar to Delphi panels, this group was composed of
a panel of members who are not in communication with each
other and subject to peer conformity (Dalkey & Helmer,
1962) . Each of the ten members was interviewed by phone
and a recording and transcript of each interview was made.
Considering the geographical dispersion of the members,
this method gives the researcher an opportunity to receive
a greater breadth and quality of experts, not being
restricted to a certain region (Van De Ven & Delbecq,

1974). In the first round of the interview process a

|
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phone interview. Previously, each member had been

letter was mailed to each member confirming his or her

contacted in the recruitment process of getting them to
agree to participate on the panel, during which time no
special dquestions about special events were asked.
Included with each 1letter of confirmation was a "work
sheet" of ten general questions about special events, |
designed to stimulate the members’ thinking, but not to
limit the scope of the interview (Appendix A). This type
of interview is described by Patton (1980) as an Interview
Guide Approach and has the following characteristics,
strengths and weaknesses: |
Characteristics
Topics and issues to be covered are specified in
advance, in outline form: interviewer decides
sequence and working of questions in the course
of the interview.
Strengths |
The outline increases the comprehensiveness of
the data and makes data collection somewhat
systematic for each respondent. Logical gaps in
data can be anticipated and closed. Interviews
remain fairly conversational and situaticnal.
Weaknesses
Important and salient topics may be inadver-
tently omitted. Interviewer flexibility in
sequencing and wording questions can result in
substantially different respondents, thus
reducing the comparability of responses.
(p. 206)
Before this methodology was selected, a more informal .

open-ended approach was tested that had no predetermined
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approach was to allow the expert to go in any direction he
thought important and to build upon what emerged. The

trade-off was a potpourri of topics that were interesting

'to that particular expert but that would not give the
|
i researcher a method of comparing results with the other

:panel members (Patton, 1980). The adjustment in favor of
jthe interview guide approach guaranteed that a certain set
iof general topics would be discussed while at the same
time each panel member was encouraged to expound on
anything that he thought relevant to each topic (Baily,
1982. All interviews were closed with an open question,
asking each panel member to discuss anything concerning

special events that he felt was important and had not

already been covered.

lsheet was utilized to provide a routine for the process
(Appendix B). Each interview was started with the
following procedure:
A. Notification that the conversation is
being recorded.
B. Encourage each member to elaborate on all
questions, and to discuss any topics they
thought important.
C. Requested any written information that

they may use in managing special events.

guideline of questions or topics. The advantage of tha;}

|

To provide consistency during the interview, a work



D. Informed participants of the working
definition of special events for this
study, and requested that they concentrate
their comments to "one-time" events. i

Next, while being recorded on tape, the experts were asked
about their special event background and asked to define
their role in working with special events. After the’
preliminary background data was collected, the interviews
started with ten topical questions, allowing the parti- |

cipant to elaborate on each issue. The interview was

concluded with three questions: the first asking about

any trends that they have observed in special events; the

second, asking the participants if there are any questions
that they would like to ask about special events that were
covered; and, the final question, asked if there is any
topic that they would like to discuss that was not yet
discussed in this interview. A continual and delicate
concern in obtaining accurate information in this process!
is that the interviewer does not improperly influence the

interview by encouraging or probing for a particular

response (Hyman, Cobb, Feldman, Hart & Stember, 1975).

It was found that the length of these phone inter-

views varied between 30 minutes to over one hour in

length. Coates (1986) has a similar experience with this]

type of structured interview: "In the telephone interview|

it is difficult to hold someone for more than thirty:
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:minutes. Sixty minutes 1is a really ultimate 1limit."

Coates believes that the phone interview is a more produc-
tive process because of the structure: "With the tele-

jphone, one is often much more crisp in having a series of

l
points that one can go over. Just the fact that it is in

;a more structured medium permits one to introduce more
structure into the telephone interview than the face-to-

face.”" (p. 76) A constant balance of structure and
|

Iopenness must be maintained to survey the potential
elements of this type of management. Comparing the test
interviews and final interviews, the balance between a
guided approach and an informal conversational interview
proved satisfactory.

During the interviews, notes were taken utilizing a
separate work sheet for each participant. Even though the
interview was being recorded, Patton (1980) brings out the
importance of taking notes. 1In this process:

Notes can serve at least two purposes: (1)
notes taken during the interview can help the
interviewer formulate new questions as the
interview moves along, particularly where it may
be appropriate to check out something that was
said earlier; and (2) taking notes about what is
said will facilitate 1later analysis, including
locating important quotations from the tape
itself. 1In addition, note-taking is one of the
nonverbal behaviors that helps pace the
interview. Note-taking becomes a kind of
nonverbal feedback to the interviewee about when
something sufficiently important to have written
down has been said; conversely, the failure to
take notes will often indicate to the respondent
that nothing of particular importance is being
said. (p. 247)
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These notes were utilized to formulate new gquestions to

ask the participants after they completed the topic areas.

This 1is beneficial to be able to explore tangential

itematic gquestions. All designed topic areas were dis-

1

lcussed with each panel member, and special interests of

i

1

interests without sacrificing the focus on certain sys- l
!

lthe particular panel members were also explored. The work !
sheet questions were broad enough that by the completion f
of the last question the participants had a chance to g
f

consider most issues of importance to them. E
After the completion of the interviews, each tape was

transcribed verbatim. This is a preferred method to

analyze the interview data than working back and forth

through the audio tapes. These transcripts are useful for
developing comprehensive analyses of the panel’s comments
and gathering anecdotal data. The total transcription of

the ten interviews 1is approximately 250 pages double ;
spaced. From these transcripts, consistent themes of |
special event management were identified from the

interviews. Similar to "action research", this methodol- i
ogy allows us to inquire about the primary concerns of !
this form of management without allowing the research |
instrument to control the information obtained (Comfort,

1985) .




From this transcribed data, the next step 1is to
develop a set of themes that emerges from similar comments

of the various panel members. This narrowing process is

-essential in theory-building to identify a set of elements

ithat have plenary descriptive qualities. Similar to
i _

Econtent analysis, the primary findings will be developed
Ethrough systematic review of a form of communication.
fWilliamson, Kays, Dolphi and Oray (1988) recommends
'content analysis as a method to develop descriptive

themes:

Words and pictures are valuable sources of
social science data. The primary intent of
content analysis 1is to uncover themes in these
sources of communication--themes that are
representative of an entire culture, a specific
group of people, or the life of an individual.
In some studies the discovery of these themes
may be accomplished through the tabulation of
specific words. Alternatively, the thematic
content in sentences, paragraphs, or perhaps an
entire essay or book may be ascertained.
Regardless of the particular unit of analysis
employed, the underlying goal of the research
remains constant: to find a logic in the themes
uncovered such that the characteristics of
authors or their audiences may be better
understood. (p. 278)

From the analysis of the panel’s transcripts, certain
consistent themes were identified. Since these common
principles emerged from the interviews, it would be
impossible to have sequentially asked all panel members
about the same characteristics during the 1interview
process. Once the exploratory interview of this research

was conmpleted, the next step was to focus on a set of
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'discrete variables. This categorization in theory-

Eof possibilities as described by Glaser and Strauss

building is a necessary step in comprehending a multitude

- (1967) .

properties of special event management.

The universe of data that the constant compara-
tive method uses is based on the reduction of
the theory and the delimitation and saturation
of categories. Thus, the collected universe of
data is first delimitated and then, if neces-
sary, carefully extended by a return to data
collection according to the requirements of
theoretical sampling. Research resources are
economized by this theoretical delimiting of the
possible universe of data, since working within
limits forces the analyst to spend his time and
effort only on data relevant to his categories.
In large field studies, with 1long 1lists of
possibly useful categories and thousands of
pages of notes embodying thousands of incidents,
each of which could be encoded in a multitude of
ways, theoretical criteria are very necessary
for paring down an otherwise monstrous task to
fit the available resources of personnel, time,
and money. Without theoretical criteria,
delimiting a universe of collected data, if done
at all, can become very arbitrary and 1less
likely to yield an integrated product; the
analyst is also more likely to waste time on
what may later prove to be irrelevant incidents
and categories. (p. 113)

At this time, a trade-off is made between generaliz- ;

ability for simplicity and precision (Blalock, 1982).

| is essential to identify categories that describe some

i (1985) recognize the need for a process of

definition:

That is, the comparison shifts from a more or
less intuitive "look-alikeness" or "feel-alike-
ness" judgment to a judgment of whether a new
incident exhibits the category properties that

full

It
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have been tentatively identified. The process
not only becomes more rule-oriented but at the
same time tests the properties; if new incidents
fail to exhibit some of the properties, perhaps
they ought not to be used to define the cate-
gory, perhaps a subcategory 1is needed, or
perhaps the category needs to be redefined. It
is this dynamic working back and forth that
gives the analyst confidence that he or she is
converging on some stable and meaningful
category set.... This process of making category
properties explicit not only facilitates the
task of rule definition but also enables the
investigator to begin on the task of category
integration. (p. 342)

Survey Questionnaire

After engaging in this process of identifying special
event properties, 6 catagories and 24 themes were devel-
oped (Appendix A). This identification of certain
management principles is grounded in the interview data.
Some themes have greater frequency in the transcript,
while others may explore issues that ihtegrate a variety
of observations. To give every member of the panel an
introspective opportunity to respond to the common themes,
a survey questionnaire is designed to focus their
responses to a set of key themes (Harman & Press, 1975).
This questionnaire solicits a response from each expert
about the principles of special event management, utiliz-
ing an attitude scale. This method allows each par-
ticipant to respond with varying degrees of intensity.

This instrument has a numerical range of 1 to 7, with 1
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' representing "strongly disagree," 4 a neutral response,
and 7 a response of "strongly agree." This scale allows
' each participant to register his agreement or disagreement
with each statement (Isaac & Michael, 1981).

As in the original interview, each respondent 1is
irequested to concentrate on special events of a one-time |

'nature. This questionnaire also asks each participant the

;years that he has been associated with special events and

the type of special events he is most familiar with. To !
I .

!allow for additional information and clarification, a
ispace is provided for comments in each section. Finally,
|the survey closes with an open-ended question inquiring if
!they had any personal management principles or "rules of;
:thumb“ that they consistently use with various special
ievents. If they responded yes, they are requested to list
their primary rules. This ordinal scale will allow the
use of nonparametric statistics to analyze this survey
?data (Miller, 1983). Later in the chapter of survey

results, the relationship and significance of the survey

statements will be tested and conclusions made as to their

nonparametric measure or correlation.
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FINDINGS:

CHAPTER 3

SPECIAL EVENT MANAGER INTERVIEWS
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Exploratory Interviews

‘ The expert interviews were exploratory in trying to
i
‘develop a descriptive theory of special event management.

:Each manager was allowed to discover what he felt was the
:fundamental characteristics and dynamics of his respective
?special event management experience. Analyzing this data
iacross the entire panel, certain themes emerge as consis-
Etent principles of this form of temporary administration.
'Utilizing both content analysis (Williamson, Kays, Dolphi
:& Oray, 1982) of frequent responses and anecdotal data

!

i(Helmer & Rescher, 1960), this research develops a frame-
!work for understanding and building a descriptive theory
I

'of this management system.

transcribed. From this transcript one is able to identify

and categorize organizational issue areas as a structure

lfor analyzing this data. Five special event organiza-
| tional issue areas emerged from this data: Planning,
]structure, workers, leadership and evaluation. Each of

management experience of this type of temporary organiza-

tional manager. From this research larger theoretical

|
i

All of the expert interviews were recorded and

these areas will be discussed as it relates to the

descriptive theory of special events is drawn from these :

implications of temporary administration can be made as a '

]



findings. Anecdotal data and discussion is useful in

building this descriptive foundation for the management

iholistic understanding of special event management can be
?made.

. Each of the following categories will be discussed as
;an issue area with certain themes of special event
management emerging in each. These issue areas are not

independent and exclusive of the others, but are a useful

I
!reasonable order to study the management principles of
|

‘these temporary organizations.

1
I I. Planning
lDevelopinq a Theme

VI In developing a strategy for producing a special
event, it is composed of two phases--first the concep-
tualization or creating of a theme and secondly, a

. planning process emerges around this theme. This theme

being" of a particular organization as it sets out to
accomplish its goals (Dyer, 1984).

Regardless of city size, special events
; provide a «civic focus. The theme related
structures of these events become permanently
fixed in the public’s mind as symbols for the
host city and often remain to provide a point of

40
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way of putting a massive amount of information in a

can be described as the "core mission" or "reason for




r through a conceptualization phase that empowers their work -

reference for 1local residents and future
visitors. For example, the Eiffel Tower--for
nearly a century Paris’s consummate symbol--was
built for the 1889 exposition. Similarly,
Seattle’s space Needle, symbol of the 1962
"Century 21" Exposition, still serves as a
landmark in a city fractured by hills and
waterways. (Dungan 1984, p. 83)

Similar to project management, special events pass

and defines their boundaries (Aptman, 1986; Hahn, 1987).

'The first phase of this process truly defines the neces-

fsity of a project (Slevin & Pinto, 1987) or as in a

|
|

special event develops a community of support for its
implementation. This conceptualization product is not

always a rational package of costs and benefits, but often

considers emotional issues of community pride, image,

entertainment, participation, and social purpose. These
special attributes produce intrinsic qualities which help
develop a sense of purpose and importance for these
programs. This underlying theme provides a common thread
for connecting all parts of the organization +to the
mission of the .organization as found in these special

event managers’ comments.

Fkkkk "I think that it’s really important in developing
a major special event or promotion or whatever, to have a
thread that runs through, that is real connecting, whether

it’s a color theme, whether it is, of course, a logo, the
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{verbal theme, and that almost everything that you do,
lthen, you keep using that, and you keep using that, and
gyou keep using that, so at the end, if you put together :
all your pieces that you either had printed or that you’ve

|
'written, or whatever, and you laid them all out on the big

iconference table, you would see that everything kind of |

frelated, that there wasn’t one thing that jumped out that

:was really different, that you stayed with the same color.

iIf you decided to have a very simplistic approach, you see

|
!very clean lines, but that--it is everything—-everything!
?verbal, written, printed, whether it be pins, patches,
istationary, letterhead, promotional items. Whatever it
is, they all 1look the same. They all kind of complement
one another, and, you know, as I say, you can do that

I
|
!
| .
i through a theme, you can do it through color, you can do

it through a logo, but that there is a continuity that
‘keeps that together. So that almost people can just see--
glance across the room and maybe it’s not the same T-

ishirt, but it is another item that totally--people know

ithat it belongs to this particular event. . . . You create
| an identity."

*kkk% "Everything was designed very carefully, painstak-

!ingly, to make sure that a certain image was personified."

