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Summary

The main goal for this master thesis was to write a research article contributing to the
literature on sport event management, regarding the planning and preparation for major
sport events. This piece of work is divided into two different, but relating sections. Part
I presents the research article. Supplementary theory and methodology constitute part II.
The objective was to gain better understanding on how project organizations planning
for major sport events worked in the implementation phase, and to assess the value of
test events. The research question in the article is as follows: How were the test-events

used as a part of the effort to develop a reliable project organization?

According to existing literature concerning project management and high reliable
organizations (e.g Weick & Sutcliffe, 2007; S6derlund, Vaagaasar & Andersen, 2008;
Andersen & Hanstad, 2011), building capacity in the planning and implementation
phase are vital precursors to managing challenges and potential risks during the event.
Nevertheless, [ have not been able to identify any studies of how test events may be

exploited to develop a more reliable project organization preparing a major sport event.

This is a qualitative case study. The case was the Nordic World Ski Championship 2011
and the organization SKI-VM 2011 AS (VM2011). Six leaders, from the executive
group and responsible for key functions in VM2011, were interviewed. The focus was
experiences from the test events, the organizational development, and what processes
were crucial in the implementation phase. In addition, documents were used to draw a
preliminary perception of VM2011, and to support and complement the variety of

issues discussed by the interviewees.

Findings show that project organizations preparing for major sport events cannot
mitigate potential risks, but can enhance its capacity and competence to make quick
decisions and do the right action in demanding situations. Test events have proven to
open the possibility to fine-tune an organization, if the organization prioritizes reflection
on recent actions and conceptualizing further actions. In addition, the establishment of
close relationships and mutual trust internally, and with external partners at an early

stage in the project process, was a crucial success criterion.

Part two consist of supplementary theory and methodology.
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PART I: The Article

Utilizing test events to ensure high reliability in organizations responsible for planning
and implementing major sport arrangements: 4 case study of the Nordic World Ski

Championship 201 1.

Abstract

This article aims to examine how project organizations prepare for major sport events,
using test events as a part of the effort to develop a high reliable organization. It
explores experiences from the planning and preparation for the FIS Nordic World Ski
Championship hosted in Oslo 2011, to answer the research question: How were the test
events used as part of the effort to develop a reliable project organization? Results from
the study show that test events may be very educational provided that the experiences
and learning from it are taken seriously, and evaluated as a basis for the further
development of the project. Learning from a test event might be almost necessary, and
at least very useful as a foundation for building common understandings, common
perception of reality, reduce risk issues, challenges, role changes and reorganization, —
to develop a high reliability organization. The study of test events has largely been
neglected in previous research. Paradoxically, most important is the lessons about the
project organization itself, and how it is able to develop capabilities and competencies
to handle events they are not able to foresee. There are always scenes or situations one

might plan better for.

Keywords: Project management, major sport events, high reliable organizations,

mindfulness, competence building, organizational capacity and flexibility.



1. Introduction

FIS Nordic World Ski Championship (NWSC11) was hosted in Oslo, Norway, from
February 23" to March 6™ 2011. It was the largest sport event hosted in Norway since
the Winter Olympic Games in Lillehammer, 1994. The corporation and temporary
project-organization Ski VM 2011 AS (VM2011) was formed in 2007, and was a
limited partnership created to fulfil a narrow, temporary objective facing a compound
set of risks: to plan, implement, and carry out NWSCI11. The International Ski
Federation (FIS) owns the rights to the event, and Oslo municipality owns the arena and
sport facilities. NWSC11 can be described as a major sport event in accordance to
Bowdin, Allen, O'Toole, Harris and MdDonnell (2006), “major events are capable of
attracting significant visitor numbers, media coverage and economical benefits” (p. 16).
NWSCI1 attracted at least 250 million television-viewers for live feed of the event
(Oslo2011 a). A total of 570 000 spectators watched the disciplines live in
Holmenkollen, and there were more than 1800 press- and media representatives in Oslo
during the event (Oslo2011 b). Large-scale sport events are complex projects, and Gray
and Larson (2000) define projects as “a complex, non-routine, one-time effort limited
by time, budget, resources and performance specifications designed to meet costumers’
needs” (p. 4). The exclusive challenges of organizing one-off events, such as NWSC11,
are the high requirements for timeliness and quality. Even small mistakes may have
serious consequences. The opportunity to reduce risk through delays or by transferring
it to others is limited in the implementation of a major sport event (Leopkey & Parent,
2009a; Leopkey & Parent, 2009b). Due to VM2011’s ambition to host the best World
Championships of all time, VM2011 needed to possess high reliability, willingness and

ability to cope with challenges in an efficient manner.

Project organizations are groups comprised of professionally competent staff and
selected expertise from various backgrounds. In this case, the project organization has
members from the national forces, the municipality, business relations, and politicians.
This is an example where collaboration is needed to develop functional and effective
teams that will meet the set objectives. The ability of organizations to develop
standardized guidelines to ensure optimal performance, while remaining flexible
enough to be responsive to unexpected circumstances, is a necessary characteristic for

SucCcCess.



Literature concerning sport events, event management and related topics is emerging.
Frameworks for risk management issues, and organizational strategies used to deal with
risk issues exist with in literature (e.g., Appenzeller 2005; Chang and Singh (1990);
Getz (2007); Gray & Larson, 2000; Parent, 2008). A thorough literature review shows
that test events, and the ways in which they may affect an organizations’ ability to
organize and implement successful major sport events, have received little attention.
There is limited evidence about how project organizations use experiences gained from
test events to efficiently develop their organization and accomplish a successful major
sport event. Preparation for extreme situations, preparedness training, stress
management, capacity building, continuous development, and learning are salient
processes to support an organizations’ ability to successfully perform. This paper
focuses on how project organizations may ensure professionalism and success in the
planning phase and accomplishment of major sport events, and answer the research

question:

How were the test events used as part of the effort to develop a reliable project

organization?