Fkkdk "The really interesting thing is that because they

[special events] are one-time only events, you’ve got to

go without knowing for sure how your event will be

| 42



{perceived. You’ve got to do what seems right to you and
| to your board, and if you have the right kind of board,
{you’ll have enough of a range of sensitivities that you
'won’t make big mistakes."

Pk kk koK "Yeah. I’ve probably spoken-—-oh, probably between
isixty and seventy times in the last six months, which is
?way more than I ever did in my other job, and I find
‘myself speaking to people at the grassroots level--at the
iin—house staff. But the boosters, the supporters, the
l

alums-—-anybody that’s even remotely identified with the

university--I usually find myself in front of them getting

to give my pitch for the Centennial.”

| Because of the mission of these organizations and
their conceived purpose, they often have an effect beyond
their own organizations and gather interest and scrutiny
from an external community. Special events can be adopted
by this "community interest" to empower them beyond the
founding entity. A natural consequence of this empower-
ment is a loss of control as a host community exercises

domain over the conceived event. Travis Dungan (1984)

describes the multitude of input involved 1in
conceptualizing an event: "Tdentifying and refining a
theme can take a substantial amount of work. Every member
of the organizing entity and many in the community will

have an opinion on the choice and interpretation of




potential event concepts" (p. 85). A decision must be
made by planning committees on how much community par-
ticipation and control they would find effective. The Los

‘Angeles Olympic Games of 1984 struggled with planning

lissues as public opinion surveys were conducted and public
|

greferendums were threatened (Willens, 1984). On occasion
’a special event can be used by the community of interest
gto spearhead divergent issues. When these issues are not
aligned with the mission of the event, they distract the
planning process and solicitation of support necessary to
!produce the event. More commonly, a special event brings
a community together and provides a sense of excitement
within the community of interest. In fact, a special
event often 1is the impetus for a community to make
improvements beyond the needs of the event as experienced
by the Pasadena Rose Bowl during the 1984 Olympics which
was not able to be renovated because of Proposition 13,
but found $4.4 million in improvements because of the
Olympic Games (McIntyre & Cohen, 1984). These events
usually have many positive effects on a community that are

not direct products of the program but collateral benefits

that are apparent long after their completion.




"Emerging Systems"

The planning style of a special event fits a model of

ladhocracy (Mintzberg, 1979) and strategy formation

ipresented by Mintzberg and McHugh (1985). Because these

/impermanent organizations operate in an environment that

[
is dynamic with prototype demands, utilize temporary work

teams, rely upon informal structures and have complex and
junpredictable work requirements, they will develop a
specialized strategy model similar to the grassroots model
described by Mintzberg and McHugh (1985):

Grassroots Model

1. Strategies grow initially like weeds in a
garden; they are not cultivated 1like
tomatoes in a hothouse.

2. These strategies can take root 1in all
kinds of strange places, virtually
wherever people have the capacity to learn
and the resources to support that
capacity.

3. Such strategies become organizational when
they become collective, that is, when the
patterns proliferate, to pervade the
behavior of the organization at large.

4. That process of proliferation may be con-
scious but need not be; likewise, it may
be managed but need not be.

5. The pervasion of new strategies, which
themselves may be emerging continuously,
tends to occur during distinct periods of
divergence that punctuate distinct periods
of convergence of established, prevalent
strategies.

6. To manage this process 1is not to pre-
conceive strategies but to recognize their
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emergence and intervene when appropriate.
(pp. 194-195)

The following special event managers’ comments allude
ito this "grassroots" planning that allows the flexibility

for an organizational plan and structure to emerge around

|the concept:

dokk kK "So conceiving of the event itself and what it is
'you are trying to accomplish is the first step, and that
'would obviously be unique to any event, but after that the
kind of management system, the strategy, the tactics, the
board, what role the board plays, what role the staff
plays, and how you manage that is something that just--it
just kind of follows as you put a management system of
internal controls and plans in place."

*kkkk "First of all, don’t procrastinate. Don’t put off
anything at the last minute that you could do today."
*kkkk "Before the special event, the governing body, so
to speak, whichever it is, tells you as a professional
manager what they want to accomplish and the various goals
and objectives, and then you build a very loose management
structure and put it in place to achieve those
objectives."

*hkkk "Clearly, your planning time and your planning

documents are never as well adhered to as they are in,




like, say, a full time staffing situation. And so much is

placed on trust and faith and momentum."

The Los Angeles 1984 Olympics planning process was

icriticized as "make shift" (Fulton, 1984) because of these

iemergent qualities that do not demonstrate one clear plan
|
from one established planning department. This type of

‘organization experiences a dramatic learning curve due to
|

‘the freshness of their activities that precludes defini-
i

tive creation of the delivery organization and required
activities during the initial planning stages (Trist,
1978) . These events are complex with diverse constituen-
cies, resource needs, and peak performances that have a
close fit with a continuum of planning as described by T.

J. Cartwright (1987):

. . . complex and meta-problems both require
strategies that entail a succession of amelio-
rating actions rather than a single solution.
Moreover, these problems also require a heuris-
tic approach, i.e., that the planner modify
successive decisions in the 1light of analyzing
and evaluating the effects of earlier ones. 1In
other words, for complex and meta-problems,
planning cannot Dbe separated from
implementation. Each is ‘input’ for the other.
Thus, the rational approach to planning for such
problems is to monitor results and adapt actions
accordingly. (p. 97)

Special events relying upon these ameliorating actions
often plan beyond their immediate resources. The
|
Knoxville Worlds Fair struggled with developing plans that

went beyond the current capacity of the organization,
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expecting the local community to provide resources and
solutions (Evans, 1982). Special events use this planning

lprocess as a strategy to solicit participation and

support, by leaving a void that cannot be filled by

[
‘internal resources, but opening doors for emergent ideas

iand contributions from not yet identified sources.

IT. Structure

The Adaptive Organization

Special event organizations have a flatter hierarchal
structure to manage a rapidly changing and dynamic
environment. Lawrence and Lorsch (1969) refer to a
straightforward task-oriented approach to deal with this
type of uncertain, changing environment. In these
‘adaptive organizations a traditional reliance on a rigid

set of rules gives away to a more responsive organiza-

tional design, allowing a relaxation of behavioral
controls and resistance by workers (Berkley, 1971;
Mouzelis, 1967). Lawrence and Lorsch (1969) recognize the

need for fluid communication policies that would not be

served by a standard set of rules:

Formal rules cannot be formulated that will
be suitable for any appreciable time period, so
| it seems better not to rely heavily on them.
! More of an All-to-All communications pattern is
indicated which can keep environmental clues
moving throughout the unit for interpretation at




all points instead of just through superior-
subordinate channels. (p. 240)

This enhanced communication process is commonly found in

the matrix organizational structure which is acutely !

responsive to an uncertain external environment (Davis &
Lawrence, 1977). These matrix structures try to break
down barriers between specialists and allow a mixing of
talents to solve problems (Morgan, 1986). Special event
organizations escape the functional control of the host
bureaucracy while utilizing the cross-communication of the
matrix organization. This matrix structure fits with a
model of Adhocracy (Mintzberg, 1979) that involves project
teams to perform a task and dissolves upon completion of
the task. This matrix structure, 1like the model of
Adhocracy, is particularly appropriate for complex tasks
in an uncertain environment that require an ability to
adapt as described by Gareth Morgan (1986): "Matrix
organizations typically increase the adaptability of
organizations in dealing with their environments, improves
coordination between functional specialists, and makes
good use of human resources" (p. 59). Because of this
organizational structure and 1its task requirements

(Steiner, 1965), this type of organization is conducive to

innovation. These organizations are not set into a rigid!

set of rules and regulations since they often must develop

. a unique and never before presented program. This de novo
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start-up without dependence on established bureaucratic
controls and policies is a natural advantage for inspiring
creativity (Koprowski, 1972). Both by design and proce-

dure these temporary management organizations develop a

working atmosphere that fosters innovation, participation,
and satisfaction.

i
|

i
!Build the Organization Around People

i In creating a special event organization, a consis-
‘tent theme emerged of an organization that was adaptable
to the people involved. Special event development starts
with the recruitment of people for whom an organization
will be designed to fit them and the mission. This
customization of administrative structures allows these
events to be people-focused, relying on personnel to
deliver the end product instead of an established bureau-
cracy. These "output focused" systems are concentrated on
the event and not an internal struggle of personnel trying
to fit to an awkward organizational structure (Weisbord,
1978).

The strength and continuity of a special event are
the people who can operate in this uncertain environment
with a spartan organizational structure. This minimaliza-

tion of structure follows an axiom of--only create the

organizational support systems as needed to accomplish the
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‘tendency to fashion your structure after standard organ-'!

mission and do not overdevelop an administrative structure

JR—

that has a terminal 1life. The following expert comments
are insightful to understanding the creation of a special
event structure contingent on the personnel selected:

% % % % % "You’ve got to build an organization that’s going

to self-destruct in a short-time period. There is a

izational practices. And there is a mistake in--going
back to what I said earlier--in most of these events that

are successful, where you may have a structure, you really

develop it around people. You don’t necessarily have to
worry about good organization being in place in five or
six years."

* % %k % "[In special events] you develop a kind of
culture, the organizational culture, which tends to be a
lot more 1like a political campéign. Rush, rush, rush.
Hurry, hurry, hurry. Work 1long hours. You know, that
kind of thing, whereas in an ongoing corporation, you are
looking to hire somebody who will fit in with an already
existing corporate culture. That’s a very important

quality. That’s a very important criterion when you are

hiring somebody in your corporation. Will they fit in!
|

i
i

with our corporate culture? And you don’t really thinkl
about that in an organization that doesn’t have a cor—,
porate culture yet when you are hiring."
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' Basically, what you use in special event organizations, as

*kkkk "Well, the structure in every one I have worked

with has been that there has been very little structure.

far as I have seen and experienced, is you build before |
the special event a loose network of management people |
with specific assignments and then you turn them loose and
give them very little supervision."

ok ko "I think most of them start off with an organiza- .
tional plan that stays intact for the most part, but typi—:

cally what happens is that you end up relying on people

that you know can get the Jjob done. So you end up
building the organization around the people."
This contingency approach to organizational design

lends itself to the dynamic environment, goal orientation,

and uniqueness of special events. The contingency
approach is not looking for one best design but analyzes
each event as to its particular needs. There is no "one
best way" for designing this fluctuating model of tem-
porary management systems. Kast and Rosenzweig (1973)
provide a good summary of this contingency approach:

A contingency approach attempts to understand
the interrelationships within and among organ-
izational subsystems as well as between the
organizational system as an entity and its
environments. It emphasizes the multivariate
nature of organizations and attempts to inter-
pret and understand how they operate under
varying conditions and in specific situations. l
The approach strives +to aid managers by
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suggesting organizational design strategies

which have the highest probability of succeeding

in a specific situation. The success criteria

revolve around the accomplishment of organ-

izational goals. (p. 313)

Every special event has a unique set of situations
that affects how it goes about achieving its goals. This |
combination of an uncertain environment and lack of
historical operating structure necessitates the creation |
, of an organization that is people-centered with admin-
istrative support system development as needed by a
particular event. This ambiguity is beneficial to the
creative potential of these organizations to develop
towards their objectives (Sweet, 1987). These emergent'
structures must be able to rapidly adapt as the special
event organization becomes increasingly aware of their !

administrative needs, while operating within a dynamic

environment.

Manaqing Momentum: "A Sense of Urgency"

A sense of urgency is a natural consequence of the
severe time constraints placed wupon special event
organizations. These time constraints are magnified by
the lack of experience and confidence in the organiza-
tional delivery system in an a priori event. A general
feeling that you can’t do too much too.early or start too'

soon pervades these newly created special events.
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The environmental factors associated with this
feeling of "urgency" are similar to certain issues in
crisis management. Lewis (1988) describes this crisis
environment as follows: "It 1is characterized by change,
uncertainty and a sénse of urgency in which communications
and decision-making systems may break down and standard

operating procedures may not apply" (p. 174). Lewis

identifies management characteristics of emergency events
of which three are particularly applicable to this "sense
of urgency":

1. Fluidity - changes in the character of the

event, the information available concern-
ing the character of event, the response
demands placed upon the system, the
identity and objectives of participants.

2. Action Orientation - the need and/or the

desire on the part of participants to take
action that will affect the outcome(s) of
the event in a positive way.

3. Timing - limitations in the time available
that creates a sense of urgency for the
officials who must analyze the problem and
act to influence the event. (p. 167)

There are many differences between crisis and special
event management, but both share a compressed time sche-
dule, an "escalation of intensity" and management of risk
and uncertainties (Fink, 1986). These organizations

operate on parallel paths with key differences in plan-

valuable organizational dynamic that is 1linked to this
"escalation of intensity" creating a momentum for the
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program. This momentum gains strength in a rapia growth
pattern as it approaches the time of the event.

It must be cautioned that this momentum can also push
an organization into an escalation situation that makes it
difficult to change from a previous commitment in pro-
gramming as experienced in the 1986 Vancouver "Expo" (Ross
& Staw, 1986). Momentum is a mechanism that helps these
organizations to achieve their goals in a confined time
period, but it does not guarantee that the goals are
correct.

This momentum forces special events to rely upon
people to provide an administrative continuum when the
organizational structure cannot keep pace. A sense of
urgency can help a manager to make decisions that lead to
rapid adaptation, experimentation, and learning (Peters,
1987). Because of this rapid movement coupled with a
sense of mission, these organizations and personnel rise
above petty details to deliver the program. These events
have a known final performance that focuses this momentum
into developing a structure that controls outputs to
provide a peak performance (Ouchi, 1977).

The following special event managers’ comments
exemplify those experiences that are demonstrative of this

"sense of urgency" and organizational momentum.




% ke kok Kk "People understand the sense of urgency. People

begin to concentrate, decisions are made and, generally
speaking, they are good decisions. Even though they are!
made under pressure, they are made based on some past
experiences that you have encountered, and things begin to
happen and the event becomes a lot more fun. To be |
involved with up front, you know, you’ve got so many
things, and you keep putting things off to the side and
we’ll say we’ll wait to see what happen there, and you

feel as though no decisions are being made. And so that’s

why there is a need for good leadership in that regard

that can force some of those decisions early and take the
risk. You know, for the most part you can still changei
direction as you move along in these things." ;
e ke ek "You have more variables and it is--as much as wer
try to structure, there are so many spontaneous--and
things, unexpected things that hit you that you have to be
able to accomplish them. You can’t say, wait a minute,
wait a minute. This is off track. You’ve got to be able
to go, shift gears midstream. You’ve just got to be able

to have that quality."