The major contributions of this article are to apply a new perspective on sport event
management, and to demonstrate how test events may be used in the process of
developing more reliable organizations. The study analyses processes initiated by the
main operational committee after the main test events, and how the organization

evolved in the given timeframe of the study.

The article is organized as follows: First, an overview and description of VM2011 is
presented. Thereafter, literature concerning organizational mindfulness and HRO
characteristics is portrayed. This is followed by a clarification and categorization of
main challenges and risk factors related to NWSC11, from the main operational
committee’s (OC’s) viewpoint. Finally, an analytical discussion regarding which

processes initiated by the OC striving to be a more reliable organization is undertaken.
2. Empirical Background

Projects consist of many phases or stages, and there are several project frameworks
suitable for sporting events (Burbank et al., 2001; Getz, 1993; Hall, 1992; Masterman,
2009; Shone and Parry, 2004). In this study, a standard project management model is



used which divides a project into five phases including: 1) initiation; 2) planning; 3)
implementation; 4) accomplishment of event itself; and 5) the shutdown phase (Bowdin,
Allen, O’ Toole, Harris and McDonnell, 2006, p. 268). The following discussion
outlines the phases of the NWSC11, including an overview of the history and progress
of VM2011.

Different project phases consist of various types of tasks, areas of focus, and demand
different organizational capabilities (Table 1). According to Andersen and Hanstad
(2011), the main source of opportunities and reduction of risk takes place during the
preparation and planning processes. VM2011 faced composite risk factors, and the
preventive risk management effort involved developing risk analysis models for risks
they could foresee. Equally important was to prepare the organization for the practical
handling of unforeseen operational risks during the event in order to provide sufficient

capacity and flexibility in the organization.

The planning of NWSCI11 started more than five years before the actual event. The
present study limits its focus to the area highlighted in grey (see table 1), which is the
period from the main test event, FIS World Cup 2010 in Nordic disciplines (hereafter
WC10), to the accomplishment of NWSC11 in 2011, which henceforth is referred to as
the implementation and accomplishment phase. During this period, opportunities and
challenges were identified, capacities were developed, reliability was strengthened,
frameworks were established, and responsibilities and roles were formed. Key concerns
in the implementation phase were to ensure that the construction work was on track, that
a healthy and resilient work-staff were created based on problem solving, active
dialogues, evaluations and educational activities to develop knowledge, skills, and
competencies. An important aim of this phase was to develop common identity and
culture where all members and involved parties established shared patterns, and

common perception of reality.
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Tablel: Overview of main activities in each project phase

TIMELINE PROJECT PHASES

OPERATIONS AND ACTIVITIES

2003

2005

2006

2006-2009

2009-2010

2011

2011

INITIATION PROCESS

PLANNING PROCESS

IMPLEMENTATION
PHASE

ACCOMPLISHENT

SHUT DOWN

April 2003

- Rejection of application for NWSC11 2009

April 2005

- Oslo City Council supported a NWSC11 application
September 2005

- FIS inspected Holmenkollen required major improvements
of the arena, to meet the FIS standards

January 2006

- Brainstorming. Establishment of an application committee
- Oslo city Council resolved the application for the
NWSCI11. Government guarantee for developing new
national facilities for Nordic skiing and biathlon in
Holmenkollen

May 2006

- The NWSC11 were assigned Oslo, Norway

January 2007

- The corporation Ski-VM 2011 established

2008

- Major sponsorships are established

- Overall organizational planning, recruitment processes

2009

- Constriction work in Holmenkollen + Metro

- The head quarter (VM-pavilion) raised in Oslo city
- Volunteering recruitment processes for WC10 and
NWSCI11 - Stakeholders more involved (e.g. Oslo
municipality, police and Norwegian armed forces)
March 2010

- MAIN TEST EVENT accomplished (March 13-14)
- Rehearsals, table top exercises and building competencies
- Reflecting and routinizing

- Prepare for unforeseen events

September 2010

- Ticket sale for NWSCI11 starts

- COC, TEST in Midtstuen, skijump.

- FIS inspection, the facilities was approved

- Operational planning and adjustment

January 2011

- Diverse events in the arena, VM2011 not responsible, but
get feedback from organizers.

- VM2011 takes over the facilities in Holmenkollen.
OPERATOINAL

February

- TEST event, National Championship, Mens’ skijump.
February 23 — March 6

- NWSC11 accomplished in Holmenkollen and Oslo

March — June 2011
- Feedback and evaluation processes. Winding down.
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In addition to the WC10, VM2011 was responsible for accomplishing Continental Cup
in ski jumping during September 2010 in Midstubakken, which was still a construction
site at that point (0slo2011 c), as well as the National Championship in ski jumping for
men in Holmenkollen during January 2011. The WC10 was the test event of the greatest
size, and, naturally the event most transferable to NWSC1 1. Nevertheless organizational
learning and development is a continuous process, and therefore experiences gained
from the smaller test events and on a daily basis were also valuable for VM2011 in the
process of preparing for NWSC11. The WC10 cannot be evaluated completely
independently. Due to time and resource constraints this study limits its focus on the
given timeframe, and especially to the arena in Holmenkollen, as it was the main arena

for the sport competitions during the event.

VM2011 possessed about 40 employees, including fulltime and part-time positions. The
OC consisted of 10 persons (the CEO and nine employees). From August 2010
VM2011 gradually turned into operational mode and the following structure was

President VM2011
CEO VM2011

President VM2011 <«
CEO VM2011

FIS

Oslo City

Police

VM2011 Venue management

VM2011 Sport

OPS

adopted.

Adm. Support
Finances

Marketing
PR/Communication

Police, fire, Emergency services,
VM2011, Communication Centre,
Security, Medical transport
partners

Venue Event
operations support

Figure 1: Operational organization chart, VM2011.