*kdkk "What I’ve found is that the leaner the organiza-

tion, the better the communication. You can imagine, as'!
1
!
these things begin to build up steam and you’ve got more!
work to do, and if you continue to add a lot of people, iti
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becomes very difficult to communicate because the train
has already left the station. So if you can develop a
. cadre of people that can take on a lot of responsibility,
jI think you are better off in the long-run, because then!
you’ve got people you can rely on to get the job done and
fsomething that has to be done, you can turn to someone and'
get it done a lot easier than trying to recruit and bring

people up to speed, and by that time the event is here and

gone." ;
*kkkk "The difference is that you know you are on a
short rein. And perhaps it may have to do with--if you’re
with IBM, you know you’re going to have to work with these

people for a long time. You work out your differences.

When you are on a short reign, two to three years iff
you’ve got some major differences, those ride. They stayi
with you because you don’t have time to really spend to
change those attitudes." ~ |
*kdkk "In fact, the time 1line becomes so pat, and
particularly is, during the course of the campaign, when
you are truly building momentum. When you are into the
climb towards the finality of the campaign, you’re going

to have many layers of events, which means you have

colliding time frames."

% % % ¥ % "It becomes an organizational tightrope. You have'

to be constantly overlapping your events. Your event
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planning time 1line is the only thing between you and
insanity."

A special event organization is action-oriented and
not burdened by rigid operating procedures. These
organizations are highly flexible and adaptive to the
environment, quick to capitalize on opportunities and
respond to problems. Burns and Stalker (1961) would
describe this type of operating structure as an organic;
model that is 1liberated of many of the controls of a
mechanistic organization: "The organic form is appro- |
priate to changing conditions, which give rise constantly !

to fresh problems and unforeseen requirements for action

which cannot be broken down or distributed automatically
[

arising from the functional roles defined within a':
hierarchic structure" (p. 121).

Burns and Stalker characterize this organic organiza-
tion as one that has a sharing of responsibility, a speed
of commitment, a community of interest, and consolidation
of information instead of command. These characteristics

of an organic organization hold true for special event

structures as they have a natural fit with a changingl
environment. This breakdown of dependencies on a hierar—!
chial structure of information fosters 1lateral relations!
and communication avenues. This allows effective informal
organizations within the organization to solve problens
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:flow to the area where it is most needed with the least

and build networks of expertise and interest (Galbraith,

1973). An outcome of these informal communication |

|
channels within a special event organization is an ability
to manage the organizational momentum working under

eminent deadlines by allowing resources and information to

bureaucratic resistance.

i
|
|
|
|

ITIT. Workers

Special events require a variety of workers with
different skills for a terminal assignment. Some of these |

workers are part of a labor force referred to as the

temporary help industry. This employment group has exper-

ienced a rapid growth of 104% from 1978 to 1985, which is

over three times the growth rate for all service indus-
tries (Sacco, 1986, p. 57). Sacco believes this boom in
temporary help is due to a management philosophy of[
keeping organizations lean by designing more temporary
positions and by the industry’s ability to match the right
person with the right job. This growth of the temporary
help industry provides special events a valuable indicator

that there is a work force that is available and inter-

ested in temporary work assignments.
Special event workers may be drawn to special events

for a variety of reasons. The most obvious is the mission




of the event and opportunity to participate in an impor-
tant project. More subtle attractions include the
satisfaction of working in an open and creative organiza-
tion that allows a worker to fit his talents with the work
requirements. Both of these topics will be discussed here

as "Creative Job Fit" and "Campaign Feeling."

Creative Job Fit

Not every job in special events requires an unusually

high level of creativity or initiative. In fact, some are

dull and monotonous, i.e., passing cups to runners in af

i
marathon. The main reason that these workers are happy
with their tasks is one of selection and expectations as

described by Lawler (1974): "Given accurate information,

people are able to determine with some precision whether
particular Jjob situations will fit their needs and
abilities. Further, they develop realistic expectations

about the nature of the Jjob and disappointment is

minimized. This helps'both the individual and the organ-
ization, since it reduces turnover and increases
satisfaction" (p. 26). When a special event worker

volunteers for four hours to work at a marathon, his
expectations are not to be in a management position. When
a worker participates over a period of time, these

expectations and importance of job fit increase. Because:
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of the open organizational structure, special events give

these workers greater opportunities to seek out the best
fit of jobs with their skills and interests. This natural
sorting is enticing to the creative personality who wants
to work on projects that are not bogged down by a bureau-

cratic hierarchy.

*okkkk "You really have to have creative people, and I
think the biggest tendency in terms of error is to over-
control it and to try to direct these people because we
are used to our bureaucracies and our management systems
and accountability, and you really just got to get out of
their way and let them do it, and trust them that they’ll

do it."

*hkkk ". . . for one-time event management you really
have to have creative people, but you don’t stifle and

control with management systems. . . . You need strong,

creative people and then you have to get out of their
way . ”

*hkkkk "[Special event workers are] people who show a lot

of initiative and who can see what needs to be done or who
can, and taken together, have different kinds of perspec-

tives so that they are capable of telling you something

that you don’t already know, or coming up with an idea

that would never occur to vyou. Whereas 1in ongoing

|

i
i
I

organizations you are looking for people who have very
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specific skills to fill a very specific job, and you’re
not really as interested in the reach ability . . . the
ability to reach beyond what they have done before, as you
are in one of these organizations."

The atmosphere within these special events is
informal with open communication networks and an active
interest in the individual’s contribution that is akin to
organizational "Democracy" as described by Bennis and
Slater (1968) as a system of values:

1. Full and free communication, regardless of
rank and powver.

2. A reliance on consensus, rather than on the
more customary forms of coercion or com-
promise, to manage conflict.

3. The idea that influence is based on techni-
cal competence and knowledge rather than on
the vagaries of personal whims or preroga-
tives of power.

4. An atmosphere that permits and even encour-
ages emotional expression as well as task-
oriented acts.
5. A basically human bias, one which accepts
the inevitability of conflict between the
organization and the individual but which
is willing to cope with and mediate this
conflict on rational grounds. (p. 4)
A recognition by special event managers that workers have
the capacity and interest to "reach" beyond their current

role is fostered by a democratic environment. These

workers will have a greater latitude, freer communication

in an expressive atmosphere to energize their creative,
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spirit. These events maintain a climate that fosters and
rewards the workers whose satisfaction is derived from:
their feeling of participation and accomplishment of tasks;
in highly effective work groups (Likert, 1961). !

An open operating structure with a nominal hierarchi-

cal authority promotes individual freedom that leads to an

innovative atmosphere--as described by Thompson (1969):

"In a centralized system, only those with
authority at the center can legitimately
innovate.... Innovation, however, is a byproduct |
of freedom--a true freedom in which the indi- i
vidual has such a sense of personal security '
that he is not afraid to make choices. It is by
innovation, indeed, that we recognize freedom in
an organization. The free person is one who is
not afraid to do something different--something I
not dictated by authority, the group, tradition, !
or personality." (p. 99)

|
These temporary organizations are conducive to this

creativity, by breaking loose of bureaucratic traditions
and a command for conformity and control (Berkley 1971).
l
This lack of rigidity and necessity for lateral communica-

tion promotes creativity and expression by the special

event worker.

Campaign Feeling

Special events develop a campaign feeling that helps!

focus the workers’ efforts towards the established theme|
l
and objectives. This campaign feeling is coupled with a|

"sense of urgency" because of time constraints and thei
)
t
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intrinsic belief in the importance of the event. A key
characteristic to understand this "campaign" mentality is'
to study why individuals want to associate with a tem-

! porary event. Schindler (1975) in studying volunteerism

recognizes some key forces from "Inside the Self" that
inspires one to participate: "It sounds like fun, I want
to be where the action is, I want to get out of my ‘box’

away from the daily routine boredom, what they are doing
is very important, they really need and want me. . . ."
(p- 49). ?

An organization that can instill a sense of purpose

that utilizes the intrinsic motivational factors of the
workers for a particular event has the key element to!
promote a "campaign feeling." This campaign feeling
enfranchises workers to feel it is their organization and
they are capable of creating and shaping the outcome
(Kiefer & Stroh, 1984). Kiefer and Stroh describe this
purposeful organization as "metanoic" (a fundamental shift
of mind) with the ability to produce an inspired
performance:

Organizations capable of inspired performance
appear to have several key elements: 1) a deep
sense of purpose often expressed as a vision of
what the organization stands for or strives to !
create; 2) alignment of individuals around this j
purpose; 3) an emphasis on both personal perfor- |
mance and an environment that empowers the
individual; 4) effective structures that take
the systemic aspects of organization into
account; and 5) a capacity to integrate reason

and intuition. (pp. 171-172)

64




The primary ingredient to produce this inspired
performance is to ensure that the workers understand the
mission of the event and feel that they are participating
in a once-in-a-lifetime experience of which their con-
tribution is important to its success.

* % %k ke "[Special events have the] same thread running
through them involving people and having them feel 1like
they have either accomplished something or have been happy

to be involved in it."

%% dok ok "They must understand the objective or theme. |

What we’re going after."

*kdkkk "I would think that the key characteristics ([of
special event workers] are that they can quickly grasp
what the overall objective is, that they can grasp what
the key concepts are. . . . So, first of all, get the
understanding of what you want to achieve--we want to
entertain, dazzle and wow these folks."

Fkdkk ok "[Getting workers involved] in the very early
stages--a very good recruitment and orientation program.
I’'m talking about getting people to understand and buy
into the philosophy by which this special event came
about--making them feel a part of this tradition--the fact
that they are going to participate in the one-time, once-

in-a-lifetime experience--understanding how it developed
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and how they play a key part of it. Whether they‘’re
taking a ticket or they are the president of an organizing
committee, each has a role to play and their absence or
their not fulfilling their responsibility has a tremendous
impact on the outcome."
*kkkk "You always . . . have a kind of campaign men-
tality and everybody is working very long hours very, very
hard and trying to do more with less. And, incidentally,
. . . you always try to do too much with too few staff and
end up working in a sort of campaign-like atmosphere."
This campaign feeling provides a sense of association to
workers, often symbolized by insignias, logos, T-shirts,
etc. (Pell, 1977). Many of these symbolic items are
meaningful rewards for performance because of the workers’
strong identification with the event. These workers often
embody the event even when they go home, carrying the
campaign to their neighborhoods. The mementos of these
events are reminders of a period of time in a special
event worker’s 1life that was particularly exciting and
meaningful because of his participation.

Because of this sense of excitement from working in a
special event, workers can experience a tremendous letdown
when they return to their routine work life. The "sense

of urgency" and "campaign feeling" of these events are
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personally challenging to these workers and not ea51lfw
forgotten after the event.
*hkkk "Once [special event workers] have done this!
[worked in an event], and they’ve had this success--it’s a .
high for life because you were once part of a once-in-a-
lifetime experience. There is a tendency, because of the !
total immersion and involvement in putting these eventsl

on, that when they are over, there 1is a tremendous

letdown. You’ve come so far, so fast, and you have bui1t4
to this thing, and boom, it’s over. I mean the Olympics
is two and a half weeks, and it’s over. The World’s Fair |

is only six months, and then it’s over. And there is this.
tremendous downer, if you will, once these things happen,
and then it takes awhile for people to get back up and get

back into the swing of things."

The termination of special events is sharp with 1little
association or communication after the peak performance.
Essentially a worker may often walk away from working in

the final production of an event and not have any formal

contact or association with the organization again. Many |
of the venues of the Los Angeles Olympics within weeksi
|

were dismantled and one would hardly recognize that a

major event had taken place (Malnic, 1988). Some of these
!

workers never adjust upon their return to their previous'

!
i
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jobs: One such worker, Ed Smith, left his firm of 20

years after being a ticket manager at the 1984 Los Angeles

l Olympics and is described as follows:

i

The nomadic Games came and went, and so did

}

1 Smith. Today, on the fourth anniversary of the
| Opening Ceremonies of the Los Angeles Games, he
' remains absent from the button-down world - an

itinerant organizer, migrating from one special
event to another in pursuit of the rush that
comes, he says, "from trying to create something
| out of nothing." (King, 1988, p. 1)

This feeling of being involved in an important project'

that is a life-long memory has also affected other Olympic

workers.
Smith is not alone. Many former Olympic
workers have not yet made full peace with what
they call "the real world." Some have bounced

from job to job, frustrated by their inability
to rediscover the sense of shared mission that
fired the Los Angeles Olympic Organizing
Committee. Others have become event 3junkies.
Even those who put the Games behind them and
forged ahead with conventional careers--and by
now they likely are the majority—--came away from
the triumph of 1984 changed. (Xing, 1988, p. 1)

The production of temporary events is benefited by people
like Ed Smith who are committed to pursuing the excitement
of special events, providing a core of experienced workers

who will be valuable to future productions.
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IV. Ieadership/Management

Managing Uncertainty

A constant challenge to special event leadership is

Ueberroth (1985) describes his experience with the 1984

|
|
|
[
|
ithe dynamic environment and operating uncertainty. Peter
I
{
!Los Angeles Olympics as an organization in constant flux:
I

Crisis management had been the order of the
day from the very beginning. We had to be quick
to stay one step ahead of the issues, not to
mention the IOC, the sports federations, govern-

ment, law enforcement, the media, and the
public. Oour organization charts were cast in
sand: The one we created in the morning was

outdated by the end of the day. (p. 161)
What Ueberroth referred to as crisis management needs to
be clarified to a manageable state. Special event leaders

deal well with what may appear to be a crisis situation

panicked decision process (Tjosvold, 1984). This ability
to manage developing management systems within a changing
environment 1is essential to special event leadership.
These organizations change overnight and live on a rapid
growth curve that accelerates the learning process, and
also accelerates responsibility and seniority. Ard

Lazzeretto, a member of the Los Angeles Olympic Organizing

event system:

From a management standpoint, this has been a
very exciting and interesting experience. The

and interpret it as a serious challenge and avoid a

Committee, describes his experience in an emerging special

1
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LAOOC staff began as an embryonic organization

which, almost daily, subdivides and grows. "0ld
timers" on the staff are people who have been on
the job more than three months. (Interview,

Public Management, 1984, p. 12)

i This type of rapid growth and acceleration of the organ-
izational process is referred to as "fast tracking" by
Lawrence H. de Bivort (1984). The Olympics and other
special events experience a "fast tracking" that promotes !
the development process as rapidly as possible to complete
the prescribed objectives. This model places a high wvalue
on time and recognizes it as a resource in short supply.

de Bivort characterizes this type of manager as one with

evolutionary management skills that can bring an organiza—f

{
i
i

tion to extraordinary levels of achievement within a short
period of time. Special event organizations commonly
accomplish herculean goals in a period of time that!
astounds notions of traditional management.