Culture Nordic park Event
Ceremonies | ice sculptures | support
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The OC has representatives from VM2011, Oslo City, the police, FIS, and the
operations centre (Figure 1). Due to the challenging and divided arena, with sport
competitions in Holmenkollen and cultural events and medal ceremonies in the city
centre of Oslo, VM2011 decided to divide the organization into two separate venues
with venue managers responsible for overall decisions in each arena. The Norwegian
Ski Federation and The Association for the Promotion of Skiing were heavily involved
in VM2011. The two organizations possess valuable resources and have experience
from hosting many World Cups in Holmenkollen. The operational organization ensured
to have responsible decision makers from central stakeholder groups in the operation

centre in order to secure quick and correct decisions.

This study focuses mainly on the processes initiated by the OC in the given timeframe
of the study. Understandably, the investigation of the OC is not independent from the
rest of the organization and its stakeholders, as they are all heavily dependent parties.
Considering the research project’s time and resource constraints, it was sufficient to
delineate the focus into a manageable size to ensure good quality of the research at
hand. In what follows, a justification of the lack of investigation on the current theme
and a description of the empirical basis for this study is provided. Henceforth, the

theoretical perspective on mindfulness and HROs will be presented.
3. Mindfulness and high reliable organizations

VM2011 and its employees consider themselves as a HRO and emphasize a
fundamental attitude to professionalism and performance. The ambition was to create
the best ever Nordic world ski championship. In addition, VM2011 prepared a cultural
festival aiming to involve the whole country and leave a lasting impression on the
whole nation as well as the visiting spectators. Employees in the core organization were
chosen not only because they were talented in their field, but perhaps more importantly
because they all shared a common mind-set towards their way of working. VM2011
faced numerous challenges and potential risks, such as training of volunteers, providing
facilities, managing spectators/crowd, as well as logistics and transportation. VM2011
was acting in a field with small margins and serious consequences. Furthermore, the
organizers had to deal mindfully with unforeseen, unanticipated, and often unwanted

happenings in a variety of risky domains in order to succeed.
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The practice in VM2011 draws many parallels to organizational mindfulness and
HROs, therefore this theoretical perspective will be utilized in the analysis of VM2011.
The main idea of HROs is to develop a mindful infrastructure so that the organization is
able to deal with unexpected events by possessing characteristics that will be explained
in detail in the following sections. Like any other organization a HRO is not error-free,
but errors normally do not disable the organization as it is competent to meet challenges
and unexpected events (Weick & Sutcliffe, 2007). The main characteristic of HROs is
that they act mindfully, that is, the culture of the organization is institutionally mindful.
According to Weick and Sutcliffe (2007) mindfulness in organizations can be defined

as:

This enriched awareness which we call mindfulness, uncovers early signs that
expectations are inadequate, that unexpected events are unfolding, and that
recovery needs to be implemented. Recovery requires updating both of one’s
understanding of what is happening and of the lines of action that were tied the

earlier expectations (p. 23).

This can be seen in line with Starbuck and Hedberg (2006) who claim that mindful
organizations emphasize a more conscious, self-critical, and analytical approach to
learning. To manage the unexpected, one has to be aware of and understand the
expectations and anticipations in the organization, and to also engage them mindfully.
For mindful appearance, the attention must not be distracted, so that awareness may
improve. The focus should be on the here and now, and the organization is more likely
to succeed acting mindfully if all the involved parties have the same perception of
reality. In other words, to act mindfully as an organization, all members must realize the
current expectations, continuously improve those expectations based on new
experiences, and last but not least implement those expectations to improve the current

situation into a better one.

3.1 Characteristics of high reliability

There are five defining characteristics of HROs and a mindful infrastructure: they
continually track small failures; they resist oversimplifications; they are sensitive to
operations; they maintain capabilities for resilience; and they take advantage of shifting
locations of expertise (Weick & Sutcliffe, 2007). These characteristics will be further
explained in the following section, shedding light on how HROs act, and why it is

claimed HROs perform more successfully in unpredictable circumstances.
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Preoccupation with failure

A high reliable organization “treat(s) any lapse as a symptom that something may be
wrong with the system, something that could have sever consequences if several
separate small errors happened to coincidence” (Weick & Sutcliffe, 2007, p. 9). HROs
differ from other organizations by the way they recognize mistakes in relation to
success. Learning is short-lived and therefore HROs are concerned by gaining
experiences from failures and developing useful lessons from them (Weick & Sutcliffe,
2001). By conducting weekly meetings in each section while keeping tight and open
communication between leaders, they may track and follow up small failures at an early

stage.

Reluctance to simplify

Aware that the world is complex, unstable, unknowable and unpredictable, a HRO tries
to control the whole picture, and to position itself to see as much as possible (Weick &
Sutcliffe, 2007). Often, organizations simplify while they are planning, in order to stay
focused on key issues and key indicators. HROs strive to not simplify
casually,habitually or instantly, and live up to the belief that less simplification allows
you to see more. Diverse experience and scepticism is desired, instead of received
wisdom and negotiation tactics that reconcile differences of opinion without destroying

the nuances that diverse people detect (Weick & Sutcliffe, 2007, p. 11-12).

Sensitivity to operations

Compared to most other organizations, HROs are more situational and less strategic
concerning the “big picture”. Weick (1984) believes that the best way to reach a major
goal is to break down the main target to multiple targets. In this way, one can form
reliable knowledge based on experience, and the organization achieves several goals
along the way. This again helps develop a confidence and energy for future work and an
enhanced capacity to deal with uncertainty. HROs are aware of the “close ties between
sensitivity to operations and sensitivity to relationships” (Weick & Sutclifte, 2007, p.
13). Open, frequent communication is a success criterion in HROs, and people who
refuse to speak up in fear undermine the system. An HRO constantly worries about the
unexpected and the latent errors that may escalate, which is described by Weick and
Sutcliffe (2001), p. 13 as “loopholes in the system’s defences, barriers and safeguards
whose potential existed for some time prior the onset of the accident sequence, though

usually without any obvious bad effect”. Unfortunately, most often, these mistakes are
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first noticed in retrospect, and may then cause adverse events or injuries in the

organization, or for others involved.

Commitment to resilience

To deal with something one had not foreseen happening requires a different mind-set
than to predict that something will happen. Being good at anticipating will be a
competitive advantage. HROs constantly “complement their anticipatory activities of
learning from failure, complicating their perceptions, and remaining sensitive to
operations with a commitment to resilience” (Weick & Sutcliffe, 2007, p. 14). Two
main activities for a HRO are to keep errors small, and to improvise workarounds to
keep a functional organization while meeting errors. These activities demand
professional capabilities, but also deep knowledge of oneself, one’s co-workers, the
system, and technology. Therefore, HROs train their workers such that they have
personnel with deep and varied experience and skills to meet all kinds of challenges
with a steady hand. In one-off major events, the importance of being dynamic is salient.
The organizations’ ability to be flexible and to meet unforeseen events with strength are

of great importance to act appropriate in all situations.

Deference to expertise

The structure in HROs appear as a combination of hierarchy and expertise, and the
decision making structure is hierarchical in the sense that the person with the most
appropriate background and expertise is responsible for decisions. Interestingly, this is
constantly changing in relation to the special field of the person taking the decision.
Normally, decisions are taken from the top. In a state where decisions are required
rapidly, decisions are taken throughout the organization. In the state of emergency, a
predefined structure is acquired. Importantly, the attention should be connected directly
to the experts, regarding the problem, solutions and decisions (Weick & Sutcliffe,
2001). The entire organization should be characterized by attention to any unknown
signal, and equally important is the empowerment of various levels of expertise within

the organization.

Organizations preparing for and implementing major sporting events face a wide
complexity of risks, and must act proactively to foresee all possible situations and
outcomes. It is reasonable to assume that an organization’s daily routines and specific
preparations determine to what extend it will succeed in the accomplishment of the

sporting event.
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4. Method

To answer the research question I opted for a single case study approach. Sport events
are to be understood as a complex phenomenon, and the case study is designed for
investigating such phenomena (Yin, 2009). The present case aimed to examine the
processes initiated in VM2011 within the implementation phase of WNSC11, and
understand to what extent VM2011 was able to develop a high reliable organization.
Few prior studies have sought to understand this phenomenon, and therefore, an
explanatory case study strategy was conducted. The research was limited to one event
organization, as it creates the ability to go in depth with one single phenomenon (Yin,

2009). Details on the sample, data collection and the data analysis follow.

4.1 Sample and data collection

The project exploited organizational files, documents, newspaper articles, and notes, but
the major data source was in-depth interviews (Rubin & Rubin, 2005) with key actors
within VM2011. Data from organizational material, newspapers, and other media
contributed to draw a preliminary perception of VM2011 in order to understand how the
OC worked in the implementation phase. Also, the material supported, cross-validated
and complemented the variety of issues discussed by the interviewees (Creswell, 2007).
The six informants represent a strategic sample (e.g. Charmaz, 2006; Marshall, 1996),
from the OC and the top management within VM2011. The respondents were selected
after a thorough search within the organization, based on reading organizational
documents (such as risk analysis, evaluations and other plan documents) and due to
their expertise and experience. In addition, a dialogue with one key person in the OC
was conducted, to map who were in positions dealing with especially challenging
issues, and who could therefore provide the most relevant data regarding the research
question. Ideally, interviews with administrative employees, volunteers, and external
parties would be of great value, but this study takes into account the administrative

employed leaders’ perspectives.

Because of their managerial position, the respondents may be more likely to promote
and talk positively of their organization. Existing studies suggest that higher-status
employees view their organization more favourably (Payne & Pugh, 1976), and that
they have vested interests, are targets for blame when objectives are not achieved, or
that they believe that they have more expertise than their colleagues (Starbuck &
Hedberg, 2006). One should have in mind that the perception of VM2011 presented in
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this article is not representative of the whole organization, nor is it necessarily
representative of other project organizations planning for major sporting events. Despite
this, the perception of the interviewees is that they are self-critical to a great extent, and
have a nuanced picture of their given roles and organization. The situation may differ
from the top management to other positions in the organization. By talking to other
employees, volunteers, following exposure in media and news-posts, reading research-
reports about the volunteers’ perception of the organization and their leaders, a more
complete picture of VM2011 could be drawn. The presentation of VM2011 was
relatively equal in all the documents, nevertheless I cannot exclude that there may be

some nuances that are not captured.

The respondents were interviewed individually and face-to-face around five months
after the main test event, and five months before the accomplishment of NWSC11. Each
interview lasted between 45 to 95 minutes. In depth interviews with six persons were
conducted because rich, in-depth data from those were considered to be more suitable

and valuable than less relevant information from a higher number of respondents

(Marshall, 1996)
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Table 2: Informants position, timing and duration

Interviewee Date Duration
Director of events Pre event, September 2010 45 minutes
CEO Pre event, October 2010 54 minutes
Transport and Logistic Pre event, October 2010 64 minutes
Manager
Crowd Manager Pre event, October 2010 62 minutes
HR Director Pre event, October 2010 58 minutes
Director of events Pre event, October 2010 73 minutes
Sports Director Pre event, November 2010 95 minutes
Transport and Logistic Post event, May 2011 50 minutes
Manager
Director of event Post event, June 2011 44 minutes

All interviews were conducted in VM2011’s visitor centre and headquarter in Oslo.
Information about the research-project and central topics the interviews dealt with was
given to the respondents a few weeks in advance so that they were sufficiently prepared
before the interviews took place. To structure the interviews, main questions were asked
first, then follow-up questions, to get the informants explore particular themes, and if
relevant, concepts and ideas of special interest were discussed (Rubin & Rubin, 2005).
Shortly summarized, the main topics in the interviews were: respondents’ general
background and experience; identified risk factors and challenges related to NWSC11;
experience based learning from the test event; decision making processes; the leader’s
role; and, decision making processes in the implementation phase. The objective was to
illuminate what VM2011 learned from the WC10 and how it affected VM2011’s work
further in the implementation and accomplishment phase. Two of the informants, the
transport and logistic manager and the director of events, were interviewed a second

time post games to get their reflections and overall thoughts in retrospect. Due to their
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departments being especially exposed to demanding challenges during the NWSCI11,

they could provide good information on areas of high relevance to the study.