This rapid growth of a developing organizational
structure magnifies this uncertainty for special event
managers. Unlike traditional managers of conventional
organizations, these special event chiefs cannot rely upon
established and tested systems. This lack of organiza-i
tional history provides little confidence in established
systems and places a greater degree of dependence and
expectations upon the informal organization to provide a
coherent working unit (Barnard, 1978). Management in a:
special event type of adhocracy requires a manager to
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mobilize workers through his leadership abilities instead
of relying upon formal organizational controls. Mintzberg
and McHugh (1985) refer to this loss of formal control as |
follows: "The dilemma of leadership in managing adhocracy
lies in trying to exercise influence without being able to
rely on formal controls" (p. 192). This loss of authority
and control in an air of challenge and autonomy provides a
natural sorting of managers:

Given that we found an institutionalization !
of strong demands for conformity, it follows
that the 1leaders’ personalities that were
incorporated into organizational standards for
social interaction had an aversion to the
delegation of authority and a need to dominate
or control others with whom they had
relationships. The resulting cultural develop-
ment that was characterized by these strong
demands for conformity would not only attract
security—-interested managers, it would naturally :
repel 1independent and autonomous types of '
managers. It is more likely that these latter
individuals would gravitate toward organizations
whose cultures signaled a belief in managerial
autonomy and challenge. (Feldman, 1985, p. 354)

These emergent organizations are learning to operate
as a system while rapidly approaching a predetermined peak

performance. Some special event managers find it helpful

to practice the event, or simulate problems. However, the'
manager still lives with the uncertainty that he will not!
know if his event organization will be successful until

the time of the production.
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| KEkkk "One of the things that [a special event] does
become is a great big huge fish bowl of watching people
learn how to be organized." !
| Rk kkk "The special concern 1is that you’ll get to that
| date in a fashion where, when the curtain goes up, that
you’ll have a performance on the field or on the stage,

''and that’s what you think about all the way through."

*kkkk "Until you actually do open do you know the crunch'
on all of your services. So the key to that is to do a
number of training exercises and practice missions. . . .

In the case of the worlds fairs--the Knoxville Fair--we
ran I think about a month before we opened--we ran a
number of practice nights where we had the employees, we
had contractors come out and test out the facilities. So,
you end up with a plan that includes a pre-opening
practice session, if you will. The Olympics also had a
practice session for security. In other words, we had
situations, cases that took place. What if this happens?
What if that happens?"

Special event managers are faced with a duality of

focusing on strategic goals while providing efficiency ini
eliminating errors in the preparation process. Because of
the organizational uncertainty, these organizations must

participate 1in a reconstructive 1learning process to

72




develop an appropriate management system. The organic
development of these emerging systems requires double loop
learning that questions traditional standards and norms of |

!

|
|
;evaluation (Friedlander, 1983). These events are proto-
;type in design and must conduct continual learning, imple?
imentation, and evaluation processes to allow the organiza-
tion to develop a system to deliver its objective. These
: systems do not methodically stamp out events, but are
tailored to fit a particular program as it continually
grows to maturation in a peak performance. These organ-
izations are in a fluid state of change that requires a
special management style, coined by Linda S. Ackerman
(1984) as "managing in the flow state." Ackerman des- |
cribes this "flow state" manager as one who "is a true
agent of change, smoothly facilitates the release and
channelling of energy" (p. 122). This manager works with;
the system and designs the structure to allow the organ-
ization to release its natural energies, while removing
barriers that hinder this progression. A special event
manager in dealing with organizational uncertainty must be':
aware of these emerging contributions and allow them to
make a positive impact. Special events are often like a
"stew"; you put in whatever you can find, and what you do

find can enrich your final product beyond your original'

plans. These organizations start out resource-poor and
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are flavored by the material and intellectual contribu-

tions of the community and participants. !

Leadership Profile: "No Alternative to Success"

Warren Bennis and Burt Nanus (1985) identified a |
quality of leaders as how they responded to failures.

This quality of focusing their energies on success was

referred to by Bennis and Nanus as the "Wallenda Factor" |
after the great tight rope aerialist. A successful leader

of a special event has a positive disposition to the

challenges of the organization as described by Bennis and
Nanus: "For successful leadership to occur there has to

be a fusion between positive self-regard and optimism

about a desired outcome" (p. 79). This positive self-

regard is often referred to as a "strong personality" by
special event managers. Considering the 1lack of
supporting organizational systems, and the navigation of a
dynamic and changing environment to accomplish a mission
under pressing time constraints, these leaders must make a
statement of confidence in the face of uncertainty.

*kk k% "You can’t do a special event without a strong

personality because there is no acceptable alternative

other than success, they have to just move through it
|
|
l

74




~doesn’t handle last minute crises calmly, you are in the

1

despite the odds and despite the things pulling them in
different directions."

* % k% %k "I think special event management is terrific;
because . . . you have a mission, you have passion, you

have vested interest, you have no alternative but success,

and you can make decisions in a capsule that you can’t do
in the real world. People accept those decisions and they

don’t criticize you for going beyond your regular;

authority." |

*kkkkk "In regular management systems and day-to-day
administrafion you can choose Alternative A or
Alternative B, and if you don’t go with A, you can put it
off for two weeks or reconsider. In special event manage-
ment, there is no choice. You just do it. Failure or
delay is not an acceptable alternative."

*kkkk "Tf you have weak leadership, you won’t get!
anywhere because this isn’t a run of the mill type thing.

If you’re going to do something extraordinary like this,

you need somebody extraordinary to direct it."

*hkkk "You [special event leader] have to be a person of
kind of low tension. You can’t let the crisis mentality
be at your heels all of the time. If you’re a person who

q
'

i

wrong business."

% % %k % % "Well, you need strong leadership. I think in

75




most of these [events] you always have some sort of?

visionary leader who leads the charge."

— -— — -— -— — — — — -— -— - - e e em e e e e = - - e e eme e eme e

i
The success or failure of special events depends upon|

the leadership, especially since these events do not have

established operating systems that can be relied upon tol
produce results regardless of who is the top manager. A;
special event leader must lead the charge to the objec-
tives of the event and provide the necessary organiza-
tional support to accomplish the goal. This multitude of
event situations and demands on a leader requires a
fitting of the best leader with the right situation. Fred
E. Fiedler (1961) suggested that jobs be engineered to fit
the manager to allow a manager the best circumstances
possible to be successful. Special event managers often
have the opportunity to alter their operating structure
and rules to suit their style. These managers in recog-
nizing the uncertainty of the operating environment, can
constructively utilize this ambiguity in their organiza-

tional design. This ambiguity can help Jjustify looser

organizational controls in these situations to allow the

process of information development to evolve (Pascale,i
1979). This management in an adhocracy minimizes regular—E
ized and systematic channels of communication and allows a
manager the latitude to listen and consult with who he
wants, when he wants to (Porter, 1980). This
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organizational uncertainty is not overburdened with formal
communiques and obligations and allows a strong leader to!
move directly towards the accomplishment of an objective.
This flexibility is important for these strong personali-;

ties to have the freedom to empower their leadership style

with the least bureaucratic interference. The general

rule of special events is success, and whatever path or!

|

organizational structure a leader chooses 1is generally

t
|
Il

acceptable to the community of interest if it leads to the
accomplishment of the mission while providing the
resources required.

A special event manager recognizes a visionary
quality of leadership that mobilizes workers, managers and
a community to work towards an objective that is not fully
in view. This elevation of the motives and goals of
followers to the collective purpose of the event is the)
practice of transformational leadership (Burns, 1978).
These leaders must transform a general interest in an|
event’s mission into organizational action. Not all
special events are born with support; many leaders must

sell the program to a community of interest and have them

adopt the event as their own. This requires a commitment

of time and energy in educating and inspiring support for!
a particular event. Support for these events must come
from a belief in the mission and not an organization that

was not in existence before the conceptualization of the:
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event. A special event leader must be able to generate a
commitment through identification with the purpose of the
organization. This leadership style pulls workers towardsf
the ideals of the organization to adopt the wvision as

|
!
purposeful (Bennis & Nanus, 1985). i

V. Evaluation

|

{

Threshold of Success

An inherent difficulty in evaluating special events

is setting a standard to measure the success of a one-of-

a-kind progranm. Traditional methodology would be frus-
trated in trying to find an objective basis for judgingl

the performance of these unique productions (Gibson &|

|
Prather, 1984; MacAloon, 1984). Much of the success of}
special events is difficult to quantify or survey since it

is experiential. The audience, participants and community

of special events have many emotional personnel and

symbolic attachment to an event that elude measurement. |

!
C. West Churchman (1982) refers to the difficulty in'
measuring an aesthetic experience: ". . . the experience

is largely inarticulate: One at best can use symbols and

analysis rather than ‘operationally defined’ terms" (p.

84). Special event managers have an initial threshold:

i
feeling for a qualitative success or failure, instantly:
|
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knowing if the program achieved its expected peak

per formance.

*dkekkk "If you make people walk away with a smile on
their face, humming a tune, or Jjust saying, ‘Wasn’t that’

great!’--whether you did that twenty years ago or right

now in 1988--that’s your bottom line."

% %k k% "Special events are emotional and you can’t give
people a form, at least I don’t believe you can give
people a form and have them evaluate it because then you
deflate the emotion. As they are walking out of the
stadium you want them to be excited and remember it for
the rest of their lives, and you can’t put them through an
evaluation process without destroying that." |
*kkkk "It’s one of those things that--it’s 1like an
entertainer on stage. I think an entertainer on stage can
tell when they have given just a knock-out performance or
when they were pretty average that night."

Beyond the experiential product, special events have

goals and objectives that are useful for analyzing the
overt accomplishment of the-intended mission. This study
of effectiveness should not ignore the qualitative
impacts, but study the entire attributes of the process
and its output. The measurement of a special event’s!

effectiveness is complicated by multiple constituencies
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that have different expectations and purposes (Mitroff, ;

|
|1983) for an event which are difficult to coalesce into
I
{ one clear definition of success. Katz and Kahn (1966)

recognize this definitional problem of effectiveness: "To

define effectiveness in terms of goal attainment, however,

H
|
l is to exchange one difficult definitional problem for
; another" (p. 239).

! Special event goals are moving targets that inflate
and deflate during the course of the event depending on
the resources committed to the program. Depending on
these variables, the original goals may not be applicable
for later evaluation. Like the community "stew," you con-!
tinually add new contributions into the event mix.
Throughout the event the theme remains the same, but the
actual production is often dependent on emerging resources,
that were not available or even recognized in the planningg
stages. A problem associated with goal setting is whether
an event should establish very high goals, providing a
challenge to the community to fill a resource void.:

|
Donald Campbell (1969) recognizes this as a potentially

dangerous "over advocacy trap" of selling an event’sI
mission beyond the organization’s ability to deliver the
i program. This event salesmanship does present an initial;
challenge but for political reasons may scare specialf
event managers away from an evaluation process that would,

calculate a failure (Tichy, 1983). Here, the evaluation:

|
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process is an organizational tightrope for special event
managers who often plan beyond their resources to accomp—‘
lish a purposeful mission and consequently become advo-
cates for a program for which they cannot guarantee the:

outcome.

Finally, program evaluation is most often used to

determine the effectiveness of a program as compared tor
other alternatives for future implementation (Quade,‘
1982). For these terminal special events, it may appear a
waste of effort to evaluate effectiveness of a one—timei

production that is not going to become better or worse.

Since the clock cannot be turned back and these organiza—,

tions are terminal by design, there 1is 1little effortj
expended in formal evaluation. The lessons learned fromE
special events are typically carried in the minds of these
managers as conventional wisdom and are not committed to a’

comprehensive understanding of this form of temporary

administration.

81




FINDINGS:

CHAPTER 4

SPECIAL EVENT MANAGEMENT SURVEY
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Survey Results

This questionnaire 1is designed to focus the expert
interviews into a set of descriptive statements concerning
special event management (see Table 1). These statements
are derived from the original interviews and are used to
both confirm developing consensus and explore areas that
appear ambiguous. This confirmation process allows the
respondent to look at a statement on paper and express his
degree of agreement. Following each issue area is a space
for comments to solicit additional information that may be
pertinent to a statement, allowing clarification and
expanded depth in this exploratory process.

The author selected a "Likert"-type format that
allows a respondent to express a great degree of variance
on a summated rating scale (Isaac & Michael, 1981). This
technique utilizes standard response catagories, as is
this case, a scale of 1 to 7 with a 1 signifying "strongly
disagree" and 7 indicating "strongly agree." This is a
useful technique for index construction in scoring a given
variable in a consistent pattern (Babbie, 1979). The
numbers utilized to evaluate these statements are rank
values and do not claim that the distances between each
number is necessarily equal. Since this is ordinal data,
it is important to view it in a framework of its relative
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Table 1

]

Special Event Management Questionnaire

I Survey Results

Please refer to the Strongly Strongly
i scale on the right Disagree Agree
( in interpreting the

responses. 1 2 3 4 5 6 7

f number of responses for
each position

percentage of responses
for each position

Mean = average number of responses
for all positions combined

. N=12 (See table 2 for breakdown of
respondents.)

1) Special events are planned around a central theme.

1 2 3 4 5 6 7 Mean

(00.0%) (00.0%) (00.0%) (00.0%) (8.33%) (16.6%) (75.0%)

a special event begins.

o o 0 o 1 2 9 6.66
2) Few changes in plans can be made once preparation for

1 2 3 4 5 6 7 Mean

(25.0%) (50.0%) (0.00%) (8.33%) (8.33%) (8.33%) (0.00%)

3) An alternative(s) course of action is essential to
this planning process.

3 6 0 1 1 1 0 2.50

1 2 3 4 5 6 7 Mean

(8.33%) (0.00%) (16.6%) (8.33%) (16.6%) (33.3%) (16.6%)

4) These events establish realistic goals and
objectives.

1 0 2 1 2 4 2 4.91

1 2 3 4 5 6 7 Mean

(0.00%) (8.33%) (0.00%) (8.33%) (16.6%) (25.0%) (41.6%)

0 1 0 1 2 3 5 5.75

]

l
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Table 1 (Continued)

5) These organizations develop an open operating
structure allowing open communication between
workers and managers.

1 2 3 4 5 6 7 Mean

0 0 ) 2 3 3 4 5.75
(00.0%) (00.0%) (00.0%) (16.6%) (25.0%) (25.0%) (33.3%)

6) These organizations are characterized by a sense of
urgency, due to the time constraints.

1 2 3 4 5 6 7 Mean
0 0 0 0 2 3 7 6.41
(00.0%) (00.0%) (00.0%) (00.0%) (16.6%) (25.0%) (58.3%)

7) These organizations are responsive and quick to react
to new problems and opportunities.

1 2 3 4 5 6 7 Mean
0 0 0 2 0] 4 6 6.61
(00.0%) (00.0%) (00.0%) (16.6%) (00.0%) (33.3%) (50.0%)

8) Error in small details is tolerated due to the
frenetic pace of these organizations.