4.2 Data analysis

The data analysis started simultaneously with the data collection; interviews were
transcribed verbatim (i.e.: word by word) immediately after they were completed. To
draw valid meaning from the rich explanations found in the data material, Miles’ and
Huberman’s (1994) systematic approach was undertaken. Both deductive and inductive
approaches were utilized analysing the data. To obtain an initial overview, the first
coding (inductive coding) allowed essential research themes to emerge (Grenmo, 2004),
and represented a categorization of specific risk issues and challenges, reflections, and
initiated actions and processes. The second coding (deductive coding) based its
categories on theoretical concepts of mindfulness and HRO characteristics. The
researcher’s attention was directed to the specific challenges identified by the
informants, and what characterized the preparations for NWSC11. Statements utilized
in this article are translated from Norwegian into English, in the best of the researcher’s
ability, to communicate what the respondents expressed. The results and an analytical

discussion follow.
5. Results

VM2011’s ambition was to prepare and accomplish the best Nordic World Ski
Championship ever. This study seeks to provide a better understanding of how the OC
in VM2011 utilized test events to develop a high reliable project organization in the
process of planning for, and implementing NWSC11. The crowd manager underpins the
significance of testing the organization before a major event: “We have tested. We
failed in some areas - and performed well in others. Both things are equally important

(...) it plays a huge role in creating a successful event next year”.

The results will be presented in three sections. First, results concerning how VM2011
with its management and leaders fundamentally appears to possess high reliable
characteristics based on general qualities in the organization. Second, how these
characteristics were expressed in the practical work within VM2011. Last, a review of

the operational outcomes is delivered.
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5.1 VM2011 - A mindful organization?

VM2011 represents a mindful attitude. The respondents described its organization with
these words: responsible members, personal and organizational development, solution-
orientation, new-thinking, inclusivity, openness, complement each other, provide good
skills, feasibility, reliability, value the final goals, and process conditions to achieve
them. The CEO stated: “... a part of my leader philosophy is to build complementary
teams, daring to put together people that supplement each other. Differences create
dynamic development, and functional teams”. After an in depth study of VM2011, the
researcher perceives that the CEO successfully implemented her philosophy within the
organization. The constant strive for establishing knowledge through experiences and
planned events throughout the project is a distinct sign of embedded organizational
mindfulness. Ongoing learning processes emerge as an essential part of VM2011’s
practice, as illustrated in figure 2. According to the interviewed leaders, initiated actions
and events may only be used as a learning tool if sufficient time to reflect over them is
set aside. By reflecting on both small and big actions through detailed evaluations,
discussions and open communication, VM2011 was able to identify challenges and
opportunities at an early stage. By reviewing and assessing recent action, asking
themselves questions like: ‘how can we be better’ and ‘what if...?’ the organization
continually did minor adjustments to improve their own performance. The plan
documents were always developed with the presumption that they would be modified,
since the leaders desired to act dynamically, and in relation to the requirements that
arose during the project process. By conceptualizing, VM2011 prepared the flexibility,
resources and explicit knowledge to be applied for more successful action in the next

operation.
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ACTIONS

— |
— Test events 2010
‘ World Cup 2010
(CoC Women Ski Jump)
(NC Men Ski Jump, Jan. 2011)
REFLECTIONS
- Evaluations of the test events
APPLY - What was good/bad?
- Develop dynamic capabilities - Discussions cross-groups
- Resources (develop and obtain) - Open communication
- Flexibility - Review and assess recent action
- Explicit knowledge - Identify core challenges and

opportunities

CONCEPTUALIZE
- Why and how change
the organization N
- Develop new project plans; “alive document”

i
Figure 2: lllustration of the present constant on going learning process in VM2011.

All elements in the learning process (figure 2) must be present, and functioning, for the
organization to achieve continuous learning. Evidently, leaders within VM2011 were
concerned about, and emphasized the organization’s constant learning and development.
Nevertheless, to obtain high reliability, it is essential that also the rest of the
organization share leaders’ mindset and approach to organizational mindfulness. The
next section of the results provides a discussion on how high reliable characteristics

were expressed in the practical work within VM2011.

5.2 Practical work in VM2011

To enlighten the central processes in VM2011 after the test events, main risk issues and
challenges viewed by the OC were identified. Different issues vary in importance and
focus during the stages within the planning process (Parent, 2008, p. 140), and as each
event is unique, one always discovers a variety of issues. Therefore, the unique issues

related to NWSC11, faced by the OC in VM2011 were identified.

Core challenges and experiences acknowledged during the Word Cup 2010 did to an

extent reflect the respondents’ position, responsibilities and interests. Four out of the six
respondents were members of the OC, and the remaining two respondents were head of
two particularly exposed sections, (logistics and transportation, and crowd management)

in terms of challenging tasks and responsibilities. Despite some individual areas of
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concerns, all respondents shared a common understanding of what were central
challenges during the period between WC10 and NWSCI11, and were categorized into
the following four groups: Organization and management; information and

involvement; arena; transportation and logistics.

Table 3: A categorisation of specific risk issues and challenges from the OC's

viewpoint.

Risk issue category Examples of typical issues faced by the OC

Organization and management - Paid staff VS volunteers, different expectations and
motivation.

- Training of volunteers.

- Unfixed command lines, not clarified roles and
responsibilities.

- Lack of evident leadership section vice.

- Lack of experience from the event industry.

- Poor organizing internally.

— Lack of effective internal communication between
sections.

Information and involvement - Information flow with volunteers and stakeholders.
- Involve and integrate third parties (e.g. police, Oslo
municipality, Norwegian armed forces, snow crews,
and so on).

- Communication between sections and teams within
VM2011.

- Signage and information in English, for spectators
and others affected.

Arena - Arena unaccomplished during test event.

- New, small, unique, arena. NWSCI11 is the first
event hosted there.
- No test events in the city arena.
- Separated arenas.
- Logistics in the arena.
- Safety.
- Breakdown of tribune.
TLogistics and transportation - Difficult accessibility to facilities in Midstuen

(spectator-flow, timing, logistics)

- Breakdown or damage on the metro

- Complicated roads (access on and off)

- Coordination of two separate arenas (Holmenkollen
(sport) and the city centre (ceremonies and cultural
events))

-Calculate number non-ticket spectators travelling
with Ruter (metro)

- Media- and press representatives

- Budget vs. staff/services

- Develop more effective routines and functional
systems
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In table 3, risk issues and challenges most mentioned and discussed within the analysed
documents and interviews are systematically listed and categorized in four main groups.
Obviously, there are no tangible boundaries between the emerged categories, because
factors in one group may influence conditions in other groups. Therefore, table 3 is a

starting point in the process of providing a holistic picture of VM2011.

Aware that small failures may develop and cause significant errors, VM2011 strived to
perform highly reliably and with a mindful appearance at any time in the process. An

analytical discussion of the operational work follows.

Organization and management

The preparations after the WC10 dealt largely with fine adjustments and modifications
of the organization itself, which proved to be one of the most critical functions during
WC10. When VM2011 first was formed, it was designed based on the structure of
previous World Cup events in Holmenkollen, but the size of NWSC11 and the new
arena required supplementary professional skills and a greater work force compared to a
World Cup event. Aware that one could not expect the organization to function
smoothly right from the start, experience from test events uncovered quite a few
unresolved issues in terms of responsibilities and lines of command, which appeared

frustrating for paid staff and volunteers.

For example, the OC expressed general dissatisfaction on how the sections were
divided, and the absence of venue leaders in both Holmenkollen and in the City arena.
Some personnel were given too much responsibility, leaving them unable to take care of
their own tasks and at the same time provide feedback and guidance to their colleagues.
This again led to “lack of internal communication between departments and sections,
lack of interaction between departments, and the tendency of blaming on each other was

growing” (Crowd manager, Oct 2010).

Ambiguities like these may have negative outcomes over time, and it was necessary to
resolve them quickly. To map and plan the further direction towards NWSCI11, all
sections and teams were set out to do an evaluation of their own efforts, define their
development areas, and identify common improvement areas for VM2011. Then,
several cross-section discussions built the foundation for a shared field report, compiled
by the OC on a long-weekend evaluation seminar in May 2010. Schon, (1983) suggests

that successful professionals must reflect on their actions to be able to convert tacit
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experience into explicit knowledge. VM2011 were highly committed to the evaluations
from the WC10, and devoted time to analyse the evaluations from all sections, to
resolve faced challenges. The evaluation of WC10 took place mainly during, and
immediately after WC10 was accomplished. This is how the HR director experienced

the evaluations from the WC10 affected the organization:

One of the greatest things from the evaluation, I think, is to get the organization
in place. It's sort of the premise for things to work, that the organization is neat
and orderly. The facts that people now know what to do, and have clear role
descriptions (...) accomplishment of the WC10 established a common picture
for the organization. This again, leads us to work totally different, more
effectively. Members of the organization suddenly speak the same language, and

have something to build further processes on.

On the one hand, respondents stressed that they evaluated their work constantly in the
planning and implementation phase, and in all parts of the organization. On the other
hand, they communicated that experiences from the WC10 were particularly beneficial,
because of the greatest transferability. Table 3 provides a simplified presentation of the
areas in which VM2011 appeared highly reliable, and also illustrates areas lacking high
reliability.

As mentioned above, VM2011 itself possessed a deep-rooted mindful attitude. Despite
this, many small adjustments were required for optimal organizing of NWSCI11.
Obviously, there are many variables within each area, but based on the data analysis, the
most salient observations are presented in table 3, to illustrate the main features of
VM2011’s appearance. Regarding information and involvement, the need for increased
involvement of external stakeholder groups was discovered, in order to achieve
functional collaboration and fully exploit the resources and capabilities available.
VM2011 carried out very thoughtful and detailed planning concerning the unfinished
arena in Holmenkollen, as it was perceived as a major problem area. Surprisingly
enough, the unfinished arena turned out to be a very small challenge compared to what
VM2011 expected (probably due to the good planning in advance). Regarding the
transportation and logistics, a lack of internal collaboration was revealed, and the need
for greater professionalism was reported. By allocating time for reflections, and
conceptualizing further directions, VM2011 was able to develop actual experience into

explicit knowledge. More examples of how VM2011 performed and what they
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experienced in the planning phase is presented in the following interview excerpts.

Volunteers: “One of our objectives was to renew the volunteer base” (HR director, Oct
2010). The intention was to establish a younger and cultural diverse staff reflecting the
population, with diverse and complementary skills and capabilities. VM2011 started the
recruitment process of volunteers at an early stage (February 2009), focusing on
establishing a volunteer centre, training programs, and recruit the right leader for the
different teams. This was a highly conscious choice, and one of the main success

criteria, according to the HR director:

If one leader does a poor job, suddenly eleven people work ineffective.
Therefore, we are very conscious of running interviews, and a little like an
audition with assignments and group projects, where we see how people act

while working together with others.