1 2 3 4 5 6 7 Mean
1 2 1 1 0 4 3 4.75
(8.33%) (16.6%) (8.33%) (8.33%) (00.0%) (33.3%) (25.0%)

9) Workers in special events have a "campaign" feeling;
a sense of belonging to an important project.

1 2 3 4 5 6 7 Mean
0 0 1 1 0 2 8 6.25
(00.0%) (00.0%) (8.33%) (8.33%) (00.0%) (16.6%) (66.6%)

10) These workers are highly motivated and require
little supervision.

1 2 3 4 5 6 7 Mean
1 2 1 4 2 2 0 3.83
(8.33%) (16.6%) (8.33%)(33.3%)(16.6%) (16.6%) (00.0%)
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Table 1 (Continued)

11) These workers value participation more than
monetary rewards.

1 2 3 4 5 6 7 Mean
0 0 1 3 2 5 1 5.16
(00.0%) (00.0%) (8.33%) (25.0%) (16.6%) (41.6%) (8.33%)

12) These workers are creative people with little
tolerance for bureaucratic detail.

1 2 3 4 5 6 7 Mean
1 0 2 3 2 4 0 4.41
(8.33%) (00.0%) (16.6%) (25.0%) (16.6%) (33.3%) (00.0%)

13) A special event manager must tolerate a great amount
of uncertainty working with temporary organizational
structures.

1 2 3 4 5 6 7 Mean
1 0 2 0 1 2 6 5.50
(8.33%) (00.0%) (16.6%) (00.0%) (8.33%) (16.6%) (50.0%)

14) The leadership in these organizations is
characterized by strong personalities.

1 2 3 4 5 6 7 Mean
0 0 0] 1 2 2 7 6.25
(00.0%) (00.0%) (00.0%) (8.33%) (16.6%) (16.6%) (58.3%)

15) High quality decisions are made by special event
managers under the given time constraints.

1 2 3 4 5 6 7 Mean
0 0 0 4 2 2 4 5.50
(00.0%) (00.0%) (00.0%) (33.3%)(16.6%) (16.6%) (33.3%)

16) Special event managers can rely upon the
organization to carry out the mission in their

absence.
1 2 3 4 5 6 7 Mean
2 2 0 4 2 0] 2 3.83

(16.6%) (16.6%) (00.0%) (33.3%) (16.6%) (00.0%) (16.6%)
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Table 1 (Continued)

17) A manager can immediately evaluate a special event
as a success or failure at the time of the event.

1 2 3 4 5 6 7 Mean
0 0 3 1 1 3 4 5.33
(00.0%) (00.0%) (25.0%) (8.33%) (8.33%) (25.0%) (33.3%)

18) Special events accomplish their original goals and
objectives.

1 2 3 4 5 6 7 Mean

0 1 1 2 1 6 1 5.08
(00.0%) (8.33%) (8.33%) (16.6%) (8-33%) (50.0%) (8.33%)

19) Special events require more resources to produce
than originally planned.

1 2 3 4 5 6 7 Mean

0 0 1 3 3 2 3 5.25
(00.0%) (00.0%) (8.33%) (25.0%) (25.0%) (16.6%) (25.0%)

20) The productivity of special events is increased
because of the time constraints.

1 2 3 4 5 6 7 Mean
0 2 0 4 0 4 2 4.83
(00.0%) (16.6%) (00.0%) (33.3%) (00.0%) (33.3%) (16.6%)

21) Special events are becoming more technically
sophisticated and difficult to manage.

1 2 3 4 5 6 7 Mean
o 0 0] 1 3 4 4 5.91
(00.0%) (00.0%) (00.0%) (8.33%) (25.0%) (33.3%) (33.3%)
22) Plenty of qualified workers are available for
temporary work in a special event.
1 2 3 4 5 6 7 Mean
0 3 2 4 1 1 1 3.83

(00.0%) (25.0%) (16.6%) (33.3%) (8.33%) (8.33%) (8.33%)

B ]
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Table 1 (Continued)

23) The demand for special events in your particular
field is increasing each year.

1 2 3 4 5 6 7 Mean
0 0 0 0 2 6 4 6.16
(00.0%) (00.0%) (00.0%) (00.0%) (16.6%) (50.0%) (33.3%)

24) The audience of special events are expecting
bigger and better productions each year.

1 2 3 4 5 6 7 Mean
0 0 0 0 0 5 7 6.58
(00.0%) (00.0%) (00.0%) (00.0%) (00.0%) (41.6%) (58.3%) ;

25) When you are working with special events do you
have any personal management principles or
"rules of thumb" that you consistently use
with various events.

YES 11 NO 1
(91.6%) (8.33%)

(If the respondent answered yes he was requested
to list his primary rules of special event
management. These comments will be discussed in
the section titled "General Principles.")

Years of special event management experience:

(The respondents were all asked to state the \
number of years they have been associated with !
the management of special events.) i
1
|

The twelve respondents ranged between 5 and 35
years, with an average of 14.2 years.

The individual responses are as follows:
j
5 5 6 8 8 9 13 15 17 20 30 35 E
|

Mean = 14.25
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strength in reference to particular properties (Nachmias &
Nachmias, 1976).

The respondents to this survey were from two
different groups. The first group is composed of the
original expert panel members; the second is an outlying
population of comparable special event managers who were

invited to participate. The purpose of adding the

outlying group was to test if the focused statements werei
deriﬁed from true expert special event management experi-‘
ences and not subject to interview bias in the original
interviews. An additional benefit of the inclusion of
this new population is the increased number of respondents
for aggregate expert opinion to these particular
statements. The same criteria was utilized to select this
outlying expert population as used in establishing the
original panel. |

The comparative significance of the above population
is reported in Table 2 and analyzed using a statistical

t-test in Table 3. Since no a priori predictions were

made with respect to the two groups of experts, all tests

were two-tailed. Only the comparison for question No. 22
was statistically significant at the .05 level (t = =-2.776
is > the critical value of -2.228). However it must be

looked at with reservation since it is reasonable to
expect 1 out of 24 comparisons to be significant largely
by chance at the at .05 level. For this reason this
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author recalculated all 24 comparisons at the .01 leveiﬁ
and found no statistically significant relationships for|
any of the 24 questions including the previously sig-:
nificant question No. 22 (Miller, 1983). Consequently,i
this author was able to retain the null hypothesis that!
there is not a significant difference in responses to theé
special event management dguestionnaire between the
original panel of experts and the outlying group of
experts. é

The purpose of this selection of outlying experts and

comparison to the original panel is exploratory. When:
focused interviews are conducted with particular experts,;
it is important to determine that the observations and
responses of these experts are genuine and not influenced
by the interviewer (Bailey, 1982). One method to insure|
that the original panel’s comments are not inspired or,
cultivated by the interview process is to compare the
panels and selected group of outlying experts’ comments to
a survey that was derived from the panel interviews.'
Since the outlying population was not privy to theJ

interview process, their comments would not be influenced

by an interviewer’s opinion. In this analysis the

researcher did not find a statistically significant,
difference between these populations and concludes thatj
the panel of experts’ comments are consistent with a groupl

of outlying experts. '
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1)

3)
4)
5)
6)
7)
8)
9)
10)
11)
12)
13)
14)
15)
16)
17)
18)
19)
20)
21)
22)
23)
24)

Table 2

Special Event Management Questionnaire

Survey Results Segregated by Type of Respondent

Panel of Experts
8 of 10 responding

Individual
Responses

N NN 00NN N 0N RPN NN NN RN

6.62
2.62
4.50
5.50
5.75
6.25
6.25
4.25
6.00
3.87
5.50
4.87
5.50
6.12
5.62
4.50
5.25
5.12
5.12
4.37
5.62
3.12
6.12
6.50

N O W o RN WO N NNN N RN
N NN RO WO NN N0 W NNy Yy YN
A O DN N0 W NN N0 N NN NN NN
NN RN RO 0N N NN WD NN N 0D N
A 0NN NNV N 0N BRSOV W RO
A 0N O OWWN B R WONYD WW A OO W NN
(<) NN e W'~ T O ) B S I~ e W« RS S I I R L I L T 2 N S A« ) W ¥ J B« ) WY o ) W o ) MR S B o )

Individual
Responses

N OO0 N NNWD NN NONNON O NN
OO OO U SN R DN NN WR NS NAODS NN

NN N NS RN R NN R RS D NN NN NN NEo

N OO W N 000 s s N WYY Y NN

Outlying Experts
4 respondents

Mean

6.75
2.25
5.75
6.25
5.75
6.75
6.00
5.75
6.75
3.75
4.50
3.50
5.50
6.50
5.25
2.50
5.50
5.00
5.50
5.75
6.50
5.25
6.25
6.75

Total
Mean

6.66
2.50
4.91
5.75
5.75
6.41
6.16
4.75
6.25
3.83
5.16
4.41
5.50
6.25
5.50
3.83
5.33
5.08
5.25
4.83
5.91
3.83
6.16
6.58
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Table 3
Special Event Management Questionnaire

t-Test For Difference Between Means

A two tail t-Test was used to determine if there is a
significant difference between sample means of the two
types of respondents from Table 2.

A t-Test is conducted for each survey question at both the
.05 and .01 levels of significance. Only the .01 test is
reported in this table. All significant relationships at
the .05 or .01 level are discussed on page 91.

Sample 1 Sample 2

Panel of Experts Outlying Experts

n =8 n = 4
1) s = .744 s = .500

t = -0.3121 < the critical value of =-3.1690
2) s = 1.84 s = 1.25

t = 0.3586 < the critical value of 3.1690
3) s = 2.00 s = 1.25

t = -1.1290 < the critical value of -3.1690
4) s = 1.77 s = 0.95

t = -1.29931 < the critical value of -3.1690
5) s = 1.16 s = 1.25

t = 0.0000 < the critical wvalue of 3.1690
6) s = 0.88 s = 0.50

t = -1.0332 < the critical value of -3.1690
7) s = 1.03 s = 1.41

t = 0.3527 < the critical value of 3.1690
8) s = 2.49 s = 1.25

t = -1.1170 < the critical value of -3.1690
9) s = 1.60 s = 0.50

t = -0.8963 < the critical value of -3.1690
10) s = 1.45 s = 2.06

t = -0.1182 < the critical value of =-3.1690
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11)

12)

13)

14)

15)

16)

17)

18)

19)

20)

21)

22)

23)

24)

Table 3 (Continued)

Sample 1

Panel of Experts

Sample 2
Outlying Experts

n =38 n =4

s = 1.06 s = 1.29

t = 1.4401 < the critical value of 3.1690

s =1.12 s = 2.08

t = 1.5166 < the critical value of 3.1690

s = 1.69 s = 3.00

t = 0.0000 < the critical value of 3.1690

s = 1.12 s = 1.00

t = -0.5717 < the critical value of -3.1690
s = 1.30 s = 1.50

t = 0.4432 < the critical value of 3.1690

s = 1.92 s = 1.73

t = 1.7511 < the critical value of 3.1690

s = 1.66 s = 1.91

t = -0.2347 < the critical value of -3.1690
s = 1.64 s = 1.41

t = 0.1244 < the critical value of 3.1690

s = 1.45 s = 1.29

t = -0.4420 < the critical value of -3.1690
s = 1.84 s = 1.25

t = -1.3375 < the critical value of -3.1690
s = 1.06 s = 0.57

t = -1.5263 < the critical value of -3.1690
s = 0.99 s = 1.70

t = -2.77623 < the critical value of -3.1690
s = 0.83 s = 0.50

t = -0.2832 < the critical value of -3.1690
s = 0.53 s = 0.50

t = -0.7790 < the critical value of -3.1690
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Questionnaire Responses and Analysis

In analyzing the responses to this questionnaire it
is necessary to sort the statements as to their level of)]

agreement. Each respondent was asked to indicate his|

i choice on a scale of 1 to 7, with 1 being "strongly,
disagree" and 7 "strongly agree." On each page a space

was provided for comments to any statement that a respon-,

dent wanted to expound upon. (See Appendix A)

The statements from this survey are broken down intoi
three categories: The first 1is "agreement" (a mean |
response of 5.0 to 7.0), second is "neutral" (a mean:
response of 3.0 to 4.9), and the third is "disagreement"
(a mean response of 1.0 to 2.9). The 24 statements:
distribution by mean response per category is as follows:

Category I: Agreement

Statement #’s 1, 4, 5, 6, 7, 9, 11, 13, 14, 15, 17,

18, 19, 21, 23, 24.

Category II: Neutral

Statement #’s 3, 8, 10, 12, 16, 20, 22

Category III: Disagreement

Statement # 2

The following discussion indicates the mean response for;

each statement by category with an interpretation of each

statement as it relates to special event management!




![_
|
|
|
!

|
|
i
|
I
1
f

;ugmented by respandent comments from the questionnaire.

(See Table 2)

Cateqgory I: Agreement

(Mean Response of 5.0 to 7.0)

#1. Special events are planned around a central theme.

Mean = 6.66

The structural glue of a special event is the theme
that focuses the organization towards a prescribed
mission. These new fledged entities utilize this theme to
communicate a sense of identity and purpose that cannot
readily be achieved through traditional organizational
structures. An apparently loose temporary administrative

system can rapidly coalesce through this symbolic imagery:

kkkkk "A central theme may be communicated through a
slogan, color, logo, or combination thereof. A theme

pulls all aspects together for instant recognition."

Special events can gain an immediate sense of impor-
tance and direction by communicating a particular theme.
An important and sometimes zealous aspect of understanding
an organization that is built around a central concept is

that these temporary entities are born with and for a
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mission, and their existence is linked to this purposeful

objective. ' |
#4. These events establish realistic goals and
objectives. i

Mean = 5.75

These organizations are under pressure to complete:
projects by certain deadlines with a newly assembled
organization. This dynamic environment, coupled with a;
high sense of purpose, could influence special event
planners to establish unattainable goals. However, these
respondents believe that these organizations establish!
realistic objectives and are willing to adjust when
necessary.
% dodkok ok "As one begins to carry out plans for a large
event, realism sets in and unrealistic goals have to be
modified. If they are not, the individuals or organiza-

tion falls quickly behind and risks Jjeopardizing the

overall event." ]

#5. These organizations develop an open operation struc-|
ture allowing open communication between workers and.
managers.

|
Mean = 5.75 |
I

|
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The demarcation between workers, managers, depart—1
ments and functions in these temporary organizations is
less formal, allowing for freer communication. Many Ofi
the workers are participating because of the mission.l
Consequently, this commitment increases the demand for
information that requires disclosure of the event’s plans,
and procedures:

* k% k% "Strong communication is one of the key elements!
for success. Everyone involved should have a copy of the
total plan as well as the outline of everyone’s
responsibilities. Any change should be communicated

immediately."