This reflects VM2011’s approach to the importance of who represented them. All in all,
2270 volunteers were recruited for NWSCI11, 45% of whom were women and 55%
were men. The average age was 43 years, and the volunteers represented 42 nations
(Oslo 2011, 2011). By allocating effort and time during the recruitment process,
VM2011 intended to quality control volunteers and choose the most suitable leaders,
assuring that VM2011 may perform effectively and relying on employees (volunteer
leaders) doing their tasks and taking care of the details. The goal was to educate
volunteers through training from the test events, as well as Internet learning, live

meetings and workshops.

All in all, 1200 volunteers were active during WC10, which was an overstated high
number. VM2011 intended to provide volunteers with applicable knowledge,
experience, motivation and professionalism. The outcome of this turned out to be
somewhat counterproductive. The HR director (Oct 2010) stated: “Many volunteers
were bored. They said it was no fun standing there without a task”. Experience from
WC10 contributed to a modified strategy concerning volunteers in the NWSCI11. The
sections did a new assessment analysis, and gave rationale for the number of volunteers
required, as well as what their tasks and responsibilities should involve. The HR
director (Oct2010) stated: “We are going to be much tougher on the numbers, so that we

can challenge a lot more. To make sure that those who are volunteering have something
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to do, something useful to do”. Understandably, it was hard to find the right balance in

this case, as the HR director stated:

It is about finding the right balance. On the one side, the volunteers want to have
knowledge and expertise for what they do. It is no fun to stand there and not be
able to answer any questions. But, as they are volunteers, one cannot expect and

demand too much, either.

Hence, the focus for VM2011 was to establish mutual trust, create positive expectations,
involvement, and provide effective “spot-on”-training for the volunteers. It was
believed that this could affect volunteers’ effort in a positive direction, and at the same
time provide increased enjoyment for the officials while volunteering. However,
regarding the volunteer leaders, experience from WC10 was very useful. Volunteer
leaders received close follow ups, and adapted preparedness training for their special
responsibilities and tasks. They possessed key positions, but did not participate in the
daily work in VM2011. For that reason, WC10 contributed to integration in the

organization.

Role clarity and responsibilities: After WC10, there was a general agreement in the
executive board that one of the main initiatives in the organization was to establish role
clarity, and to define reporting lines and responsibilities within the organization. In
order to do so, it was important to identify opportunities for a new structure. According

to the HR director:

It has been a challenging process, having to explain to people — ‘you have many
bosses that you must deal with. (...) and whom do you listen and report to?’ (...)
for someone, it is okay; it is really no problem at all. They say ‘it does not
matter to me. (...) I work with my own stuff’. While others think it can be
confusing, they are wondering ‘who exactly is my boss? I like to have a boss,
and I have to work under a boss and have clear limits’. So we have worked a lot
with it, how to get the operational organization implemented, we have had many

team meetings where we talked about these things.

Of course, many different views existed on various issues, which made it especially
challenging to find the perfect solution for everyone. Most important of all though was
to delegate responsibilities to different areas, to avoid unnecessary conflicts and to

capture and manage challenges at an early stage. A driving force for creating clear role
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descriptions and delegating responsibilities was the sport director, who is highly
experienced in both technical and administrative capacities in the sport event
management industry. He was entering VM2011 shortly after the WC10 and after
finishing his role as the sport director for the Olympic winter games in Vancouver 2010.

The new Sport director in VM2011 stated:

There were no descriptions of the various roles. (...) we have to focus on
improving that, so everything flows better. Then people know what to do, and
not to do. (...) for example, the transportation-section is divided into many areas;
public transport, athlete transport, and the ‘taxi service’. You need to know
exactly who to talk to, and talk directly with that person. If not, you risk talking

to wrong persons, saying ‘yes, we fix it’, but then nothing happens.

Due to the organizational adjustments, the respondents expressed it was easier to relate
to each other in a more professional manner. At the same time, the organization’s work
was characterized by increased efficiency due to direct command lines, and everyone
was more confident in their positions after WC10. The external partners were to a
greater extent involved in VM2011, and its processes. This will be discussed more in

the sections concerning structure, and information and involvement.

Structure: One of the most essential and beneficial adaptations in VM2011, according
to the event coordinator, was to divide the organization into two geographical divisions,
with managers at each venue. During NWSC11, the sport and competitions took place
in Venue Holmenkollen, and the venue included the arena “Marka”. The cultural
festival and medal ceremonies took place in Venue City Centre. During the WCI10,
VM2011 acknowledged it was impossible to control both venues simultaneously,
without having a general manager responsible at each site. During the WC10, VM2011
conducted the medal ceremonies in Holmenkollen, which caused no real test of the City
Centre venue. This fact strengthened the need for specific venue management there. The
structural changes, integrated with role clarity and responsibilities, were healthy for

VM2011.

Stakeholders (e.g. Oslo municipality, the police, the financial director, environmental
director and so on), whom previously were positioned outside the organization, were
incorporated with decision makers in the operational centre, resulting faster
communication and decision-making processes concerning specific responsibilities. The

CEO expressed this achievement with the following example:
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If we because of a two meters snowfall have to redirect the snow crew one night,
we must have decision makers who can implement it immediately. We cannot
go the bureaucracy way - it must be done right there. (...) we saw the
importance of the municipality, and those who work within the facilities. (...)
they [the municipality and external stakeholders] had in a way their own
organization, even if we were interacted. (...) they being incorporated in our

organization in the implementation of the NWSCI11 are very, very important.

Thus, it was essential to have access to an open dialogue and to establish good relations
with the right people in the event of unforeseen incidents over which VM2011 did not
have control. The implementation of WC10 established increased cohesion between
VM2011 and its affiliates, and an evident picture of the connections that must be drawn
appeared. Without the experience from WCI0, these requirements would not have been

revealed.

Culture: VM2011 aimed to create a unique culture from the start, and according to the

CEO, it was essential:

If we shared office with Norwegian Ski Federation or the association for the
Promotion of Skiing, we would have slipped into their particular culture. Here
[in VM2011 headquarters], we have the chance to build our own culture and
identity. (...) the culture we develop is crucial for our results. We are not
focused on the goal itself, but the continuous processes to reach a set goal. The
goal is therefore a consequence of the exact implementation of our very specific
action-plans and tasks. Necessary adjustments will be done based on our regular

measurements along the way.

The event coordinator stated, engaged: “The culture is ours! (...) we have the ability to
influence much with our leadership”. It is therefore evident that VM2011, especially the
OC and employed leaders, valued, and prioritized working purposefully to create its
own culture. Based on how they described their everyday work, it appears they
constantly made small changes to shape a comprehensive culture closer to NWSCI11,
emphasizing a focus on communicating the same messages through all media channels
used (i.e. volunteer web portal, information meetings, press conferences, webpage,
television, interviews, and more). During the WC10, the basis for a common culture

was formed, where everybody involved got the chance to interact, to know each other,
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and develop common identity. One prerequisite for developing a common culture is to
interact with each other, and the WC10 was beneficial in that manner, because the
majority of the volunteers participated and gained useful experience. Athletes,
spectators and media representatives were encouraged to respond to a survey
concerning their satisfaction with the event. “We got feedback that the volunteers were
so gentle, service-minded and really were perceived as hosts and helpers. It shows that
we have managed to implement our culture and value platform to the outer loop”
(CEO). Results like this motivated for more targeted preparedness training in the last

preparation for NWSCI11.

Preparedness training: VM2011 strived to fully exploit its capacities, and the CEO
compared their planning process with an athlete’s preparation for an important
championship. Systematic exercise, detailed training programs, action plans, and small
goals along the way, constitute the effort to reach the overall goal. The help from 2270
volunteers during NWSC11 was indeed necessary, and it was important that the
volunteers felt meaningful while they participated. In an interview, the HR director
stated: “Volunteers are our most important resource and a key success factor”
(Oslo2011 d, e.), and for that reason, VM2011 strived to create a culture where
volunteers experienced ownership and confidence. However, many volunteers had been
active in several World cup events in Holmenkollen before, and one central person in

VM201 1explained:

In a World Cup context, it [the routines] is in the mind of most of the volunteers.
We have advocated that ‘we have to produce implementation plans down to the
smallest detail on each section level’. We started before the World Cup, but we

will go on with this on an even more detailed level.

The OC highlighted the need for gearing up the organization to a ‘World Championship
performance’, and underpinned the NWSC11 demanded much more from the
organization, compared to an ordinary World Cup event. To develop dynamic
capabilities, VM2011 utilized several techniques. In addition to the detailed
implementation and action plans, visualization was often utilized. The transportation

and logistics director appreciated the frequent training sessions, and said:

We visualize. (...) ‘how do we set up the intersection? What if there is a car
accident? A bus stop? If someone gets injured? Who will support us? Whom to

report to? Do you know what to do?’(...) it is to verify the plan.
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Through frequent discussions, open communication, and brainstorming, VM2011
developed awareness and knowledge of how to handle a wide range of possible

scenarios.

Expertise. VM2011 strived to possess spot-on expertise in different positions, firstlyto
manage operational tasks, and secondly, to ensure decision-making at lower levels.
During WCI10, the need for higher professionalism in some areas was reported. Special
expertise was required to operate flawlessly in the new facilities in Holmenkollen. No
one in Norway was qualified to operate in the new freezing system in the outrun of the
ski jump. The solution was to hire expertise from Canada, who utilized the same
freezing system during the Winter Olympic Games in Vancouver 2010. Canadian
experts educated people in Norway on how to operate the new technical freezing

system.

In the transportation section, the required expertise was present, but the ability to
interact with other sections within VM2011 as well as professional partners was

lacking. According to the transportation and logistic manager:

The transportation section actually managed their specific tasks during WCI10.
(...) but they did not collaborate well with the rest of the organizing team. They
were literally out of sync. (...) we replaced people, and put together something

completely new, last fall.

Due to requirements for increased collaboration with professional partners, the huge
managerial step was taken, and the executives described the decision as both tough and
demanding. In retrospect, it appears very significant for improved effectiveness and

corporation, to obtain a more professional workforce.

Information and involvement

“We aim to involve widely, so that as many as possible have ownership of this”, CEO.
Since VM2011 was established in 2007, it emphasized the importance of involving the
city of Oslo and salient stakeholders, with the intent of creating ownership and
fellowship. In accordance with one of the latest studies on risk management strategies in
large-scale sporting events, the development of healthy relations is crucial. Event
organizations must be aware that cooperation, ability to meet the needs of others, build

long lasting relationships and engage those involved in the overall project management
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is essential (Leopkey & Parent, 2009b). After WC10, VM2011 noticed increased
interest from external stakeholders, and found it easier to involve people. The event
coordinator proudly explained VM2011’s ability to involve and also integrate others in

their project:

We have been able to involve and integrate external resources into our
organization. Not just 'accepting help', but integrate, and say; 'you are a part of
us'. (...) they [partners] are feeling the 'we-attitude’. When the subway operator
tells us he is learning more English to communicate better with international

visitors, we know we have achieved something.

The capacity of involving and integrating external resources was probably one of the
greatest success criteria for VM2011. It was a time consuming job to establish tight
relations, but it proved to be worth it during the accomplishment of NWSC, when all
parties worked together in the same direction, everyone working for what was best for

the event.

Technology: To feed more than 2000 volunteers with proper information, and to keep
the entire organization updated at any time, project management tools must be user
friendly and utilized by all joints in the organization. Before WC10, rarely anyone in the
organization utilized the project management tools available. Due to adj