#6. These organizations are characterized by a sense of
urgency due to the time constraints.

Mean = 6.41

This sense of urgency is one of the key ingredients
to a special event’s dynamic nature. This characteri-
zation as urgent portrays an air of purposefulness in'
meeting the established deadlines. Depending on the size

and type of event, it is imporﬁant that managers be able

to understand this sense of urgency:




% & J % "The sense of urgency is key but often is not !
realized by those new to special events planning. The!
sense of urgency comes from a good understanding of the.

scope of the undertaking or special event."

i

i

#7. These organizations are responsive and quick to reactI
to new problems and opportunities.

Mean = 6.61 5

Special events foster an entrepreneurial and oppor-
tunistic disposition. Primarily because of time con-!
straints, these organizations must not be rigid but bei
willing to adjust quickly, seize new opportunities, and!
solve problems immediately. This responsiveness is essen—i
tial to maintain the momentum of a temporary organization

operating under a time deadline. !

#9. Workers in special events have a "campaign" feeling,
a sense of belonging to an important project.

Mean = 6.25

This feeling of importance and meaningful association
is one of the key attributes that separates temporary
events from traditional organizations. This campaign
:

feeling adds a sense of purpose and excitement to the

work.




%k kk ok "It is important to make staff and volunteers feel

like they are contributing to this important effort."

An intrinsic reward of these events is the oppor-
tunity to participate. When workers view these tasks as a

privilege and believes in the mission of the organization,

they will provide the campaign atmosphere critical to the

i
morale of these organizations.

#11. These workers value participation more than monetary
rewards. 1

Mean = 5.16

Special events can capitalize on this feeling of!
participation in am important project by saving on
personal costs and benefits. Since these workers value
their association with the mission, symbolic rewards that
communicate this theme can be highly appreciated such as
T-shirts, hats, etc. Since many of these workers are

often participating in this type of special event for the

first and possibly only time, it is not viewed as finan-
cial opportunity as much as an existing hiatus from their!
current routines.

When an event requires a longer period of time to

produce, this hiatus may start to feel like a regular job,

|

i
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then monetary rewards could become increasingly important

as the thrill of participation diminishes.

% % e ok "During a long (one year or more) event some|
dissatisfaction with low pay (and long hours) surfaces."

If measured properly, a manager can utilize this

participation honeymoon and try to avoid the 1long term

routinization of these activities for a majority of the

workers.

l

#13. A special event manager must tolerate a great amount.
of uncertainty working with temporary organizationi

structures.
Mean = 5.50 !
Unlike traditional organizations, these special eventé
structurers do not have established support, communica-
tion, and delivery systems. A special event manager must
be able to look to individuals to accomplish missions and
not totally rely upon the newly created organizational
structure. The uncertainty inherent in these young,
dynamic organizations is a challenge that special event

managers can handle well, while other managers may be

frustrated by this lack of formal structure and control.
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#14. The 1leadership in these organizations 1is charac-
terized by strong personalities.

Mean = 6.25

This statement focuses on the organizational environ-
ment discussed in Question 13 and which type of manager
performs well in these hi-flux systenms. These special
event organizations are developed around these strong
personalities, to take an immediate course of action.
Considering the dynamic pace, prototype organizational
structure, and time pressures, a special event manager
must provide an image of strength in an uncertain
environment. An accommodation for these special event
managers is that the open structure of these organizations
is amenable to their strong personalities and provides the

least bureaucratic resistance to their leadership style.

#15. High quality decisions are made by special event
managers under the given time constraints.

Mean = 5.50

These managers continually must make decisions under
severe time constraints and often with limited time for
gathering supporting information. This statement
inquires: Is a natural consequence of the given operating
pressures a deterioration of the quality of decisions?

One aspect of these special event managers is an ability

to utilize limited information and make timely decisions
in an uncertain and changing organizational environment.

|
J
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#17. A manager can immediately evaluate a special event as|
a success or failure at the time of the event.

Mean = 5.33

There 1is very little formal evaluation wused in:
special event management. Due to the one-time nature of1
these events, few managers see a necessity in retaining a
base of information for improving a terminal organization.
Most of these events require a peak performance with'
experiential qualities that make it difficult to measure

these unique productions. Most special event managers

have a "threshold" feeling of success for these events at

the time of production. After the event, very little:
information is sought or exchanged to go beyond thei
previous gut feeling of success or failure.

|
#18. Spgcia% events accomplish their original goals and!
objectives. !

|

Mean = 5.08 {
Special events have a reputation for accomplishing

what they set out to achieve. A perceived problem in

fulfilling their established goals is the untested
|

operating structure and over-ambitious planning to meet]
the importance of the mission. However, these goals havei

proven to be active references to challenge and remind the;

organization of its original purpose.
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ek kk "The goals and objectives are ‘walking Quidelines’:

kept in front of all involved and reviewed frequently.!

They are not something that is prepared at the beglnnlng'

and then filed."

These organizations are good at focusing upon their
goals and objectives simply because their organizational

existence is staked on completing a particular mission. |

#19. Special events require more resources to produce than
originally planned.

Mean = 5.25 f
Because of the unique and untried structure of these
organizations challenged with ambitious goals, there is aI
tendency to not fully account for all resources required.
However, these organizations are quick to acquire new
resources and community support. Special event managers

advise that good planning will account for this

uncertainty.

% ke k ke "Not if you plan correctly and anticipate all
costs and add ‘padding’ to each cost beforehand."

% % %k % "A good manager will always have a contingency i
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line in the budget that, with correct planning and{

spending, will cover all expenses."

This resource safety cushion is important for special}
event organizations which operate against a deadline and:

do not have the luxury of shopping for lower prices or

changing plans as traditional organizations enjoy. In!
planning these events, it 1is inherently difficult to!
account for all details that will become necessary for a!

unique program that has never been produced before. ’
t
t

#21. Special events are becoming more technically sophis-'
ticated and difficult to manage.

Mean = 5.91

These events are continually utilizing and reflecting
the technology and complexity of modern society. As these
special productions become more sophisticated, so will thei
demand for sophisticated management systems to deliver
these programs. A consequence of this phenomenon is the
growth of consulting companies specializing in special
event management. This type of temporary management is
not a static science, but is particularly sensitive to new

technologies and innovations that can assist in event

production.
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#23. The demand for special events in your particular
field is increasing each year.

|
Mean = 6.16
Special events is a growing industry experiencing an,
increase 1in demand across a variety of fields. As
organizations, they are gaining a reputation for timely.
delivery and goal accomplishment. Private business,
government and non-profit organizations are looking to)
temporary organizations to take a larger role of theirI
scheduled agenda. This growing of special event manage-!
ment systems should also generate a demand for management{
information commensurate to satisfy the needs of these
temporary organizations.
#24. The audience of special events is expecting bigger
and better productions each year. !
Mean = 6.58
The increase in sophistication and glitter of speciali
events is resulting in the cultivation of an insatiable
expectation for the ‘'"spectacular" in special event
audiences. As one event out does another with a grandiose

performance, audiences soon set new and higher standards

for special event productions:

Fdkdedk "Everyone comes to expect bigger, better, more
1

emotionally inspiring events."




% % % % % "The difficulty, I believe, 1is that the
’audiences’ are becoming more sophisticated and expect
greater glitz and more celebrities."

A possible consequence of this escalated competition
is an abandonment of smaller yet potentially effective
events to concentrate efforts on the "spectacular."
Eventually the audiences for special events could become
jaded to expect the mentioned celebrities and glitz and
not patronize a smaller community event. This demand
creates a competition that could move these events away
from their original themes in an effort to top another

event for the audience’s attention.

Category II: Neutral

(Mean Response of 3.0 to 4.9)

#3. Alternative(s) course of action is essential to this
planning process.

Mean = 4.91

This statement explores if special event managers are
committed to one plan, succeed or fail, or if it is common
practice to develop an alternative course of action.
Since these programs are linked to a particular theme,
some respondents may feel that alternative plans could not:

deliver the desired results, while other respondents
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indicate that this is a necessary and precautionary part

of their planning.

Rk kK "Only if Plan A (or aspects thereof) runs into a
' problem. Early planning allows enough time if Plan B is

lto be as effective as Plan A if that should become

necessary."

‘#8. Error 1in small details 1is tolerated due to the
frenetic pace of these organizations.

Mean = 4.75
Because of the compressed time frame within which
these organizations work, it is possible that a trade-off

exists between accuracy in detail and overall mission.

%k kok ok "Tolerated but still not desirable, we tend some-
times to run short of time and human resources and must |
sometimes sacrifice to get the overall job done."

Since these events are short term, Jjust the opposite

emphasis on detail is purported by some respondents:

*kkkk "Because special events are usually short-term in

nature, attention to detail takes on even Jgreater

— e ———
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importance. If a small detail is overlooked, you often

don’t have the time to recover."

Many of these organizations base their success on

'being able to deliver to the smallest detail, while other

special event working environments are fast-paced and more
'willing to improvise as they go along. This difference of
jopinion is not only related to the perceived importance of
;small details, but the interrelationship of each area with

ithe success of other components to produce a successful

event.

#10. These workers are highly motivated and require little
supervision.

Mean = 3.83

This question would be better worded if it defined
supervision as providing direction or motivation. There
is a feeling by respondents that the work force is
motivated but does need direction.
¥ ¥k k% “"The work force is generally highly motivated but
certainly needs that energy to be directed.
¥ dodd k "Motivated, but they do require supervision. One
downfall is when you, for lack of time, send people off on

a task without proper direction and things are not com-

pleted as had been envisioned. The risk 1is |
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misunderstanding, hurt feelings, and sometimes embarrass-

ment for all involved"

Given these highly motivated workers does not
necessarily mean that they will be self-managing and
require little leadership. A manager must provide direc-
tion to ensure that tasks are accomplished and that this
intrinsically motivated work force 1is efficiently

utilized.

#12. These workers are creative people with little toler-
ance for bureaucratic detail.

Mean = 4.41 |
This is a two-part question that should be separated
to a) test if workers are creative people and b) if they

have little tolerance for bureaucratic detail. From the

respondents’ comments it can be learned that a variety of|

|
creative and not-creative people are involved in these
organizations with different levels of tolerance for

bureaucratic detail.

%k k k% "Some are; some are not. Many workers want to be
told exactly what to do. Both types of workers are
important."
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The intent of this question is to explore the tem-

porary nature of the organization and if the dynamic!

| me : |

environment attracted a certain type of worker who isi
trying to escape bureaucratic detail. However, one'
|
|
I

respondent’s comments allude to a scenario in which the

i
workers have a tendency to create unnecessary bureaucratic

controls:
!
|

*hkkk "Depends on the area of involvement. Operationsi

and finance, for example, tend to be control-oriented.

. . . .
While controls are important for obvious reasons, there is:

often a tendency to ‘organize’ as though the special event

is going to be in business forever. This can result in‘
unnecessary paperwork and time-consuming delays." i

#16. Special event managers can rely upon the organization
to carry out the mission in their absence.

Mean = 3.83 |
This statement investigates the organizational

dependence of a dominant personality coupled with the lack

of an established formal operating structure. Often these{
i
organizations have an informal operating system with a

high dependence on top personnel:
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% % % % % "Seldom do the details work as well when the
manager is absent. There are so many details that never
get written down that often the manager is the only one;

who can make the call or pull the right string."

The respondents’ comments also indicate that if good
people are available and a proper delegation is made then
the organizations can rely on the organization to carry on

in their absence:

*kkk%k "Depends on how well the manager has organized,

delegated responsibility, and informed workers of all

necessary details (while the manager is absent] that must)
be accomplished." i
*kkkk "—- Structured correctly
- Ongoing communication has been established
- Everyone understands their responsibility and
how it relates to coworkers.

- Respect established

- A sense of mission established."™

The ability to be able to carry out the mission in
i

the absence of key managers appears to be proportional toi

1

the formalization of the special event organization.
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#20. The productivity of special events 1is increased
because of the time constraints.

Mean = 4.83
This statement studies the productivity of an
organization that has pressing and imminent deadlines. |

Because of these time constraints, certain problems in!

delivery are encountered and productivity may vary. It isI
possible that some respondents confused the delivery con-—i
straints with organizational ability to produce. For,
those respondents who focused on productivity there is a
scenario that these deadlines increased the overall
effectiveness and encouraged heightened individual

performance.

*kk k% "With deadlines running up, workers tend to be
much more productive in a single day than they would be on,

a normal work day"

#22. Plenty of qualified workers are available for tem-
porary work in a special event.

i
Mean = 3.83 |
I

The respondents’ comments to this statement indicate|
that it depends on the nature of the event and the length

of commitment. This statement’s intent was to survey the:

availability of a temporary work force. However, one must|

|
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be more specific in distinguishing between paid, volun-
teer, length of service, and technical needs. The rela-
tionship between the worker and organization and commit-
ment to its mission is another important variable for many

special events, particularly the nonprofit.

Category III: Disagreement

(Mean Response of 1.0 to 2.9)

#2. Few changes in plans can be made once preparation for
a special event begins.

Mean = 2.50

Because of the time constraints it was explored that
once plans were established that few alterations could be
made. The disagreement with this statement reinforces the
flexibility and the fast-paced learning process inherent
in these temporary organizations. In this case "urgency"
does not mean a general loss of flexibility. At some
stage, however, flexibility must give away to certainty:
*hkkk "Flexibility is key, but once a certain point is
reached changes must be halted. Special example: Los
Angeles Olympics, in which the Vice President of Site
Development and Construction held a special ceremony 1in
which all the planners were called together, a giant

pencil was brought in and the V.P. had a break-the-pencil
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ceremony signifying the end of changes--"things must go

General Principles i

At the end of the focused questionnaire each manager

| was asked if he had any management principles or "rules Ofi
thumb" that he consistently used with various events. |
Eleven managers (91.6%) responded yes and one manager
(8.33%) responded no. For the managers who responded yes,
they were asked to 1list their primary principles for‘
producing these events. Even though the primary areas of
special event management had been covered previously in:
the questionnaire, this was a chance for these managers tol
include what they believe are the secrets to their
success.

These comments were analyzed and separated into
categories with similar principles. Out of this pool of
general rules four consistent themes emerged: I. Plan
with a concept. II. Manage with flexibility. IIT.

Understand the sense of urgency. Iv. Let the workers

take initiative and have fun. Supporting these themes are
|

managers’ comments and analysis of how these operating

guidelines are utilized in special event organizations.
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Category I: Plan with a Concept

% % % % % "A tight concept that meets all project goals must
be created before any real work begins."
% % %k % % "Know what is a reasonable goal. Know what is the

right concept. Don’t have flashes."

A special event organization is built and centered
around this concept. The fabric of this type of planning
is the conceptual theme that permeates the entire special
event. From this focal point each element of the organ-
ization 1is 1linked to the central purpose through a;
symbolic bridge. These events are loaded with emotional|
energy and it is critical to develop a concept that
directs this energy to the strategic goal, avoiding mini-
agendas and "flashes." This commitment to the project
must be harnessed to a conceptual theme that is practical
for the organization and not Jjust a spectacular show

without purpose. The correct concept will provide this

sense of meaningful participation in a purposeful event.
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Cateqory II: Manage with Flexibility

-— e e e e em = em e

*kkkk "Stay flexible but focused."
% ded k% "Expect delays. Stay flexible."
% % % % % "Never be closed to a good idea that will enhance

the overall program."

-— e e em e em mm em e am em e mm e em em em em e em e e e

Since these events are carrying out a particular|
program for the first time, there is not a rigid set of
rules and expectations. The freshness of a temporary)!

organization fosters a "manage with flexibility" mentality!

in order to capitalize on the creative and spontaneous

|
opportunities of these events. A special event managers:
can deal well with uncertainty while leading the organiza-i

tion towards its primary objective. Since the organiza—l

tion is learning to operate as an entity while it concur-

rently producing a program, this flexibility is essential]

|
to foster a rapid and positive internal learning curve.

It is this recognition of uncertainty that keeps these
organizations from adopting rigid rules and gquidelines
that would hinder mid-course adjustments. These events
understand their planned objective and their current
resources, but the process that delivers the event is a
discovered and customized program to fit the particular

event. |
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Cateqgory ITT: Sense of Urgency

*dkkkk "Tnstill a sense of urgency with your staff and
other departménts. Opening day comes awfully fast."

*kkkk "Follow simple ’‘one minute manager’ rules. If
someone is doing a good job, let them know it as soon as
it occurs to them; and in the reverse, if someone isi
screwing, tell them immediately. Time is too short to let
anything - good or bad - stew."

*dkkk "Do NOT put off until tomorrow what you can do

today, because each tomorrow has the potential for all

hell breaking loose!"

*kk kK "Produce time 1line and responsibility outlines
early."
*kkkk "A time schedule guided by the leader must be held

to at all times."

-_— e em em em em e e em em em e e em em em em e en e e e e e e e e -

Special events maximize their 1limited time for
preparation and production through this sense of urgency.
These events have a feeling of excitement and importance

that is heightened by the eminent deadline that comes

closer each day. A key advantage in using this '"sense of
urgency" as a management tool is to motivate workers wheni
the deadlines are not so near and it appears that there is

plenty of time to prepare for the event. Rarely is there
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| extra time, and the opening day is fixed. Consequently,
this sense of urgency will grow as the date for the peak
performance comes closer. |

This recognition of time as a scarce resource also
provides momentum for a program that can help focus
attention on objectives and responsibilities. This
momentum can be utilized to quickly resolve problems and'
find solutions while raising the level of interest in the
organization in concert with the general mission, and

avoiding petty disputes. A risk associated with this!

momentum is not noticing important concerns and brushing

over them until they reach crisis proportions. A sense ofI
urgency can prompt action without thought if it is managed!
in a reactive mode. However, this organizational momentum

is an aspect of these events that can often be beneficial

if harnessed correctly.

Cateqgory IV: ILet the Workers Take Initiative and Have Fun

* % ¥k %k % "Let your people loose and insure that they can

reach you any hour of the day or night." |

*dk koK "Let people have fun. In fact, plan it in thei
schedule, in organizing these events."

*kkkk "Surround yourself with good people."
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% % de ek "Get people to work on the event that want to work
on the event."

% %k % ) % "Be creative, have fun."

Fedede ek "Don’t ask volunteers to do just the menial work
and don’t ask them to do anything you wouldn’t do."

Fodkodekok "Include others 1in the exiting plan and when

things get tough, you can pull them in to help, too."

The working atmosphere of a special event is enter—i
taining and open for creative thought. Many workers in
these organizations are not there for the particular job
but the association with the event and people. There is
an event within an event as these workers interact and
Aaccomplish tasks often under a sense of time pressure in
an air of excitement. Even though some of the work
activities may be tedious or boring if considered a long
term Jjob, it can be fun and entertaining during the
temporary event.

Since many of these participants are attracted to the
event because of its mission, they want to be informed of
its progress and new plans even if it doesn’t immediately
affect their assigned duties. The participants within
these organizations need to be allowed to take initiative
and follow their creative ideas. The end result is a team
spirit with a positive attitude for tackling difficult

tasks and having fun in the process.
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CHAPTER 5

SUMMARY, CONCLUSIONS, PARADOX OF SPECIAL EVENT

STUDIES, AND RECOMMENDATIONS FOR FUTURE RESEARCH
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Summary

Olympiques Canada Olympics (0CO) ‘88, the

games’ organizing committee, is headed by a

small group of Calgary businessmen, most of whom

made their money in the o0il boom of the 1970s.

Since winning their bid for the Olympics in

1981, the Young Turks - as the European press

dubbed them back then - have painfully dis-

covered that creating an instant company to
manage a $542-million international event is
nothing like building a little oil company into

a bigger one. In running the games, you start

from scratch and learn on the job, your every

move watched by the world. And you only get one

chance to succeed. (Zwarun, 1986, Canadian

Business, p. 56)

Special event managers have been recognized for their
capability to deliver programs with a developing manage-
ment system under time pressure, but not the methodology
used to deliver these programs. The Canadian Olympic
Committee discovered that special event management
requires a management structure quite different than the
traditional organizations they were accustomed to. There
is a void in the management 1literature studying these
temporary organizations that produce a "peak performance"
with a terminal management system. This lack of research
of this form of temporary administration is the basis for
this dissertation as an exploratory study: testing a
hypothesis if special event management is an ad hoc

experience or if there are common themes of this form of

administration that are consistent with a variety of
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events. This hypothesis inquires into what may appear to

be a random management system and draws out the descrip-

tive characteristics of this particular management

;phenomenon. Because of the void in the literature and the

Epioneer nature of this study, one must look to the field
lto find the necessary data. To develop a knowledge base
|

|
Eto understand these organizations, a panel of special

ievent experts is chosen. These experts have accumulated
?special event management experiences and have useful
'insights into the field. As experienced managers, these
|experts have an intuitive base of information that is
. relevant and important to the discovery process (Helmer &
iRescher, 1960). This panel of experts is designed to
?represent a broad array of special event experiences.
iThat will be beneficial to study the more plenary prin-
ciples of this form of management by not restricting the
‘study to one type of event (Van De Ven & Delbecq, 1974).
Each manager was interviewed by phone with a
recording of the conversation transcribed for later
analysis. The interviews allowed the managers to respond

to certain general questions and elaborate on issues they

believed were important. From these transcripts a content

'analysis (Williamson, Kays, Dolphi & Oray, 1982) was made
i

|to identify emerging themes of special event management.
rFrom this analysis anecdotal data was collected to be used

in developing the descriptive characteristics supporting
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| C
'these emerging themes of special event management

f(Williamson, Kays, Dolphi, & Oray, 1982).

The next step utilized in analyzing this qualitative
{

.data is to develop focused statements that refine expert

Ejudgement into a meaningful description of special event

iproperties (Lincoln & Guba, 1985; Patton, 1980). Twenty-

!four statements representing six issue areas were drawn

|
‘from those interview data. For practical reasons of time

|and convenience of panel members, a written questionnaire

i
)
i

was chosen to solicit the expert panel’s response to these
{focused statements. A questionnaire was mailed to each

Epanel member requesting him to rate his level of agreement

|
lusing a Likert Scale (Isaac & Michael, 1981) for each of

the twenty-four statements. Within each section a space

+

' for comments was provided to allow experts to elaborate
|
kupon these statements or add any additional information

|
i

gthey thought was important. The questionnaire ends with

ian open-ended dquestion that encourages the experts to
i
|

:elaborate on any personal principles of special event
imanagement that they follow. This broad dquestion is
édesigned to allow these managers to 1include their own
,"rules of thumb" and discuss issue areas that may not have
Ebeen covered in the previous statements.

To test for possible interview bias and expand the
pool of experts, an outlying population of special event
experts was 1dentified to respond to the same

|
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jquestionnaire. This outlying group of experts’ responses
{was compared with the original panel’s using a student
‘T-test to explore if a significant variance existed

between the means of each population, indicating a

"possible interviewer bias. Each statement was tested at -

‘the .05 and .01 1level of significance with only one

. statement reporting a statistically significant deviation
l
rat the .05 1level and zero statements reporting a sig-

lnificant variance at the .01 level. It was concluded that

ithe statements were not significantly different and to

retain the null-hypothesis: "There is not a significant

'difference in responses to the special event management

questionnaire between the original panel of experts and
;the outlying group of experts."

I Each statement was analyzed by its mean response to
:determine aggregate agreement with a particular statement.
| The Likert Scale for this questionnaire was scaled from 1
!to 7 with 1 being "strongly disagree" and 7 "strongly
agree." The aggregate mean responses were grouped into
three categories for purposes of analysis: 1.0 to 2.9
(disagreement), 3.0 to 4.9 (neutral) and 5.0 to 7.0

(agreement) . The statements were separated into their

respective categories and analyzed, supported by written

comments from the questionnaire.

' To discuss the general findings, five categories

. emerged representing identified issue areas: Planning,

i
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Structure, Workers, Leadership, and Evaluation. These
broad areas of special event management provided a more
manageable framework for studying and referencing the
descriptive characteristics by issue area. Within each
category area anecdotal data is brought forth to capture
and represent the expert’s interpretation of these
special event characteristics. Each issue area and its
theme is derived from the interviews and grounded in the
cumulative experiences of this expert pool. These themes
are brought forward in the light of the current management
literature and available articles relating to these
topics. From this analysis a larger and more complete
theory of special event management can be constructed as a
model to provide a framework for understanding these
temporary administrative organizations (Dubin, 1969;

Lincoln & Guba, 1985).

Conclusions

As an inductive analysis, this study was able to
identify key characteristics of special event management .
experience. These descriptive themes provide a framework
for understanding this temporary administrative phenomenon
from the special event manager’s perspective. Currently
special event management is treated as an ad hoc system of

administration that doesn’t demonstrate consistent
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management principles. Because of the uniqueness of these
events and lack of literature, special event managers have
relied upon conventional wisdom to create and manage these
terminal organizations. This study proposes a hypothesis
that: "Special event management has consistent charac-
teristics of administration" which were found to be
positive. These identified characteristics are useful
windows for wunderstanding a model of special event
management as compared to a Weberian bureaucratic ideal-
type of organizational design (Gerth & Mills, 1946). From
this comparison certain general insights can be made into
the dynamic nature of these temporary administrative event
management systems (Table 4). The common characteristics
identified in this study probe issue areas of special
events that are recurring and consistent with the experi-
ences of the managers surveyed in this study. The nine
primary descriptive characteristics of this type of
management found in this research are as follows:

1. Built Around a Mission - Special event organizations
are designed to fit the particular mission of an
event. This customization of structures and
processes provides the adaptability and spontaneity

for these organizations to experience a rapid

learning curve in developing a management system for

a particular event. This tailoring of an organiza-
tion to accomplish a specific purpose reduces
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Table 4:=

RKEY DIFFERENCES BETHWEEN HEBERIAN

AND SPECIAL EVUENT ORGANIZATIONAL MODELS

S FPEC Al BV EMNMT
T HIEMES

BUILT AROUND A MISSION

EMERGING SYSTEMS

SENSE OF URGENCY

CAMPAIGN FEELING

MANAGING UNCERTAINTY

COMMUNITY OF INTEREST

TTTIT L

|

NC ALTERNATIVE TO SUCCESS }_,

NATURAL TERMINATION

F—

INTUITIVE EVALUATION }__.

SFPECIInmAaX. EBEU EMT
MO IDEX.

SSMFECEIE-IR X & 8
MO ID B X,

ORGANIZATION IS DESIGNED
TO FIT A PARTICULAR MISSSION

MISSION FITS INTO A
UNIVERSAL ORGANIZATION

ORGANIZATION IS BUILT
AROUND FEOPLE

PEOPLE ARE BUILT INTO
THE ORGANIZATION

STARTS FRESH TO
SOLVE PROBLEMS

SOLVES PROBLEMS WITH
ESTABL ISHED RULES

ORGANIZATIONAL CLIMATE
"SENSE OF URGENCY*

ORGANIZATIONAL CLIMATE
"SENSE OF STABILITY®

MANAGERS ARE ATTRACTED
TO THE EVENT

MANAGERS ARE ATTRACTED
TO A SECURE JOB

MANAGEMENT SYSTEM IS
FLEXIBLE WITH ENVIRONMENT

MANAGEMENT SYSTEM DEVELOPS
STANDARD PROCEDURES

LEGITIMACY IS DERIVED FROM
A "COMMUNITY OF INTEREST"

LEGITIMACY IS DERIVED FROM
ORGANIZATIONAL AUTHORITY

SUCCESS IS LINKED TO
A SPECIFIC EVENT

TTIT111

SUCCESSE IS LINKED TO
A CONTINUOUS FUNCTION

MANAGERS HAVE ONE CHANCE .
TO PRODUCE A PEAK PERFORMANCE

MANAGERS PERFORM OFFICIAL
DUTIES OUVER TIME

TERMINATES UPON
COMPLETION OF MISSION

}_

PERPETUATES
IT'S OWUN EXISTANCE

PERFORMANCE HAS
EXPERIENTIAL QUALITIES THAT
ARE SUBJECTIUVUELY MEASURED

PERFORMANCE 1S
OBJECT IVELY MEASURED

WWWWWW“JWW‘W—W
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cumbersome administrative constraints while focusing
its energies on the established objectives. This
relaxation of bureaucratic control is emphasized by
the terminal nature of these entities and a futility
in activities that provides security or longevity
beyond the special event.

Emerging Systems - These organizations have a perme-
able structure that encourages rapid growth and
adaptation of the management system. Systems con-
tinually emerge within the auspices of the event to
solve problems and deliver programs that may not have
been conceived during the planning stages. This
sprouting of new systems allows events to grow to
their potential and not constrained by their
original design. These "emerging systems" are
recognized by special event managers as a method of
inclusion of new resources and evolution of the
current system to assist an event in navigating a
changing course in a dynami¢ and uncertain
environment.

Sense of Urgency - Within a special event a "sense of
urgency" 1is generated because of the imminent time
constraints and uncertainty of the delivery system.
This sense of urgency helps to heighten the impor-
tance and immediacy of completing tasks under time
pressure. If managed correctly, a "sense of urgency"
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can be utilized to generate an internal momentum to
accomplish the peak performance of an event. If
managed incorrectly, this state of urgency can turn
into a crisis orientation and distract the organiza-
tion from a posturing of managing to reacting to its
own event production. A characteristic of these
events 1is an air of excitement and purposefulness |,
that is enhanced by the urgent atmosphere within
these organizations as they recognize time as a
primary resource in short supply.

Campaign Feeling - Special event workers develop a

spirit and enthusiasm for a given program because of

‘their commitment to the mission and association with

an event organization. | This feeling of purpose-
fulness generates an excitement that is intrinsically
rewarding to workers who view their particiﬁation as
a temporary hiatus from their normal routine.
Special event work is not a neutral job commitment
that only requires performance, but is inextricably
tied to the theme of the event. The culture of
special event workers requires more than a bland
feeling of work obligation, but escalates participa-
tion to a meaningful and entertaining activity above
and beyond the demands of the particular
assignments. Associated with the importance of the
work is the fun and excitement of being associated
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with a dynamic event organization. Special event
managers cultivate this sense of excitement and
commitment to develop a "campaign feeling".

Managing Uncertainty - A special event manager has an
ability to cope with and create entrepreneurial
opportunities out of a state of "uncertainty". This
state of uncertainty is created by the developing
management systems operating in a changing environ-
ment with one opportunity to deliver a peak perfor-
mance under a certain time deadline. This lack of
reliance in an established event management system is
transferred into a fluid position of flexibility and
adaptability to adjust to a fluctuating course of
action. These managers turn their lack of organiza-
tional control into windows of opportunity to allow
new systems to grow and continue +to the final
production. This state of uncertainty provides the
latitude for managers to allow these organizations to
emerge to accomplish the needed work activities
instead of implementing a prefabricated model.
Community of Interest - Special events are adopted by
a population that views the event’s existence as
effecting their own interests. This community of
interest becomes the watch dogs, standard setters,
volunteers, critics, and authorities of the develop-
ing event organization. Because of the mission of
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these events, they cannot be created in a vacuum
devoid of this observation. The empowerment of a
special event is from the adoption of the event by
this community of interest as a purposeful program.
This adoption process closes the loop between special
event organizational planning and objectives to a
manifestation of importance of the event’s mission.
This endorsement of mission gives these events an
implied authority to act on behalf of a larger
population than their immediate organization.

No Alternative to Success - A special event manager
has a fixation on the successful completion of the
event. Once the program begins these managers
realize that you cannot turn the clock back and must
follow their special event vision to its conclusion.
Implicitly, a commitment to begin is a commitment to
finish. A special event manager gets one chance to
succeed during this peak performance. Because of the

time deadlines and expectations wupon the event, a

special event manager cannot be tentative about its

completion. As leaders, these managers demonstrate
an ability to develop a feeling of optimism in the
face of uncertainty necessary to inspire their
workers to deliver a peak performance on time.

Natural Terminations - Special event existence is
linked to the accomplishment of a certain mission,
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within a limited amount of time. These organizations
are designed to program their one best effort in
producing a peak performance and terminate upon its
completion. These workers and managers understand
the temporary nature of their duties and do not
expect future employment or association. This known,
limited 1life span of special events focuses these
organizations to concentrate on their mission
avoiding a bureaucratic tendency to perpetuate
themselves. |

Intuitive Evaluation - Special event managers have an
immediate comprehension of success or failure for the
special event at the time of production. The intui-
tive orientation of this evaluation captures the
difficult to quantify attributes of the special event
experience. Special events are unique productions
that often appeal to emotions and passion. Even
though there are also quantifiable variables of
events such as ticket sales or funds raised which can
be linked to original goals and expectations, they
are not the sole measure of success. Since these
events are only produced once and are experimental by
design, their evaluation is not comparative, but must
be viewed 1in 1light of the original objectives,

purpose, and experience of a particular event.
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Special event management’s terminal nature has not

lent itself to systematic study. Each event is unique,

research. These descriptions of special event charac-

;teristics is not intended to diminish the uniqueness of
| these programs, but provide a framework for special event
managers to better understand the dynamics of these
}organizations. Special events are increasingly producing
larger and more sophisticated productions demonstrating a
' greater role as a management system. As an organizational
lmodel, special events make significant accomplishments

that have proven worth studying. The study of this

threads that are significant and consistent across a
variety of events. The consistent themes found in this
exploratory research are useful in understanding this
phenomenon of temporary administrations by providing a
foundation for building a descriptive theory of special

event management.

Paradox of Special Event Studies

how they approach organizational development and problem-
solving with a fresh and unencumbered approach. Part of

this freshness is because of the vagueness in how to go
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One of the vital characteristics of special events is

organizational systems has identified common management




about developing special event management systems.

Conseﬁuently, these organizations allow a system to emerge

to fit the mission without turning to a "one best" blue-
'print for event management. If special event studies

'produce an ideal model type, they will, like traditional

| bureaucracies, squelch some of the key attributes that

1

make these organizations adaptable under severe time
| pressures while instilling a purposeful campaign feeling
for the workers. The paradox of special event research is
if the event is studied, will it soon become formatted
into one ideal event management model? The answer is
procedural in that if special event managers understand
the dynamic characteristics of these organizations, they
can better manage the process while understanding the
organization as an emerging system. The end product
should not be dgreater bureaucratic control or an ideal
model of these organizations, but a more comprehensive

perspective for managing the special event experience.

Recommendations for Future Research

The purpose of this study is to develop a descriptive
theory of special event management. It is not within the
scope of this dissertation to explain variance of organ-

izational models or formal testing of a number of hypo-
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study objective 1is to bring into focus some key charac-
teristics of special event management that provide a frame
of reference for understanding this management rhenomenon.

From this frame of reference there are several issue areas

éthat would provide useful research topics in understanding
|
'not only special events, but a larger theory of temporary
I

fadministration. Some suggested topics would include:
|

' 1. Special event management and its role in a temporary

i society. This research would study the inter-

z relationships of modern society’s work force and

| organizations, and special event management as a
product of a changing society. (See Bennis &
Slater’s work, The Temporary Society, 1968.)

2. Special event management as a bureaucratic
alternative. This study would investigate a model of
special event management that displaces work func-
tions of traditional organizations in favor of the
terminal event management system. Unlike the natural
fit that special event organizations have with their
current mission, this research would inquire if this
management style would not be appropriate to absorb
certain functions of traditional bureaucracies.

3. A comparative study of special event management and
crisis management. As noticeable in this framework
there are issue areas that are parallel to concerns
in crisis management, and there are also divergent
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issues. A comparative study could bring greater
depth to common management concerns of operating
under a "sense of urgency."

Comparative study of special event management and
intra-organization project management. As a compara-
tive study, a researcher can hypothesize the use of
special event management within an organization as a
modification of the project management structure.
This research, like in the crisis model, can study
parallel issue areas and divergent characteristics.
This analysis will need to study parent organ-
izational constraints on temporary operating systems
and the independence/bureaucratization dynamics of
these terminal management systems.

Effectiveness of special event management systems.
These organizations are exciting, goal-oriented, with
a high degree of success in completing their mission,
but it 1is difficult to measure their degree of
effectiveness as evaluated by the amount of resources
utilized to deliver the event. As previously
discussed in the evaluation section, there are many
qualitative features to special events that do not
easily lend themselves to measurement. However,
there are significant amounts of hard resources
utilized to produce this aesthetic project. A

researcher could make important observations that
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will argue the effectiveness/ineffectiveness of

special event management as a preferred system to
assume greater work responsibilities.

6. Special event management as a model of "emerging

management systems." These organizations can be
studied as embryonic systems that develop to fit a

particular event. This contingency theory can be

observed to monitor a changing organizational

environment that produces systems outside of a

traditional bureaucratic model. These event organ-

izations could be studied as a new adaptable and
evolving species of organization.

From this descriptive framework there are also many
themes of special event management that could prove
interesting research as comparative management issues
which are not only applicable to temporary administration.
Some of the management issues that are useful descriptors

for special events that have broader applications are:

and a host of possible future research topics. As a first
step in understanding special event management, this

exploratory study develops a descriptive theory to provide
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"Sense of urgency," "campaign feeling", "no alternative to
success," "natural termination,'" "emerging systems," and
"intuitive evaluation." Not unlike many research pro-

jects, this dissertation promotes a series of inquiries’




a model of understanding and inquiry into this administra-

tive phenomenon.
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SPECIAL EVENT MANAGEMENT QUESTIONNAIRE

Thank you for your participation in this research project.
Your participation is important to study the management of |
special events. |

In responding to the following statements please focus on
special events of a one-time nature, as opposed to events
| that have established organizations and are repeated on a
kregular basis.

Name:

Organization:

Years associated with special events:

Type of special events you are most familiar with:




o—

strongly disagree,
i "7"

PART 1: PLANNING AND PRODUCTION

Please indicate the extent to which you agree or disagree
with the following statements with "1" indicating that you
"gn jndicating a neutral response, and

indicating that you strongly agree.

Optional: Below each section a space for your comments is
provided. Please make any clarifications or additions that
you feel are important.

Strongly Strongly
Disagree Agree
1) Special events are planned 12 3 6 7
around a central theme. i
2) Few changes in plans can 12 3 6 7
be made once preparation i
for a special event begins.
3) An alternative(s) course of 12 3 6 7
action is essential to this
planning process.
4) These events establish 12 3 6 7
realistic goals and
objectives.
Comments:
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PART 2: STRUCTURE

: Strongly Strongly
! Disagree Agree
i
| . .
| 5) These organizations develop 123 456 7
| an open operating structure '
i allowing open communication '
between workers and managers. |
6) These organizations are 1234567
characterized by a sense
of urgency, due to the time
constraints.
7) These organizations are 1234567
responsive and quick to
react to new problems and 3
opportunities. i
i

tolerated due to the frenetic

8) Error in small details is 1234567
pace of these organizations.

l

1

Comments:
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PART 3: WORK FORCE

Workers (anyone who works in a

9)

10)

'11)

12)

| special event, paid or unpaid)

Workers in special events

have a "campaign" feeling;
a sense of belonging to an
important project.

These workers are highly
motivated and require little
supervision.

These workers value
participation more than
monetary rewards.

These workers are creative
people with little tolerance
for bureaucratic detail.

Comments:

Strongly
Disagree

123

Strongly
Adgree

6

7

153

N\



PART 4: LEADERSHIP/MANAGEMENT

‘Strongly Strongly
Disagree Agree
13) A special event manager 123 456 7
must tolerate a great
amount of uncertainty
working with temporary
organizational structures.
14) The leadership in these 1234567
organizations is characterized
by strong personalities. i
d
15) High quality decisions are 12345867 i
made by special event managers !
under the given time constraints. |
|
16) Special event managers can 12 3 4567

rely upon the organization
to carry out the mission in
their absence.

Comments:

1
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PART 5: EVALUATION

17) A manager can immediately
evaluate a special event
as a success or failure
at the time of the event.

18) Special events accomplish
their original goals and
objectives.

' 19) Special events require

more resources to produce
than originally planned.

~

20) The productivity of special
events 1is increased because
of the time constraints.

Comments:

Strongly
Disagree

1 2 3

Strongly
Agree

6 7
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PART 6: CURRENT TRENDS

21)

24)

Special events are
becoming more technically
sophisticated and difficult
to manage.

Plenty of qualified workers
are available for temporary
work in a special event.

The demand for special
events in your particular
field is increasing each
year.

The audience of special
events are expecting bigger
and better productions each
year.

Comments:

Strongly
Disagree

123

Strongly
Agree

5 6 7
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PART 7: GENERAL PRINCIPLES

25) When you are working with special events do

i you have any personal management principles or
"rules of thumb" that you consistently use with
various events?

yes no

lIf yes, please list your primary rule(s). |
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TELEPHONE INTERVIEW WORKSHEET:

(used by this researcher to provide a consistent
framework for conducting interviews)

SPECTIAL EVENT MANAGERS

*name#*

*position¥*
*company#*

TIME OF INTERVIEW am/pm date

A.

GIVE INSTRUCTIONS

1)

2)

3)

4)

Notify that interview is recorded.

Allow them to elaborate on questions.

Request any written information they use in
managing special events.

Inform participants of the boundaries of special
events as used in this study. (Request that they
concentrate their comments to "one-time" events.)

BACKGROUND DATA OF PARTICIPANT

1)

2)

What type of special events are you involved with?

How would you define your role at these special
events?
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C.

DISCUSS GENERAL QUESTIONS THEY RECEIVED IN THE MATL.

1)

2)

3)

4)

5)

How would you describe the structure of Special
Event management systems that you have worked
with?

How are goals and objectives usually established
for these events?

What are the special concerns of producing peak-
load events in a confined time period?

What are the characteristics of the workers in
these temporary organizations?

What are the most common errors in planning and
producing these events?




6)

7)

8)

9)

10)

1

What are some of the special leadership concerns
of this form of management?

Are these Special Events particularly sensitive to
clientele opinion?

How do you evaluate the success of a Special
Event?

How, if at all, are these Special Event management
systems different from other organizations that
you have participated in?

From your experience in managing these temporary
organizations, have you been able to develop a
system that can guide you in producing other
special events?
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CLOSING INTERVIEW QUESTIONS

1)

2)

3)

4)

What, if any, changes have you observed in the
management of Special Events? (Ask time
references.)

What are some of the questions that you would ask
that have not been covered in this interview?

Is there any other information that you would like
to include which we have not covered?

Remind the participants to watch for the written
questionnaire to be received in the mail (approx-
imately the first week of September).
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Panel Members’ Areas Of Special Event Experience

Participant # 1

Political Campaigns
Conventions
Public Forums

Participant # 2
Worlds Fair

United States Department of Commerce (Impact Evaluation of

Events on Sponsoring Communities)

Participant # 3

Olympic Games

World’s Fair

Theme Park Special Events

Participant # 4

City Centennial Celebration

Olympic Games

Disaster Recovery (for comparative analysis)

Participant # 5
Fund-Raising
Political Campaigns

Participant # 6
Corporate Events

Olympic Games

United States Bicentennial

Participant # 7
Professional Sports Team Events
University Athletic Centennial Event

Participant # 8

Statue Of Liberty Celebration
Metropolitan Opera Special Events
Carnegie Hall Special Events
Television Events
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Participant # 9
Disneyland Special Events Company
(internal and external special events for Disneyland)

Participant # 10
Major Sports events
Community Events
Exhibitions

outlying Special Event Managers
(participated in the written survey only)

Participant # 11
International Conferences
International Sports Festival
Music Productions

Participant # 12
Special Event Consulting
(large variety of ceremonies, shows and events)

Participant # 13
World’s Fairs
Olympic Games
State Fairs

Participant # 14

Statue Of Liberty Celebration
Olympic Games

Super Bowl Half Time Show
Movie Productions
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